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About insyt2 04

A Gulf-focused assessment
and development practice.

Founded in 2020, insyt2 connects occupational
psychology, HR consulting, leadership development and
executive coaching - from the individual to the whole
organisation.

WHY ORGANISATIONS WORK WITH US

01 BESPOKE

Built around the decision, role and
context.

02 GULF-INTELLIGENT

Regional relevance with global
psychometric discipline.

03 BILINGUAL

English and Arabic designed together.

04 INTEGRATED

Assessment, reporting and
development connect.

05 EVIDENCE-LED

Transparent methods and professional
judgement.

06 ACTION-READY

Every output points to a practical next
step.

At insyt2, we believe assessment should strengthen decisions, conversations and development - not
simply produce a score.



WHY WE WROTE THIS EBOOK 05

Better questions.
Better evidence.
Better professional
judgement.

THE PROBLEM WE WANT TO SOLVE

Too many products are described as psychometric,
scientific or validated without sufficient evidence. Attractive
profiles and dashboards can create confidence without
construct clarity, reliability, validity, fairness or appropriate
local evidence.

WHAT WE WANT THIS GUIDE TO DO

Help HR professionals ask better questions, distinguish
evidence from marketing, commission and interpret
assessments responsibly, and use assessments and
surveys in ways that are fair, proportionate, culturally
credible and genuinely useful.

THE insyt2 PRACTICE STANDARD

01 CONTEXT

Begin with the role, decision and
population.

02 EVIDENCE

Use transparent methods and
multiple sources.

03 ACTION

Make the next step visible.

04 DEVELOPMENT

Use assessment to expand
capability, not fix identity.

insyt2 would never treat a polished dashboard, memorable label or AI recommendation as proof of
psychometric quality.



FIFTEEN TRUTHS EVERY HR PROFESSIONAL SHOULD REMEMBER 06

A practical quality screen for commissioning, designing, interpreting and governing assessment.

01 Begin with the decision, not the
instrument.

Define the decision, population and evidence
gap before choosing a test.

02 A score is an estimate.

Every score contains uncertainty; tiny
differences are rarely precise rank
distinctions.

03 Validity belongs to
interpretation and use.

Evidence must support meaning and
consequences in context.

04 Reliability is necessary but
insufficient.

Consistency can still be irrelevant, biased or
badly interpreted.

05 Job analysis is the foundation
of selection.

Link work requirements, constructs, content
and decisions explicitly.

06 Fairness is designed across the
lifecycle.

Access, content, scoring, prediction,
decisions and monitoring all matter.

07 Standardisation and
accommodation can coexist.

Protect access to the intended construct, not
identical treatment.

08 Norms can mislead.

Reference groups must be relevant, current
and transparent.

09 Cut scores create
consequences.

Thresholds require evidence, error analysis
and governance.

10 More assessment is not
automatically better.

Add methods only when they contribute
distinct job-relevant information.

11 Vendor branding is not
technical evidence.

Demand manuals, studies, subgroup results,
controls and version history.

12 Local evidence matters.

Published evidence is a starting point;
monitor your own setting.

13 AI does not escape
psychometric standards.

Novel models still require job relevance,
reliability, validity and fairness.

14 Competence includes knowing
your limits.

Seek supervision or specialist input where
required.

15 Candidate experience is part of
quality.

Clarity, dignity, accessibility, support and
review affect defensibility.

At insyt2, we believe the strongest practitioners can speak both the language of statistics and the language of
business.
Evidence without context is noise. Context without evidence is opinion. Professional judgement connects the two.



PART 1

Foundations
What the field is, why it matters, and where an HR professional fits within it.

In this part

01   What psychometric assessment is - and is not 02   The professional landscape

03   Assessment methods and use cases 04   Stakes, risk, and proportionality

SCIENCE · FAIRNESS · DECISION QUALITY · PROFESSIONAL JUDGEMENT

THE insyt2 VIEW
The question is never which test looks most impressive. It is which evidence best serves
the decision, the people affected and what happens next.
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01
CHAPTER

What psychometric assessment is - and
is not
A disciplined measurement process, not a collection of attractive questionnaires.

A working definition

AT insyt2, WE BELIEVE...

assessment is a measurement process tied to a
purpose, population and decision - not a catalogue
of instruments.

insyt2 WOULD NEVER...

describe a tool as psychometric simply because it
produces a profile, score or attractive dashboard.

insyt2 PRACTICE CONTEXT BEFORE CONTENT

We never begin by asking which test to buy. We
begin with the role, decision, population, evidence
gap and consequences of error; only then do we
select or design the method.

Test, assessment, decision, and governance

Layer Primary question Typical outputs

Test or
instrument

How will the attribute be sampled and
scored?

Items, exercises, rating scales, raw scores, and scale scores.

Assessment
process

How will evidence be collected fairly and
consistently?

Instructions, administration protocol, accommodations, reports,
and quality checks.

Decision system How will evidence influence an
organizational action?

Cut scores, composite rules, panel judgments, overrides, and
audit trail.

Governance
system

Who is accountable for quality, risk, and
review?

Policy, roles, approved tools, monitoring, incidents, change
control, and retirement.

What psychometric assessments can do

Provide standardized evidence about job-relevant attributes that are difficult to observe consistently in an
informal conversation.
Improve comparability by giving candidates or employees equivalent opportunities to demonstrate relevant
capability or tendencies.
Support prediction, classification, diagnosis of development needs, and structured reflection when the
intended use is evidence based.
Make decision rules and assumptions visible, enabling audit, evaluation, and improvement.
Reduce some forms of human inconsistency while introducing other risks that must be controlled.

• 

• 

• 

• 
• 
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What they cannot do

Reveal a complete, permanent, or context-free truth about a person.
Eliminate judgment, accountability, uncertainty, or bias from an employment decision.
Predict behavior perfectly across all roles, cultures, time periods, and organizational conditions.
Compensate for a poorly defined role, weak performance criteria, or a dysfunctional decision process.
Justify clinical diagnosis or medical inference when the instrument was designed for occupational use.
Make an ethically questionable decision acceptable merely because an algorithm produced it.

Measurement rather than labeling

A responsible report might say: “Under timed numerical reasoning conditions, the candidate performed above
the comparison-group average, with an interval spanning approximately the upper-average range.” An
irresponsible report converts the score into an identity: “This person is highly intelligent and will succeed.” The
first statement is bounded by construct, method, condition, norm group, and uncertainty. The second
overgeneralizes and implies certainty the data cannot provide.

insyt2 WOULD NEVER CONFUSE PRESENTATION WITH EVIDENCE

A polished dashboard, memorable type name or
precise-looking score is not proof of psychometric
quality. We ask for construct clarity, reliability,
validity, fairness and use-case evidence.

The five-question discipline

1. What exactly is being measured?

2. How consistently and precisely is it measured?

3. What evidence supports the intended interpretation and use?

4. For whom, under what conditions, and compared with what reference group?

5. What happens when the score is wrong, incomplete, inaccessible, or misused?

These questions are the beginning of psychometric literacy. They are also a practical safeguard against buying
tools on the basis of novelty, testimonials, or a persuasive demonstration.

• 
• 
• 
• 
• 
• 
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02
CHAPTER

The professional landscape
Test users, assessment specialists, psychometricians, psychologists, analysts, product leaders, and
governance professionals do different work.

One field, several levels of practice

AT insyt2, WE BELIEVE...

competence is task-specific: choosing,
administering, interpreting, designing and
validating assessments require different levels of
expertise.

insyt2 WOULD NEVER...

assume that familiarity with one instrument
automatically creates competence across the wider
psychometric discipline.

HR professionals often encounter psychometrics first as administrators, report recipients, or buyers. A career can
then move in several directions. The key distinction is not status; it is the nature of the decisions you are
competent and authorized to make. Administering a published instrument according to a manual requires
different expertise from creating a scoring model, validating a selection system, or designing an item bank.

Role Typical contribution Technical
depth Boundary to respect

Assessment coordinator Scheduling, participant communication,
platform support, records, and incident
handling.

Foundational Does not independently interpret
complex scores or alter standard
conditions.

Qualified test user Selects appropriate published tools,
administers, scores, interprets, and gives
feedback.

Applied Works within qualification, publisher
rules, and local scope of practice.

Talent assessment
specialist

Designs multi-method processes, trains
assessors, advises HR, and monitors
outcomes.

Applied to
advanced

Escalates complex validation, legal,
clinical, or statistical issues.

Assessment consultant or
designer

Builds job profiles, exercises, SJTs,
questionnaires, and scoring guides.

Advanced Documents evidence and avoids
unsupported proprietary claims.

Psychometrician Develops scales and evaluates reliability,
validity, invariance, linking, item models, and
scoring.

Specialist
quantitative

Requires deep measurement and
statistical expertise.

I-O or occupational
psychologist

Applies psychological science to selection,
development, teams, work, and organizations.

Broad
professional

Title, registration, and permitted
activities vary by jurisdiction.

Assessment product
manager

Translates user needs, science, UX, technology,
privacy, and commercial priorities.

Cross-functional Cannot trade away scientific or legal
safeguards for speed.

Assessment governance or
AI assurance lead

Sets policy, risk tiers, approvals, audit,
monitoring, and accountability.

Cross-functional
risk

Needs independent challenge and
access to technical evidence.

Competence is task-specific

A person may be highly competent in structured interview design and relatively inexperienced in item response
theory. Another may be an excellent psychometrician but lack skill in feedback or organizational implementation.
Ethical practice therefore requires a competence map, not a single label. Before accepting work, ask whether you
have the knowledge, supervised experience, tools, and authority for every task in the project.
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Task Minimum capability questions

Choose a published test Can I define the construct and use, read the manual, and evaluate norms, validity, reliability, fairness,
and practical fit?

Interpret an individual
profile

Do I understand score meaning, uncertainty, interactions among scales, limitations, and appropriate
feedback?

Set a selection cut score Can I link the threshold to job requirements, error costs, legal context, and validation evidence?

Build a questionnaire Can I define the domain, write and review items, pilot, analyze structure and reliability, and validate
interpretations?

Build an algorithmic
score

Can the team govern data provenance, leakage, overfitting, subgroup performance, explainability, drift,
security, and human oversight?

Translate or adapt a test Can the team address linguistic, cultural, construct, administration, and measurement equivalence
rather than merely translate words?

Professional titles and qualifications

Professional titles, registration systems, and test-user qualifications differ internationally. A publisher certificate
may authorize use of a particular instrument but does not automatically establish broad competence in
psychometrics. Conversely, a postgraduate degree may provide strong theory without authorizing use of
restricted tools or demonstrating current supervised practice. Build a portfolio of aligned evidence: education,
recognized qualifications, publisher training, supervised cases, technical work, continuing development, and
ethical accountability.

insyt2 CAREER LENS CHOOSE THE WORK, THEN THE QUALIFICATION

Decide which assessment work you want to
become trusted to perform. The learning route for
a qualified test user differs from the route for a
psychometrician, governance lead or product
specialist.

Scope boundaries that protect people and careers

Do not use occupational tools to diagnose mental disorders or health conditions.
Do not infer protected, sensitive, or medical characteristics unless the use is lawful, necessary, explicit, and
professionally justified.
Do not interpret restricted instruments without the required qualification or supervision.
Do not create the appearance of precision by reporting unsupported scores, norms, or algorithms.
Do not promise that an assessment is “bias-free” or “fully objective.” Describe evidence, controls, residual
risks, and monitoring.
Do not allow commercial ownership of a tool to prevent transparent technical evaluation.

• 
• 

• 
• 
• 

• 
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03
CHAPTER

Assessment methods and use cases
Different methods sample different forms of behavior and answer different organizational questions.

Two fundamental distinctions

AT insyt2, WE BELIEVE...

purpose changes the evidence requirement.
Selection, development, diagnosis and research
are not interchangeable use cases.

insyt2 WOULD NEVER...

recycle an instrument across hiring, promotion and
development simply because the content appears
relevant.

Maximum-performance measures ask what a person can do under defined conditions. They include reasoning,
knowledge, skill tests, work samples, simulations, and many situational judgment tests. Typical-performance
measures ask how a person tends to behave, prefer, value, or respond. They include personality, motives,
interests, values, and attitudes. Preparation, response distortion, time limits, scoring, reliability, validity, and
feedback differ between the two families.

A second distinction is between self-report and demonstrated performance. Self-report efficiently accesses
patterns that are not easily observed, but depends on self-insight, interpretation, motivation, and response style.
Demonstrated-performance methods may be closer to job behavior but are often more costly, narrower, and
affected by assessor or simulation quality. A defensible system matches the method to the attribute rather than
treating one method as universally superior.

Method family Examples Best suited to Frequent misuse

Cognitive ability and
aptitude

Verbal, numerical, abstract,
spatial, mechanical reasoning.

Learning, problem solving, and
handling complexity when job
relevant.

Assuming one broad score explains all
performance; ignoring access and
subgroup outcomes.

Knowledge and skill
tests

Technical knowledge, language,
coding, spreadsheet, safety.

Current proficiency in a defined
domain.

Testing trivia, outdated content, or
knowledge easily learned after hire.

Work samples and
simulations

In-basket, role play,
presentation, coding task, case
analysis.

Observable job behavior and
applied skill.

Unstandardized prompts or scoring;
excessive unpaid work.

Situational judgment
tests

Written, video, or chat-based
workplace scenarios.

Judgment about job-relevant
situations.

Ambiguous keying, cultural loading, or
options with obvious “good” answers.

Structured interviews Behavioral, situational, and
technical questions with
anchored scoring.

Experience, judgment,
motivation, and interpersonal
evidence.

Calling an interview structured because
questions were written down.

Personality and work
style

Trait inventories and narrow
work-style scales.

Typical behavior, development,
team and role hypotheses.

Deterministic labels, clinical inference, or
unsupported hard cutoffs.

Values, motives, and
interests

Career interests, motivational
preferences, and values.

Development, career guidance,
and engagement conversations.

Equating similarity to the current culture
with merit.

Integrity and biodata Overt integrity, personality-
oriented integrity, and
experience data.

Specific criteria where lawful and
appropriately validated.

Intrusive questions, opaque empirical
keys, or historical-opportunity proxies.

Multi-rater and
organizational
surveys

360 feedback, engagement,
culture, and team climate.

Development and organizational
diagnosis.

Using confidential development ratings
for selection or discipline.
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Purpose changes the evidence requirement

Purpose Primary question Evidence emphasis

Selection Who is most likely to meet defined
performance requirements?

Job relevance, prediction, standardization, fairness,
classification error, and applicant reactions.

Promotion or
succession

Who is ready now, ready later, or suited to a
different level?

Level-specific constructs, opportunity to demonstrate, and
potential versus performance.

Development What strengths, risks, and learning
priorities should be explored?

Construct clarity, reliability, developmental utility, feedback
quality, and psychological safety.

Career guidance What environments and activities may fit
the person?

Interests, values, self-concept, options, and non-deterministic
interpretation.

Team or leadership
work

How might patterns influence interaction
and effectiveness?

Shared language, confidentiality, evidence for team-level use,
and facilitation quality.

Employee research What is the prevalence and pattern of
experiences or attitudes?

Sampling, anonymity, measurement equivalence, response
rates, aggregation, and actionability.

Do not recycle an instrument across uses by assumption

An inventory that supports a coaching conversation is not automatically appropriate for rejecting applicants.
Selection raises different questions: can respondents manage impressions, are group differences understood,
are scales linked to the role, is the decision rule validated, and are consequences defensible? Similarly, an
engagement survey may be reliable for group reporting while being inappropriate for individual performance
decisions. Evidence must follow the intended use.

insyt2 PRINCIPLE METHOD FOLLOWS CONSTRUCT

Method follows construct; evidence follows use;
governance follows risk.

Assessment centres are processes, not buildings

An assessment centre is a standardized multi-method process in which trained assessors observe participants
across job-relevant exercises and integrate evidence against defined dimensions. A day of interviews at a physical
location is not necessarily an assessment centre. Quality depends on exercise design, coverage, assessor
training, behavioral observation, scoring anchors, integration rules, and monitoring.
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04
CHAPTER

Stakes, risk, and proportionality
The more consequential the decision, the stronger the evidence and controls must be.

Why risk tiering matters

AT insyt2, WE BELIEVE...

the stronger the consequence, the stronger the
evidence, controls, documentation and
professional oversight should be.

insyt2 WOULD NEVER...

apply the same governance standard to a low-
stakes pulse survey and a high-stakes succession
decision.

The same ten-item questionnaire can be low risk when used as a private reflection prompt and high risk when
used to screen out applicants. Risk reflects the decision, affected population, scale, reversibility, automation,
sensitivity of data, accessibility, novelty, and ability to contest an outcome. A formal risk tier prevents low-stakes
convenience from becoming high-stakes practice without review.

Tier Illustrative uses Minimum governance

Tier 1 - Low Voluntary self-reflection or learning with no
individual decision.

Clear purpose and limitations, privacy and accessibility basics,
and no hidden reuse.

Tier 2 -
Moderate

Development planning, team workshop, or
internal talent conversation with human
review.

Qualified interpretation, confidentiality, appropriate evidence,
facilitator controls, and documented limits.

Tier 3 - High Applicant screening, promotion, succession
classification, or certification.

Job analysis, validation strategy, standardization,
accommodations, subgroup analysis, decision rules, monitoring,
and appeal.

Tier 4 - Critical
or novel

Substantially automated decisions, sensitive
inference, high-volume AI screening, or
behavioral sensing.

Executive accountability, multidisciplinary review, impact
assessment, independent challenge, strong human oversight,
audit, and incident response.

A practical risk screen

Score each question from 0 for no material risk to 2 for material risk. The total is a governance prompt, not a
validated scale. Escalate when any single risk is severe even if the total is modest.
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Risk question 0 1 2

Can the result deny, delay, or materially change employment or income? No Indirectly Directly

Is the decision difficult to reverse or contest? Easy Moderate Difficult

Is the population large or potentially vulnerable? Small Medium Large or vulnerable

Does the process use sensitive data, monitoring, biometrics, or inferred traits? No Limited Material

Is scoring automated, opaque, adaptive, or frequently updated? No Partly Substantially

Could disability, language, culture, or technology access affect performance? Low Possible Likely

Is local validity or subgroup evidence limited? Strong Mixed Weak

Would an error create legal, safety, reputational, or human harm? Low Moderate High

insyt2 ESCALATION RISK MUST CHANGE THE GOVERNANCE

High stakes, novel data, opaque scoring, large
scale, limited contestability or vulnerable
populations should trigger multidisciplinary review
- not merely a longer consent form.

Proportionality questions

Is the attribute important enough to justify measuring it?
Is the method less intrusive than available alternatives?
Is participant burden proportionate to the decision value?
Does score precision justify the granularity of the decision?
Are data collection and retention limited to what is necessary?
Can meaningful human review identify and correct errors?
Is the business benefit plausible and measured rather than assumed?

RISK AND PROPORTIONALITY WORKSHEET

Decision and affected population

Intended use and risk tier

Evidence gaps and assumptions

Accessibility and subgroup risks

Human review and appeal route

Monitoring owner and review date

Working note: record evidence sources, assumptions, limitations, owners, and the date for review.

• 
• 
• 
• 
• 
• 
• 
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PART 2

Measurement Science
The concepts that separate evidence-based assessment from scoring theatre.

In this part

05   Constructs, job analysis, and assessment
blueprints

06   Reliability, precision, and score uncertainty

07   Validity and validation 08   Norms, scales, items, fairness, and cut scores

SCIENCE · FAIRNESS · DECISION QUALITY · PROFESSIONAL JUDGEMENT

THE insyt2 VIEW
The question is never which test looks most impressive. It is which evidence best serves
the decision, the people affected and what happens next.
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CHAPTER

Constructs, job analysis, and
assessment blueprints
Before measuring people, define the attribute and its relationship to work.

A construct is an explanatory idea

AT insyt2, WE BELIEVE...

good assessment starts by defining what matters
in the work, then building an evidence chain from
job analysis to construct, method, score and
decision.

insyt2 WOULD NEVER...

let a vendor name or branded dimension substitute
for a clear construct definition.

From work to evidence: the assessment chain

Step Question Output

1. Business
outcome

What must the role or program accomplish? Performance, safety, service, learning, retention, or
development outcomes.

2. Work analysis What tasks, contexts, constraints, and interactions
produce those outcomes?

Task and context map, critical incidents, and level
differences.

3. Attribute
hypothesis

What knowledge, skills, abilities, and other
characteristics enable performance?

Defined constructs with behavioral indicators.

4. Evidence model What observable response would support each
inference?

Behaviors, products, answers, ratings, and response
processes.

5. Assessment
blueprint

How much content and which method will sample
each domain?

Coverage matrix, item specifications, exercises, and
scoring plan.

6. Validation
argument

What evidence would justify the intended
interpretation and use?

Research and monitoring plan.

