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Estimated Failure Rate of the Hiring Process

~0%

50%
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Frontline
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Hiring failure rates of 40–82% would shut down any other business process. Aiming is how you lower them.
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Aim Before You Fire

Every hire is a prediction. But you cannot predict what you never defined. In high-volume BPO hiring, an unaimed
process doesn’t just miss — it misses at scale, in every class, across every program you run. The costs compound
quietly: recruiting spending hits the TA budget, training cost sits with operations, lost productivity gets absorbed
by the team, and the hardest costs — morale and client satisfaction walking out the door — never show up on
anyone’s line item.

A hiring process is only as strong as the foundation it sits on. This guide
covers the first and most-skipped step of that foundation: aiming. Before
you choose an assessment, write an interview question, or brief a
recruiter, you have to decide what you are trying to predict — for which
outcome, in which program. Aim first, and everything downstream gets
faster, more consistent, and more accurate.

The temptation is to jump straight to methods: interviews, assessments, one-way videos, AI tools. But a method is
only as good as the target it’s pointed at. Aiming means deciding what a method is supposed to evaluate before
you deploy it. Get the aim right and you control the result. Skip it, and you’re managing the symptoms of bad
hiring, attrition, low CSAT, and missed SLAs without ever addressing the root cause: a process that was never
pointed at anything specific.

The cost of not aiming is real. The U.S. Department of Labor estimates the direct cost to replace a bad hire at 30%
of annual salary; Leadership IQ estimates the total cost — once lost productivity, team disruption, and
downstream effects are counted — at 200–500% of annual salary. For a $40,000 agent, that’s $12,000 to
$200,000+ per bad hire, multiplied across every class you run.

Hiring right is hard; hiring wrong is harder.
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Aiming Requires Effort, Specifics, and Direction 
Hiring teams wing it because, as humans, we gravitate toward what’s easy or urgent at the expense of what’s
difficult or important. The “make hiring easier” strategy has three quiet aims: reduce pain, reduce time, reduce
effort. None is wrong on its own because aiming can be a pain. But so is re-hiring the same seat three times
because you got it wrong. With hiring, you choose your hard: hard now, or harder later.

Effort

Specifics

Direction 

Investing time upfront to structure your process takes effort. So does having operations and training absorb extra
hours every week managing hires who don’t fit and will likely quit anyway. Aiming front-loads the difficulty into a
place where it’s cheap to fix: before day one, not after.

Throw a dart and most likely you’ll hit someone with a strong opinion on hiring. Opinions are cheap, and
anecdotes are the weakest form of evidence. Point your aim using reliable sources instead:

1.  Industry research — general and contact-center-specific findings on what predicts success.
2.  Internal experts on the role — trainers, supervisors, and top performers who see daily what separates good

hires from bad.
3.  External experts — thought leaders, consultants, and vendors who specialize in hiring or the role.
4.  Your own data — from existing and historical hires, if you’ve organized the data to learn from it. This is the

most powerful source of all.

Aiming requires getting specific. Like a recipe, a repeatable hiring process has to name its ingredients and its
method. No one accepts a recipe that says “grab random ingredients, mix, bake until it feels right” and yet many
hiring “recipes” read exactly like that: review the resume, interview, extend an offer if it feels right. That isn’t a
recipe. What, specifically, are you measuring? How, specifically, will you measure it? How will you know it when
you see it?



Component What It Means BPO Examples

Knowledge Factual or procedural information a
person already has

Product knowledge for a tech-
support line; HIPAA rules for a
healthcare account

Skills
Learned proficiencies developed
through practice

Typing speed; CRM navigation; active
listening

Abilities Innate or stable capacities that
underlie performance

Verbal reasoning; multitasking under
pressure; emotional regulation

Other characteristics Traits, motivations, and preferences
that influence fit

Willingness to work night shifts;
comfort with repetitive tasks;
intrinsic motivation
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Run a Job Analysis: The KSAO Blueprint
When you lack external research or a clean dataset, the fastest way to aim is a job analysis: the systematic process
of identifying the attributes that actually drive success in a specific role. Work with your internal subject-matter
experts (trainers, supervisors, top agents) and ask:

What are the most important outcomes for this position?
What separates top performers from average performers?
What tasks are most critical to success and why do people fail in this role?
What skills or traits are hardest to train?

