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Challenge
“How do I know the week before I hire
someone what I know the week after?”
This is the question that Tony Burns, the General Manager of Macfab
Manufacturing, was looking to answer. Just a few years prior, Macfab
Manufacturing was reflecting on how much it had grown over the last
30 years and realized that its human resources department needed a lot
of attention. Growth was stagnant, the culture had become toxic, and
it was starting to impact the performance of the business as a whole.
Based in Ontario, Canada, Macfab Manufacturing started out in
1987 as one man working out of the basement of his house. From
there, it expanded from a local machine shop into a full-fledged
manufacturer, producing precision components for everything from
biomedical devices to satellites for customers across the globe. The
technically complex products that Macfab developed and produced
required a highly skilled and reliable workforce, and the organization
needed a better way to hire, train, and retain its employees.
To tackle the problem, Macfab sought to incorporate best practices
across the board. They started by evaluating 12 years of hiring data to
identify areas for improvement. The insights from this process enabled
Macfab to make several key improvements, including:
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Optimizing its HR processes to cut employee absenteeism in half
Reevaluating the channels it used to source candidates based
on the likelihood that those candidates were retained long-term
Revamping the employee “integration” program, or
the process through which an employee is onboarded,
trained, and integrated into the company. The revamp
included the adoption of best in class techniques,
improving the company’s retention to 65%.

The next piece of the puzzle for Macfab’s GM Tony Burns was
centered around the employee selection process. “How do I
find out the week before I hire an employee what I know the
week after I hire the employee?” This question was particularly
important for Burns because employees at Macfab typically
undergo three to six months of training in order to get up to
speed in these highly technical roles, which included machinists,
operators, production managers and more. Improving the
training completion rate and long-term retention was critical
to improving the company’s performance as a whole.

Solution
Macfab turned to Criteria’s pre-employment tests as a way to
evaluate candidates on critical capabilities and competencies before
making a hiring decision. The company decided to administer
four different assessments at two different stages of the process.
First, following a phone interview, candidates were asked to
take the WPP (an integrity test) and the WTMA (a mechanical
aptitude test). If they passed both of these tests, they would be
invited to an in-person technical interview. After this interview,
candidates were then asked to take two more assessments:
the EPP (a general personality assessment) and the UCAT (a
general cognitive aptitude test). After these last two assessments,
candidates were invited to a behavioral interview to dive deeper
into the results from the personality assessment and to ensure
that each candidate aligns with Macfab’s company values.per
month or $120,000 a year, just for temp agency fees alone.
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Selecting the Tests
Macfab administered four of Criteria’s assessments to incoming candidates. The assessments were
delivered in two different stages of the hiring process. The company also performed internal testing
on its top performers to establish appropriate baseline scores for each of the assessments.
STAGE 1 OF TESTING:
AFTER THE PHONE INTERVIEW

STAGE 2 OF TESTING:
AFTER THE IN-PERSON TECHNICAL INTERVIEW

Workplace Productivity Profile

Universal Cognitive Aptitude Test

WPP: A personality test that predicts whether
an individual will be a conscientious, productive,
and reliable employee. It is an integrity test
that evaluates each applicant on four traits:
Conscientiousness, Perseverance, Integrity/
Honesty, and Attitudes towards Theft and Fraud.

UCAT: A test that measures cognitive aptitude,
or general intelligence. The test identifies a
person’s ability to pick up on training and learn
quickly on the job by measuring problem-solving
ability, critical thinking, attention to detail, and
the ability to learn and digest new information.

Wiesen Test of Mechanical Aptitude

Employee Personality Profile

WTMA: A test that measures an individual’s
mechanical ability, or the ability to learn to use
and maintain equipment and machinery.

EPP: A general personality inventory that
measures twelve personality traits that
are predictive of a person’s work style.

Results
Higher Retention

Lower Training Costs

Before Macfab Manufacturing began to
revamp their HR program, the company’s
retention was quite low, at around 33%. By
implementing best practices for its HR processes
and onboarding program, the company
managed to improved its retention to 65%.

With an extensive training program of three to
six months, making the correct hiring decision
is crucial for Macfab Manufacturing. Using the
assessments in the hiring process enabled the
company to learn more about its candidates in
advance, both from a personality fit perspective
and from an ability perspective. Armed with
this additional information, Macfab was able
to raise its hiring success rate to 90%, which in
turn helped to improve the training completion
rate and lowered training costs dramatically.

From there, the Macfab team sought to
improve retention even further by turning
their attention to the hiring process. To achieve
this goal, the company began using Criteria’s
assessments to evaluate candidates before
hiring them. By incorporating four assessments
into the hiring process, Macfab was able to
further increase its retention from 65% to
90%, representing a 38% improvement.
Greater Confidence in New Hires
By achieving a hiring success rate of 90%, the
company felt a lot more confident in each new
hire. This confidence was passed on to the job
candidates themselves. Any job seeker who is
interested in starting a new position wants to
feel confident that they will be successful in
their new role, but Macfab’s lengthy training
period of three to six months could potentially
feel intimidating to potential candidates.
Armed with the exceptional hiring success
rate of 90%, however, Tony Burns could tell a
job candidate: “You will go through all of this
screening and training, but if we hire you, we
can back up through our data and through our
process that there is a 90% chance that you
are going to be successful here.” This means
that candidates who pass through every
level of Macfab’s hiring process, including the
assessments, can feel that level of confidence.
The hiring success rate serves as a measurable
confidence level that encourages candidates
to accept a job offer, improving Macfab’s
ability to attract and hire top candidates.

Improved Work Culture
Before Macfab initiated the process to improve its
HR program and hiring process, the company’s
work culture was in need of improvement.
According to Tony Burns, the culture had become
toxic. After major improvements across the board,
and with the help of HireSelect® to improve
retention, Burns can happily say that Macfab
now has “a very positive work environment.”
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