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Companies, just like people, 
have personalities.
RUDY CROUS,  
CO-FOUNDER & EVP - TALENT & OPERATIONS 
COMPONO

As a Corporate Psychologist, Rudy has guided businesses on how to improve their company culture, 
competence and behaviours to help them excel in their mission and objectives. He specialises in 
Organisational Change and Culture Management, Operational Strategy and Planning, Workforce 
Training and Assessment, Team and Leadership Coaching and Development. Rudy is a Registered 
Psychologist and holds a Bachelor of Business Management (HR & IR), Bachelor of Science Psychology 
(Hons), Master of Organisational Psychology, and PhD Organisational Psychology (Candidate). 

Passionate about people and intrigued by their relationship with work, Rudy saw a disconnect in the 
work cycle and human resources. Traditional recruitment and internal development approaches 
weren’t working, with both companies and individuals frustrated with the hiring process and peoples 
expectations on career development. This led to Compono being born. Utilising technology to bring the 
best practice approaches, science and academia into the world of work. 

Rudy believes that companies are living organisms and so are people. Companies, just like people, have 
personalities. With Compono there is now an intelligent platform where companies and candidates 
match to each other to ensure greater job satisfaction and happiness. The inherent belief is that 
science driven HR decisions make for better workplaces. Compono is there from the beginning of an 
individual’s work journey to the end. Providing companies with the right intelligence and interaction for 
individuals to have greater fulfillment in their jobs and companies to more cohesively work with and 
develop their people.
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Hiring the right people is difficult. Thanks to the 
increasing complexity of doing business, it is only 
becoming harder. Before the 2020/21 pandemic, the 
skills and cultural fit of a potential candidate could be 
assessed in-person, in the context of the office.

Now, many roles require the ability for candidates to work remotely and showcase digital 
communication and leadership skills virtually. These days, it’s entirely possible you will hire someone that 
you’ve never actually met in person. 
 
Microsoft research into hybrid working models in Asia, Australia, New Zealand and Japan found that 
73 percent of workers want flexible remote work options to continue, and 41% of the workforce is 
considering changing jobs. 
 
Assessing a candidate’s ability to excel in a new hybrid working environment is a daunting challenge for 
hiring managers today. What hasn’t changed is the pressure. Recruitment is a high-stakes game that 
creates a lot of stress and anxiety for the people tasked with hiring. This is because more businesses now 
recognise that a competitive advantage stems from their human resources. As such, lots of time and 
resources go into the hiring process and the cost of hiring the wrong employees can be catastrophic; 
bad hires can cost a company significant money as well as damage its reputation, culture, and 
workplace morale. 
 
Even with this focus, hiring doesn’t seem to be improving because most of the time hiring strategy 
isn’t changing to combat the main reasons behind a bad hire. This white paper focuses on the five 
most common mistakes, why they happen and how we can fundamentally change hiring processes to 
combat them.
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The five mistakes are: 
• Hiring people because we are similar to the

• Failing to spend time manually reviewing resumes because we are too busy

• Valuing a candidate’s experience over capability and potential

• Relying too strongly on referral

• Hesitating to hire candidates perceived to have the potential to outperform us

The central challenge is often that we have masses of applications to review and there is simply too 
much information to consider, making it impossible to remain objective when comparing candidates. 
Additionally, most hiring decisions are still underpinned by what candidates present on their resumes, 
which largely ignores their emotional brain and the significant role it plays in decision-making and 
behaviour. 
 
We therefore rely on cognitive shortcuts, such as what we ‘know to have worked before’ to make 
decisions, and this creates bias, unconscious or otherwise. 
 
To get the best out of human resources, it is critical to eliminate bias and evaluate a candidate’s 
technical and non-technical fit simaltaneously, which requires us to use both technology and human 
intelligence to cut through the pervasive white noise.

In this whitepaper, we draw on real data-driven insights to cover:

• The science behind the five common hiring mistakes you are making

• What intelligent recruitment is and why it work

• How to implement it effectively into your hiring processes

• If an employee possesses any of these qualities, it is unlikely they will succeed in the role and won’t 
contribute to the growth of the business.



What is a 
successful 
hire?
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On average, managers take 40 days to fill a vacant role, at an average 
cost of $19,000; according to the latest figures from the AHRI HR Industry 
Benchmark Survey Report 2019. With these costs in mind, hiring no 
candidate at all is often better than hiring a bad one.

Before we can explore the regular hiring mistakes that 
are being made and why they’re being made, we need 
to understand what it is we’re trying to achieve when 
recruiting new talent.