The goal is to move past assumptions and name the factors that truly drive outcomes. The most widely used
framework in industrial-organizational psychology is the KSAO model, which breaks a role’s requirements into four
components (Brannick, Levine, & Morgeson, 2007): 

A well-run job analysis does more than fill a job posting. It becomes the blueprint for your entire screening
process, guiding which assessments you use, which interview questions you ask, and how you score candidates.
Without it, you’re guessing instead of measuring what matters.

For more info, click this link.

https://www.onetcenter.org/content.html
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The better approach is to start with the outcome and work backward. Does performance matter most in this role?
Retention? Culture fit? All three? Then get more specific: which performance KPIs matter most (AHT, CSAT, FCR,
adherence)? How long does someone have to stay to count as a success? Which cultural behaviors, exactly, are
you looking for?

Only once you’ve aligned on the outcome and its specifics should you move on to which attributes predict it —
and only then to how you’ll measure those attributes. The sequence matters.

Clarity upfront creates speed, consistency, and accuracy later.

The Hiring Trifecta: Decide What You’re Aiming at
Hiring is fundamentally about predicting three outcomes. Before you can measure a candidate, you have to decide
which of these you’re aiming at in this role.



Trait What It Predicts on the Floor

Cognitive ability
Faster training completion, shorter ramp, and the capacity to handle
complex product lines. The #1 performance predictor.

Emotional stability (stress tolerance)
Composure under irate-customer load and fast recovery between
calls. A major driver of CSAT on escalations.

Conscientiousness (dependability)
Attendance, schedule adherence, and script discipline. The
dependability facet matters more than the trait overall.

Service orientation (agreeableness) Warmth plus a genuine desire to help, not just niceness. Drives CSAT
and first-call resolution.

Job knowledge First-call resolution and handle time in technical roles. Acquired via
cognitive ability + conscientiousness + experience.

Vocational interest fit
A blend of Social (helping) and Conventional (structured) interests.
Pure-Social burns out on the rules; pure-Conventional comes across
cold.

Contact-Center Predictor Strength by Outcome

Predictor strength: High Med-High Medium Med-Low

Performance

Cognitive ability High

Emotional stability (stress tol.) High

Job knowledge Med-High

Conscientiousness (dependability) Med-High

Service orientation Med-High

Vocational interest fit Medium

Retention

Emotional stability High

Conscientiousness Med-High

Decisiveness Med-High

Coping ability Med-High

Emotional-dissonance tolerance Medium

Pre-hire embeddedness Medium

Culture Fit

Values congruence (P-O fit) Med-High

Subjective fit perception Med-High

Nurturance / helpfulness motive Medium

Comfort with hierarchy (PDO) Medium

Agreeableness Medium

Cultural intelligence Med-Low

Signal strength reflects published research (see References). Validate against your own data before relying on it.
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Performance

What to Measure for Each Outcome
Once you’ve chosen the outcome, choose the few attributes that predict it. The predictors below are the ones
that hold up specifically in contact-center and BPO environments. Use them as a starting point, then validate
against your own data.



Trait What It Predicts on the Floor

Emotional stability
The most durable retention predictor and keeps predicting attrition
out to 24 months when other signals fade.

Conscientiousness
Also predicts retention out to two years. With emotional stability,
the durable two-trait core of retention.

Decisiveness
The tendency to commit and follow through rather than waffle —
the strongest dispositional predictor in entry-level service pools.

Emotional-dissonance tolerance Handling the gap between what an agent feels and what they must
display. Crucial where emotional labor is constant.

Pre-hire embeddedness Being referred by a current employee, and already having friends or
family at the firm, predicts six-month retention.

Trait What It Predicts on the Floor

Values congruence (P-O fit)
Personal values that match the work itself: serving customers while
hitting measured targets like AHT, CSAT, and adherence.

Subjective fit perception
The candidate’s gut sense that the place is right for them. It’s a
perception, but a powerful one.

Nurturance / helpfulness motive
Taking satisfaction in helping people, not just tolerating it. Predicts
CSAT, NPS, and lower burnout on heavy calls.

Comfort with hierarchy (PDO) Ease with supervisor authority, QA monitoring, and script discipline
on a hierarchy-heavy floor.

