
 

 

CASE STUDY 

Story-Based Assessment 

Overview  
Barclays ‘helps people achieve their ambitions, in the right way.’ This purpose was central to 
the development of a new immersive recruitment process for their Graduate and Internship 
programmes.  

The Bank’s ambition was to provide a unique and educational experience for candidates, 
enabling them to learn more about the banking sector, the programmes and themselves. 
This was achieved using a novel approach which combined ability, technical competence, 
and cultural fit assessments in a real-life, interactive case study. 

Challenge 
Barclays wanted to create an efficient recruitment process, using the latest recruitment 
technology, combining authentic content and relevant motivational, cognitive and technical 
assessments. They intended for the process to be efficient, enabling both the candidates 
and the business to make informed decisions on individuals’ alignment to a programme, 
whilst improving the candidate experience. 

Opportunities for Improvement 

As a starting point, Barclays identified issues with their recruitment process that the new 
solution needed to address.  

The process needed to be fully aligned to specific business areas. Barclays wanted to 
ensure that the experience they provided allowed candidates to gain a better understanding 
of not only Banking and Barclays but also the individual programmes. Therefore, the process 
was to be designed to reveal more in-depth and tailored content as the candidate advanced 
through the multiple stages. This would mean candidates and the business would be 
required to invest more effort and time towards the end of the process, than up-front. 

The move towards a fully automated process in the early stages of application provided a 
more time-efficient solution. Candidates should complete the initial stages of the process 
with no requirement for Assessor intervention, managing it in their own time, improving their 
overall experience. 

Barclays also wanted to gain a better understanding of each candidate through the collection 
of relevant data. By introducing advanced technology at the start of their process, Barclays 
could ensure only the most appropriate candidates progressed, on the basis of fair criteria. 
With diversity as a priority, automated collection of detailed data on candidates would give 
Barclays the confidence to remove arbitrary screening criteria, giving access to the 
programmes to a much broader range of students. (For example, they needed to remove 
potential barriers in the early stage, such as academic achievement or CV requirements.) In 
addition, the use of technology (rather than Assessors) would help remove unconscious bias 
in the first stages – focusing on candidates’ true potential and motivation for Barclays and 
their programme. 
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Specific Objectives 

To ensure the innovation met the brief, the project stakeholders set clear, measurable 
objectives: 

• Create Best in Class Candidate Experience:  

• Create a recruitment experience that would immerse candidates into the Barclays 
culture, provide an in-depth understanding of the candidates’ chosen programme and 
excite them about the potential future with the bank 

• Deliver this experience through the latest recruitment technology to enable a unique, 
seamless and interactive experience which candidates could complete in their own 
time 

• Provide relevant feedback to candidates regardless of what stage they reached 

• Build knowledge of the sector and programme through authentic content 

• Support Business Performance:  

• Design a process which positions Barclays as a forward-thinking and innovative 
organisation 

• Implement technology and tools that allow for a fair process using more data points, 
learning more about candidates up-front, allowing better understanding and 
consistent decisions 

• Improve efficiency of the process and reduce business time and resource 

• Revalidate assessment criteria to ensure it is fit for purpose, develop a complete 
understanding of what determines graduate success and support their future 
development upon joining the business 

Approach 
By placing the candidate at the heart of the solution, Barclays created a recruitment 
experience that was genuinely innovative on a number of levels. 

Tools Designed 

The new assessment platform delivered a fully immersive, multi-stage process with 
interactive and engaging content at each stage.  

• Business Insights 1: Candidates were presented a short series of four documentary 
style dramas that represent real life dilemmas that face banking; this was the 
candidate's first introduction to the bank. There were break points in the drama when 
candidates answered questions relating to their strengths and cognitive abilities 
(multi-assessment approach). This interactive stage led to the removal of standard 
psychometric tests and enabled candidates to demonstrate their broader ability, 
giving Barclays a ‘whole’ person view of the potential graduate 

• Business Insights 2: The narrative continued. Candidates would complete a business 
line specific in-tray exercise that reflected a real piece of analysis graduates carried 
out in these roles. This included manager introductions and pre-recorded questions, 
and asked graduates to respond using the latest video interview technology. This 
technology ensured all candidates had a consistent experience and removed 
potential Interviewer/Assessor bias 
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• Business Interview: Managers would conduct live video or telephone interviews. 
Interviews included motivational, technical, strengths and values-based questions 
marked against a consistent framework 

