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Introduction

“We try to help people
make intelligent decisions
about their own future
jobs, and about those you
bring into the company
or that you promote or
develop within your
company.”
Andreas Lohff, CEO,
Aon’s Assessment Solutions

Artificial intelligence in talent assessment is no longer science fiction. Employers are
using AI to speed up the recruitment process and free up hiring managers’ time for
more complex tasks. Another benefit it is mitigates human biases that can unfairly
influence the hiring process. One-third of large employers already use AI in the
hiring process.1 That number will only grow as technology becomes cheaper and
more widely available.
“We try to help people make intelligent decisions about their own future jobs,
and about those you bring into the company or those you promote or develop
within your company,” says Andreas Lohff, CEO of Aon’s Assessment Solutions
practise. “We are using AI to better make these decisions by eliminating bias and
increasing diversity.”
This white paper outlines how AI boosts the efficiency of talent assessment
and leads to better selection decisions through video interview analysis, talent
assessment scoring and creativity testing. It addresses the challenges HR leaders
face as they adopt these tools and also shares advice on how to overcome them.

2017 Global Human Capital Trends report, Deloitte. https://www2.deloitte.com/insights/us/en/focus/human-capital-trends/2017/predictive-hiring-talent-acquisition.html
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Understanding the power
of AI assessment

We tend to overestimate
the impact of a new
technology in the short
run – and underestimate it
in the long run.

AI is not Skynet. It is not here to take your job or make life more difficult. Jack Porter,
an AI pioneer and executive chairman of cognitive big data platform company,
Argoid, notes that AI is useful for the following three things in your hiring process:

Classification
As an employer, you have an abundance of data about your employees and
prospective hires. AI excels at classifying that data and identifying specific
behaviour patterns. You can have humans do the work of classification, but they are
often slower and less reliable than AI.

Prediction
AI uses different statistical models – sometimes thousands of them at once – to
work against each other in order to come up with better forecasts. The system
thrives on continual changes in information, especially behavioural data. AI can
predict likely hiring outcomes based on available data, tell you how accurate those
predictions are and update its forecasting to enhance future efforts.

Best next move
Similar to the way AI makes predictions, this technology can help with decision
making. For instance, one AI model considers what is the ‘best next move’ in any
given domain, while another figures out how it will affect the rest of the system if
that move is accomplished. These techniques, which allowed AIs to beat worldclass chess masters and Go champions, can help organisations make better talent
decisions than their competitors.
AI will continue to influence talent assessment. Noted futurist, Roy Amara, offered
a rubric for assessing how technology applies to the transformative potential of AI:
we tend to overestimate the impact of a new technology in the short run – and
underestimate it in the long run.
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Video assessment shows AI’s horsepower
when it comes to classification

AI can help classify videos
in a matter of minutes to
find those who do not fit,
allowing interviewers
to focus on the top
performers.

Until now, talent assessment professionals have sorted through thousands of hours
of videos each year to filter out poorly-suited candidates. AI can help classify videos
in a matter of minutes in order to find those who do not fit allowing interviewers to
focus on the top performers.
A video assessment’s audio information can be analysed using natural language
processing, the ultimate classification system. Real-time speech recognition can be
checked for desired aspects, such as clarity of speech and proficiency in the English
language. The content of what the candidates are actually saying can also be
reviewed. Video elements can be examined by facial recognition and expression
recognition software.
All of this can be done almost instantly.
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Why text analysis beats
expression recognition

Focusing on text gives
recruiters a deeper
understanding of
candidate responses.

The primary value of facial-recognition technology used in talent assessment is
that you can verify that the person doing the interview is actually the candidate
with remote proctoring. Some AI vendors offer expression recognition, but that
technology presents many potential data pitfalls and legal challenges. Expression
recognition is not appropriate for identifying stable traits. Just because a candidate
looks happy doesn’t mean they are friendly. In more specific cases, use of
appearance or expressions can introduce significant biases and even result in unfair
treatment. For example, if a candidate has a facial tic or something medical that
limits their ability to control their expressions. In short, expressions should not be
analysed to reward or penalise a candidate as they don’t necessarily have anything
to do with traits needed to succeed on the job.
Focusing on text, on the other hand, gives recruiters a deeper understanding
of candidate responses. AI takes the videos from the candidates and splits them
up into all the different components. Natural language processing cleans the
unstructured data from the audio files in a systematic and comprehensive way in a
process called “feature engineering,” resulting in a written transcript that can be
scored by the AI.
Traditional assessment processes from the past five decades show that what people
say about their past behaviour in specific real-world situations is a reliable predictor
for future behaviour, as well as their traits and skills. This holds true especially for
structured interviews, which should be the core of the video-interviewing process.
Looking at the text, the AI removes any unconscious human bias while searching
for evidence of good job-related behaviour. The AI doesn’t make human errors
because of bias or tiredness. The objectivity of the AI means that different people
with the same response receive identical results. Focusing on what people actually
say in video interviews leads to a more defensible and transparent assessment
process.