Job analysis for assessment

For each proposed construct, gather evidence of importance, frequency or opportunity, required level,
trainability, and distinguishability. A characteristic may be important yet unsuitable for pre-employment testing
because it is quickly learned, inaccessible to applicants without prior opportunity, or better observed through a
work sample. A low-frequency requirement may deserve strong weighting when failure has severe
consequences.
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Construct deficiency and contamination

Problem Meaning Example Control

Construct
deficiency

The assessment samples too
little of the intended domain.

A leadership test measures presentation
confidence but ignores judgment, inclusion,
execution, and ethics.

Blueprint the domain, use multiple
methods, and review coverage with
diverse experts.

Construct-
irrelevant variance

Scores are influenced by
attributes outside the
intended construct.

A numerical test uses unnecessarily
complex language, adding reading demand.

Remove irrelevant demands, review
accessibility, and study subgroup
patterns.

Criterion
deficiency

The outcome measure misses
important performance.

Supervisor ratings omit teamwork and
safety behavior.

Use a criterion model and multiple
quality-controlled indicators.

Criterion
contamination

The outcome includes
irrelevant influences.

Sales results reflect territory quality more
than individual capability.

Adjust context and use behavioral
ratings and multiple periods.

Blueprint example: first-line customer service manager

Construct or domain Job evidence Method Coverage

Operational prioritization Manages queue, staffing, escalations, and service
levels.

Timed in-basket plus structured
interview probe.

30
percent

Coaching judgment Diagnoses performance and conducts fair, specific
conversations.

Video SJT plus role play. 25
percent

Data interpretation Uses service metrics and identifies root causes. Job-context numerical exercise. 20
percent

Customer and risk
judgment

Balances service, policy, vulnerability, and escalation. SJT and case analysis. 15
percent

Learning and
adaptability

Updates practice after policy and technology change. Structured behavioral interview. 10
percent

insyt2 CAREER LENS START WITH JOB ANALYSIS

Job analysis is one of the highest-value entry skills.
Turning critical incidents and role evidence into an
assessment blueprint is already specialist work.

Avoid construct branding

Commercial labels such as agility, potential, digital mindset, or executive presence may combine several
established constructs or hide an unclear definition. Ask the provider to map the label to observable behavior,
theory, item or exercise content, factor structure, criterion evidence, and boundaries. A new name does not
create a new psychological attribute.
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CHAPTER

Reliability, precision, and score
uncertainty
Consistent measurement is about more than a single coefficient.

What reliability means

AT insyt2, WE BELIEVE...

precision matters because every score contains
uncertainty; interpretation should reflect that
uncertainty rather than hide it.

insyt2 WOULD NEVER...

treat small score differences as meaningful rank
differences without considering measurement
error.

Reliability is the consistency or precision of scores under specified conditions. It asks how much observed score
variation reflects relatively stable differences in the intended attribute rather than random or unwanted
influences. Reliability is not an all-or-nothing property and not a universal feature of an instrument. It depends
on population, purpose, score, administration, length, item quality, rater behavior, and model.

A high coefficient does not prove unidimensionality, job relevance, fairness, or validity. A set of nearly duplicate
items can produce high internal consistency while sampling a narrow domain. Conversely, a deliberately broad
composite may have modest internal consistency because it represents several important facets. Interpret
reliability in relation to the score design and decision stakes.

Evidence type Question answered Common applications Watch-outs

Internal
consistency

Do items intended to contribute
to a score cohere?

Multi-item scales, alpha, omega,
and split-half estimates.

Not a test of stability or unidimensionality;
affected by length and redundancy.

Test-retest Are scores stable across an
appropriate interval?

Traits, knowledge, and ability
when change is not expected.

Memory, learning, real change, interval
length, and attrition.

Alternate-form Do equivalent forms produce
comparable scores?

Secure testing, retesting, and item
banks.

Forms may differ in content or difficulty;
linking may be required.

Inter-rater Do trained raters produce similar
judgments?

Interviews, simulations, written
work, and assessment centres.

Agreement can coexist with shared bias;
anchors and calibration are essential.

Decision
consistency

Would people receive the same
classification on repetition?

Pass-fail, certification, and cut-
score decisions.

Often weakest near the threshold even when
overall reliability appears acceptable.

Conditional
precision

How precise is measurement at
different score levels?

IRT, adaptive testing, and high-low
cut regions.

Average reliability can hide weak precision
where decisions occur.

Internal consistency: alpha and beyond

Cronbach's alpha is widely reported, but it relies on assumptions that are often overlooked. It increases with test
length and may be inflated by redundant content. Coefficient omega can be more appropriate when item
loadings differ, but it also depends on a suitable factor model. There is no universal coefficient that makes a
measure acceptable in every use. High-stakes individual decisions generally require stronger precision than
exploratory group research, and precision should be examined around decision thresholds.
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insyt2 WOULD NEVER REDUCE RELIABILITY TO ONE NUMBER

We do not apply a universal .70 rule without
considering purpose, construct breadth, model fit,
score level, sample and consequences.

Standard error of measurement

Reliability becomes more useful when translated into score uncertainty. Under a classical model, the standard
error of measurement estimates the typical spread of observed scores around a person's conceptual true score,
expressed in score units.

SEM = SD x sqrt(1 -
reliability)

SD is the score standard deviation in the relevant population; reliability must correspond to the
score and use.

Example: a T-score scale has SD = 10 and reliability = .84. SEM = 10 x sqrt(.16) = 4. A simple approximate 95
percent interval is observed score plus or minus 1.96 x SEM. For an observed score of 62, that is roughly 54 to 70.
The interval is wide enough to show why a two-point difference should not be treated as a meaningful rank
distinction. More advanced models may produce asymmetric or score-specific intervals; use the method
recommended in the technical manual.

Approximate 95 percent interval = observed
score +/- 1.96 x SEM

This is an explanatory approximation, not a substitute for the
instrument's scoring model and manual.

Precision affects decisions

Use confidence intervals when interpreting individual scores, especially near thresholds.
Avoid over-ranking people whose intervals overlap substantially.
Report inter-rater and exercise-level precision for simulations, not only an overall composite.
Study decision consistency around cut scores and provide retest or review rules where appropriate.
Do not present more decimal places than the evidence supports.
Investigate reliability after translation, platform changes, time-limit changes, or use with a new population.

insyt2 REPORTING STANDARD MATCH LANGUAGE TO PRECISION

Our reporting language must match the evidence.
“Suggests,” “is consistent with,” and “within the
upper-average range” are often more defensible
than categorical labels.

• 
• 
• 
• 
• 
• 
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Validity and validation
The central question is whether evidence supports the proposed meaning and use of scores.

Validity is an argument supported by evidence

AT insyt2, WE BELIEVE...

validity belongs to the interpretation and use of
scores in a defined context - not to a test in the
abstract.

insyt2 WOULD NEVER...

use the word validated without stating the
population, purpose, evidence and limitations that
support the claim.

Modern testing standards focus validity on the interpretations of scores for intended uses. The question is not
simply, “Is this test valid?” It is, “Is the proposed interpretation and decision use sufficiently supported for this
population, purpose, and context?” The answer depends on a coherent argument connecting construct
definition, content, response processes, internal structure, relationships with other variables, fairness, and
consequences.

Validity is cumulative and conditional. Evidence supporting a reasoning score for graduate recruitment does not
automatically support the same score for promotion into a different job family, a translated version, an
unsupervised mobile administration, or a clinical conclusion. Changes to content, scoring, delivery, population, or
decision rules can alter the inference and trigger additional validation.

Five common sources of validity evidence

Evidence source Questions Examples

Test content Does content represent the defined domain at
the right level and avoid irrelevant material?

Blueprint coverage, expert ratings, content mapping,
and item review.

Response processes Are people engaging in the cognitive or
behavioral processes the score assumes?

Think-aloud studies, response-time patterns, rater
cognition, and usability research.

Internal structure Do relationships among items, exercises, or
raters align with the proposed score model?

Factor analysis, dimensionality, local dependence,
reliability, and invariance.

Relations with other
variables

Do scores relate to criteria and other constructs
as theory predicts?

Predictive and concurrent validity, convergent and
discriminant evidence, and group comparisons.

Consequences and
use

What intended and unintended effects arise
from use and decision rules?

Utility, subgroup outcomes, applicant reactions,
classification errors, gaming, and organizational
behavior.

Content-oriented evidence

Content evidence is especially important for knowledge tests, work samples, simulations, structured interviews,
and highly job-specific measures. A defensible process defines the work domain, constructs, level, and sampling
plan before items are written. Subject-matter experts should rate relevance and representativeness using clear
criteria, and disagreements should be documented rather than averaged away without discussion. Content
evidence does not mean that an item merely mentions the job; it must elicit evidence relevant to the target
requirement.
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Criterion-related evidence

Criterion-related validation studies examine relationships between assessment scores and outcomes such as job
performance, training success, safety, sales quality, progression, or retention. Predictive designs collect
assessment scores before the criterion period and usually protect scores from decision-makers; they best mirror
selection but take time. Concurrent designs assess current employees and correlate scores with current criteria;
they are faster but vulnerable to range restriction, survivor effects, experience, and criterion contamination.

A correlation is not self-interpreting. Evaluate sample size and uncertainty, criterion quality, design, range
restriction, missing data, subgroup patterns, cross-validation, and practical importance. Beware data leakage: an
algorithm can appear predictive when outcome information or post-hire variables enter the features. Evaluate
incremental validity - whether the method contributes useful evidence beyond existing methods - rather than
celebrating a standalone relationship that duplicates information already available.

Construct-related evidence

Construct evidence examines whether scores behave as expected within a network of theory and findings. A
conscientiousness scale should relate positively to established measures of conscientiousness and relevant work
behavior, but not so strongly to unrelated constructs that it appears to measure everything. Factor structure,
convergent and discriminant relationships, known-group hypotheses, developmental change, and response
processes can all contribute. Construct validation is ongoing; it is not completed by naming a factor after
inspecting the items.

A validation argument in practice

Claim Evidence needed Threats to examine

The score represents
customer-risk judgment.

Construct definition, scenario blueprint, expert review,
response-process study, and internal structure.

Reading load, policy knowledge, social
desirability, and ambiguous keying.

Higher scores indicate
better future judgment.

Predictive relationship with a quality-controlled criterion,
cross-validation, and incremental value.

Criterion bias, small sample, leakage,
range restriction, and unstable model.

The score can support a
screening threshold.

Precision near the threshold, cut-score rationale, error
costs, and subgroup outcomes.

Sharp decisions from imprecise scores
and unnecessary adverse impact.

Use is fair and accessible. Accessibility testing, accommodation protocol, DIF or
invariance, subgroup prediction, outcomes, and
candidate research.

Construct-irrelevant barriers, proxies,
inaccessible platform, and differential
opportunity.

The system remains valid
after deployment.

Version control, drift monitoring, incident logs, and
periodic revalidation.

Item exposure, coaching, population shift,
criterion change, and model updates.

Do not freeze method rankings

Selection research provides valuable general evidence, but no method has a single immutable validity coefficient.
Meta-analytic estimates depend on study quality, criteria, jobs, populations, corrections, and time period. Recent
re-examination of classic estimates has shown that some widely repeated values were overcorrected and that
conclusions should be updated as evidence improves. Use research to form hypotheses and design systems,
then evaluate fit and local evidence rather than copying a universal ranking table.

insyt2 EVIDENCE DISCIPLINE A SALES SLIDE IS NOT A VALIDATION PROGRAM

We ask for the hypothesis, design, sample,
criterion, uncertainty, subgroup results, cross-
validation and decision consequences - not a single
headline correlation.
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Norms, scales, items, fairness, and cut
scores
A raw score becomes useful only through a defensible frame of reference and decision rule.

Raw scores and common scales

AT insyt2, WE BELIEVE...

norms, scales and cut scores are communication
devices that must remain anchored to a relevant
comparison group and decision.

insyt2 WOULD NEVER...

present percentiles or colour bands as self-
explanatory facts without describing the norm
group, uncertainty and consequences.

A raw score might be the number correct, sum of ratings, average assessor score, or model output. On its own, it
rarely tells the user whether performance is strong, weak, typical, or sufficient. Interpretation may compare the
score with a norm group, a defined standard, a prior score, or a theoretical scale. The chosen reference frame
must match the decision.

Scale Definition Interpretation caution

Percent correct Correct answers divided by total scorable
items.

Difficulty depends on the test; 80 percent on one test is not
comparable with 80 percent on another.

Percentile rank Percentage of the reference group
scoring at or below the score.

Percentiles are ordinal and unevenly spaced.

z-score Raw score minus mean, divided by
standard deviation.

Negative does not mean bad; meaning depends on the
reference distribution.

T-score 50 plus 10 times z. A convenient scale does not remove error or non-normality.

Sten Usually a 1 to 10 normalized banding. Broad categories lose detail and boundaries are easily
overinterpreted.

Stanine Usually a 1 to 9 normalized banding. Designed for broad classification, not precise rank ordering.

Criterion-referenced
level

Performance relative to a defined
standard or domain.

Requires defensible standard setting and representative
tasks.

IRT theta or
transformed score

Model-based estimate on a latent
continuum.

Meaning depends on model fit, calibration, linking, and
conditional precision.

z = (X - M) / SD and T = 50 + 10z X is the raw score, M the reference-group mean, and SD its standard deviation.

Norm group quality

A norm group should be relevant to the intended comparison, sufficiently large, appropriately sampled,
transparently described, and reasonably current. “Global professionals” is not a technical description. Ask who
was included, from which countries and languages, how they were recruited, whether they were applicants or
incumbents, job levels, industries, education, dates, weighting, exclusions, and how missing data were handled.
The same raw score can yield different percentiles in graduate, manager, executive, national, or applicant norms.

Use broad norms when the decision genuinely requires comparison with a broad labor market.• 
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Use role, level, or sector norms only when relevant and not so narrow that they embed current
homogeneity.
Avoid using local incumbent norms as an unquestioned definition of future talent.
Re-norm or investigate when populations, preparation, delivery mode, language, or item exposure changes
materially.
Document which norm version was used for every score report.

Norm-referenced, criterion-referenced, and ipsative interpretation

Norm-referenced interpretation asks how a person compares with others. Criterion-referenced interpretation
asks whether the person has demonstrated defined knowledge or performance. A candidate can be above
average yet below a safety standard, or below a highly selective norm yet fully capable of the role. Competitive
selection often uses relative evidence, while certification or minimum proficiency requires a defined standard.

Ipsative formats force trade-offs among options, making scores partly dependent on one another within the
person. Traditional ipsative profiles can be useful for reflection but are problematic for comparing people.
Modern forced-choice models can sometimes recover normative trait estimates, but the model, item design,
scoring, reliability, and validity must be examined. Forced choice is not automatically resistant to impression
management or suitable for selection.

Item analysis and measurement models

Evidence What it indicates Interpretation

Item difficulty or
endorsement

Proportion correct or response distribution. Target the required range; extreme items may add little
differentiation but can cover essential content.

Item discrimination How strongly the item distinguishes higher
and lower scorers.

Low or negative values may signal ambiguity, miskeying,
multidimensionality, or poor content.

Item-total correlation Association between an item and the
remaining scale.

Useful diagnostic, not the sole retention rule; protect
domain coverage.

Distractor functioning Whether incorrect options attract plausible
errors.

Implausible distractors reduce information and reveal the
key.

Factor analysis How items or indicators cluster relative to a
proposed structure.

Fit indices are evidence, not an automatic certificate;
theory and replication matter.

Item response theory Probability of a response as a function of
person level and item characteristics.

Supports item banks and conditional precision but needs
model fit, calibration, and governance.

Differential item
functioning

Whether matched people respond
differently by group.

A flag for substantive investigation, not automatic proof of
bias.

Exploratory factor analysis investigates structure when uncertain. Confirmatory factor analysis tests a specified
model. Measurement invariance examines whether the scale works sufficiently similarly across languages or
groups for the intended comparisons. IRT can support item banks, linking, adaptive testing, and information
functions, but it is not automatically superior to classical methods. Use the simplest model that adequately
supports the inference and lifecycle.

• 

• 
• 

• 
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Fairness, bias, and accessibility

Concept Meaning What it does not prove

Group mean
difference

Average scores differ between groups in a sample. Does not by itself establish item bias,
discrimination, or job irrelevance.

Adverse impact A procedure produces materially different selection
outcomes under relevant law or policy.

Does not by itself identify cause or complete
the legal analysis.

Measurement
bias

Scores do not represent the same construct comparably
across groups.

Cannot be diagnosed from an overall mean
difference alone.

Predictive bias The score-outcome relationship systematically over- or
under-predicts for groups.

Requires suitable criteria and models; equal
correlations alone are insufficient.

Fairness A broader judgment about access, treatment, measurement,
prediction, decisions, consequences, and values.

Cannot be reduced to one statistic or identical
treatment.

Accessibility is the design of content and environments so people with a wide range of abilities can use them.
Accommodation is an adjustment for an individual need. Examples include additional time, breaks, alternative
input, screen-reader compatibility, larger text, a reader or scribe where permitted, sign-language support, a
different venue, or an alternative method. The correct adjustment depends on the barrier and the construct.
Additional time may be appropriate when speed is irrelevant; if speed is essential, an alternative way to
demonstrate the requirement may be needed.

insyt2 FAIRNESS PRINCIPLE DESIGN FOR EQUIVALENT ACCESS

Equivalent access does not always mean identical
conditions. The aim is to remove construct-
irrelevant barriers while preserving the meaning of
the score.

Translation is not adaptation. A literal translation can preserve words while changing difficulty, connotation,
social desirability, cultural relevance, or the behavior sampled. Adaptation begins by confirming that the
construct and use are meaningful in the target context. It uses qualified translators, subject experts,
reconciliation, cognitive interviews, piloting, and analysis of structure, reliability, item functioning, norms, and
criterion relationships.

Cut scores and classification

A cut score classifies people into categories such as pass or fail, eligible or ineligible, ready or not ready. The
apparent clarity hides uncertainty. People near the threshold may have similar underlying capability but receive
different outcomes because of measurement error. A higher threshold may improve average expected
performance while excluding capable candidates or increasing subgroup disparities. The right threshold is a
policy and evidence decision, not a mathematical fact hidden in the distribution.
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Approach How it works Best fit and caution

Modified Angoff Experts estimate the probability that a minimally
competent person answers each item correctly.

Knowledge or certification tests; requires a clear
competence definition and trained judges.

Bookmark Experts locate a point in an ordered item booklet
representing minimum competence.

IRT-scaled tests; depends on calibrated items and
judge understanding.

Borderline group or
regression

Performance of candidates judged borderline on an
external standard informs the cut.

Simulations and structured performance
assessment; external judgments must be reliable.

Contrasting groups Distributions of competent and not-yet-competent
groups are compared.

Requires defensible group classifications and
representative samples.

Criterion
optimization

Threshold balances sensitivity, specificity, utility, or
error costs.

Prediction and risk contexts; avoid overfitting and
consider fairness and capacity.

Policy threshold Organization chooses a score based on strategy or
capacity.

Can be legitimate for ranking, but should not be
misrepresented as a competence standard.

Adverse impact ratio = group selection
rate / highest group selection rate

Example: 35 percent divided by 50 percent equals 0.70. In the United States this
can be a review signal under the four-fifths heuristic, not a complete legal
conclusion.

Better practice near a threshold

Use score bands or confidence intervals rather than pretending a one-point difference is exact.
Create a review zone using an independent job-relevant method or structured panel review.
Specify retest waiting periods, alternate forms, and treatment of technical incidents.
Analyze the impact of alternative thresholds before implementation.
State whether the threshold represents minimum competence, relative competitiveness, capacity, or a
hurdle for a later stage.
Monitor decision consistency, subgroup outcomes, quality of hire, and error costs.

insyt2 WOULD NEVER USE A CONVENIENT NUMBER AS A CUT SCORE

A threshold needs a standard-setting rationale,
error analysis and governance. Round numbers are
not a methodology.

• 
• 
• 
• 
• 

• 
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PART 3

The Assessment Lifecycle
From strategy and vendor selection through design, administration, scoring and governance.

In this part

09   Assessment strategy and project charter 10   Selecting tests and evaluating vendors

11   Developing an assessment 12   Administration, accessibility, and candidate
experience

13   Scoring, interpretation, reports, and feedback 14   Combining evidence, validation, monitoring, and
data governance

SCIENCE · FAIRNESS · DECISION QUALITY · PROFESSIONAL JUDGEMENT

THE insyt2 VIEW
The question is never which test looks most impressive. It is which evidence best serves
the decision, the people affected and what happens next.

insyt² | PSYCHOMETRIC ASSESSMENTS turning insights into action. PAGE 27



09
CHAPTER

Assessment strategy and project
charter
Define the decision, evidence, risk, ownership, and success criteria before implementation.

Begin with the decision architecture

AT insyt2, WE BELIEVE...

assessment design begins with the decision,
success criteria, decision rights and the evidence
gap - then moves to method selection.

insyt2 WOULD NEVER...

start a project by shopping for tests before the
organisation has agreed what decision needs to be
improved.

Charter element Questions to answer

Decision and purpose What decision will be supported? Is the assessment advisory, a hurdle, or determinative?

Population and context Which roles, levels, locations, languages, contract types, and candidate channels are in scope?