What makes a hire successful vs unsuccessful?
These include:

• Has the right level of technical and soft skills to perform the role in question

• Has strong work ethic and performs duties to a high standard

• Is a cultural fit and shares the organisation’s values

• Is supportive and works well with other team members

• Has an optimistic attitude that adds to a positive work environment

• Intends to stay with the organisation long-term

• Takes pride in their role and wants to see the organisation do well

On the other hand, an unsuccessful hire will have one (or more) of the following qualities:

• Has a poor work ethic and doesn’t meet expectations of their responsibilities

• Isn’t a cultural fit and doesn’t work well with other team members

• Has a bad attitude that negatively impacts work culture

• If an employee possesses any of these qualities, it is unlikely they will succeed in the role and won’t 
contribute to the growth of the business.

What is the cost of a bad hire?
The cost of a bad hire is too great to ignore. It can cripple your business. In addition to financial costs, 
which the U.S. Department of Labor suggests is about 30% of their salary, bad hires impact team 
performance, team morale, and time spent on hiring and onboarding them.



Five common 
hiring mistakes 
businesses make
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Hiring managers are time poor and faced with recruitment overload. Traditionally, this involves sifting 
through upwards of 50 resumes that need to be reviewed and ranked to shortlist candidates for 
interviews - and it needs to be completed under deadline. 
 
What makes matters worse is that each and every resume is unique. The layout is different, font 
is different, sentence construction and linguistic proficiency are different... and we haven’t even 
yet started to compare and contrast the resume content against the Key Selection Criteria and 
requirements of the role. Not even on your best day, jacked up on countless cups of coffee, would you 
be able to objectively compare and contrast each and every resume with each other. There is just too 
much information for hiring managers to consider and think about simultaneously. 
 
This means decisions are often not given the time and consideration to be made objectively. For the 
most part, it seems that a lot of businesses consider recruitment a dark art rather than a calculated 
scientific approach—a big gamble or roll of the dice, that if you happen to get right, some luck can be 
attributed to the results.

Key hiring mistakes
So what are the top five mistakes hirers make?

 
Mistake 1
Bias of hiring people similar to you
One of the most common hiring mistakes is hiring people that appear familiar to us. We hire people like 
us because we assume people like us are better and can handle the job. This is called bias of similarity or 
in-group bias, out group bias, or self-serving bias. 
 
The problem with this is that you aren’t hiring based on what the candidate can objectively contribute 
to the business, but based on an assumption that they will do well because they are similar. It also 
leads to building a team of employees that all think the same, which risks your business having a lack of 
thought diversity to draw on when conditions change.
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Mistake 2
Too busy to spend time manually reviewing resumes
We also tend to follow our gut feelings because we are just too busy (and our minds are perhaps too full 
of other matters) to question our assumptions about people (biases of expedience or availability bias, 
confirmation bias, halo effect). 
 
It’s a truism that the little assumptions we unconsciously make when reviewing resumes could be the 
difference between overlooking the perfect candidate or adding them to the shortlist and hiring them.

Mistake 3
Experience is valued more than capability and potential
Traditionally, most hiring managers find themselves focusing on technical experience presented on CVs. 
We tend to believe that experience is more important than capability and potential because our deeply 
held belief is that experience in a field (as opposed to capability) predicts high performance (in social 
psychology, this bias towards experience is called fundamental attribution error). 
 
However, this removes all candidates without a strong history of experience that may actually be a 
better fit for the business because of soft and transferable skills, as well as job motivations that align 
better with the business goal at hand.

Mistake 4
Rely too strongly on referrals
We tend to hire people in our network (or connected to someone we know) because familiarity is always 
the safe choice in our minds (bias of distance or temporal discounting, affective forecasting). 
 
Similarly to the above mistakes discussed, relying too strongly on referrals immediately discounts other 
good candidates and removes the opportunity for building diversity in the team.

Mistake 5
Wary of hiring candidates we perceive as a potential to outperform us
Finally, we are wary of anyone who we perceive as a threat to our status in the organisation. Research 
indicates that even if you are well-meaning and well- intentioned, it’s very difficult to act against your 
own self interest by hiring someone who could outperform you. 
 
This is problematic as it removes some of the best candidates from the mix! These people could offer 
amazing benefits to your business.



Why do these 
mistakes 
happen? 
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The issue is that most hiring decisions are still underpinned by what candidates present on their resumes 
and made by hiring managers who are time poor and making quick, subjective decisions about who 
makes it to interview and who doesn’t. 
 
There’s also the outdated process of hiring to blame. Resumes often focus on technical skills and 
experience, while largely ignoring the emotional side of a candidate (their job motivations, values, 
working behaviours etc.) and the significant role those elements play in decision-making and 
performance at work.

 
What is hiring bias and why is it bad?
Hiring bias occurs when you form an opinion about a candidate based solely on first impressions of their 
resume - it could be their photo, name, height, weight, hometown or school that triggers unconscious 
bias that influences your decisions, whether that’s positively or negatively. Often, we can’t help but want 
to hire someone more like ourselves, hire someone with a gut feeling, or hire someone based on their 
experience rather than assessing their potential. 
 