Cultural intelligence Adapting language, references, and pacing across customer cultures
— matters most on offshore or cross-border accounts.
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Retention 

Culture Fit

Start with a short list. You can’t screen for everything, and some client-required screens are mandatory. Pick the
three to five traits that matter most for each role, weighted toward whichever outcome you’re struggling with
most. A short list measured well beats a long list measured poorly.



Weight This Outcome More... ..... For Roles That Look Like This

Performance
Complex, high-training-investment accounts; specialized skill
requirements; high performance bar tied to client SLAs; high cost
of low performance; wide performance variation across agents.

Retention
Hard, less-enjoyable roles (tough shifts, difficult clients, lower
pay); high cost to replace (heavy training/ramp); wide turnover
variation across agents.

Culture Fit
Client-facing roles where brand representation matters;
leadership/supervisory roles; new site launches where culture is
being set; tight-knit teams where cohesion drives results.

Role A — Performance-priority
(complex, high-SLA account)

60% 15% 25%

Role B — Retention-priority
(high-turnover, tough shifts)

25% 60% 15%

Performance Retention Culture Fit

illustrative. The share of your screening spent on each outcome should mirror its importance for that role.
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You Can’t Have It All: Prioritize
In a perfect world, every hire is a top performer who stays forever and embodies your culture. We don’t live there.
Trying to measure everything produces a process that measures nothing well — and one so long it drives away the
candidates you want. Three reasons you can’t have it all:

People aren’t perfect. A highly conscientious agent may lack adaptability; a culture champion may lack the
horsepower for a complex account.
Processes are limited. Every screening step costs time. Measure too many attributes and the funnel gets so
long your best candidates drop off.
Outcomes can conflict. The traits that predict peak performance sometimes work against the traits that
predict retention. Screening equally for both produces a muddled middle.

So you prioritize, ideally at the role level. A shortcut: which outcome are you struggling with most in this role?
Don’t pour your screening into performance when turnover is the fire. Roles that need one outcome weighted
over another tend to share signals:

Allocate Your Screening to Your Priorities 
Each hiring process has finite time and steps. So the share of your process spent screening for each outcome
should mirror the importance you’ve given that outcome. Two roles, two very different allocations:
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Prioritize the Attributes 
Once you’ve set the outcome mix, choose which specific attributes to measure for each:

Start with the research, then validate locally. Use published findings as a starting point; confirm they predict
outcomes in your roles.
Consult your operators and trainers. The people who watch new hires daily often have accurate intuitions
they’ve never had the data to confirm.
Look at both extremes. Compare top vs. bottom performers, long-tenured vs. 90-day quitters. Differences
are easiest to spot at the ends.
Use your data if you have it. Historical pre-hire data analyzed against performance and turnover reveals what
correlates most.

Resist the urge to build a long list. You’ll define a short list more accurately than a long one, and if you’ve
prioritized well, that short list already predicts the bulk of what matters

Commons Aiming Mistakes
Measuring what’s easy, not what predicts. Years of experience and education are convenient but weak
predictors. Experience only helps in the first ~5 years; education barely moves performance at all.
Reacting to noise. Sociability, the “interviews well” factor, is a low performance predictor. It distracts far more
than it informs.
Leaving culture undefined. Culture left undefined becomes whatever your most dominant (or most toxic)
employees make it. Translate abstract values into observable behaviors: what does “integrity” look like on a
call?
One profile for every program. A retention-led role and a performance-led account need different aims.
Define success per program, not once for the whole site.
Never validating. Industry research is a starting point, not a substitute for confirming what predicts outcomes
in your own floors.

Key Action
For one program, write down the outcome you’re struggling with most (ramp time, 90-
day retention, CSAT). Translate it into three to five measurable traits using the tables
above, then weight your screening so the share spent on each outcome matches its
priority. Any step that doesn’t measure a trait tied to an outcome you care about is
generating noise — cut it.
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Get the full BPO Hiring Playbook
Written by Daniel Ash, founder of Journeyfront, drawing on a decade of work with the
largest BPO hiring operations in the world.

To request your copy or learn more, email sales@journeyfront.com

What Comes Next
This guide gives you the aim. The book gives you the operating system. Defining what to measure is one part of a
larger machine. The BPO Hiring Playbook covers the rest: how to choose the right screening method at each funnel
stage, how to balance speed and quality under deadline pressure, how to run cohort-based hiring classes at scale,
and how to build the feedback loop that makes every class better than the last.
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