Success outcomes Which business, quality, fairness, experience, and operational outcomes define success?

Construct and evidence
need

What job-relevant information is missing from the current process? What will not be assessed?

Risk tier What are the consequences, scale, sensitivity, automation, contestability, and accessibility risks?

Decision rule How will scores be combined, weighted, thresholded, reviewed, and overridden?

Roles and accountability Who owns the decision, science, data, privacy, accessibility, technology, operations, and audit?

Validation and monitoring What pre-launch evidence, pilot, local study, subgroup analysis, and ongoing metrics are required?

Candidate proposition What will participants be told, what support is available, and what feedback or review will be offered?

Lifecycle and exit How will versions, changes, incidents, retention, vendor termination, and decommissioning be
managed?
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Define success as a balanced scorecard

Dimension Illustrative indicators

Decision quality Criterion relationships, quality of hire, training success, promotion outcomes, decision consistency, and
incremental validity.

Fairness and access Completion by group, accommodation experience, selection rates, subgroup prediction, DIF, appeals, and
remedies.

Candidate experience Clarity, perceived relevance, accessibility, completion, withdrawal, support contacts, and feedback
usefulness.

Operational
performance

Time to complete, failure rate, assessor agreement, turnaround, cost, and process adherence.

Governance Documentation, approved versions, training currency, access logs, incidents, audit findings, and review
dates.

Business value Reduced vacancy cost, improved performance, lower error or attrition, consistent mobility, and manager
confidence.

Decision rights matter more than a generic RACI

Decision Accountable owner Required independent input

Approve construct and
use

Business or HR process
owner.

Assessment specialist, job experts, and inclusion review.

Approve instrument or
vendor

Assessment governance
owner.

Psychometric, privacy, security, accessibility, procurement, and legal
review as risk requires.

Approve scoring and cut
rules

Assessment science lead. Business owner and fairness or legal challenge.

Approve production
launch

Executive or delegated risk
owner.

Evidence that pilot, controls, training, and monitoring are ready.

Approve material change Change authority. Revalidation and impact analysis proportionate to the change.

Suspend or retire Risk owner. Operations, legal, privacy, vendor, and communication inputs.

Pilot before production

A pilot should test more than software. It should evaluate instructions, practice material, timing, accessibility,
scoring, assessor behavior, support, data flows, reports, decision rules, and candidate experience. When feasible,
use scores in shadow mode before they influence decisions. This allows comparison with existing evidence and
detection of technical or subgroup problems without harming participants.

insyt2 PRACTICE PLAN THE EVIDENCE BEFORE THE RESULT

We write the validation and monitoring questions
before examining pilot outcomes, reducing the
temptation to redesign the story around whichever
findings look strongest.
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Minimum launch gate

Purpose, population, construct definitions, and decision role are documented.
Job-analysis and method-choice evidence are available and reviewed.
Technical documentation, norms, scoring, reliability, validity, and fairness evidence have been
independently evaluated.
Accessibility and accommodation processes have been tested end to end.
Candidate communications, support, retest, incident, review, and appeal routes are approved.
Data flows, privacy notice, retention, access, security, and vendor duties are mapped.
Users, assessors, and decision-makers are trained and competency-checked.
Pilot criteria are met or deviations are explicitly accepted by the accountable risk owner.
Monitoring metrics, owners, thresholds, review frequency, and suspension triggers are active.

• 
• 
• 

• 
• 
• 
• 
• 
• 
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Selecting tests and evaluating vendors
Procure evidence and accountability, not just a platform and a dashboard.

The buyer remains accountable

AT insyt2, WE BELIEVE...

procurement is part of professional governance:
the buyer must understand the evidence pack,
security controls, version history and
responsibilities.

insyt2 WOULD NEVER...

outsource accountability to a vendor simply
because the product is widely used or well
marketed.

Outsourcing delivery does not outsource the employer's responsibility for the decision. A vendor may own the
instrument, platform, model, or item bank, but the client chooses the use, population, decision rule, integration,
communication, and response to evidence. Contracts should support scrutiny, monitoring, audit, incident
response, data rights, version control, and exit - not prevent them.

The due-diligence evidence pack

Area Evidence to request

Purpose and construct Intended uses and exclusions, construct definitions, theory, job linkage, target populations, and decision
recommendations.

Content and
development

Blueprint, item or exercise development, expert qualifications, pilot design, item analyses, translation, and
adaptation.

Scoring and models Scoring rules, scale construction, rater model, algorithm features, missing-data rules, confidence intervals,
and version history.

Reliability and
precision

Evidence for each reported score, sample details, conditional precision, inter-rater or form equivalence,
and classification consistency.

Validity Content, response-process, structure, criterion, construct, and consequence evidence; uncertainty, cross-
validation, and limitations.

Norms and standards Norm source, dates, sampling, demographics, roles, countries, applicants versus incumbents, and cut-
score rationale.

Fairness and
accessibility

DIF or invariance, subgroup prediction and outcomes, adverse-impact monitoring, accessibility testing,
and accommodation compatibility.

Digital and AI
assurance

Data provenance, feature rationale, leakage controls, performance by group, explainability, drift, human
review, and update governance.

Security and privacy Security controls, encryption, test integrity, access, logging, data locations, subprocessors, retention,
deletion, and breach process.

Operations and
support

Service levels, uptime, device support, incident remedy, participant support, assessor training,
integrations, and reporting.

Governance and
contract

Audit rights, change notification, validation access, intellectual property boundaries, liability, exit, and data
portability.
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Ask questions that force specificity

Which exact score interpretations and employment uses are supported, and which are prohibited?
Show sample sizes, dates, populations, jobs, countries, languages, criteria, estimates, uncertainty, and
cross-validation for each claim.
Which features or behaviors influence the score, and why are they job relevant?
What happens to reliability, validity, subgroup performance, and burden at the proposed time limit and
delivery mode?
How are scores affected by accommodations, assistive technology, mobile devices, interruptions, retesting,
and generative AI use?
What changes can the vendor make without client approval, and how are versions, models, norms, and
reports identified?
What evidence can the client retain or reproduce if the contract ends?
Which independent test reviews, audits, or peer-reviewed studies exist, and what limitations did they
identify?

Weighted scorecard

Weight criteria before vendor presentations so that visual polish does not displace scientific and operational
priorities. High-risk selection should usually allocate more weight to job relevance, validity, fairness, accessibility,
governance, privacy, and monitoring than to interface novelty. Require minimum gates as well as weighted
totals; a serious privacy or validity failure cannot be offset by a beautiful candidate experience.

Criterion Illustrative weight Gate?

Job relevance and construct clarity 15 percent Yes

Validity evidence for the intended use 15 percent Yes

Reliability and score precision 10 percent Yes

Fairness, subgroup evidence, and accessibility 15 percent Yes

Scoring transparency and AI governance 10 percent Yes for automated scoring

Data protection, security, and test integrity 10 percent Yes

Candidate and administrator experience 8 percent No

Operational fit and integrations 7 percent No

Monitoring, reporting, and audit rights 5 percent Yes

Commercial value and total cost 5 percent No

• 
• 

• 
• 

• 

• 

• 
• 
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Marketing red flags

Claim or behavior Why it is a concern

“Scientifically proven” without a technical
manual

The claim cannot be evaluated or reproduced.

“Bias-free” or “removes human bias” No assessment is free of assumptions, data limitations, or implementation risk.

One validity number for every role and
country

Validity depends on constructs, criteria, population, context, and use.

Proprietary algorithm used to refuse
technical disclosure

Trade secrets may protect code, but cannot replace evidence and accountability.

Only high-level demographic parity charts Outcome parity alone does not establish job relevance, measurement equivalence,
prediction, or lawful use.

No version history or change-notification
process

The assessed system may change without revalidation or client knowledge.

Clinical-sounding labels in an occupational
product

They invite diagnosis, stigma, or decisions beyond the evidence and scope.

Norms described only as “large” or “global” Relevance, sampling, dates, and representativeness cannot be judged.

Pressure to skip a pilot because other clients
use it

Another organization's use is not local evidence or an implementation control.

insyt2 CAREER LENS MAKE DUE DILIGENCE VISIBLE

An anonymised vendor comparison against a
transparent evidence framework is a strong
portfolio project because it demonstrates
psychometric literacy and commercial judgement.
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Developing an assessment
Build from construct and blueprint through piloting, analysis, validation, and controlled release.

The development lifecycle

AT insyt2, WE BELIEVE...

an assessment product is only as strong as its
specification, item or exercise quality, scoring logic,
technical documentation and revision process.

insyt2 WOULD NEVER...

treat item writing as copywriting or launch a
product before its scoring, evidence and
governance are documented.

1. Define purpose, population, risk, construct, and intended interpretations.

2. Complete job or domain analysis and create an evidence model.

3. Build a blueprint specifying content, difficulty, format, method, and scoring coverage.

4. Write item or exercise specifications before writing content.

5. Train writers and experts; generate more material than the final form requires.

6. Conduct technical, content, language, inclusion, accessibility, security, and legal review.

7. Run cognitive interviews, usability testing, and small-scale tryouts.

8. Pilot under intended conditions with an appropriate sample and criterion plan.

9. Analyze items, scales, response processes, reliability, structure, fairness, and operational data.

10. Revise and, where needed, repilot rather than optimizing on one sample.

11. Validate intended score interpretations, decisions, and consequences.

12. Set norms or standards, report rules, training, manuals, monitoring, and version control.

13. Release through a governed launch and continue evaluating performance.

Item and exercise specifications

A specification is a recipe connecting each item to the blueprint. It defines the construct facet, work context,
stimulus, response task, difficulty, cognitive process, key or scoring logic, prohibited content, accessibility
requirements, and review criteria. Specifications improve consistency across writers and allow controlled
generation of parallel content. They are especially important when generative AI drafts material: AI can
accelerate production, but trained experts must control the specification, verify accuracy, protect confidential
content, and evaluate the result empirically.
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Specification field Illustrative SJT content

Construct facet Coaching judgment: diagnosing before prescribing.

Situation An experienced employee's quality falls after a process change while the team is under pressure.

Target process Identify causes, seek evidence, involve the employee, and balance immediate risk with learning.

Response format Rate four actions, or choose most and least effective.

Keying basis Expert consensus plus empirical review; alternatives represent distinct levels of judgment.

Difficulty control Include competing priorities and incomplete information without relying on obscure policy.

Fairness controls Avoid culture-specific idiom, unnecessary status cues, caregiving assumptions, and irrelevant language load.

Security controls Create scenario variants and an exposure classification; restrict scoring rationale.

Writing selected-response ability items

Use content that represents the blueprint rather than whatever is easiest to write.
Make the stem clear and complete; remove irrelevant complexity unless it is part of the construct.
Ensure one defensible key under the stated assumptions.
Create distractors from plausible errors or misconceptions, not jokes or obviously wrong options.
Avoid clues from grammar, length, position, wording overlap, or numerical precision.
Review reading level, cultural assumptions, visuals, units, device display, and assistive-technology behavior.
Pilot item timing and response processes; do not infer difficulty only from writer judgment.

Writing personality and attitude items

Write behaviorally specific statements at an appropriate time frame and context.
Avoid double-barreled content, absolutes, jargon, moralizing, and universally desirable statements.
Balance facets conceptually; do not rely on reversed wording as the main response-style control.
Check whether response options are ordered, distinct, and usable across cultures and job levels.
Use cognitive interviews to learn how respondents interpret the item, not merely whether they like it.
Retain items using both psychometric evidence and domain coverage.

Scoring exercises and constructed responses

Scoring guides should define observable evidence, performance levels, critical errors, and rules for combining
indicators. Behaviorally anchored scales are useful when anchors describe specific quality differences rather than
adjectives such as excellent or poor. Train assessors with benchmark examples, independent practice, discussion
of errors, and a competency check. Monitor severity, consistency, halo, range restriction, and drift. Machine
scoring should be evaluated against high-quality judgments and job criteria, not simply trained to reproduce
historical ratings that may contain bias.

The technical manual is part of the product

A professional assessment should have documentation sufficient for a qualified user or reviewer to understand
purpose, content, development, administration, scoring, norms, reliability, validity, fairness, limitations,
appropriate and inappropriate uses, training requirements, security, and version history. Documentation should
distinguish evidence from inference and disclose unfavorable or inconclusive findings. A long reference list is not
enough; the manual must show how the actual instrument and use were evaluated.

• 
• 
• 
• 
• 
• 
• 

• 
• 
• 
• 
• 
• 
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insyt2 CHANGE CONTROL A NEW VERSION MAY MEAN NEW EVIDENCE

Changes to items, timing, response options,
scoring, norms, platform, translation, reports or
decision rules can change score meaning and must
be reviewed accordingly.
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Administration, accessibility, and
candidate experience
Standard conditions, respectful communication, usable technology, and documented remedies
protect score meaning.

Standardization in practice

AT insyt2, WE BELIEVE...

standardization and accommodation can coexist
when both protect access to the intended
construct and the meaning of the score.

insyt2 WOULD NEVER...

confuse identical treatment with fairness, or make
ad hoc changes that alter what is being measured.

Standardization means controlling relevant conditions so that scores are comparable. It does not mean ignoring
context or forcing every participant through an inaccessible process. The protocol should specify instructions,
practice, timing, breaks, permitted materials and tools, identity or eligibility checks, environment, device
requirements, support, accommodations, interruptions, retesting, confidentiality, and incident escalation. Any
discretion left to administrators should be described and trained.

What participants should know

The purpose of the assessment and how it will influence the process.
What activities to expect, approximate duration, timing rules, and permitted preparation or tools.
What data are collected, how they are scored or reviewed, who receives results, retention, and relevant
rights.
Technical requirements and a way to test the device or request an alternative.
How to request an accommodation without unnecessary disclosure.
What happens after a technical incident, late completion, suspected irregularity, or need for review.
Whether feedback will be provided and what it will contain.
A contact route for questions that does not compromise item security.

Preparation versus coaching

Good preparation increases familiarity with format and reduces irrelevant anxiety or digital disadvantage.
Provide representative practice items, navigation guidance, timing expectations, and information about the
construct at an appropriate level. Avoid revealing live items, answer keys, or coaching that turns assessment into
a test of privileged access. Monitor whether commercial preparation changes scores or subgroup patterns, and
consider larger item banks, alternate forms, authentic work samples, or verification stages when exposure is
material.

• 
• 
• 

• 
• 
• 
• 
• 
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Supervised, remote, and unproctored modes

Mode Advantages Risks and controls

Supervised in
person

Controlled environment, identity, technical
support, and observation of incidents.

Travel and access burden, room variation, and administrator
variation; standardize venues and adjustments.

Live remote
supervision

Geographic flexibility with real-time support. Privacy, connectivity, surveillance, and home environment;
minimize intrusion and provide alternatives.

Record-and-review
proctoring

Scalable review of flagged sessions. False flags, privacy, bias, and opaque decisions; use clear
rules and human review.

Unproctored online Convenient, scalable, and lower burden. External assistance, identity uncertainty, device differences,
and interruptions; design verification and incident policy.

Verification testing Confirms a prior score under controlled
conditions.

Practice effects and burden; use alternate forms and
predefined discrepancy rules.

Incident management

Incident Immediate action Decision and record

Platform interruption Preserve response data, timestamps, and
logs; provide support.

Resume, reschedule, or invalidate using predefined
severity rules.

Environmental
interruption

Pause where possible and capture the
participant account without blame.

Assess construct impact and allow remedy when
material.

Suspected external
assistance

Do not accuse automatically; preserve
evidence and restrict access.

Independent review, possible verification, and
documentation of confidence and false-positive risk.

Accommodation
failure

Stop or adapt with participant agreement
and involve the accessibility owner.

Provide a valid alternative or retest and investigate the
process failure.

Item or key error Suspend affected content and identify
exposed participants.

Rescore or reassess, notify stakeholders, and document
root cause and corrective action.

Data or security
incident

Activate security and privacy response and
contain access.

Legal notification, participant remedy, integrity review,
and controlled restart as required.

Candidate experience is not cosmetic

Perceived relevance, transparency, opportunity to perform, respect, and consistency influence trust, withdrawal,
reputation, and sometimes performance. A pleasant interface cannot compensate for irrelevant content or
opaque surveillance, but a defensible test can still fail if instructions are confusing, mobile rendering is poor,
support is unavailable, or feedback is demeaning. Include candidate research in the pilot and monitor experience
by relevant groups.

insyt2 PARTICIPANT STANDARD DESIGN THE EXPERIENCE WITH THE MEASURE

We design the participant journey alongside the
psychometric method. Invitations, preparation,
access, support, accommodations, completion,
feedback and review all affect quality.
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Scoring, interpretation, reports, and
feedback
Translate evidence into proportionate, understandable conclusions without turning scores into
identities.

Scoring quality control

AT insyt2, WE BELIEVE...

interpretation should move from score quality to
meaning, context, evidence integration and
practical action.

insyt2 WOULD NEVER...

allow automated narrative generation to overstate
precision, certainty or causality.

Scoring errors can arise from incorrect keys, missing-data rules, form mismatch, failed reverse scoring, norm
selection, transformation, rater drift, duplicate records, integration, or software defects. Automation reduces
some manual errors but increases the importance of specification, testing, version control, and independent
reconciliation. Before release, verify raw-to-scaled transformations using known cases, boundary values, missing
patterns, alternate forms, accommodations, and reports.

Control Example

Specification A signed scoring document defines every response code, item key, weight, transformation, missing rule,
and report label.

Unit testing Known input records produce expected item, scale, composite, and classification outputs.

Independent
replication

A second implementation or analyst reproduces a sample of scores from raw data.

Production
reconciliation

Counts and score distributions are checked after every batch, version, or integration change.

Outlier review Unexpected patterns, missingness, extreme times, or group shifts trigger investigation.

Release control Only approved scoring and norm versions can generate official reports; every report carries a version.

A disciplined interpretation sequence

1. Confirm identity, purpose, instrument version, norm, language, administration, accommodation, and validity
flags.

2. Understand each scale definition and what it explicitly does not measure.

3. Consider reliability, standard error, score range, and whether a difference is meaningful.

4. Interpret patterns using the manual and construct theory, not intuitive storytelling.

5. Integrate context and corroborating evidence; investigate contradictions rather than averaging them away.

6. Link conclusions to the role, decision, or development question.

7. State limitations, alternative explanations, and information still needed.

8. Use proportionate language and avoid clinical, moral, or deterministic labels.
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9. Document reasoning and any professional judgment beyond automated output.

From score to narrative

Weak wording Stronger wording

“The person is a 9 on drive
and a natural leader.”

“Responses indicate a strong preference for demanding goals and sustained effort. Explore whether
this is balanced by delegation, listening, and realistic prioritization.”

“The candidate failed
numerical ability.”

“The score fell below the predefined threshold on this timed numerical task. Review the interval and
incident record, particularly if numerical speed is not essential.”

“Low empathy means poor
team fit.”

“The self-report profile suggests a more task-focused than emotionally expressive style. Explore this
through job-relevant behavior rather than treating it as direct evidence of team effectiveness.”

“The algorithm predicts 83
percent success.”

“The model output places the candidate in the specified band. The probability applies only under the
validated population, criterion, model, and calibration; it is not an individual guarantee.”

Individual reports

A report should identify purpose, instrument and version, administration date, norm or standard, scale
definitions, score units, precision, interpretive range, limitations, and intended audience. In high-stakes
decisions, distinguish factual data, standardized interpretation, algorithmic output, and practitioner judgment.
Avoid unnecessary sensitive detail and ensure the recipient understands that the report is time-, context-, and
purpose-bound.

Feedback conversations

Feedback is an assessment intervention, not a reading of the report. Begin with purpose, confidentiality, and the
participant's experience. Explain the model and score scale in plain language. Explore patterns using examples
and invite disconfirming evidence. Connect insights to the role or development goals, identify strengths and
watch-outs, and agree actions. Do not force agreement or portray disagreement as lack of insight.

Feedback phase Useful prompts

Contract What would make this useful? What can be shared and with whom?

Orient Here is what the assessment samples, how scores are compared, and the main limitations.

Explore Where does this fit your experience? Where does it not fit? What examples support or challenge it?

Integrate How does the pattern interact with the role, context, other evidence, and current goals?

Act What will you continue, start, stop, test, or seek feedback on? What support is needed?

Close What is your main takeaway? What questions remain? What happens to the data and report?

insyt2 SCOPE BOUNDARY ASSESSMENT FEEDBACK IS NOT THERAPY

Feedback may surface distress, health concerns or
allegations. Respond humanely, follow
safeguarding protocols and refer beyond your
competence when required.
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Combining evidence, validation,
monitoring, and data governance
A selection system needs a transparent decision logic and an ongoing evidence lifecycle.

Integration is a design problem

AT insyt2, WE BELIEVE...

multiple methods add value only when their
constructs, scales, weights and decision rules are
deliberately designed to work together.

insyt2 WOULD NEVER...

average unlike scores because the spreadsheet
allows it or treat human judgement as a method-
free final override.