NLC Examples of positive & negative indication
Structure

Cooperativeness

When facing deadlines it tends to usually be many different tasks to start by

And yeah, for the third question, how I feel when I have much to do that really

figuring out uhm how urgent each individual tasks is and if other people

depends on when it comes in, so if it’s a lot of work coming up at the same

rely on the task being done or if it’s needed to continue when the same task

time that’s when it’s overwhelming, but if it just gradually comes in then it

is part of a bigger project and that usually gives me a pretty good idea of

would be hard not to forget about tasks that I need to work on. But yeah,

what needs to be done first and otherwise I start with quicker, easier tasks

that’s why writing things down is good. And uhm making plans and

Structure

Structure

which is just the thing for just freeing up resources and time especially and

Cooperativeness

Structure

when and if there’s other people involved its important to start early with

overview of work to be done is usually a good first and important step that

Positivity

then helps with getting started with the work and also to reduce negative

communicating the timeline and the priority and then to regularly update

feelings. And as I said earlier, starting with smaller tasks or also uhm

them on the status of the work. And that also means letting them know about

alternative smaller and bigger tasks can help to build up and maintain

delays and potential problems to then avoid bigger problems with enough

momentum and also a feeling of accomplishing things with which then

yeah if a minor task might not be done on time I wouldn’t necessarily

motivates to keep going, and to avoid potential negative feelings due to

communicate that because it might just not be worth the trouble.

being overwhelmed it can also really help to identify resources such as

Cooperativeness

Positivity

colleagues that might be able to help should problems arise.

Screenshot: Example positive and negative indication
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Improving video assessment
through AI’s forecasting power

Aon’s approach to AI
in video assessment is
based on the concept
of construct validity,
meaning how well a test
or tool measures the
construct that it was
designed to measure.

The most valuable role AI plays in video assessment is in evaluating a candidate’s
responses. With each assessment, AI learns to evaluate based on intelligently
designed psychometric models that are linked to solid job analysis. With humans
calibrating and monitoring the process, the objectivity, reliability and speed of the
evaluation process skyrockets.
Aon’s approach to AI in video assessment is based on the concept of construct
validity, meaning how well a test or tool measures the construct that it was
designed to measure. Aon’s video assessment platform, vidAssess, focuses on
competencies and identifiable behavioural anchors. When well-trained and
calibrated humans rate a candidate’s responses, they look for specific behaviours
and skills.
The AI learns to understand and mimic their ratings. It then rates candidates in
precisely the same way, based on the competencies and behavioural anchors that
are relevant for that specific role. Not only does this enable a precise, efficient and
bias-free assessment process, it is also defensible and explainable. If the basis of any
selection decision is challenged, you can justify it and specify the underlying skills
and behaviours that were investigated.
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Designing the right
measurement framework

Just as a chess-playing
AI paired with a
grandmaster can beat the
AI playing alone, humans
working with AI can use
augmented interviews to
select the best candidates
for an organisation.

It starts with a disposition, such as conscientiousness. That disposition has many
facets (for example, being organised). Those facets have actual behaviours attached
to them. For conscientiousness, it may be to have concrete to-do lists. Then you are
searching for evidence of that behaviour in your candidates’ answers through your
questions. An example of a question gauging conscientiousness might be “How do
you organise your day?” A candidate might say they create precise to-do lists every
day in order to stay organised or set deadlines for themselves. Those answers are
evidence of the behaviour, which then feeds into the facet, which then feeds into the
disposition. Therefore, you define it, you measure it and then you operationalise
it. Humans design the framework and transfer it to the AI system, which deploys it
consistently and quickly throughout your talent assessment operations.
When you have a measurement framework, you can create an interview guide.
Every disposition being assessed will have questions or stimuli attached to it. Those
questions and stimuli will have positive and negative indications. Those indications
are combined to create a total score for the disposition.
Like any assessment tool, AI scoring has its strengths and weaknesses. Scoring works
best for trait-based concepts, excels at detecting candidates who do not fit those
traits and is suitable for language proficiency assessments. However, AI scoring is
not as good at identifying high performers and cannot be substituted for cognitive
ability tests or full personality measurements, such as Aon’s ADEPT-15® questionnaire.
You can compensate for AI’s weaknesses by pairing it with skilled human
interviewers. Just as a chess-playing AI paired with a grandmaster can beat the AI
playing alone, humans working with AI can use augmented interviews to select the
best candidates for your organisation.

The Measurement
Operationalise

Disposition

Facets of
disposition

Behaviour

Evidence of
behaviour

Identify
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The next best move:
augmented talent acquisition

Aon’s sparks assessment
is the first online
creativity test to reliably
identify candidates with
the potential to innovate
and be creative.