• Barclays Business Meeting: The narrative continued and concluded. Barclays 
managers observed candidates responding to an immersive challenge. The 
exercises were specific to the graduate programme the candidate had applied for. 
Candidates were asked to pre-prepare some information prior to attending to ensure 
that candidates who did not have prior experience or knowledge of banking had a 
level playing field to compete on 

Each candidate was provided with an automated, customised feedback report which focused 
on highlighting their top three strengths, and how they could develop these further for future 
success. They were also offered the opportunity to have a career coaching call with a 
Barclays employee. 

Increased Inclusion 

Barclays were the first Bank in the UK to fully remove CV and academic criteria as part of 
the screening process, which eliminated a number of the initial barriers. This was a step 
forward both in terms of improving the candidate experience and creating a fully inclusive 
process. This was made possible by implementing a solution driven by data and 
underpinned by the strengths methodology, which focused on candidate potential and 
motivation rather than past experience.  

The immersive, story-telling approach created a common thread that ran throughout the 
process, not only allowing candidates to demonstrate their capability but also making the 
experience engaging and fun. The first stages of the process leveraged the latest 
recruitment technologies combining multiple assessment into one video-based, interactive 
experience, putting the candidate in charge. 

The authentic content used to create the solution not only educated the candidates about 
the sector, but also meant that Barclays could have tailored assessments for individual 
programmes, of which there were nine in total. 

Project Management 

The project, to create this process, was to be delivered in an exceptionally short period of 
time (about four months). Meeting project deadlines necessitated active engagement from all 
stakeholders, addressed by setting up a strategic working group. In addition, Barclays 
worked closely with their assessment partner, Capp & Co, to create clear project plans and 
deliverables and to ensure project milestones did not slip. 

Outcome 
Create Best in Class Candidate Experience 

Utilisation of recruitment technology had significantly reduced the amount of time candidates 
were required to invest upfront and gave flexibility to the candidates to complete the 
assessment in their own time and environment. 

Every candidate, regardless of which stage they reached in the process, was provided with a 
personalised feedback report providing information on their top three strengths and how to 
develop them further. 
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Candidate Feedback 

Barclays asked candidates to respond to the following question in an anonymous feedback 
form, “What have you learnt from the assessment process that makes you look forward to 
working for Barclays?” From the initial review, there were six key themes in terms of 
response:  

• Barclays is innovative 

• Barclays is fast paced and exciting 

• You will get the opportunity to grow and develop at Barclays 

• The assessment gives a real insight to what you will actually do at Barclays  

• It is engaging and challenging 

• It is different to anything candidates have done previously 

Candidates free-text responses included: 

• “This is new, this is different, it’s likely to stand out and I think you’re really testing us 
in the ways in which we need for this role” 

• “I’ve learnt from the assessment process about the real-life situations which I may 
face in the role which have obviously forced me to use my brain and have pushed me 
to think that this is something that I really look for in a career” 

• “I really want to join Barclays because I like people that make original things, that 
have new ideas, and that use technology, it’s what you’re doing even with the 
process of recruiting, so this originality really appeals to me” 

Supporting Business Performance 
The new framework was implemented across the business, leading to consistency in 
approach despite what programme candidates apply to. 

The strengths-based approach allowed Barclays to focus on creating an assessment 
solution that was based on future potential, rather than past experiences.  

Inclusion 

This methodology, combined with the multi-assessment approach, provided a more in-depth 
analysis of candidates. This allowed Barclays to remove initial barriers to application 
including academic criteria and CV upload both of which were known up-front barriers to 
application. 

There was no Adverse Impact occurring against gender, ethnicity or age overall within any 
business area. In its first year, hiring metrics collected showed: 

• 26,401 applications from over 1,700 universities 

• 31% applications from female candidates, 47% BAME and 4% LGBT 

• 36% increase in applications from candidates from disadvantaged backgrounds 

• 266 offers from 106 universities 

• 31% female hires, 43% BAME and 4% LGBT 
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