Multiple methods can improve coverage, triangulate evidence, and reduce reliance on one imperfect measure.
They can also duplicate constructs, add cost, magnify subgroup differences, create conflicting signals, and
obscure accountability. Design the integration rule before reviewing results and align it with job analysis, validity,
precision, fairness, and the costs of error.

Model How it works Advantages Risks

Multiple hurdle Candidates pass each stage before
proceeding.

Efficient and protects
minimum requirements.

Early error cannot be recovered; order
affects outcomes; thresholds need
evidence.

Compensatory
composite

Higher performance on one method
offsets lower performance on another.

Uses full information and
can optimize breadth.

May allow unacceptable weakness on an
essential requirement; weighting can be
opaque.

Hybrid Essential minima plus a weighted
composite among those who pass.

Balances standards and
broader prediction.

More complex; review zones and
interactions need clear rules.

Structured holistic
judgment

A trained panel integrates evidence
using defined prompts and anchors.

Can handle context and
verified exceptions.

Susceptible to inconsistency and post-hoc
rationalization unless governed.

Algorithmic
recommendation

A model combines variables into a
score, rank, or recommendation.

Scalable and consistent
under stable conditions.

Leakage, opacity, drift, proxy bias,
automation bias, and difficult
contestability.

Standardize before combining

Raw scores from different methods are not directly comparable. A 70 on a knowledge test, 4 on a five-point
interview scale, and 62 on a T-score cannot be averaged meaningfully. Convert scores to a common metric using
relevant reference data, then apply weights. Ensure direction is consistent, missing-data rules are defined, and a
high score always has the intended meaning.

Illustrative composite = 0.40 z_ability + 0.35
z_interview + 0.25 z_work sample

The weights are an example only. Real weights require job, validity,
reliability, utility, fairness, and governance evidence.

Choosing weights

Start with construct importance and the blueprint.
Examine reliability and avoid giving high weight to imprecise narrow scores.
Use criterion evidence and cross-validation where sample size supports empirical weighting.

• 
• 
• 
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Consider incremental validity and redundancy among methods.
Evaluate subgroup outcomes and whether an alternative combination offers similar value with less adverse
impact.
Consider utility, administration cost, candidate burden, and feasibility.
Prefer simple stable weights when complex empirical weights are likely to overfit or cannot be explained.
Test sensitivity to reasonable alternative weights and document the rationale.

Human judgment is a method

A final panel does not sit outside the psychometric system; it is another selection procedure. Give panelists the
same evidence in the same format, define permissible considerations, use independent ratings before
discussion, anchor judgments to job requirements, record reasons, separate factual correction from preference,
and monitor patterns. A discussion can improve error detection but can also reintroduce status cues, affinity, and
politics.

Overrides may be legitimate after a verified incident, accommodation failure, incorrect data, exceptional job-
relevant evidence, or a policy-defined review zone. They become dangerous when managers can ignore scores
for favored candidates or retrospectively invent reasons. Specify who may override, on what grounds, what
evidence is required, and who reviews patterns by manager, role, location, and group.

insyt2 DECISION STANDARD HUMAN REVIEW MUST BE STRUCTURED

Human oversight is not permission for an
untrained person to rubber-stamp or casually
overturn evidence. Review must be competent,
informed, documented and bounded.

Validation designs

Design Strengths Limitations and controls

Predictive criterion study Closest to actual selection; predictor
precedes outcome.

Time, attrition, criterion quality, and ethical
handling; protect against score contamination.

Concurrent criterion study Faster and useful for early local evidence. Incumbent range restriction, experience, and
survivor effects; interpret cautiously.

Content-oriented study Strong for job-specific knowledge, work
samples, interviews, and small samples.

Depends on rigorous domain definition and
qualified, representative experts.

Construct study Tests score structure and relationships with
established constructs.

Does not by itself establish job prediction or
decision utility.

Transportability Uses accumulated evidence from sufficiently
similar settings.

Similarity must be demonstrated; local
implementation and fairness still need monitoring.

Experimental or quasi-
experimental evaluation

Can estimate causal process or utility
effects.

Operational feasibility, ethics, sample, and
implementation fidelity.

Criterion quality matters. Supervisor ratings may reflect limited observation, halo, demographic bias, politics, or
knowledge of assessment scores. Objective metrics may reflect territory, shift, resources, team, or opportunity.
Build a criterion model identifying important dimensions, measurement periods, sources, reliability,
contamination, and missingness. Use multiple indicators and blind raters to assessment results where feasible.

• 
• 

• 
• 
• 
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Monitoring dashboard

Domain Core metrics Illustrative trigger

Population and use Volume, role, location, language, channel, completion,
retest, and accommodation.

Material shift from the validated population or
intended use.

Score behavior Mean, SD, distribution, missingness, timing, reliability, item
exposure, and rater agreement.

Unexpected shift, precision decline, or rater
drift.

Fairness Completion and selection rates by group, impact ratios,
DIF or invariance, and subgroup prediction.

Persistent unexplained disparity or inaccessible
journey.

Validity and
outcomes

Criterion relationships, calibration, decision accuracy,
incremental value, and quality of hire.

Relationship weakens, reverses, or fails to
replicate.

Experience and
operations

Candidate ratings, withdrawal, support, incidents, appeals,
turnaround, and uptime.

Spike in complaints, failures, or differential
withdrawal.

Governance Versions, training, access, overrides, changes, audit issues,
and review dates.

Unauthorized use, expired training, excessive
overrides, or unapproved change.

Revalidation triggers

Material change to role, competency model, performance expectations, or criterion.
New country, language, population, level, or employment decision.
Change to items, exercises, time limits, scoring, model features, weights, norms, thresholds, or reports.
Move from supervised to remote or mobile delivery, or introduction of a new proctoring method.
Evidence of item exposure, coaching, response manipulation, or generative AI assistance.
Significant subgroup disparity, accessibility failure, complaint, adverse event, or legal change.
Declining reliability, prediction, calibration, experience, or operational integrity.
Vendor acquisition, platform migration, model retraining, subprocessor change, or loss of technical
evidence.

Test security and privacy

Test security protects content, forms, scoring keys, algorithms, and administration so scores remain comparable.
Information security protects confidentiality, integrity, and availability of personal and organizational data. The
controls overlap but are not identical. Publishing a live item may not expose personal data but can invalidate
future scores; storing video proctoring data may protect an identity claim while creating privacy and security risk.

• 
• 
• 
• 
• 
• 
• 
• 
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Lifecycle stage Data and governance questions

Collect What responses, timings, clicks, audio, video, device, identity, accommodation, demographic, and contextual
data are collected? Is each necessary?

Transfer Which systems, countries, APIs, subprocessors, and administrators receive data? Is it encrypted and logged?

Process How are raw data transformed, scored, flagged, combined, inferred, or used to train models?

Use and disclose Who sees raw responses, scores, reports, flags, or decisions? What is shared with managers, vendors,
researchers, or clients?

Retain How long is each data type needed for decisions, appeals, validation, legal duties, and monitoring?

Delete or
anonymize

Who triggers deletion, how is it verified across backups and subprocessors, and when is data truly anonymous?

Exit What is returned or destroyed when the vendor or purpose ends? Can historical decisions and evidence be
reproduced?

Data-minimization test

1. Is the data element necessary for the stated purpose?

2. Is it valid and job relevant, rather than merely available or predictive in one dataset?

3. Could a less intrusive signal provide similar value?

4. Could it reveal or proxy a sensitive characteristic?

5. Does the participant reasonably understand collection and use?

6. Can the organization explain and contest its effect on the score?

7. Can it be secured, retained, corrected, and deleted appropriately?

8. Would the organization be comfortable describing the use publicly and to the affected person?

insyt2 DATA PRINCIPLE NO DATA WITHOUT A PURPOSE

We do not collect extra data “in case it becomes
useful.” Every data element needs a defined
purpose, evidence, owner, access rule, retention
period and deletion route.
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PART 4

Assessment Methods
How major methods work, where they add value, and where practitioners most often overreach.

In this part

15   Maximum-performance methods 16   Typical-performance methods

17   Developmental and organizational instruments

SCIENCE · FAIRNESS · DECISION QUALITY · PROFESSIONAL JUDGEMENT

THE insyt2 VIEW
The question is never which test looks most impressive. It is which evidence best serves
the decision, the people affected and what happens next.

insyt² | PSYCHOMETRIC ASSESSMENTS turning insights into action. PAGE 45



15
CHAPTER

Maximum-performance methods
Ability tests, knowledge tests, work samples, simulations, SJTs, interviews, and assessment centres
sample what people can demonstrate.

Cognitive ability and aptitude tests

Design choice Questions for the practitioner

Speeded versus power Is speed an essential requirement, or does timing mainly introduce anxiety, disability, and language
variance?

Broad versus specific Does broad reasoning or a domain-specific aptitude better represent the role and add distinct
evidence?

Abstract versus
contextualized

Does job context improve relevance, or introduce unnecessary prior knowledge and cultural
familiarity?

Fixed versus adaptive Are item-bank calibration, routing, security, candidate explanation, and conditional precision strong
enough?

Supervised versus
unproctored

What identity, external-assistance, device, interruption, and verification controls are proportionate?

Norm versus standard Is the decision competitive comparison or minimum competence, and is the reference group or cut
score defensible?

Knowledge and skill tests

Knowledge tests measure what a person currently knows; skill tests ask the person to apply knowledge. They are
most defensible when the content is critical at entry and cannot reasonably be learned after hire. A technical test
that rewards obscure, organization-specific knowledge may measure previous opportunity rather than future
capability. Use a domain blueprint, update content as the work changes, and separate genuine entry
requirements from trainable knowledge.

Use representative tasks, data, and tools while protecting confidential organizational information.
Define whether reference material, calculators, code assistants, or generative AI are permitted; mirror real
work unless unaided performance is the construct.
Avoid assignments that require unreasonable unpaid effort or produce commercially valuable work for the
employer.
Score constructed responses with explicit rubrics and verify assessor consistency.
Offer alternative ways to demonstrate the requirement when a particular interface or device is not essential.

Work samples and simulations

Work samples ask participants to perform tasks closely resembling the job. Simulations create a controlled
environment in which participants prioritize, analyze, communicate, negotiate, supervise, diagnose, or respond
to events. Their apparent relevance can be high, but resemblance alone does not prove validity. The scenario,
task demands, observation opportunities, scoring dimensions, assessor training, and integration rule determine
what the method actually measures.

• 
• 

• 

• 
• 

insyt² | PSYCHOMETRIC ASSESSMENTS turning insights into action. PAGE 46



Method Useful for Quality controls

In-basket or
inbox

Prioritization, analysis, delegation, written
response.

Standard workload, time, information, scoring indicators, and
alternative formats.

Role play Coaching, sales, negotiation, conflict, and
customer response.

Trained role players, standardized prompts, behavioral anchors,
and multiple observations.

Case analysis Problem definition, data use, judgment, and
recommendation.

Comparable cases, explicit assumptions, and scoring that
separates analysis from presentation polish.

Presentation Synthesis, influence, communication, and
response to questions.

Job relevance, common preparation time, structured questions,
and separate content and delivery ratings.

Group exercise Interaction, listening, influence, and
collaborative problem solving.

Equivalent group conditions, multiple assessors, and controls
against treating dominance as leadership.

Technical
simulation

Coding, operations, diagnostics, design, or
safety response.

Representative tools, task fidelity, security, and scoring of
process and outcome.

Exercise scoring guides should define observable evidence rather than adjectives. A strong anchor might
describe how the participant identifies competing priorities, verifies assumptions, assesses risk, and
communicates a decision. A weak anchor says only "excellent judgment." Use benchmark examples, assessor
calibration, independent ratings, and drift monitoring.

Situational judgment tests

Situational judgment tests present job-relevant situations and ask respondents to choose, rank, rate, or construct
responses. They may measure knowledge of effective behavior, judgment, interpersonal tendencies, or a blend of
constructs. The score meaning depends on scenario sampling, response instruction, keying, reading or media
demand, and whether respondents are asked what is best, what they would most likely do, or what they have
done.

Keying method Strength Caution

Subject-matter expert
consensus

Grounded in experienced judgment and
content evidence.

Experts may reproduce local culture, policy, or common but
ineffective practice.

Empirical keying Responses are weighted by their
relationship with a criterion.

Needs large clean samples and protection against
overfitting, criterion bias, and instability.

Theoretical keying Options are linked to a defined construct
or process model.

The theory must explain meaningful option differences and
be tested empirically.

Hybrid Combines theory, expert review, cognitive
evidence, and data.

The development team must document how conflicts
among evidence sources are resolved.

Strong SJT options are all plausible and represent meaningful differences. Avoid an obviously ethical answer
surrounded by reckless alternatives. Include competing priorities without creating trick questions. For global use,
adapt social assumptions, policies, status cues, and communication norms rather than translating words
mechanically.

Structured interviews

A structured interview uses job-related questions, standardized probes, trained interviewers, defined evidence
indicators, anchored rating scales, and a consistent integration rule. Behavioral questions ask for past examples;
situational questions ask what the candidate would do; technical and motivational questions can be included
when clearly defined and scored. Structure is a continuum, but simply writing questions down does not create a
structured interview.
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1. Derive dimensions and questions from job analysis.

2. Provide multiple opportunities to demonstrate each critical requirement.

3. Define permissible probes that clarify without leading.

4. Create behavioral indicators, anchors, and benchmark responses.

5. Train interviewers to take evidence-based notes, rate independently, and avoid intrusive or protected-
characteristic questions.

6. Score each requirement before forming an overall impression.

7. Integrate scores with the predefined rule and document overrides.

8. Monitor inter-rater agreement, score distributions, subgroup outcomes, applicant experience, and criterion
relationships.

Assessment centres

An assessment centre is a standardized process, not a physical place. Participants complete multiple job-relevant
exercises, multiple trained assessors observe behavior, and evidence is integrated against defined requirements.
A day containing several interviews is not automatically an assessment centre. Quality depends on the exercise
matrix, behavioral coverage, assessor competence, standardization, scoring, integration, and monitoring.

Assessment centres are resource intensive and should be used when breadth and decision consequences justify
the cost. Exercise effects can be substantial, so a dimension score may not be equally stable across every
exercise. Build more than one observation of important requirements and report only at the level of precision the
evidence supports.

Maximum-performance method comparison

Method Primary strength Useful complement Main design risk

Cognitive or
aptitude test

Efficient evidence about reasoning,
learning, or a specific aptitude.

Work sample or structured
interview.

Unnecessary speed, language, education, or
accessibility demand.

Knowledge test Direct coverage of defined entry
knowledge.

Skill demonstration or
structured probe.

Trivia, obsolete content, and rewarding prior
opportunity.

Work sample High behavioral relevance and
visible performance evidence.

Reasoning or structured
interview for broader inference.

Cost, narrow sampling, unstandardized
scoring, and excessive candidate burden.

SJT Samples judgment across multiple
job situations efficiently.

Interview or simulation that
observes enacted behavior.

Ambiguous construct, obvious options, or
local cultural assumptions.

Structured
interview

Flexible evidence about examples,
motivation, and judgment.

Standardized test or work
sample.

Inconsistent probing, halo, and post-hoc
holistic judgment.

Assessment
centre

Broad multi-method evidence
across exercises and observers.

High-quality work and outcome
data.

Complexity, assessor drift, dimension
overinterpretation, and unequal conditions.

Sequencing the process

Place early methods where they provide useful information at proportionate cost and where a false rejection can
be defended. A short, accessible screen may be appropriate for very high volume, but early hurdles also create
the greatest cumulative exclusion. Consider whether a broader, lower-burden first stage followed by richer
evidence would preserve more capable candidates. Model stage-by-stage selection rates and subgroup
outcomes, not only the final total.
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insyt2 METHOD CHOICE USE THE CLEAREST EVIDENCE WITH THE LEAST BURDEN

Choose the method that produces the clearest job-
relevant evidence with the least unnecessary
burden and risk - not the method that looks most
sophisticated.
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Typical-performance methods
Personality, values, motives, interests, integrity, and biodata describe tendencies and preferences
rather than maximum capability.

Personality assessment

Occupational personality inventories ask people to describe recurring patterns of behavior, thought, and feeling.
Broad trait models such as the Five-Factor Model organize many work-relevant tendencies, while commercial
tools may use narrower facets or proprietary labels. Personality is probabilistic and contextual. A tendency can
support performance in one situation and create risk in another. High assertiveness may help with influence but
undermine listening when poorly regulated; low sociability does not mean an inability to collaborate.

Use personality scores to form structured hypotheses, not identities. Interpret patterns, confidence, response
quality, context, and interactions with role demands. Avoid simplistic "ideal profiles," which can reduce diversity
and encourage impression management. In selection, define job-relevant hypotheses before reviewing profiles
and corroborate them with behavioral evidence. In development, use psychologically safe feedback and help
participants translate tendencies into deliberate choices and strategies.

Normative and forced-choice formats

Format Features Implications

Normative rating scale Each statement is rated independently. Supports trait scores and group comparisons, but may be
affected by response style and self-presentation.

Traditional ipsative forced
choice

Options are ranked or chosen, creating
dependent within-person scores.

Can support profile reflection but is generally problematic
for comparing people with conventional statistics.

Modern multidimensional
forced choice

Items and models estimate normative
trait levels from choices.

May reduce some obvious desirability effects, but requires
sophisticated modeling and evidence for score recovery.

Adaptive personality
testing

Item selection changes as a function of
responses.

Can improve efficiency, but requires calibrated banks,
security, explainability, and careful study of response
processes.

Forced choice is not automatically suitable for selection or immune to faking. Ask how item blocks were
assembled, how desirability was controlled, which psychometric model was used, whether scores are truly
normative, how reliability was estimated, and what criterion and subgroup evidence exists.

Self-presentation and response quality

Applicants often understand that responses may affect selection and may present themselves favorably. This
does not mean every desirable profile is dishonest. Job motivation, self-concept, culture, item transparency, and
genuine trait level all influence responses. Inconsistency indicators and validity scales can inform review, but they
rarely prove deception.

Use job-relevant, behaviorally specific items rather than moralized statements.
Avoid accusing a person of lying from a single index.
Treat response flags as evidence for review, not automatic disqualification.
Evaluate whether warnings or response controls improve validity without increasing anxiety or false
positives.
Combine self-report with structured behavioral methods when consequences are high.

• 
• 
• 
• 

• 
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insyt2 WOULD NEVER TREAT A RESPONSE-STYLE SCALE AS A LIE DETECTOR

Response-style indicators can reflect self-
presentation, culture, interpretation or self-
deception. They require proportionate
interpretation, not moral judgement.

Values, motives, and interests

Values describe what people consider important; motives describe desired outcomes or drivers; interests
describe attraction to activities and environments. These measures can support career exploration, development,
engagement, and role conversations. They are less direct measures of capability and can change with context or
life stage.

Use Responsible interpretation

Career guidance Generate options and questions; combine with skills, constraints, experience, and labor-market
information.

Leadership
development

Explore what energizes or threatens behavior and how motives interact with values, role demands, and
self-regulation.

Team development Discuss differences in priorities and working conditions without stereotyping or forcing disclosure.

Selection Use only when construct relevance, scoring, fairness, and prediction are supported; avoid culture cloning.

Engagement Aggregate patterns to improve work design rather than blaming individuals for misalignment created by
the system.

"Culture fit" is often an imprecise and risky justification. Similarity to existing employees can reproduce past
hiring and exclusion. A stronger approach defines essential ethical or behavioral standards, examines the
conditions needed for performance, and values culture contribution as well as alignment.

Integrity tests

Overt integrity tests ask about attitudes toward dishonest or counterproductive behavior and sometimes past
behavior. Personality-oriented integrity tests infer risk from broader tendencies such as conscientiousness,
reliability, or rule adherence. These tools need careful legal, cultural, privacy, and construct review. Avoid
intrusive or accusatory items, unsupported claims of detecting theft or dishonesty, and decisions without
corroboration. Define the criterion, consider base rates and false positives, and provide meaningful human
review.

Biodata

Biodata uses standardized information about past experiences and behavior. It can be rationally keyed from job
analysis or empirically keyed against outcomes. Strong biodata asks verifiable, opportunity-aware questions with
a clear connection to future work. Weak biodata rewards privileged access, prestigious titles, or lifestyle proxies.
Exclude protected and intrusive content, examine differential opportunity, prevent criterion leakage, and favor
transparent scoring over unexplained historical correlations.

insyt2 PRACTICE DEVELOP HYPOTHESES, NOT FIXED IDENTITIES

Typical-performance tools are strongest when they
deepen a structured hypothesis about work
behaviour; they are weakest when converted into
deterministic labels or automatic exclusions.
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Developmental and organizational
instruments
The same psychometric principles apply, but anonymity, aggregation, feedback, and organizational
action become central.

360-degree feedback

A 360 process collects ratings from the focal person and relevant groups such as manager, peers, direct reports,
customers, or project partners. The usual purpose is development: to identify behavior patterns, perspective
differences, strengths, and priorities. The competency model, rater sampling, anonymity, scale design,
comments, report, and feedback facilitation matter as much as internal consistency.