The more tasks given to AI, the more important human creativity becomes to
an organisation as a source of value creation. Most organisations want creative
people to drive innovation in a competitive environment. Aon’s sparks assessment
is the first online creativity test to reliably identify candidates with the potential to
innovate and be creative.
The analysis starts with basic shapes. A candidate is told to create something with
those shapes and to name it. The sparks AI evaluates the object the candidate
has built with the shapes provided in order to gauge the person’s creativity and
innovation skills. The AI ties into Google to search the uniqueness of the name the
job candidate has given their creation. The less common the name is according
to Google, the more creative the AI deems the candidate’s work – according to
that particular portion of the scoring algorithm. That score is integrated into other
tested psychometric practises to come up with a more comprehensive assessment
of creativity and innovation.

AI at Aon

Test taker

Assessment

AI

Creativity score

•
•
•
•
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Creativity assessment — part of our Innovation Suite
Usefulness differentiates between creativity and innovation
AI evaluates validity of object name by interfacing with Google
Part of score derived from search hits for work and combinations

Google API

Measuring the opportunity
From facial recognition to video interviewing to creativity testing, AI can be a
powerful partner for talent assessment.
Here is an example of what an AI assessment could look like in the future. Jill is a
graduating senior from a public university. She is very excited to get started in her
career. She has not yet put a whole lot of thought into where she wants to work.
However, Jill has opted in with her university’s career placement centre to share
some of her data and digital fingerprint with employers to let them know she is
interested in a job.

Autonomous AI — Sam

This is
Sam

Sam finds
Jill

Jill’s digital
fingerprint

Jill’s
profile

Sam is an autonomous AI powered by Aon’s assessment algorithms. He works
for your organisation and his job is to help you find the right candidates for your
organisation, for your particular jobs, for the specific teams that you have available
and for certain managers.
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Sam invites
Jill

Jill is interested
in job

Sam and
Jill meet

Sam searches
database

Match found!

Sam searches online databases and finds information about candidates. He finds
Jill. She is graduating soon with a Degree that your organisation is interested in.
Through her digital fingerprint, Sam assesses her to be conscientious and possibly
an excellent cultural fit. Sam reaches out to Jill and sends her a virtual reality-based
job preview. This is tailored to Jill because Sam knows this sounds vague about her
from the passive data available on her digital fingerprint. Jill is impressed and wants
to continue the interview process, either online or through virtual reality.

Jill meets hiring
manager

Talent profile
confirmation

AI-augmented
interview

Jill is hired!
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Sam makes
the offer

The power of AI is
increasing. Using AI,
instead of only human
raters, cuts the time
needed for the interview
and recruiting processes
in half.

Everything you think of today in relation to an assessment centre will be achieved
through AI agents like Sam. In the future, they will be interacting on the fly with
your candidates in an active way to assess them and fill out their talent profiles. It
will be a different experience for each individual, because each person is going to
come with a different set of gaps in their talent profile.
The power of AI is increasing. Using AI, instead of only human raters, cuts the time
needed for the interview and recruiting processes in half. More importantly, AI can
improve the validity and predictive capabilities of human-only talent assessment.
Even with advanced AI agents like Sam, talent assessment will need humans.
Industrial and organisational psychologists will have to focus on how to define the
AI’s parameters and design the experiences to deliver precise measurements of the
desired traits in a job profile. These tools will create a larger world of AI-enabled
assessment.
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Overcoming challenges to adoption

More familiarity with AI
within your organisation
and by your job candidates
can lead to broader
acceptance.

As with any technology, AI faces hurdles to completion. According to Aon’s
research2, many candidates had hostile reactions to AI used in the selection
process, primarily because of concerns that they would be treated impersonally.
Specifically, while AI operates autonomously, people mistakenly interpret this
autonomy as an indication that humans cannot fully control the system. More
familiarity with AI within your organisation and by your job candidates can lead to
broader acceptance.

Mitigating bias through transparency
Even well-designed AI systems can go wrong. Amazon reportedly changed its
AI recruiting tool because it was biased against women.3 Safeguards against
bias hinge on developing ‘ground truth’ for the AI. Ground truth is a custom
knowledge model, established by humans, that AI uses to evaluate unknown
unstructured data. There are two basic approaches to developing ground truth.
The first is a dictionary approach, in which talent assessment professionals work to
improve the measurement framework of how the AI sees the world. The second is
an annotation approach where humans show the AI how to work with the data the
way a human would work with it in a specific case. The AI requires many specific
cases to be rated by humans, with all their imperfections and biases, to build on
its training. The dictionary approach is general, while the annotation approach is
specific. Combining the two approaches gives the AI a good sense of how humans
conduct talent assessments, so it can continuously learn from the data to improve
its performance.
Transparency can fight bias. This is why employers have a responsibility to
challenge their AI providers to be transparent. They should avoid ‘black box’ AI,
which uses an opaque framework that is not clear on what is being measured,
and rely only on ‘glass box’ AI, which gives all stakeholders clarity into how
measurements are made and provides talent assessment professionals and
candidates an opportunity to spot and correct for unfair bias.