Good candidates are overlooked for minor things, while other candidates are favoured for things that 
don’t actually mean they will be any better at the job. The end result is a hiring gamble that could very 
likely lead to an unsuccessful hire.

 
How does it happen?
So if we know that bias is wrong, why do we still have it? Essentially, it comes down to the human brain. 
Our brain has two systems, one rational and the other emotional that drive decision-making and 
behaviour. 
 
The rational, or thinking brain, is what sets us apart from other animals. You are using your thinking brain 
when you are deliberately paying attention to something (like this white paper), or actively thinking. It is 
a conscious way of thinking and it deals in details, calculations, and rationality.
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The emotional brain, however, serves as the seat of emotion, motivation, mood, and lots of other 
mental and emotional processes. The emotional brain is an automatic, fast and unconscious way of 
thinking. It makes judgements based on personal opinions, experiences, and generalisations without 
you even realising it. When you use it, it doesn’t feel like you’re actually thinking. The emotional brain 
accomplishes this by applying simple rules that psychologists call ‘heuristics,’ or mental shortcuts. Quick 
assessments and general rules can often get things wrong. With that said, the emotional brain can 
let you down and is prone to systematic errors. The emotional brain is responsible for personal biases, 
stereotypes, superstition, gullibility, naiveté, and prejudice. 
 
Neuroscientists report that humans run on the emotional brain’s autopilot mode 95% of the time and 
for the most part, we aren’t even aware that it’s happening. This means most of our decisions are 
shaped by our unconscious mind and its subjective view of the world. We are not the rational decision 
makers we think we are and how we evaluate a job- candidate’s fit is often driven by personal biases 
and opinions, as opposed to considering individual facts on their own merits, unaffected by our own 
particular likes and dislikes. Without us knowing it, there is a good chance we may be shutting out the 
very candidates we need in our business because we are not aware and/or testing the parameters of 
our own thought processes. 
 
How often does it happen?
Since humans run on their emotional brain most of the time, these biases happen almost always in 
hiring processes led entirely by human decision-making. 
 
Don’t believe us? According to 2015 Brandon-Hall research commissioned by Glassdoor, 95 percent 
of employers surveyed admitted to making hiring mistakes by recruiting the wrong people each year. 
More recently, Robert Half commissioned independent research and found 98% of New Zealand hiring 
managers had hired an employee that did not meet expectations, whilst in Australia that figure was 
65% of those surveyed. 
 
With hybrid working models the new normal, unless we change the way we hire to remove bias, we can 
safely anticipate bad hires to increase. 
 
How does it lead to bad hires?
Let’s look at an example. You’re a hiring manager reviewing hundreds of resumes and while considering 
all of this information at the same time, you decide it’s time for a coffee because you are struggling to 
stay focused. In reality, your brain has gone into a complete meltdown, only allowing you to cling to bits 
and pieces of information from each resume rather than maintaining the holistic picture relative to the 
job you are hiring for.
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To make matters worse, the Key Selection Criteria upon which you are using to evaluate candidates, 
are also not equally weighted, so you will need to consider this in your overall screening and ranking of 
candidates as well. The fact is, you’ve been set up to fail. It is not possible for your brain to consciously 
process all of this information and objectively compare and contrast candidates. So, you will begin 
to use shortcuts from your past experiences. The process is fraught with subjectivity and your brain is 
tricking you into believing that you are doing a good job! 
 
What makes matters worse is that the resumes you are looking at only provide a summary of technical 
skills, qualifications, and experience—all of these attributes exist in a person’s thinking brain and 
are used to solve technical problems such as calculating a complex math problem or performing a 
demanding physical task. 
 
Only recruiting for technical abilities can be problematic, as the emotional brain mostly drives 
behaviour. There is no doubt that technical skills and qualifications are important for gauging a 
candidate’s technical aptitude, but it does not give insight into what motivates a candidate on the 
job, nor is it a reliable indicator of job performance or how a candidate is likely to fit into a specific role, 
team, and an organisation’s culture. Specifically, a recent study showed almost no correlation between 
a candidate’s resume and successful in-role performance. 
 
If you have two employees with roughly the same skills, qualifications, and experience, but one 
employee consistently outperforms the other, what is the reason behind this? Well it has less to do 
with technical skills and more to do with the emotional brain and the individual motivators of both 
employees.



Solutions for 
better hires 
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To make better hiring processes that consider a candidate’s full potential, we need to tap into the 
thinking as well as the emotional brains of candidates. 
 