Design issue Good practice

Competencies and
items

Use observable behavior linked to role and strategy; avoid vague traits, double-barreled statements, and
excessive length.

Rater selection Choose people with sufficient observation and review unbalanced or politically selected samples.

Anonymity State minimum group sizes and exceptions; never imply confidentiality that the report cannot provide.

Scale design Define frequency or effectiveness anchors and include "not observed" where appropriate.

Self-other differences Treat gaps as hypotheses influenced by opportunity, expectations, relationships, and scale use, not proof
of blind spots.

Comments Provide guidance, remove harmful or identifying content under a transparent policy, and separate
evidence from venting.

Feedback Use trained facilitators, focus on patterns and experiments, and connect insight with support and follow-
up.

Reuse Do not quietly convert confidential development ratings into selection or disciplinary evidence.

Employee engagement and experience surveys

Employee surveys measure perceptions, attitudes, intentions, and experiences over a period. A strong survey
begins with a theory of what the organization can influence and what decisions the results will support. It
distinguishes outcomes such as engagement, commitment, wellbeing, or intent to stay from possible drivers
such as leadership, resources, fairness, growth, inclusion, and work design. Correlation among positive-sounding
items does not establish causation.

1. Define constructs and an action model before writing items.

2. Choose census or sampling methods appropriate to the workforce and purpose.

3. Design anonymity, confidentiality, access, and minimum reporting groups transparently.

4. Test item clarity, translation, accessibility, response scales, mobile use, and survey length.

5. Evaluate reliability and structure, plus measurement equivalence across groups and waves.

6. Report uncertainty, response rates, nonresponse risk, trends, benchmarks, and practical magnitude.

7. Avoid ranking small units on unstable differences or publishing identifiable comments.

8. Close the loop through communication, action, follow-up measurement, and evaluation.
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External benchmarks can provide context but may differ in industry, country, job mix, survey mode, timing, and
wording. Internal trend is often more actionable when the measure and population remain comparable. A
statistically significant difference may be too small to matter, while a serious local issue may not appear in an
external percentile. Combine confidence intervals, effect sizes, distributions, item evidence, qualitative data, and
business context.

Team and culture instruments

Team inventories can create a shared language for preferences, conflict, decision-making, and collaboration.
They should not become rigid typecasting or a reason to allocate work based on a profile rather than skill,
consent, and context. Culture surveys should distinguish descriptive norms, shared values, leadership behavior,
systems, and climate. Do not use a current-culture profile as an unquestioned template for future hires.

Potential and talent identification

Potential is not a single trait. It is a forecast about future capability, motivation, opportunity, and readiness for a
defined destination and time horizon. A talent system should separate current performance, learning capacity,
aspiration, mobility, leadership behavior, technical depth, experience, and organizational opportunity. Manager
nominations are affected by visibility and sponsorship; assessment scores are affected by access and construct
choice.

Question Better design response

Potential for what? Define destination roles, complexity, critical transitions, and time horizon.

Ready when? Separate ready now, ready with development, and longer-term possibilities.

Evidence from
where?

Combine performance quality, simulations, learning evidence, motivation, experience, and structured
judgment.

Who had
opportunity?

Review access to stretch work, sponsorship, visibility, mobility, and feedback.

What happens next? Link classification to transparent development, review, mobility, and correction routes.

Did it work? Track progression, performance, retention, experience, and subgroup outcomes over time.

insyt2 USE-CASE RULE SOUND FOR DEVELOPMENT DOES NOT MEAN SOUND FOR
SELECTION

An instrument can be useful for reflection and still
be inappropriate for high-stakes individual
decisions. Evidence must match the intended use.
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PART 5

Governance and the Digital
Future
Professional ethics, legal context, AI assurance and an operating model for responsible
assessment.

In this part

18   Ethics, law, and professional accountability 19   AI, algorithms, games, video, and digital
assessment

20   Assessment governance, centre of excellence,
and maturity

SCIENCE · FAIRNESS · DECISION QUALITY · PROFESSIONAL JUDGEMENT

THE insyt2 VIEW
The question is never which test looks most impressive. It is which evidence best serves
the decision, the people affected and what happens next.
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Ethics, law, and professional
accountability
Legal compliance is jurisdiction-specific; ethical practice also requires competence, fairness,
transparency, and respect.

Ethics is not a disclaimer

AT insyt2, WE BELIEVE...

ethics lives in the design choices, participant
experience, decision process and accountability
record - not in a paragraph at the end.

insyt2 WOULD NEVER...

use consent language, a privacy notice or an AI
disclaimer as a substitute for responsible
assessment design.

Ethical principle Questions for practice

Beneficence and non-
maleficence

What value can the assessment create, what harms are plausible, and how will they be prevented
or remedied?

Respect and autonomy What do participants understand and control? How meaningful is choice when participation
affects employment?

Justice and fairness Who can demonstrate the construct, and who bears the burden, error, exclusion, or surveillance?

Competence Does each practitioner have the knowledge, qualification, supervision, and current experience for
the task?

Integrity Are claims accurate, limitations disclosed, conflicts managed, and unfavorable evidence reported?

Confidentiality and privacy Is collection necessary, access limited, disclosure expected, and retention controlled?

Accountability Can decisions, versions, overrides, incidents, and changes be explained and independently
reviewed?

An ethical decision framework

2. Identify applicable professional standards, laws, contracts, policies, and reasonable participant expectations.

3. List benefits, harms, uncertainties, and conflicts of interest for each stakeholder group.

4. Test necessity, proportionality, job relevance, accessibility, privacy, and less harmful alternatives.

5. Seek independent challenge from the disciplines and groups appropriate to the risk.

6. Choose and document the option that can be justified publicly and to the affected person.

7. Define communication, consent or notice, human review, appeal, remedy, monitoring, and exit.

8. Reassess after new evidence, incidents, organizational change, or legal development.

Legal themes across jurisdictions

Employment, equality, disability, data-protection, consumer, labor, professional-practice, and AI laws vary. The
themes below are not a legal opinion. They show why high-stakes or novel assessment requires local legal and
specialist review.
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Theme Assessment implications

Job relevance and necessity Selection requirements should relate to work and be supported by appropriate validation evidence.
Unnecessary barriers are difficult to defend.

Discrimination and adverse
outcomes

Direct treatment, indirect effects, harassment, retaliation, and protected characteristics may be
regulated. Examine both design and outcomes.

Disability and
accommodation

Reasonable adjustments or alternatives may be required. Avoid medical inquiry or health inference
outside lawful stages and purposes.

Data protection and privacy Define purpose and lawful basis, minimize data, provide information, control access and retention,
and manage vendors and transfers.

Automated decisions and AI Notice, impact assessment, human review, bias audit, documentation, explanation, or restrictions
may apply depending on the jurisdiction and system.

Recordkeeping and audit Employers may need evidence of selection consistency and job relevance while also complying with
data-minimization and retention rules.

Professional titles and
restricted tools

Some jurisdictions regulate the title psychologist, clinical activity, or access to specific instruments.

Collective and employee
rights

Consultation, works councils, unions, workplace monitoring, and employee-representative rights
may apply.

Illustrative United States context

In the United States, Title VII, the Americans with Disabilities Act, the Age Discrimination in Employment Act, the
Uniform Guidelines on Employee Selection Procedures, and state or local requirements can be relevant. Official
EEOC guidance explains that tests and selection procedures can be useful but may be unlawful when they
discriminate, disproportionately exclude protected groups without adequate job-related justification, or screen
out people with disabilities without satisfying applicable requirements and considering accommodation. State
and local rules for automated employment tools may add notice, audit, consent, alternative-process, or retention
duties.

The four-fifths rule is a practical screening device within the Uniform Guidelines context, not a universal legal
safe harbor. An organization still needs to examine sample size, practical magnitude, statistical evidence, job
relevance, alternative procedures, and the law that applies to the decision.

Illustrative United Kingdom context

In the United Kingdom, the Equality Act 2010, UK data-protection law, employment law, and professional
obligations are relevant. Employers should consider direct and indirect discrimination, reasonable adjustments,
accessible design, lawful and transparent processing, data minimization, automated decision-making, retention,
and individual rights. The Information Commissioner's Office has published recruitment and AI guidance and has
reported privacy, accuracy, fairness, transparency, and governance weaknesses in recruitment tools.

Illustrative European Union context

The General Data Protection Regulation, national employment and equality laws, and the EU Artificial Intelligence
Act may all be relevant. The AI Act classifies certain AI systems used for recruitment, selection, employment
decisions, promotion, task allocation, or performance monitoring as high risk, subject to its definitions,
exceptions, and phased implementation.

This edition is dated 17 July 2026. The EU implementation timetable and supporting guidance remain active areas
of change, including legislative work on simplification and delayed application of some high-risk rules. Any
organization deploying employment AI should verify the final legal text and the latest European Commission and
national guidance rather than relying on a static summary.
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insyt2 GOVERNANCE SEPARATE THE SCIENTIFIC, LEGAL AND ETHICAL
QUESTIONS

A technically defensible method can still be
unlawful or unethical in a specific implementation;
a lawful process can still be scientifically weak. Each
question requires the right expertise.

Informed participation in employment settings

Candidates and employees may have limited freedom to refuse assessment, so a signed consent statement does
not remove the power imbalance. Provide clear and specific information regardless of the legal basis. Do not
bundle optional research, product development, or marketing into mandatory recruitment participation. Explain
the consequences of non-participation, alternatives, recipients, retention, scoring, automation, and review routes
accurately.

Professional scope and protected titles

A short publisher course can support competent use of a particular tool but does not grant a protected
psychologist title, permission to diagnose health conditions, or broad competence in test development.
Requirements differ by jurisdiction and instrument. Practitioners should be able to state exactly what they are
qualified to do, how competence was assessed, where supervision applies, and when referral is required.

Conflicts of interest

Disclose when the adviser also sells or receives commission from the recommended tool.
Separate technical review from commercial targets where possible.
Do not allow a vendor to mark its own high-risk evidence without independent challenge.
Protect practitioners who raise validity, fairness, privacy, accessibility, or security concerns.
Document pressure to alter thresholds, suppress findings, or deploy outside the supported use.
Do not use confidential participant information for unrelated organizational or commercial objectives.

A practical ethics record

For high-risk projects, retain a short ethics record alongside the validation and legal documentation. Record the
intended benefit, affected people, plausible harms, alternatives considered, consultation, evidence, decisions,
minority views, residual risk, communication, remedy, and review date. This creates a traceable rationale rather
than a generic statement that ethics were considered.

• 
• 
• 
• 
• 
• 
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When to pause, stop, or refer

Situation Responsible response

The requested interpretation enters clinical, medical, or
diagnostic territory.

Stop the interpretation and refer to an appropriately qualified and
authorized professional.

A stakeholder asks for a protected or sensitive
inference unrelated to essential work.

Challenge necessity and legality, document the request, and escalate
through ethics or legal governance.

The technical evidence cannot support the proposed
high-stakes use.

Limit the use, redesign, pilot in shadow mode, or do not deploy.

A participant becomes distressed or discloses a
safeguarding concern.

Respond humanely, maintain role boundaries, and follow the
organization's safeguarding and referral protocol.

Commercial pressure conflicts with evidence or
participant protection.

Record the conflict, seek independent review, and decline to make a
misleading claim or recommendation.

You lack competence for the analysis or decision. Obtain supervision or refer the work rather than learning through an
unsupported high-stakes case.

Professional records

Retain records proportionate to the stakes and lawful retention requirements: purpose and scope, instrument
and version, administration and accommodation, score and quality checks, interpretation or decision rationale,
user competence, participant communication, incidents, reviews, overrides, and approvals. Separate professional
notes from speculative commentary. Write every record on the assumption that the affected person, an auditor, a
regulator, or another competent practitioner may need to understand it.
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AI, algorithms, games, video, and
digital assessment
New interfaces create new risks, but the core requirements remain job relevance, validity, fairness,
transparency, and accountability.

What changes and what does not

AI can support item generation, adaptive delivery, natural-language scoring, game telemetry, recommendation
models, report writing, proctoring, and workflow automation. These capabilities can increase scale and
responsiveness, but they can also obscure the construct, collect excessive data, reproduce historical decisions,
drift over time, and encourage automation bias.

A novel interface does not lower the evidence standard. Professional guidance on AI-based selection emphasizes
that new methods should receive the same scrutiny as established procedures, with additional controls for data
provenance, feature meaning, model development, explainability, drift, security, and human oversight.

The algorithmic assessment chain

Layer Key questions

Data source Who produced the data, for what original purpose, under what opportunity and notice, and with which
missingness or historical bias?

Features What behavior or variable enters the score? Is it job relevant, necessary, stable, and understandable? Could it
proxy sensitive characteristics?

Labels and criteria What outcome is predicted? Is it reliable, uncontaminated, timely, and ethically desirable? Does it encode
historical manager or system bias?

Model
development

How were training, tuning, and holdout data separated? How were leakage, overfitting, imbalance, and
uncertainty managed?

Performance How well does the model generalize, calibrate, and add value? How does performance vary by group, context,
and score range?

Decision
integration

Is the output a recommendation, rank, threshold, or automated action? Can people understand, question, and
correct it?

Deployment How are versions, drift, data shifts, attacks, accessibility, incidents, complaints, retraining, and retirement
governed?

Game-based assessment

Game-like tasks can create repeated behavioral observations and an engaging interface, but engagement is not
validity. The same game behavior may reflect strategy, motor speed, gaming familiarity, device performance, risk
preference, reading, attention, or the intended construct. Providers should define the evidence chain from
behavior to feature to score to job inference, study device and accessibility effects, remove irrelevant sensory or
motor demands, and explain whether adaptive difficulty changes score meaning.

Ask whether the game is a delivery format for a known construct, a new task with a defined evidence model, or a
black-box feature generator. The third category carries the greatest risk of data-driven shortcuts and weak
interpretability.
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Natural-language scoring

Automated scoring of written or spoken responses may use content, structure, vocabulary, similarity, sentiment,
acoustics, or learned patterns. A model trained to imitate human raters inherits the quality and bias of those
ratings and may discover shortcuts unrelated to the target requirement. Validate against clearly defined
constructs and relevant criteria, study nonstandard and adversarial responses, examine language and accent
performance, and provide human review.

Generative AI also changes the response environment. Decide whether tool use is permitted, prohibited, or part
of the task. A realistic work sample may allow an AI assistant while assessing problem framing, verification,
judgment, and accountability. A foundational writing or reasoning task may require controlled conditions. State
the rule, design around it, and use later verification where needed.

Video, audio, biometrics, and emotion inference

Video and audio can be useful media for presenting or recording job-relevant responses. Extracting facial
movement, gaze, vocal qualities, or inferred emotion creates substantial validity, disability, cultural, privacy, and
legal risk. Surface behavior is affected by neurodiversity, disability, language, equipment, anxiety, lighting, and
culture. Do not assume that visible expression reveals honesty, engagement, personality, or emotion. Some
jurisdictions prohibit or restrict workplace emotion-inference or biometric uses. Use the least intrusive method
and obtain specialist review.

AI audit framework

AT insyt2, WE BELIEVE...

AI-enabled assessment remains assessment: job
relevance, reliability, validity, fairness,
transparency, security and human accountability
still apply.

insyt2 WOULD NEVER...

treat novelty, automation or model complexity as
evidence of quality.

Audit domain Minimum questions

Intended use What decision and population are supported? Which uses are prohibited? Is the AI component necessary?

Construct and
features

What does each material feature represent, and what job-analysis evidence supports it?

Data provenance Are training and evaluation data lawful, representative, current, and separated from outcome leakage?

Technical
performance

What are error, calibration, uncertainty, robustness, and performance by group and context?

Fairness and access What measurement, prediction, outcome, accessibility, and proxy analyses were completed? What
alternatives were tested?

Transparency Can the client, practitioner, reviewer, and affected person receive explanations appropriate to their role?

Human oversight Can reviewers detect error, access relevant evidence, correct data, override appropriately, and avoid rubber-
stamping?

Security and misuse Can the system be gamed, extracted, poisoned, or manipulated? Are content, prompts, data, and models
protected?

Change and drift What triggers revalidation, retraining, notification, rollback, suspension, or retirement?

Governance Who is accountable across provider and deployer? Are audit rights, logs, documentation, and incident
duties enforceable?
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Fairness is multi-metric and decision-specific

There is no single fairness statistic that resolves every value choice. Equal selection rates, equal error rates, equal
calibration, equal opportunity, and individual fairness can conflict, especially when base rates differ or the
criterion is imperfect. Choose metrics in relation to the decision, harm, legal context, and psychometric model.
Report trade-offs and test whether alternatives can retain decision value while reducing harmful disparities.

Do not mechanically alter a score to achieve a preferred parity metric without considering construct validity,
calibration, false positives, false negatives, and downstream effects. A fairness intervention is itself a decision
rule and requires validation and governance.

Meaningful human oversight

Reviewers understand what the model measures, how it was evaluated, and where it fails.
The interface presents uncertainty, source evidence, flags, and limitations rather than one authoritative
number.
Reviewers have enough time, authority, and alternative evidence to question the output.
Permissible correction and override grounds are defined and recorded.
Acceptance, override, and error patterns are monitored by reviewer, role, site, and relevant group.
Affected people can correct material data and obtain meaningful review.
The system can be paused, rolled back, or replaced when evidence or controls fail.

insyt2 RED FLAG OPAQUE PREDICTION CAN HIDE THE WRONG SIGNAL

A proprietary feature may predict because it
captures historical privilege, a protected-class
proxy, criterion leakage or platform behaviour.
Predictive power alone is not sufficient.

Using generative AI in assessment work

Generative AI can help draft job-analysis questions, item variants, scoring anchors, reports, code,
documentation, and participant communications. It should operate within a controlled workflow:

1. Do not place restricted items, confidential data, or personal data into unapproved tools.

2. Begin with expert specifications and clear intended constructs.

3. Verify facts, sources, copyright, language, cultural content, and accessibility.

4. Subject generated items or rules to the same expert review and empirical piloting as human-generated
material.

5. Record model, version, prompts, reviewers, changes, and final approval where material.

6. Test outputs for hallucination, bias, leakage, security, and unstable behavior.

7. Keep a qualified human accountable for every score interpretation and decision claim.

• 
• 

• 
• 
• 
• 
• 
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AI-specific failure modes and controls

Failure mode What it may look like Minimum control

Criterion leakage The model appears unusually accurate because
post-decision or outcome information entered the
features.

Time-aware data review, feature lineage, independent
holdout, and replication under the real decision point.

Proxy
discrimination

A location, device, language pattern, education
signal, or behavioral feature acts as a proxy for
protected or sensitive status.

Construct review, proxy analysis, subgroup
performance, alternative-feature testing, and removal
where not necessary.

Historical-label bias The model learns inconsistent manager ratings,
past hiring preference, or unequal opportunity.

Criterion audit, rater-quality study, alternative
outcomes, reweighting or redesign, and human
accountability.

Overfitting High development accuracy falls sharply in a new
sample, job, site, or period.

Strict train-tune-test separation, cross-validation,
external validation, simplicity, and deployment
monitoring.

Calibration failure A probability or score band does not match
observed outcomes, especially for subgroups.

Calibration plots, subgroup analysis, recalibration
under governance, and careful probability language.

Automation bias Reviewers defer to the model even when
contradictory job evidence exists.

Interface design, uncertainty, training, independent
judgment before model display, and override
monitoring.

Accessibility failure The interface or feature disadvantages people
using assistive technology or with different sensory,
motor, language, or cognitive access.

Accessibility testing with users, accommodation,
alternative method, and feature-level construct
review.

Silent model
change

A vendor updates the model, feature pipeline,
prompt, norm, or threshold without client
revalidation.

Version lock, change notice, audit logs, approval
gates, regression testing, and rollback.

Gaming or
adversarial
response

Candidates learn shortcuts, generate responses, or
manipulate telemetry in ways unrelated to the
construct.

Threat modeling, authentic tasks, verification,
exposure monitoring, and redesign rather than
intrusive surveillance by default.

Feedback loop Decisions made by the model shape future data
and make the model appear self-confirming.

Monitor who receives opportunity, use counterfactual
or experimental evidence where feasible, and review
rejected-candidate blind spots.

Go, conditional go, or no-go

A responsible approval decision should identify the specific system version, purpose, population, data, decision
role, conditions, monitoring, and expiry date. "Approved AI" is too broad. A conditional approval may limit the
model to shadow mode, a recommendation that cannot reject candidates, a defined job family, or a short
evaluation period. A no-go decision is appropriate when the construct is unclear, data provenance cannot be
established, job relevance is weak, subgroup or accessibility evidence is inadequate, meaningful human review is
impossible, or the vendor will not support audit and change control.

insyt2 APPROVAL RULE APPROVE A VERSION AND USE - NOT A BRAND

Approval should specify the population, purpose,
version, scoring, controls, evidence and review
date. It should expire when those conditions
change.
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Assessment governance, centre of
excellence, and maturity
Organizations need an operating system for assessment quality, not isolated experts and vendor
contracts.

