
Psychometric tools 
 
Psychometric instruments have been used to measure psychological differences 
between people for centuries. 
 
The science of the Four Humors which influenced European medicine until at 
least the 18th century was one of the earliest tools.  The Four Humors – the four 
bodily fluids of black bile, blood, yellow bile and phlegm - were considered to 
make up a person, and a healthy person would be one whose four humors were 
in balance.    Most  people were seen to have a mild excess in one of the humors 
and this was believed to determine their physical well being and their 
psychological profile or temperament. 
 
Nowadays instruments tend to be slightly more sophisticated and, provided you 
use the right tool for the right purpose, can deliver genuine insights into individual 
and team capabilities and behaviours.  Indeed, over 70 percent of larger 
companies are currently using psychometric instruments to gather and interpret 
vital information to help them maximise their people's potential. 
 
Psychometric instruments can be broadly divided into three categories.   
 
 

Psychometric Instruments  
 
 
 
 

Ability / Aptitude Emotional Personality 
      Tests Intelligence   Profiles 
 Questionnaires 
  
• Numerical Ability eg Preference Trait 
• Verbal reasoning • ASE EIQ eg  eg  
• General intelligence  • MBTI *  • 16PF 
• Professional competencies  • HBDI * • OPQ 
eg Ravens Progressive Matrices  • SDI * • NEO PI-R 
   - ABLE     
   - PCF    
 
 
 
 Measure Not 
 capability a capability measure 

 
 
 



So let's look at each of the three categories in turn. 
 
1.  Intellectual ability tests are extremely reliable measures, with the following 
provisos: 
 

• there is an argument that they only measure how well someone performs 
in this type of test, rather than in a variety of situations 

• however, there is a correlation between career progression and 
intellectual ability as measured by these tests 

 
You might use them to objectively assess someone's ability to interpret numerical 
and verbal information.   These tests should always be used in conjunction with 
another job specific measure of ability; for example the 360 degree feedback 
tool. 
 
 
2.  Personality instruments, which in contrast to ability instruments, are not a test 
- there are no right or wrong, no good or bad scores - broadly subdivide into two 
categories: 
 

1. Preference measurement 
2. Trait measurement 

 
Preference measurement identifies which ways of working you find most 
comfortable.  By way of illustration, try this anecdotal exercise.  First write your 
name with your preferred hand.  How did it feel?  Probably words such as 
natural, easy and automatic come to mind.  Now repeat the exercise using your 
other hand.  That probably feels less comfortable, perhaps you needed to 
concentrate harder and even so the task felt clumsy and awkward.  However, it 
was still possible. So whilst preference is the way of working that comes most 
naturally to us, it doesn't exclude other ways of working. 
 
Trait on the other hand measures the degree to which you exhibit a particular 
behaviour.  As an example, and continuing with the analogy above, the 
preference instrument might indicate which hand you use most comfortably whilst 
a trait instrument might indicate the degree to which you use say your right hand 
to write. 
 
Personality profiles do not measure ability, and cannot tell you how someone 
may perform in a particular role. So, to continue the analogy just one final time, 
whilst the tools might tell you that you find using your right hand most 
comfortable (preference), and also that you use your right hand most frequently 
(trait), they will not measure how successfully you use your right hand.    And 
we only need to look at many of the Medical Doctors we come into contact with 
to recognise that whilst some of them might prefer using their right hand, and use 
it frequently, they aren't always successful at writing legibly! 



 
Personality profiles are invaluable in personal development, improving team 
dynamics, resolving interpersonal issues such as conflict, in career counselling 
and in conjunction with other tools for selection purposes.    Any output from a 
psychometric instrument should be regarded as an additional source of 
information and not a definitive label or answer. 
 
3.  Emotional intelligence  
There are three key elements to emotional intelligence  

• knowing what you are feeling and being able to handle those feelings 
without having them swamp you 

• being able to motivate yourself to get jobs done, be creative & perform at 
your peak 

• sensing what others are feeling and handling relationships effectively 
 
Emotional intelligence tools have a foot in both the personality profiling and ability 
test camps.  As a rule, they tend to measure ability, but in terms of a personality 
based response to situations.   
 
Research has identified a greater correlation between emotional intelligence and 
career progression than for IQ.  In other words emotional intelligence is more 
important for career success than intellectual ability. 
 
Conclusion 
If psychometric tools are used professionally and sympathetically they can help 
an organisation make effective use of its people and so improve business 
performance.  Psychometric profiling is accepted as a tool that can enhance 
 

• Managerial decision making during recruitment and selection 
• Individual and team development 
• Managerial development 
• Organisational change 

 
And it's generally agreed that psychometric tools can  
 

• Enable the comparison of individuals in an objective and fair way 
• Increase retention by identifying training and development needs 
• Improve staff motivation as individuals realise their full potential 

 
However, the important considerations in selecting psychometric instruments are: 
 

a) how reliable is it, ie: does it deliver consistent results? 
b) How valid is it, ie: does it measure what it claims to? 
c) Can it be used the way I want to use it? 

 



Beware there are many, many instruments available that are neither reliable nor 
valid.  Before using any tool ask the supplier for evidence of these two critical 
factors.  Without them, the instrument is at best useless and at worst misleading.   
 
Finally, always use psychometric profiling in conjunction with other measures and 
assessments. 
 
Disclaimer:  TMS mentions psychometric examples by means of illustrating this 
article and not to endorse their validity, reliability or quality. 
 
Abbreviations 
ASE EIQ – Emotional Intelligence Questionnaire published by ASE 
PCF – Personal Competency Framework 
ABLE – Aptitude for Business Learning Exercises  
OPQ – Occupational Personality Questionnaire 
16PF5 –  The 16 Personality Factor Questionnaire 
NEO – PIR – New Personality Inventory Revised 
MBTI – Myers Briggs Type Indicator 
HBDI – Herrmann Brain Dominance Instrument 
SDI – Strength Development Inventory 
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