Responding to data regulations and legal challenges

'Rage Against the
Machine' report, Aon
research, accepted
submission at SIOP 2019.
3
Dastin, Justin. “Amazon
scraps secret AI recruiting
tool that showed bias
against women”. Reuters.
2
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The EU’s General Data Protection Regulation has rigorous legal requirements on data
protection and the use of personal data. Under the rules, video interviews require
explicit consent from candidates that their data can be processed. Candidates also
have the right to know what information is held about them, and the right to have
their personal data rectified or deleted. A flawed AI system used in talent assessment
raises questions of legal liability. The solution to these pitfalls is transparency and
working with skilled advisers. In this environment, talent assessment AI cannot be a
black box; it must be a glass box — one in which all stakeholders understand what is
being measured and how those measurements are used.

Conclusion

Coupled with best-inclass AI tools and the
right advisers, executives
can improve the
precision and efficiency
of talent assessment
and recruitment, which
ultimately will lead to a
better workforce.

AI is rapidly evolving. Mobile-first solutions are on the cusp of cutting the costs
of interviewing and recruiting. Gamified training and assessment will work
harder to engage employees throughout their careers. Adaptive testing will more
quickly and easily find workers who fit with an organisation’s culture. Due to AI,
talent assessment executives will have time to build an end-to-end rewards and
promotion structure tailored to each employee, from pre-hire to retirement. As a
result, organisations can leverage AI-enabled talent assessment as a competitive
workforce advantage for the organisation.
Augmented decision making is the future of talent assessment. Today’s AI
technology can rapidly reduce the time and boost the effectiveness of recruiting
and talent assessment. Coupled with best-in-class AI tools and the right advisers,
executives can improve the precision and efficiency of talent assessment and
recruitment, which ultimately will lead to a better workforce.
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The language of artificial intelligence
The world of AI has terms you should understand:
Artificial intelligence
Artificial intelligence is when computers ‘do intelligent things’. Through machine-learning
algorithms, neural networks and statistical analysis, AI ‘learns’ the variables it should pay
attention to. It then decides which actions are the most appropriate to take and when these
should be made.
Augmented interviews
Augmented interviews use AI paired with human interviewers to find the best talent for an
organisation.
Black box AI
Black box AI is artificial intelligence that uses an opaque framework in which stakeholders do not
understand what is being measured and how those measurements are being made.
Cognitive technology
Cognitive technology simulates human thinking. It uses many of the same fundamentals as
AI, such as machine learning, neural networks and natural language processing, to follow the
problem-solving processes that humans use. It is designed to supplement human decision
making. The AI does not try to mimic human thought processes; instead it uses algorithms to
solve a given problem.
Deep learning
Deep learning imitates the human brain in processing data and creates patterns used in decision
making.
Emotion recognition
Emotion recognition is an automated process of identifying human emotions, most typically
from facial expressions and verbal expressions.
Facial recognition
Facial recognition is a biometric system capable of uniquely identifying a person by comparing
and analysing patterns based on the person’s facial contours.
Glass box AI
Glass box AI is artificial intelligence that uses a transparent framework in which all stakeholders
understand what is being measured and how those measurements are made.
Ground truth
Ground truth is a custom knowledge model, established by humans, that AI uses to evaluate
unknown unstructured data.
Machine learning
Machine learning creates a model using statistical tools that will make predictions from any given
data and improve over time.
Natural language processing
Natural language processing uses text and speech analytics to extract the underlying meaning
and intent from written or spoken sentences.
Neural networks
Neural networks are computer systems modelled on the human brain and nervous system.
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Contacts
To learn more about Aon’s
Assessment Solutions, visit us at:
assessment.aon.com
Or email us at:
EU.assess@aon.com
NA.assess@aon.com
AMPE.assess@aon.com

Assessment Solutions
Aon’s Assessment Solutions includes the cut-e and CoCubes

driving business performance through people performance.

brands and operates as part of Aon’s global offering in talent

Aon’s Assessment Solutions group undertakes 30 million

solutions, helping clients achieve sustainable growth by

assessments each year in 90 countries and 40 languages.
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The information contained herein and the statements expressed
are of a general nature and are not intended to address the
circumstances of any particular individual or entity. Although
we endeavour to provide accurate and timely information and
use sources we consider reliable, there can be no guarantee
that such information is accurate as of the date it is received or
that it will continue to be accurate in the future. No one should
act on such information without appropriate professional advice
after a thorough examination of the particular situation.