The case for a centre of excellence

AT insyt2, WE BELIEVE...

governance becomes stronger when organisations
maintain a visible assessment inventory, standards,
decision rights, monitoring and revalidation
triggers.

insyt2 WOULD NEVER...

allow disconnected teams to buy, build and deploy
assessments without common standards or
lifecycle ownership.

Assessment is often fragmented across recruitment, leadership development, succession, graduate programs,
people analytics, HR technology, local business units, and external providers. Different teams may measure
overlapping constructs, store sensitive data, use conflicting norms, or repurpose development tools for selection.
An assessment centre of excellence can set standards, maintain an inventory, approve high-risk uses, train users,
provide consultation, monitor outcomes, and build reusable methods.

The model can be centralized or federated. In a centralized model, a specialist team owns most design and
approval. In a federated model, qualified local practitioners work within common policy and receive central
assurance. Either way, decision rights and escalation must be explicit.

Core governance components

Component Minimum content

Policy Purpose, principles, scope, risk tiers, competence, approved uses, participant rights, data and AI rules,
exceptions, audit, and sanctions.

Assessment inventory Instrument, owner, purpose, population, decision role, vendor, version, norms, data location, risk,
evidence, and review date.

Approval workflow Risk screening, evidence requirements, independent reviews, pilot, launch gate, change approval,
suspension, and exit.

Standards and
templates

Job analysis, blueprint, RFP, validation, notice, accommodation, scoring QA, monitoring, incident, and audit
templates.

Competence system Role profiles, qualifications, training, supervised practice, calibration, continuing development, and access
control.

Monitoring and
assurance

Dashboards, subgroup analysis, drift, experience, audit, vendor review, model and version monitoring.

Knowledge and
support

Guidance, office hours, case library, communities of practice, and research updates.

Governance forum Business, assessment, legal, privacy, security, accessibility, DEI, technology, procurement, employee, and
risk input as appropriate.
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Assessment inventory fields

Tool, score, supplier, contract owner, scientific owner, and technical contact.
Purpose, target population, countries, languages, volume, stakes, and decision role.
Constructs, methods, time, delivery mode, accommodations, and participant communications.
Item or form, scoring model, norm, threshold, composite, and report versions.
Evidence summary: job analysis, reliability, validity, fairness, accessibility, and local studies.
Data categories, systems, subprocessors, countries, retention, access, and deletion.
Training and qualification requirements, approved users, and expiry dates.
Monitoring metrics, last review, incidents, limitations, conditions, and next review.
Approved, conditional, suspended, legacy, or retired status with reasons.

Five-level maturity model

Level Characteristics Priority to progress

1. Ad hoc Local purchases, unknown uses, no inventory, and reports
accepted at face value.

Identify tools and stop unsupported high-risk
use.

2. Controlled Basic policy, procurement review, trained administrators,
and a partial inventory.

Define risk tiers, evidence gates, owners,
accommodations, and data maps.

3. Standardized Common frameworks, approved vendors, templates,
training, launch gates, and monitoring.

Improve local validation, subgroup analysis,
audit, and change control.

4. Evidence-led Integrated data, outcome studies, independent assurance,
mature CoE, and governed AI.

Optimize utility, fairness, experience, and
cross-market evidence.

5. Adaptive and
transparent

Continuous monitoring, rapid controlled learning,
participant-centred transparency, and strong challenge
culture.

Sustain competence, anticipate emerging
methods, and share validated practice.

Policy principles worth stating

No assessment without a defined, legitimate, and proportionate purpose.
No high-stakes use without evidence for job relevance, validity, reliability, fairness, accessibility, and decision
rules.
No material change without impact review and version control.
No hidden reuse of development, research, equality-monitoring, or candidate data.
No automated adverse decision without lawful, meaningful, and competent human oversight where
required.
No practitioner access beyond demonstrated competence and business need.
No vendor claim accepted without inspectable evidence and contractual accountability.
No dashboard without owners, thresholds, and corrective action.
No system without a retirement and data-exit plan.

Audit cycle

1. Confirm the inventory, scope, and risk-based sample.

2. Review purpose, work analysis, evidence, use conditions, decision rules, competence, communications,
accessibility, data, and vendor controls.

3. Reproduce selected scores and trace decisions from raw evidence to outcome.

• 
• 
• 
• 
• 
• 
• 
• 
• 

• 
• 

• 
• 
• 

• 
• 
• 
• 

insyt² | PSYCHOMETRIC ASSESSMENTS turning insights into action. PAGE 64



4. Analyze monitoring, subgroup outcomes, overrides, incidents, changes, complaints, and corrective actions.

5. Rate findings by impact and urgency; assign owners and deadlines.

6. Verify remediation and update policy, training, contracts, inventory, or system design.

7. Report themes and residual risk to the accountable governance forum.

insyt2 CAREER LENS GOVERNANCE IS A SPECIALIST CAREER

Assessment governance suits experienced HR
professionals who combine scientific literacy, risk
judgement, stakeholder influence and process
design.
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PART 6

Building a Career in Psychometric
Testing
A practical route from HR practitioner to credible assessment specialist.

In this part

21   Career pathways and role choices 22   The assessment-practitioner competency model

23   Qualifications and deliberate learning 24   A twelve-month transition roadmap

25   Portfolio, employment and consulting routes

SCIENCE · FAIRNESS · DECISION QUALITY · PROFESSIONAL JUDGEMENT

THE insyt2 VIEW
The question is never which test looks most impressive. It is which evidence best serves
the decision, the people affected and what happens next.
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Career pathways and role choices
There is no single psychometrics career; choose the work you want to become trusted to do.

Start with the work, not the title

AT insyt2, WE BELIEVE...

career transition into psychometrics should be
built around real tasks, evidence of competence
and supervised practice - not job-title aspiration
alone.

insyt2 WOULD NEVER...

encourage someone to claim psychometric
expertise before they can demonstrate the
underlying measurement, assessment and
governance capabilities.

Pathway Typical work Common entry route Longer-term progression

Assessment operations
or coordinator

Candidate journeys, platform
administration, support, records,
incidents, and logistics.

Recruitment operations, HR services,
or assessment-centre coordination.

Operations lead,
implementation consultant, or
product operations.

Qualified test user or
practitioner

Tool selection, administration,
interpretation, feedback, and manager
guidance.

HR, L&D, coaching, or talent
acquisition plus recognized test-user
training.

Senior practitioner, leadership
assessor, or talent consultant.

Talent assessment
specialist

Job analysis, selection design,
structured interviews, simulations,
validation, and monitoring.

Talent acquisition, people analytics,
occupational psychology, or
assessment provider.

Assessment lead, centre-of-
excellence head, or consulting
director.

Assessment designer
or consultant

Competency models, SJTs, exercises,
questionnaires, scoring guides, and
client solutions.

Consulting, L&D design,
occupational psychology, or applied
research.

Principal consultant, practice
lead, or independent adviser.

Psychometrician or
measurement scientist

Scale development, factor models, IRT,
linking, DIF, validation, and statistical
research.

Postgraduate quantitative
psychology, psychometrics,
statistics, or educational
measurement.

Lead psychometrician,
research director, or chief
scientist.

People analytics or
selection scientist

Predictive studies, utility, fairness
analysis, experimentation, dashboards,
and workforce models.

People analytics, data science, or I-O
research.

Head of assessment analytics
or workforce science leader.

Assessment product
manager

Product strategy, requirements, user
experience, science, integrations,
roadmap, and evidence.

HR technology, assessment
consulting, product, or talent
systems.

Product director, founder, or
assessment-platform leader.

Assessment
governance or AI
assurance

Policy, inventory, risk review, audits,
vendor challenge, and model
governance.

HR risk, privacy, compliance,
assessment, or responsible AI.

Global governance lead,
responsible AI leader, or risk
executive.

Academic or applied
researcher

Teaching, research, publication,
methodological development, and
scientific advice.

Doctoral study and research
training.

Professor, research-centre
leader, or senior scientific
adviser.
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Transferable strengths from HR

Existing HR strength How to convert it into assessment evidence

Competency frameworks Show how constructs were defined, differentiated, behaviorally anchored, and linked to methods and
decisions.

Recruitment process
design

Build a structured selection architecture with job analysis, standardized stages, score rules, fairness
review, and monitoring.

Interviewing Create job-related questions, anchored scoring, interviewer training, calibration, and inter-rater
monitoring.

Learning and
development

Use results to form testable development hypotheses, deliver ethical feedback, and evaluate behavior
change.

Employee surveys Demonstrate construct design, sampling, scale analysis, anonymity, subgroup equivalence, reporting,
and action evaluation.

HR technology
implementation

Map data and decisions; define requirements; test integrations; govern versions, access, privacy,
accessibility, and vendor evidence.

Business partnering Translate a stakeholder request into a decision, risk, evidence, and implementation charter; challenge
weak assumptions constructively.

Questions for an informational interview

What proportion of the role is stakeholder work, project delivery, statistics, writing, administration, and
product work?
Which decisions can the role make independently, and which require a psychologist, psychometrician,
lawyer, or governance forum?
What technical outputs are expected in the first year?
Which software, standards, research methods, and qualifications are used?
How is work reviewed and supervised?
What distinguishes strong practitioners from people who know the terminology?
Which portfolio evidence carries most weight in hiring?
What ethical or commercial tensions are common, and how does the organization handle them?

Three transition strategies

Strategy How it works Best suited to

Deepen inside the
current role

Take ownership of structured interviews, vendor review,
survey measurement, assessment governance, or a
validation project.

HR professionals with access to suitable
projects and expert supervision.

Move to an assessment
provider or consultancy

Gain exposure to multiple tools, clients, methods, and
supervised delivery.

People who learn quickly through varied
projects and client work.

Formal study and
research

Complete postgraduate study in occupational or I-O
psychology, psychometrics, quantitative methods, or
measurement.

Those targeting psychologist,
psychometrician, research, or advanced
validation roles.

What a week may look like

A practitioner role might combine a job-analysis workshop, interpretation preparation, two feedback sessions, a
vendor meeting, assessor calibration, and a monitoring report. A psychometrician may spend more time

• 

• 

• 
• 
• 
• 
• 
• 

insyt² | PSYCHOMETRIC ASSESSMENTS turning insights into action. PAGE 68



cleaning pilot data, testing factor or IRT models, investigating item behavior, documenting scoring, meeting
product teams, and reviewing a study. A governance lead may review proposed use cases, chair a risk forum,
inspect audit evidence, respond to an incident, negotiate a vendor clause, and brief executives.

The work is rarely "testing people" all day. It is designing evidence, explaining uncertainty, improving systems,
coordinating expertise, and protecting the people affected by decisions.

insyt2 CAREER STRATEGY MAKE THE TRANSITION ADJACENT

Take one part of your existing HR work and raise it
to a demonstrably higher psychometric standard.
Use that evidence to earn the next level of
responsibility.
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The assessment-practitioner
competency model
Build a T-shaped profile: broad lifecycle competence with depth in one or two specialties.

Eight competency domains

Domain Foundation Practitioner Advanced or specialist

Measurement
science

Explains constructs, reliability,
validity, norms, and error.

Evaluates manuals and applies evidence
to a defined use.

Designs and critiques complex
measurement models and validation
arguments.

Statistics and
research

Understands distributions,
correlations, sampling, and
uncertainty.

Runs and interprets core reliability,
validity, fairness, and outcome analyses.

Leads multivariate, longitudinal, IRT,
invariance, causal, or machine-
learning studies.

Work and construct
analysis

Understands job information
and behavioral indicators.

Runs job-analysis workshops and creates
blueprints.

Builds scalable taxonomies, criterion
models, and cross-role validation
strategies.

Assessment design
and delivery

Follows standard
administration and scoring.

Designs structured interviews, exercises,
surveys, and controlled implementations.

Leads item banks, multi-method
systems, adaptive, or algorithmic
assessment.

Fairness, ethics, and
law

Recognizes scope, privacy,
disability, and discrimination
issues.

Builds accommodations, fairness analysis,
participant information, and escalation
into projects.

Leads impact assessment,
independent assurance, and policy
across jurisdictions.

Data and technology Uses secure platforms and
understands basic data flows.

Specifies integrations, score QA, access,
versioning, and dashboards.

Governs models, APIs, security, drift,
architecture, and responsible AI.

Communication and
feedback

Explains basic scores and
limitations.

Writes reports, advises decisions, trains
users, and gives feedback.

Influences executives, handles
contested evidence, and translates
complex uncertainty.

Consulting and
delivery

Plans tasks and manages
stakeholders.

Scopes projects, manages risk, vendors,
budgets, and change.

Builds practices, products,
commercial models, governance,
and thought leadership.

Four levels of competence evidence

Competence is stronger when supported by more than attendance:

1. Knowledge: you can explain the concept accurately.

2. Application: you can use it on a bounded task.

3. Supervised practice: a qualified person has observed and reviewed your work.

4. Independent impact: you can lead the task, manage uncertainty, and produce outcomes under appropriate
governance.

Keep a professional development log. For each case, record the context, decision, your role, methods,
supervision, key judgment, uncertainty, feedback, revision, and learning. Do not include personal or proprietary
content.
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insyt2 LEARNING PRINCIPLE CERTIFICATES ARE INPUTS, NOT PROOF OF COMPETENCE

Measure progress by the quality of questions you
ask, the evidence you can inspect, the errors you
prevent and the work you can perform safely under
appropriate supervision.

Career-readiness self-assessment

Rate each statement from 1 (not yet) to 5 (confident with evidence). This is a reflective checklist, not a validated
psychometric instrument. For each domain, record one piece of evidence and one next action.
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Domain Reflective statement Rating
1-5

Measurement I can explain why validity concerns an intended interpretation and use rather than a test in the
abstract.

Measurement I can evaluate the relevance of a norm group and explain a confidence interval.

Measurement I can distinguish reliability evidence appropriate to self-report, ability, and rated exercises.

Research I can frame a validation question and identify a suitable design and criterion.

Research I can interpret effect size, uncertainty, missing data, range restriction, and cross-validation at a
practical level.

Research I can analyze or meaningfully review subgroup outcomes without relying on one fairness
statistic.

Work analysis I can run a structured job-analysis or critical-incident process.

Work analysis I can convert job evidence into construct definitions and an assessment blueprint.

Work analysis I can challenge a vague label such as potential or agility and replace it with observable evidence.

Design and delivery I can design or quality-review questions, items, exercises, anchors, and administration
protocols.

Design and delivery I can specify scoring, missing-data, retest, incident, and decision rules before deployment.

Design and delivery I can plan a pilot and launch gate that tests people, process, technology, and evidence.

Fairness and ethics I can distinguish group difference, adverse impact, measurement bias, predictive bias, and
fairness.

Fairness and ethics I can design an accommodation route and know when to consult a specialist.

Fairness and ethics I can identify scope limits, conflicts of interest, privacy risks, and participant rights.

Data and
technology

I can trace raw responses through scoring, reports, decisions, storage, access, retention, and
deletion.

Data and
technology

I can ask a vendor meaningful questions about data provenance, models, versions, drift,
security, and audit.

Data and
technology

I can test scoring outputs and recognize when an AI feature creates a new validation or
governance requirement.

Communication I can explain scores, uncertainty, and limitations to a manager without jargon or overclaiming.

Communication I can write a bounded report and conduct a constructive feedback conversation.

Communication I can challenge a senior stakeholder respectfully when a requested use is unsupported.

Consulting I can scope a project with purpose, outcomes, roles, risk, evidence, plan, and budget.

Consulting I can compare vendors using weighted evidence and minimum gates.

Consulting I can define monitoring triggers, corrective actions, and an exit strategy.
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Interpreting the reflection

Pattern Development implication

Mostly 1-2 Begin with foundations and bounded operational work under supervision. Do not rush to independent
interpretation or test design.

Mostly 3 You have working literacy. Build depth through supervised projects that produce technical documentation and
outcome evidence.

Mostly 4 You may be ready for a specialist role within a clear scope. Strengthen independent review, advanced methods, and
portfolio impact.

Mostly 5 Verify that ratings reflect current observable evidence across contexts. Consider advanced specialization,
leadership, teaching, or assurance.

Uneven
profile

Normal and often valuable. Choose a target role, deepen its critical domains, and create referral relationships for
the rest.
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Qualifications and deliberate learning

Four layers of development

Layer Purpose Examples

Foundational
education

Psychology, measurement, statistics, research,
work, and organizations.

Degree modules, postgraduate certificates,
rigorous textbooks, and methods courses.

Professional or test-
user qualification

Evidence that the practitioner can select, administer,
score, interpret, and communicate within a defined
scope.

Recognized occupational test-use programs,
supervised credentials, or local professional
registrations.

Instrument-specific
training

Competence and permission for a publisher's
restricted instrument or platform.

Ability, personality, 360, assessment-centre, or
report-accreditation courses.

Supervised application
and CPD

Translate knowledge into safe practice and remain
current.

Reviewed cases, calibration, validation projects,
peer consultation, conferences, reading, teaching,
and audit.

Choose education by destination

Target role Priority learning

Qualified test user or feedback
practitioner

Occupational test use, score interpretation, ethics, feedback, disability and fair use, plus
instrument-specific practice.

Assessment specialist or
consultant

Occupational/I-O psychology, job analysis, selection, structured methods, validation, statistics,
project and client work.

Psychometrician Classical test theory, factor analysis, IRT, generalizability, linking, DIF, invariance, programming,
research design, and advanced statistics.

People analytics or selection
scientist

Statistics, experimental and observational design, criterion measurement, predictive modeling,
fairness, data engineering, and visualization.

Product manager or founder Assessment science plus product discovery, UX, software, APIs, data governance, security,
evidence strategy, commercialization, and customer success.

Governance or responsible-AI
lead

Standards, validation literacy, impact assessment, privacy, equality, accessibility, security, model
risk, audit, and policy.

Occupational or I-O
psychologist

Jurisdiction-specific accredited education, supervised practice, ethics, registration, and chosen
specialization.

Examples of professional routes

In the United Kingdom, the British Psychological Society's Psychological Testing Centre supports qualifications in
occupational test use and maintains the Register of Qualifications in Test Use, including occupational ability and
personality routes. Other countries and professional bodies use different systems. Publishers may restrict
instruments by qualification level. Always verify the current entry requirements, recognition, renewal, scope, and
whether a course permits use of a particular tool.

Graduate study in occupational or industrial-organizational psychology can provide broad scientific and applied
training. Psychometrics, quantitative psychology, educational measurement, statistics, data science, and
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research-methods programs provide deeper measurement expertise. The strongest route depends on the work
you want to perform and the professional regulation where you will practice. A short course does not confer a
protected title or broad competence in assessment design.

How to evaluate a course or credential

Is the curriculum aligned with recognized standards and the tasks you intend to perform?
Does it include assessed practice rather than only videos and quizzes?
Who teaches and supervises, and what current expertise do they have?
Will you examine real technical evidence and complete interpretation or design work?
What exact scope, title, register, or instrument access does completion provide?
Is independent competence assessed, and can an unsuccessful learner be withheld from qualification?
What continuing development, renewal, ethics, complaint, or supervision system exists?
Will the credential be understood in the labor market where you intend to work?

Core study areas

Area Minimum topics

Measurement Constructs, classical test theory, reliability, SEM, validity, scaling, norms, item analysis, factor models, and
IRT basics.

Personnel
assessment

Job analysis, predictors, structured interviews, work samples, SJTs, personality, assessment centres, decision
rules, and utility.

Statistics and
research

Sampling, distributions, effect size, confidence intervals, correlation and regression, missing data, power,
cross-validation, and longitudinal design.

Fairness and
accessibility

Bias, DIF, invariance, subgroup prediction, adverse impact, accommodation, universal design, and cross-
cultural adaptation.

Ethics and law Competence, participant information, confidentiality, disability, discrimination, data protection, standards,
and automated decisions.

Technology Platforms, data mapping, score QA, APIs, security, privacy engineering, model performance, explainability,
drift, and human oversight.

Professional practice Feedback, report writing, facilitation, consulting, stakeholder challenge, governance, commercial skills, and
project delivery.

Software and analytical tools

Excel is useful for score checking, descriptive analysis, decision models, dashboards, and accessible prototypes,
but it needs disciplined formulas, version control, test cases, and protection. SPSS can support standard
statistical analysis with a familiar interface. R and Python provide reproducible, extensible analysis for factor
models, IRT, simulation, fairness, visualization, and automation. SQL helps practitioners work with operational
data. No tool substitutes for design, data quality, or interpretation.

Develop in stages:

1. Learn to calculate and explain means, SDs, z and T scores, SEM, confidence intervals, correlations, selection
rates, and simple composites.