The inclusion of psychometric assessments in recruitment has started to explore this balancing act. 
However, we have only scratched the surface of what is possible. For one, psychometric assessments 
are usually the last step in the hiring process, as opposed to the first. We typically screen, rank, and 
shortlist candidates based on their technical skills and qualifications first, and only further down 
the recruitment process, when we already have a shortlist of 2 or 3 candidates, do we administer 
psychometric assessments to evaluate the non-technical fit. This approach is somewhat counter 
intuitive—wouldn’t it make more sense to first see if a candidate has suitable company fit and personal 
characteristics before evaluating them on technical fit? You can train someone to have the right 
technical skills, but you cannot train a person to have the right attitude and job motivation. 
 
That being said, the ideal scenario would be to evaluate a candidate’s technical and non-technical 
fit at the same time. Why don’t we do this already? Psychometric assessments are costly and it would 
be a huge financial burden on an organisation to put each and every candidate through a suite of 
assessments. Another reason is confusion—unless you are an organisational psychologist, most people 
do not know how to successfully interpret psychometric data and compare candidate results to the job 
and company requirements. Similarly, not all Key Selection Criteria are equally important for predicting 
in-role success—we need a way to systematically weigh selection criteria against each other and 
objectively compare and contrast candidates’ technical fit as well as non- technical fit relative to the 
weighted Key Selection Criteria.



17  | How to Avoid These Five Massive Hiring Mistakes

The move towards intelligent recruitment
We make better hires by changing the hiring process towards ‘Intelligent Recruitment’ strategies. 
Intelligent recruitment is humanity and technology combined. It’s taking the strengths of both to create 
a recruitment process that is more informed, objective, quicker and cost-effective, whilst not losing the 
valuable input HR professionals bring to the process when assessing a candidate. 
 
When it comes to hiring, computers can enhance the productivity of human recruiters by managing 
tasks such as candidate screening and ranking, and matching them to jobs and company cultures. 
We can use computers to take weighted Key Selection Criteria and apply algorithms to objectively 
compare and contrast candidates that evaluate their fit based on both technical and non-technical 
requirements. By eliminating the “grunt work,” as it were, that machines can now do effectively it means 
recruiters can focus on executing tasks that require a human touch, such as engaging with candidates 
and clients, building trust, and creating rapport. Through this process, recruitment teams can really 
begin to demonstrate the value they bring to the organisation by demonstrating how they are using 
objective screening tools alongside increasing the amount of time they spend with each candidate, 
enhancing the company reputation in the process.

How can science help avoid the mistakes of hiring bias?
Due to the subconscious nature of hiring biases, there are very few solutions that do not involve adding 
technology into the mix at an early stage. By giving computers the work of reviewing applications, 
we can get an objective shortlist of the best candidates as per the key selection criteria. Technology 
removes bias from the recruitment process and eliminates the pain incurred when manually sifting 
through CVs trying to objectively compare and contrast candidate information. 
 
In turn, due to refocusing of recruitment time away from resume screening, more time can be spent 
improving the human side of the recruitment process. This means no recruitment overload, no standard 
resumes and no human bias!
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What kind of technology can help?
One of our technology solutions is Shortlyster. Shortlyster is an automated job-candidate screening, 
ranking, and matching tool for businesses. The platform combines organisational psychology principles 
and neuroscience theory with technology to help businesses hire smarter and faster. It uses algorithms 
to match candidates to role requirements and organisational cultures, and helps recruiters to select 
candidates based on their full potential. 
 
In real-time, Shortlyster holistically evaluates candidates, and ranks and matches job applicants 
instantly on three levels;

• Organisation Fit: Understand how the candidates’ behavioural characteristics and work style 
preferences align with your company culture.

• Qualifications Fit: Assess the candidates’ education and knowledge against what’s required for the 
job.

• Skills Fit: Identify the candidates’ expertise and experience level. 

Essentially, Shortlyster enables you to identify and hire people that best fit your job roles and company 
requirements. It does what it says on the “box”—it helps you create a shortlist of the best-fit candidates, 
but doesn’t make the final hiring decision. We believe that right is still reserved for humans. 
 
Our customers report cutting time to hire by 80% using the Shortlyster solution. You can find their stories 
on how technology has helped transform their recruitment online here: compono.com

How does it increase the odds of a better hire?
While hiring will never be an exact science, by understanding the downfalls of traditional hiring methods 
and recognising the greater role science and technology can play, we can raise the odds. 
 
Science provides hiring managers the objective insight they need to make better, more informed hiring 
decisions, and do so both faster and more cost-effectively. By introducing data-driven decision making 
into the hiring process, hiring managers can showcase how they are proactively tackling the challenges 
of modern hiring. Shortlyster’s core objective is to help you achieve a highly engaged workforce, which 
can give companies a three year revenue growth 2.3 times greater than the average, according to 
research from Deloitte. 
Supercharge your recruitment process and get it right from the beginning. Holistically screen, match 
and rank the right candidates in real-time for an optimal shortlist and build an engaged long-term 
workforce.



What’s next?
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