2. Learn data cleaning, missing-data decisions, reproducible scripts, version control, and basic visualization.

3. Add regression, reliability, factor analysis, subgroup analysis, and validation reporting.

4. Add advanced methods only when the role requires them and you can obtain quality instruction and review.

• 
• 
• 
• 
• 
• 
• 
• 

insyt² | PSYCHOMETRIC ASSESSMENTS turning insights into action. PAGE 75



A deliberate learning loop

1. Choose one target role and two priority gaps for the quarter.

2. Study a concept from an authoritative source.

3. Apply it to a small real or simulated artifact.

4. Have a competent person review both the work and the reasoning.

5. Revise the artifact and record what changed.

6. Explain the concept to a nontechnical HR audience.

7. Use it on a supervised project with consequences proportionate to competence.

8. Add the final artifact, reflection, and impact evidence to the portfolio.

insyt2 COMPETENCE STANDARD MAKE YOUR BOUNDARIES EXPLICIT

A credible practitioner can state the scope of their
competence, the evidence behind it, the
supervision they use and the point at which they
refer.
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A twelve-month transition roadmap
Build foundations, supervised artifacts, a specialization, and a visible professional portfolio within
one year.

Months 1-3: foundations and orientation

Month Focus Outputs

1 Career target and baseline. Select two target roles, complete the competency reflection, interview three
practitioners, and write a development plan.

2 Measurement foundations. Study constructs, reliability, validity, norms, and fairness; write a two-page technical
review of a familiar tool.

3 Job analysis and structured
evidence.

Run a supervised critical-incident exercise and create construct definitions and an
assessment blueprint.

During this phase, do not try to build a complete proprietary test. Learn to read manuals, ask better questions,
and document the chain from work to construct to evidence. Join relevant professional communities, identify a
supervisor or peer-review group, and create a protected portfolio environment that excludes confidential data
and restricted items.

Months 4-6: applied test use and design

Month Focus Outputs

4 Test-user
competence.

Complete an appropriate occupational test-use or publisher course; practice interpretation and
feedback under supervision.

5 Structured method
design.

Build an interview guide or simulation with questions, anchors, assessor training, and scoring-
quality controls.

6 Data and analysis. Analyze an anonymized or simulated dataset for reliability, score distributions, criterion
relationships, and subgroup outcomes; state limitations.

Choose projects that reveal reasoning, not only polished slides. Include the blueprint, alternatives considered,
assumptions, reviewer comments, revisions, and monitoring plan. Ask reviewers to challenge construct
relevance, statistical interpretation, fairness, and communication.

Months 7-9: validation, governance, and specialization

Month Focus Outputs

7 Validation design. Write a predictive or concurrent study plan with criteria, sample, hypotheses, analyses, fairness,
and decision triggers.

8 Vendor and
governance.

Complete a due-diligence scorecard and design an assessment inventory, risk tier, and launch
gate.

9 Specialization sprint. Choose feedback, selection design, surveys, psychometrics, analytics, AI assurance, or product
and complete a deeper project.
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Months 10-12: professional proof and market entry

Month Focus Outputs

10 Impact and
communication.

Present a case to HR leaders: problem, evidence, decision design, risk, result, and lessons;
create an executive summary.

11 Portfolio and
positioning.

Publish or privately share three sanitized artifacts; update CV, professional profile, role
narrative, and targeted applications.

12 Capstone and next
decision.

Complete a supervised end-to-end project or audit; review competence evidence and choose
the next qualification or role.

The first ninety days in detail

1. Write a one-sentence target: "Within twelve months I want to be credible for [role] doing [outputs] in
[market]."

2. Select one live HR process you can improve without exceeding scope, such as structuring an interview or
reviewing a vendor manual.

3. Read one professional standard and one technical manual actively, summarizing claims, evidence, limitations,
and questions.

4. Build a small calculation workbook or script for z, T, SEM, confidence intervals, selection rates, and an
illustrative composite.

5. Observe or co-facilitate two feedback or job-analysis sessions with permission and supervision.

6. Create a glossary in your own words and explain five concepts to a nontechnical colleague.

7. Find a reviewer and agree what they will inspect: construct logic, statistics, fairness, report language, and
scope.

8. Begin a case log recording purpose, evidence, decisions, uncertainty, supervision, and learning.

Weekly learning cadence

Activity Suggested rhythm

Technical study Two focused sessions per week using worked examples rather than passive reading.

Applied artifact One small output every two weeks: blueprint, scoring guide, analysis, report, or audit section.

Supervision or peer
review

At least monthly, and more frequently for individual interpretation or high-stakes design.

Professional reading One research paper, standard section, or authoritative guidance item each week.

Reflection After every project: what inference was made, what evidence supported it, what could be wrong, and
what changed?

Market learning One practitioner conversation or role analysis each month to keep the plan relevant.

Signs of progress

You ask for the technical manual before requesting a demo.
You describe what a score does not mean as confidently as what it means.
You can explain a confidence interval, norm group, and validation limitation to a manager.

• 
• 
• 
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You improve a decision rule rather than merely adding an assessment stage.
You identify an accessibility or data risk before a candidate experiences it.
You change your recommendation when the evidence changes.
Your work can be reviewed and reproduced by another competent practitioner.

insyt2 PROGRESS TEST WHAT CAN YOU NOW DO SAFELY?

The real question is not how many courses you
completed. It is what assessment work you can now
perform safely, explain clearly and defend with
evidence.

• 
• 
• 
• 
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Portfolio, employment and consulting
routes

Six portfolio projects

Project What it should demonstrate

Job analysis and blueprint Critical incidents, construct definitions, behavioral indicators, content coverage, method choice, and
stakeholder validation.

Structured interview or
simulation

Questions or exercise, scoring anchors, assessor guide, training plan, reliability, and monitoring
design.

Technical test review Purpose, construct, norms, reliability, validity, fairness, accessibility, security, limitations, and
recommendation.

Validation analysis Research question, data quality, descriptive evidence, reliability, criterion relationship, subgroup
analysis, uncertainty, and limitations.

Candidate and governance
pack

Notice, preparation, accommodation, incident, review, privacy, scoring QA, inventory, and launch
gate.

Executive case study Business problem, decision architecture, alternatives, evidence, implementation, outcomes, risk, and
lessons in plain language.

Portfolio rules

Use simulated, public, or properly anonymized data. Never expose candidate, employee, client, or restricted
item content.
State your role, supervision, and the contribution of others.
Show selected drafts and revisions so reviewers can see how you respond to challenge.
Include assumptions, limitations, and decisions not taken, not only favorable findings.
Explain the audience and decision. A technically correct analysis that cannot guide practice is incomplete.
Do not invent validation results or imply that a demonstration instrument is operationally validated.
When reviewing a proprietary tool, discuss evidence categories and conclusions without reproducing
protected items or manual content.

CV and interview positioning

Replace generic claims such as "experienced in psychometrics" with evidence. For example: "Designed a
structured interview for six roles from 42 critical incidents; trained 18 interviewers; implemented anchored
scoring, calibration, and override monitoring." In an interview, be prepared to explain a decision you changed
after evidence, a limitation you disclosed, a conflict you handled, and a situation in which you referred to a more
qualified expert.

• 

• 
• 
• 
• 
• 
• 
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Weak claim Evidence-oriented alternative

Certified in several tests. Qualified to use specified occupational instruments; completed supervised interpretations and
feedback; maintain CPD and scope controls.

Built a psychometric
assessment.

Defined the construct and blueprint, wrote and reviewed items, piloted them, analyzed initial structure
and reliability, and documented the validation still required.

Used AI to improve
hiring.

Led an impact and evidence review of an AI screen, removed unsupported features, added human
review and drift monitoring, and documented residual risk.

Data-driven HR
professional.

Designed a criterion study, reconciled scoring, reported uncertainty and subgroup outcomes, and
changed the decision rule after cross-validation.

Independent consulting

Consulting requires more than assessment knowledge. Define services, target clients, competence boundaries,
professional insurance and legal structure, contracts, confidentiality, data-processing roles, quality assurance,
supervision, and referral networks. Productize bounded services before promising bespoke test development.
Examples include structured interview design, assessment audit, vendor due diligence, assessor training, survey
quality review, and feedback facilitation.

Use written statements of work defining purpose, deliverables, evidence, responsibilities, exclusions, and
acceptance criteria.
Separate independent review fees from tool sales or disclose the relationship.
Protect test content and client data through approved systems, access controls, retention, and secure
disposal.
Use peer review for technical reports and high-stakes recommendations.
Maintain templates, version control, case logs, CPD, and a complaints process.
Price for analysis, documentation, review, and governance, not only meeting time.
Decline work beyond competence even when the client is willing to pay.

Building an assessment product or SaaS platform

An assessment SaaS business is simultaneously a measurement program, software product, data-processing
service, security system, professional-practice ecosystem, and commercial organization. The minimum viable
product is not the smallest questionnaire that produces a report. It is the smallest system that can make a
bounded, evidence-supported promise safely.

• 

• 
• 

• 
• 
• 
• 
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Product workstream Minimum credible questions

Science What construct and use are supported? What evidence exists, what is planned, and which claims are
prohibited?

Content How are items or exercises specified, reviewed, piloted, secured, refreshed, and versioned?

Scoring Can every score be reproduced? How are missing data, confidence, norms, bands, composites, and
updates controlled?

User experience Can participants understand, access, complete, pause, obtain support, request accommodation, and
review material decisions?

Architecture and
security

Are tenancy, encryption, identity, access, logs, backups, incidents, APIs, and subprocessors designed for
assessment risk?

Data and privacy Who is controller or processor, what is collected, why, where, for how long, and with what rights, transfers,
and deletion?

Professional use Which users need qualification, what training and competence checks apply, and how is misuse
prevented?

Evidence operations How are research datasets, fairness analysis, drift, client studies, and technical reports managed?

Commercial claims Can marketing trace every claim to current evidence and state limitations accurately?

Governance Who can approve a release, model change, new use, new market, urgent rollback, or retirement?

A staged product-evidence strategy

1. Concept: construct review, market need, ethical and legal feasibility, and an evidence plan.

2. Research prototype: specifications, expert review, cognitive and usability testing; no operational high-stakes
claim.

3. Pilot: controlled sample, item and scale analysis, preliminary reliability and structure, accessibility and
operational findings.

4. Bounded release: clearly limited use, trained users, monitoring, local studies, manual, and version control.

5. Validated scale: accumulated multi-source evidence, appropriate norms or standards, fairness analysis,
decision evidence, and independent review.

6. Expansion: each new role, language, country, delivery mode, decision, or AI feature receives a transportability
and risk assessment.

Common career mistakes

Collecting many publisher certificates without understanding measurement foundations.
Calling every questionnaire psychometric or every correlation validation.
Avoiding statistics so completely that vendor claims cannot be evaluated.
Focusing on statistics so narrowly that job relevance, candidate experience, implementation, and ethics are
ignored.
Publishing restricted content or confidential case material in a portfolio.
Promising bias-free, objective, or culture-neutral assessment.
Working without supervision while still learning individual interpretation or high-stakes design.
Treating an attractive report as a substitute for a technical manual.
Building a product before defining the construct, use, evidence claim, and governance model.
Allowing a commercial deadline to become the validation standard.

• 
• 
• 
• 

• 
• 
• 
• 
• 
• 
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Closing perspective

A successful career in psychometric assessment is built on disciplined curiosity. Ask what a score means, what it
misses, who it may disadvantage, what evidence would change your mind, and how the organization will know
whether the system works. The field rewards people who can hold two truths together: measurement can
improve human decisions, and measurement is always incomplete. Professional credibility comes from using
that incompleteness responsibly.

insyt2 NEXT MOVE TURN LEARNING INTO AN EVIDENCE-BEARING PROJECT

Choose one adjacent assessment problem, define
the decision, strengthen the evidence chain, obtain
expert review and document the limits.

THE insyt2 CAREER STANDARD
Build evidence of competence, not just familiarity with tests.
Learn the science. Practise under supervision. Document the evidence. Know when to refer.
Assessment should never end with a score.

APPENDICES

Appendices

Practical templates, checklists, formulas, definitions and reference sources for responsible assessment work.

A PRACTICAL APPENDIX
Practical formula and interpretation sheet

This appendix is a working reference, not a substitute for a technical manual or statistical review. Use the score
definitions, model, reliability estimates, norms, and standard errors provided for the specific instrument.

Standard scores

z = (X - M) / SD X is the raw score, M the relevant reference-group mean, and SD its standard deviation.

T = 50 + 10z A T-score has a reference mean of 50 and SD of 10 when the transformation is applied as specified.

A z-score of +1.0 indicates one standard deviation above the reference mean; a T-score of 60 represents the same
standardized location. Standardization does not make the distribution normal, remove error, or make an
irrelevant norm group appropriate.

Standard error of measurement and score intervals

SEM = SD x sqrt(1 - reliability) Reliability must correspond to the reported score, population, and administration.

Approximate 95% score interval = observed
score +/- 1.96 x SEM

Use the confidence method in the manual where available; IRT or
conditional intervals may differ by score level.

Example: SD = 10 and reliability = .84. SEM = 10 x sqrt(.16) = 4. For an observed score of 62, the simple
approximate 95% interval is 62 +/- 7.84, or roughly 54 to 70. This shows why small rank differences should not be
treated as exact.
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Spearman-Brown planning formula

Estimated reliability after length change = (k x r) / [1 + (k -
1) x r]

k is the ratio of new length to old length and r is current
reliability.

The formula estimates the effect of adding similar-quality, parallel content under classical assumptions. Adding
poor or redundant items can increase length without improving validity or domain coverage.

Selection outcomes

Selection rate = number selected / number
assessed

Define the population, period, stage, and treatment of withdrawals
consistently.

Adverse impact ratio = group selection rate / highest
relevant group selection rate

A ratio below .80 is a review signal in the U.S. Uniform Guidelines
context, not a complete legal conclusion.

Example: Group A selection rate = 50%; Group B = 35%. Ratio = .35 / .50 = .70. Investigate stage, sample size, job
relevance, alternative methods, measurement, administration, and decision rule.

Standardized mean difference

d = (Mean group 1 - Mean group 2) /
pooled SD

State the direction, groups, sample, uncertainty, and whether the score has
comparable meaning across groups.

A mean difference is descriptive. It does not by itself establish item bias, predictive bias, discrimination, or
fairness.

Classification metrics

Metric Formula Plain-language question

Sensitivity True positives / all actual positives Of those who meet the criterion, how many are identified?

Specificity True negatives / all actual negatives Of those who do not meet the criterion, how many are correctly
rejected?

Positive predictive
value

True positives / all predicted
positives

Of those selected, how many meet the criterion?

Negative predictive
value

True negatives / all predicted
negatives

Of those rejected, how many do not meet the criterion?

False-positive rate False positives / all actual negatives How often are people selected who do not meet the criterion?

False-negative rate False negatives / all actual positives How often are capable people rejected?

Predictive values depend heavily on the base rate and the quality of the criterion. In employment, the "true"
criterion is rarely perfectly observed.

Correlation and explained variance

A Pearson correlation ranges from -1 to +1 and summarizes linear association under defined conditions. It does
not establish causation. Its square, r-squared, describes the proportion of variance shared in a simple two-
variable model, but this should not be converted into a claim that the assessment "explains the person."
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Report the observed correlation, confidence interval, sample, criterion, range restriction, missingness, design,
and practical implication. Corrected validity estimates can be useful but depend on assumptions; show observed
and corrected values rather than presenting the corrected figure alone.

Simple composite

Composite = w1(z1) + w2(z2) + ...
+ wk(zk)

Convert scores to a common defensible metric and document weights, direction,
missing data, and threshold rules.

Illustration: 0.40 z_reasoning + 0.35 z_structured_interview + 0.25 z_work_sample. The weights are examples only.
Real weights require job analysis, reliability, validity, redundancy, fairness, utility, and cross-validation evidence.

Utility questions

A full utility analysis can include validity, selection ratio, base rate, number hired, tenure, performance-value
differences, costs, and implementation effects. Even without a formal monetary model, ask:

What decision error is the assessment intended to reduce?
How many decisions are affected and for how long?
What does the method cost participants and the organization?
Does it add evidence beyond current methods?
What fairness, accessibility, privacy, and reputation costs are plausible?
What outcome improvement would make the method worthwhile?
How will the expected benefit be evaluated after launch?

LOCAL INTERPRETATION NOTES

Instrument, version, and score scale

Reference group and intended population

Reliability evidence and SEM

Decision rule, threshold, or review zone

Fairness and accessibility caveats

Approval owner and review date

Working note: record evidence sources, assumptions, limitations, owners, and the date for review.

B PRACTICAL APPENDIX
Vendor evaluation scorecard

How to use the scorecard

1. Define the intended use and risk tier before contacting vendors.

2. Set weights before demonstrations.

3. Use a 0-5 evidence scale, not a presentation-quality scale.

4. Apply non-negotiable gates. A failed gate cannot be compensated by a high total.

5. Require written evidence and record limitations, conditions, and unresolved questions.

• 
• 
• 
• 
• 
• 
• 
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6. Include psychometric, accessibility, legal, privacy, security, technology, procurement, operations, and user
input according to risk.

Score Evidence interpretation

0 No evidence, contradictory evidence, or refusal to disclose.

1 Marketing assertion or anecdote only.

2 Preliminary or indirect evidence with material limitations.

3 Adequate evidence for a bounded use, with manageable gaps.

4 Strong, relevant, transparent evidence across several sources.

5 Strong replicated evidence, independent review, local fit, and mature ongoing monitoring.

Weighted score = sum[(criterion score / 5) x criterion weight] Keep the maximum at 100 and show gate failures separately.

Criterion Weight Gate? Evidence
location

Score
0-5

Weighted
result

Conditions or
gaps

Job relevance and construct clarity 15 Yes

Validity for the intended use 15 Yes

Reliability and score precision 10 Yes

Norms, standards, and interpretive
support

8 Yes

Fairness and subgroup evidence 10 Yes

Accessibility and accommodation 8 Yes

Scoring transparency and algorithmic
governance

8 Yes if
automated

Privacy, security, and test integrity 10 Yes

Candidate and administrator experience 5 No

Operations, support, and integration 4 No

Monitoring, audit rights, and change
control

4 Yes

Commercial value and total cost 3 No

Minimum RFP questions

Purpose and construct
List every supported and unsupported use, population, language, role level, and decision type.
Define every reported construct and show its work-related evidence model.
Explain what the score does not measure and which inferences users must not make.

Development and scoring
Provide the blueprint, item or exercise development process, expert qualifications, pilot design, and review
controls.

• 
• 
• 

• 
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Explain raw scoring, transformations, missing data, response flags, confidence intervals, norms, bands,
composites, and cut rules.
Identify every current version and describe the change-notification and rollback process.

Reliability, validity, and fairness
Provide evidence for each reported score, not only an overall test score.
Show samples, dates, jobs, countries, languages, criteria, uncertainty, and cross-validation.
Provide DIF, invariance, subgroup prediction, selection-outcome, accessibility, and candidate-experience
findings.
Disclose inconclusive or unfavorable evidence and the resulting product limits.

Technology and AI
List all features that materially influence a score or recommendation and explain their job relevance.
Describe training, tuning, holdout, leakage, overfitting, calibration, robustness, and drift controls.
Explain human review, participant contestability, model updates, audit logs, and incident response.
Identify subprocessors, hosting, data transfers, security certifications, and penetration testing.

Commercial and contract
Define client and provider responsibilities under ISO 10667 or an equivalent service framework.
Include evidence access, audit rights, service levels, incident duties, change approval, data return, deletion,
and exit support.
State what the client may retain to reproduce past scores and defend decisions after termination.

Decision summary

Item Record

Recommended vendor / tool

Intended use and risk tier

Weighted score

Gate failures

Required conditions before pilot

Required conditions before launch

Evidence to be generated locally

Responsible owners

Approval and review date

C PRACTICAL APPENDIX
Assessment project charter template

• 

• 

• 
• 
• 

• 

• 
• 
• 
• 

• 
• 

• 
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1. Project identity

Field Complete for the project

Project name and sponsor

Accountable decision owner

Assessment science lead

Project manager

Countries, languages, and business units

Target launch and review dates

Risk tier and rationale

2. Decision and purpose

Question Project answer

What employment or development decision will be supported?

Is the output advisory, one input, a hurdle, a rank, or substantially determinative?

What current decision problem or error is being addressed?

What business and participant outcomes define success?

Which uses are explicitly out of scope?

3. Population and context

Roles and levels:
Applicant, employee, or participant population:
Recruitment channels or talent processes:
Countries and languages:
Expected volume and seasonality:
Technology and environment:
Relevant disability, language, or digital-access considerations:
Groups or intersections requiring monitoring:

4. Work and construct evidence

Requirement Definition and evidence Importance / entry level Proposed method

• 
• 
• 
• 
• 
• 
• 
• 
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5. Assessment architecture

Stage Method Time Score / output Decision role Responsible user

Record the integration model, weights, thresholds, review zones, missing-data rule, retest rule, incident remedy,
and permitted overrides.

6. Evidence and pilot plan

Evidence question Method Sample / source Success criterion Owner

Content and job relevance

Response processes and usability

Reliability and precision

Internal structure

Criterion relationship and incremental value

Fairness and subgroup outcomes

Accessibility and accommodation

Candidate experience and operations

Security, privacy, and data flow

7. Participant journey

Document invitation, preparation, technical check, accommodation request, login, administration, support,
incident handling, completion, result, feedback, review or appeal, data retention, and deletion.

8. Governance and RACI

Decision Accountable Responsible Consulted Informed

Approve construct and blueprint

Approve vendor or instrument

Approve scoring and thresholds

Approve privacy and accessibility

Approve pilot

Approve production launch

Approve material change

Suspend or retire
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9. Launch gate

Purpose, scope, work analysis, and constructs approved.
Technical evidence reviewed independently.
Scoring and reports reconciled against test cases.
Accessibility and accommodation tested end to end.
Candidate information, support, incident, retest, and review routes approved.
Privacy, security, data flow, retention, and vendor duties approved.
Users trained and competence checked.
Pilot criteria met or exceptions accepted by the accountable risk owner.
Monitoring dashboard, owners, thresholds, and suspension triggers active.

10. Risks, assumptions, and decisions

Risk or assumption Likelihood / impact Control Owner Residual risk / decision

D PRACTICAL APPENDIX
Validation and technical report outline

Executive summary

Intended score interpretations and uses.
Population, context, instrument, version, norm, and decision rule.
Main evidence, findings, uncertainty, and limitations.
Fairness, accessibility, operational, and data-protection findings.
Recommendation: approve, approve with conditions, pilot only, redesign, suspend, or retire.

1. Purpose and validation argument

State the decision, construct, population, and claims. Create a claim-evidence-threat table showing what must be
true for each interpretation and use.

2. Work and construct analysis

Describe sources, participants, tasks, critical incidents, job requirements, level, trainability, construct definitions,
behavioral indicators, and blueprint. Document expert qualifications and disagreement.

3. Instrument and administration

Describe content, forms, time, delivery, instructions, practice, devices, supervision, accommodation, languages,
security, incidents, and deviations. Identify every version.

4. Scoring and reporting

Document item or exercise scoring, rater training, missing data, response-quality indicators, transformations,
norms, bands, confidence intervals, composites, thresholds, report rules, and quality control.

• 
• 
• 
• 
• 
• 
• 
• 
• 

• 
• 
• 
• 
• 
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5. Sample and data quality

Describe population, recruitment, dates, sample size, role, location, language, demographics, inclusion,
exclusions, missingness, attrition, range restriction, nesting, criterion availability, and data-protection controls.

6. Analyses and hypotheses

Separate confirmatory and exploratory questions. State the analysis plan, software, assumptions, uncertainty,
multiplicity, power or precision, and cross-validation strategy.

7. Reliability and precision

Report evidence appropriate to each score: internal consistency, test-retest, alternate form, inter-rater,
generalizability, classification consistency, and conditional information as relevant. Report SEM or score intervals.

8. Internal structure and response processes

Include dimensionality, factor or IRT model, local dependence, item behavior, cognitive interviews, response
time, rater processes, usability, and anomalous response findings.

9. Relations with criteria and other variables

Report observed and corrected relationships, criterion quality, predictive or concurrent design, incremental
value, calibration, subgroup models, uncertainty, and cross-validation. Avoid causal language unless the design
supports it.

10. Fairness and accessibility

Include content review, accessibility testing, accommodation, DIF, invariance, subgroup precision, prediction,
selection outcomes, candidate experience, intersectional patterns where supportable, and less harmful
alternatives.

11. Decision rules and consequences

Analyze thresholds, review zones, false positives and false negatives, selection rates, utility, candidate burden,
overrides, organizational behavior, gaming, coaching, and intended or unintended consequences.

12. Security, privacy, and technology

Describe data flow, access, retention, deletion, platform, model features, versioning, drift, security, test exposure,
AI use, human oversight, and incident controls.

13. Conclusions, conditions, and limitations

State what the evidence supports, does not support, and cannot yet determine. List conditions of use,
monitoring thresholds, revalidation triggers, owner, review date, and decision authority.

14. Appendices

Include job-analysis materials, blueprint, specifications, study instruments, code or syntax, data dictionary,
detailed tables, decision log, reviewer comments, approvals, and version history, subject to security and
confidentiality.
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E PRACTICAL APPENDIX
Candidate communication template

The following is a starting template. Adapt it to the actual process, law, privacy notice, accessibility route, and
organizational tone. Do not promise feedback, confidentiality, or human review that the process cannot provide.

Subject: Information about your assessment

Thank you for taking part in the assessment for [role or program]. The assessment is designed to collect
standardized evidence about [plain-language constructs or activities] that are relevant to [defined role
requirements or development purpose].

How the result will be used
Your result will be used [as one input / as a screening requirement / to support development / other]. It will be
considered together with [other methods]. The assessment [will / will not] make a decision automatically.
[Describe the role of human review and how material errors can be raised.]

What to expect
Assessment activities: [brief description without exposing secure content].
Approximate completion time: [time], including [practice or breaks].
Completion window and deadline: [dates and time zone].
Permitted materials or tools: [list].
Device, browser, audio, camera, or connectivity requirements: [list or test link].
Supervision or identity verification: [explain clearly and proportionately].

Preparation
You do not need specialist coaching. We recommend that you [review practice material, find a quiet setting,
check the device, and allow sufficient time]. Practice material is available at [location]. Practice content illustrates
the format and is not scored.

Accessibility and accommodation
We want to provide an equivalent opportunity to demonstrate the relevant requirements. To request an
adjustment or discuss an accessibility need, contact [confidential route] by [date where possible]. You do not
need to disclose information beyond what is necessary to identify an effective adjustment. Requesting an
adjustment will not disadvantage your application.

Data and privacy
We will collect [data categories]. The data are used for [purposes], shared with [recipients], stored in [locations if
required], and retained for [period or rule]. [Explain relevant automation, scoring, validation, equality monitoring,
and research use.] Full privacy information is available at [location].

Technical or other incident
If an interruption, device problem, health issue, accommodation failure, or other event may have affected
performance, stop where possible and contact [support route]. We will review the incident under the
documented remedy and retest process. Do not create a second account or repeat the test unless instructed.

Result, feedback, and review
You will be informed of [next step / result] by [time]. [Describe feedback.] If you believe material information was
incorrect or the process was not administered as described, contact [review route] within [period]. Item content
and scoring keys cannot be disclosed where this would undermine test security, but the process and use can be
reviewed.

• 
• 
• 
• 
• 
• 
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Contact
Assessment support: [contact] Accessibility: [contact] Privacy: [contact] Recruitment or program team: [contact]

F PRACTICAL APPENDIX
Assessment quality audit checklist

Rate each item: Yes, Partly, No, Not applicable. Record evidence, owner, and action. A "Yes" means current
evidence was inspected, not that someone believes the control exists.

Purpose and use

The decision, purpose, population, and consequences are documented.
Supported and prohibited uses are explicit.
The assessment fills a defined evidence gap rather than duplicating existing methods.
The decision role, weights, thresholds, review zones, and overrides are approved.
The risk tier is current and reflects automation, scale, sensitivity, and contestability.

Job and construct relevance

Current work-analysis evidence supports the requirements assessed.
Constructs are defined with inclusions, exclusions, and behavioral indicators.
The blueprint maps content and methods to requirements and level.
Construct deficiency and irrelevant variance have been reviewed.
The criterion model represents important performance and contextual influences.

Instrument evidence

The current technical manual and independent reviews are available.
Reliability and precision are appropriate for every reported score.
Validity evidence supports the actual interpretation, population, and use.
Norm groups or standards are relevant, current, and documented.
Cut scores and bands have a rationale and error analysis.
Adapted or translated versions have equivalence evidence.

Fairness and accessibility

Content has undergone bias, language, cultural, and accessibility review.
Digital delivery has been tested against current accessibility practice.
A confidential accommodation route and documented decision process exist.
Subgroup completion, score, selection, and criterion evidence are monitored.
DIF, invariance, or prediction analyses are used where appropriate and feasible.
Less discriminatory or less burdensome alternatives have been considered.
Participant review, correction, and remedy routes are meaningful.

Administration and experience

Instructions, practice, timing, environment, tools, and support are standardized.
Supervision and identity controls are proportionate and transparent.
Incident, interruption, invalidation, retest, and appeal rules are documented.

• 
• 
• 
• 
• 

• 
• 
• 
• 
• 

• 
• 
• 
• 
• 
• 

• 
• 
• 
• 
• 
• 
• 

• 
• 
• 
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Candidate communications accurately describe purpose, use, data, and next steps.
Experience, withdrawal, support, and complaints are monitored by relevant groups.

Scoring and reporting

A signed specification defines all keys, weights, transformations, missing rules, norms, and classifications.
Unit tests and independent reconciliation verify scoring.
Rater training, calibration, and agreement are monitored.
Reports identify purpose, version, norm, precision, limitations, and intended audience.
Narrative interpretation is bounded and avoids deterministic or clinical claims.
Access to individual reports is based on competence and business need.

Data, privacy, security, and AI

The full data flow is mapped from collection through deletion.
Collection is necessary, proportionate, and supported by a clear purpose.
Access, encryption, logging, retention, deletion, and subprocessor controls are effective.
Restricted content, keys, models, and item banks are protected and exposure is monitored.
AI features, training data, labels, and material variables are documented.
Leakage, overfitting, subgroup performance, calibration, robustness, and drift are evaluated.
Human reviewers can understand, question, correct, and override outputs appropriately.
Security, privacy, test-integrity, and model incidents have tested response plans.

Governance and lifecycle

The tool is recorded in the assessment inventory with owner and status.
Users hold current qualifications and have completed required training and calibration.
Vendor obligations, evidence access, audit, change notice, and exit are contractually supported.
Every production score and report carries a version identifier.
Material changes trigger impact review and proportionate revalidation.
Monitoring has named owners, thresholds, corrective actions, and suspension triggers.
Overrides, exceptions, incidents, complaints, and remedial actions are reviewed.
A retirement and data-exit plan exists.
The next formal review date and accountable approver are recorded.

Audit finding record

Finding Evidence Risk Required action Owner Due date Verification

G PRACTICAL APPENDIX
Glossary

• 
• 

• 
• 
• 
• 
• 
• 

• 
• 
• 
• 
• 
• 
• 
• 

• 
• 
• 
• 
• 
• 
• 
• 
• 
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Term Practical definition

Accommodation An adjustment intended to remove a disability-related or other legitimate barrier while preserving the
target construct as far as possible.

Adverse impact A materially different selection outcome for a group, evaluated under the relevant legal and policy
framework.

Algorithmic assessment A procedure in which computational rules or models transform data into scores, recommendations,
rankings, or decisions.

Alternate-form reliability Consistency of scores across intended equivalent forms.

Applicant reaction A participant's perception or experience of relevance, fairness, transparency, burden, and treatment.

Assessment The wider process of collecting, integrating, interpreting, and using evidence, which may include tests,
interviews, simulations, and judgment.

Assessment centre A standardized multi-method process involving multiple exercises and trained assessors, not simply a
physical location.

Base rate The prevalence of the target outcome or success in the relevant population before using the
assessment.

Behavioral anchor A concrete description of observable evidence associated with a rating level.

Bias A systematic distortion in measurement, prediction, or process. The type of bias must be specified and
investigated.

Blueprint A plan mapping construct or content domains to items, exercises, formats, difficulty, scoring, and
coverage.

Calibration Aligning score scales, item parameters, models, or raters; in prediction, how closely predicted
probabilities match observed outcomes.

Candidate A person being considered for an employment, development, certification, or talent decision.

Classical test theory A measurement framework in which an observed score is conceptualized as a true-score component
plus error.

Classification consistency The likelihood that a person would receive the same category or pass/fail decision across equivalent
repetitions.

Composite score A score created by combining two or more standardized or otherwise compatible components
according to defined weights.

Computerized adaptive
testing

Digital testing in which the next item is selected partly from previous responses to target information
efficiently.

Confidence interval A range expressing uncertainty around an estimate under a defined statistical method.

Consequential validity
evidence

Evidence about intended and unintended effects associated with score use and decision rules.

Construct A theoretical attribute inferred from observations, such as reasoning, conscientiousness, or judgment.

Construct deficiency Failure to sample important parts of the intended construct or criterion domain.

Construct-irrelevant
variance

Score variation caused by factors outside the intended construct.

Content validity evidence Evidence that assessment content adequately represents the defined job or construct domain.

Criterion An outcome or indicator used to evaluate the assessment, such as job performance, learning, safety,
or progression.
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Term Practical definition

Criterion contamination Outcome scores are influenced by irrelevant factors or knowledge of the predictor.

Criterion deficiency The criterion misses important aspects of the outcome of interest.

Criterion-related validity Evidence about relationships between assessment scores and relevant outcomes.

Cross-validation Evaluating a model or decision rule on data not used to develop or tune it.

Cut score A threshold used to classify, pass, fail, or route participants.

Data leakage Information unavailable at the decision point or derived from the outcome improperly enters model
development or scoring.

Decision rule The predefined logic for combining evidence into a recommendation, classification, or action.

Differential item
functioning

An item behaves differently for groups matched on the modeled underlying attribute. It is a flag for
investigation, not automatic proof of bias.

Drift Change in population, data, item exposure, model, criterion, or relationships that may weaken score
meaning after deployment.

Effect size A quantitative description of the magnitude of a difference or relationship, distinct from statistical
significance.

Equating or linking Statistical methods used to place scores from different forms or versions on a comparable scale.

Evidence model A description of what observable responses would support an inference about a construct.

Face validity The extent to which an assessment appears relevant or plausible to users; useful for experience but
not proof of technical validity.

Factor analysis Statistical methods for investigating or testing patterns of shared variance among items or scores.

Fairness A broad evaluation of access, treatment, measurement, prediction, decisions, consequences,
transparency, and values.

False negative A person who would meet the criterion is rejected or classified negative.

False positive A person who would not meet the criterion is selected or classified positive.

Forced-choice item A format requiring a choice or ranking among alternatives, often used in personality assessment.

Generalizability The extent to which evidence or scores remain applicable across relevant people, jobs, situations,
raters, items, or time.

High-stakes assessment Assessment whose result can materially affect employment, income, progression, certification, or
another consequential outcome.

Human oversight Competent, informed, empowered, and auditable review capable of detecting and correcting material
system errors.

Incremental validity Additional useful relationship with a criterion after accounting for existing methods or information.

Internal consistency Coherence among items contributing to a score under a specified model.

Inter-rater reliability Consistency or agreement among raters assessing the same evidence.

Ipsative score A score defined relative to a person's other scores, often creating dependency that limits comparison
between people.

Item bank A controlled collection of calibrated or quality-assured items from which forms or adaptive tests are
assembled.
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Term Practical definition

Item discrimination The extent to which an item differentiates people at different levels of the modeled attribute.

Item response theory Models relating the probability of item responses to a latent attribute and item characteristics.

Job analysis A systematic study of tasks, context, requirements, and performance evidence used to define
assessment content and decisions.

Local validation Evidence generated in the user's own organization, population, job, or implementation.

Measurement error Score variation unrelated to the intended stable differences under the defined conditions.

Measurement invariance Evidence that a measurement model operates sufficiently similarly across groups or occasions for
intended comparisons.

Model calibration Agreement between predicted and observed outcome probabilities or score interpretation.

Norm group The reference sample used to interpret a score relative to others.

Norm-referenced score A score interpreted by comparison with a reference group.

Percentile rank The percentage of the reference group scoring at or below a score; percentiles are not equal-interval
units.

Predictive bias Systematic differences in prediction relationships that produce over- or under-prediction for groups.

Predictive validity study A design in which assessment data are collected before a later criterion, ideally without influencing the
criterion.

Psychometrics The science and practice of psychological and educational measurement.

Reliability Consistency or precision of scores under specified conditions.

Response process The cognitive, behavioral, or judgment process used to produce an item response or rating.

Response style A systematic way of using response categories that may be partly independent of item content.

Review zone A score range around a threshold in which additional structured evidence or review is used.

Scaled score A transformed score on a defined reporting scale.

Selection procedure Any method used to make or support an employment decision, including tests, interviews, experience
requirements, algorithms, and simulations.

Selection ratio The proportion of applicants or candidates selected.

Sensitivity Proportion of actual positives correctly identified.

Specificity Proportion of actual negatives correctly identified.

Standard error of
measurement

An estimate of score uncertainty expressed in the units of the reported score.

Standardization Control of relevant content, instructions, conditions, scoring, and interpretation to support
comparability.

Structured interview A job-related interview using consistent questions, probes, scoring anchors, trained interviewers, and
integration rules.

Subject-matter expert A person with relevant and current knowledge of the work, domain, or population who contributes
structured evidence.

Test A standardized instrument or procedure that elicits and scores a sample of responses or behavior.
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Term Practical definition

Test-retest reliability Stability of scores across an appropriate time interval when real change is not expected.

T-score A standardized score commonly defined as 50 + 10z.

Utility The practical value of an assessment in relation to outcomes, errors, cost, scale, tenure, fairness, and
implementation.

Validity The degree to which evidence and theory support intended score interpretations and uses.

Validation The planned process of building, evaluating, and updating the evidence and argument supporting use.

Work sample A standardized task closely resembling important job activity and scored through defined rules.

z-score A standardized location expressed in standard-deviation units from a reference mean.

H PRACTICAL APPENDIX
Selected standards, guidance, and further reading

Foundational testing standards

American Educational Research Association, American Psychological Association, and National Council on
Measurement in Education. (2014). *Standards for Educational and Psychological Testing*. https://
www.testingstandards.net/open-access-files.html

Society for Industrial and Organizational Psychology. (2018). *Principles for the Validation and Use of Personnel
Selection Procedures* (5th ed.). https://www.apa.org/ed/accreditation/personnel-selection-procedures.pdf

International Organization for Standardization. (2020). *ISO 10667-1:2020 Assessment service delivery -
Procedures and methods to assess people in work and organizational settings - Part 1: Requirements for the
client*. https://www.iso.org/standard/74716.html

International Organization for Standardization. (2020). *ISO 10667-2:2020 Assessment service delivery -
Procedures and methods to assess people in work and organizational settings - Part 2: Requirements for service
providers*. https://www.iso.org/standard/74717.html

International Test Commission guidance

International Test Commission. (2001). *The ITC Guidelines on Test Use*. https://www.intestcom.org/page/15

International Test Commission. (2017). *The ITC Guidelines for Translating and Adapting Tests* (2nd ed.). https://
www.intestcom.org/files/guideline_test_adaptation_2ed.pdf

International Test Commission. (2014). *Guidelines on Quality Control in Scoring, Test Analysis, and Reporting of
Test Scores*. https://www.intestcom.org/page/17

International Test Commission. (n.d.). *The ITC Guidelines on the Security of Tests, Examinations, and Other
Assessments*. https://www.intestcom.org/page/18

International Test Commission and Association of Test Publishers. (2022). *Guidelines for Technology-Based
Assessment*. https://www.intestcom.org/page/16

Personnel selection and AI guidance

Society for Industrial and Organizational Psychology. (2023). *Considerations and Recommendations for the
Validation and Use of AI-Based Assessments for Employee Selection*. https://www.siop.org/wp-content/uploads/
2024/06/Considerations-and-Recommendations-for-the-Validation-and-Use-of-AI-Based-Assessments-for-
Employee-Selection-January-2023.pdf
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National Institute of Standards and Technology. (2023). *Artificial Intelligence Risk Management Framework (AI
RMF 1.0)*. https://www.nist.gov/itl/ai-risk-management-framework

European Union. (2024). *Regulation (EU) 2024/1689 laying down harmonised rules on artificial intelligence*.
https://eur-lex.europa.eu/eli/reg/2024/1689/oj/eng

European Commission. (2026). *Guidelines for providers and deployers of AI high-risk systems*. https://digital-
strategy.ec.europa.eu/en/policies/guidelines-ai-high-risk-systems

Information Commissioner's Office. (2024). *AI tools used in recruitment: outcomes report*. https://ico.org.uk/
action-weve-taken/audits-and-overview-reports/2024/11/ai-tools-used-in-recruitment/
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The point of including this article is methodological rather than to replace one fixed ranking with another. Meta-
analytic estimates depend on samples, jobs, criteria, study quality, corrections, and assumptions. Practitioners
should use accumulated research to form informed hypotheses and then evaluate the actual population,
implementation, and decision.

Suggested learning sequence

1. Begin with the *Standards for Educational and Psychological Testing* and the ITC Guidelines on Test Use.

2. Study SIOP's Principles for work-related validation and ISO 10667 for client-provider responsibilities.

3. Add the ITC technology, adaptation, quality-control, and security guidance for implementation.

4. Read current equality, disability, privacy, and AI guidance in every jurisdiction where the tool will be used.

5. Read technical manuals critically and compare their claims with independent research.

6. Build supervised practical competence through job analysis, structured methods, interpretation, validation,
monitoring, and governance.

insyt2 NOTE FINAL PROFESSIONAL BOUNDARY

This handbook is educational. It is not legal advice,
a professional licence, a publisher qualification or a
substitute for supervised competence. Verify
current standards, law, instrument rules and local
evidence before making decisions that affect
people.

THE insyt2 PROFESSIONAL STANDARD
Know the limits. Protect the decision. Keep professional judgement visible.
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