Chapter 6: Employee Selection

Selection is…
· The process of choosing individuals who have the relevant qualifications to fill existing or projected job openings 
· Overall goal is to maximize hits and avoid misses 
· Hits: accurate predictions
· Miss: inaccurate predictions
· Overall selection process is often the formal responsibility of HR department, however line managers typically make the final decision about hiring people in their unit therefore managers must understand the objectives, policies, and practices used for selection
· Cost of one type of miss would be the direct and indirect expenses of hiring an employee who turns out to be unsuccessful, the other is the opportunity cost of not hiring someone with a lot of potential 
· A process- goal is to choose among individuals who have been recruited to fill existing or projected job openings
· Important because:
· Quality of human resources determines organizational performance
· High cost of inappropriate selection decisions
· Significant legal implications

Overview of Selection Process:
· Selection
· The process of choosing individuals who have relevant qualifications to fill existing or projected job openings 
· Selection Considerations:
· Person-job Fit
· Person-organization Fit
· See job performance vs. predicted success square chart (lowhigh, hit/miss)
· Want to correctly identify the best performers for job and correctly screen out those who are not likely to be successful, related but two separate goals. 
· Cost of a miss can be the cost of a hit 
Job Performance is:
· Task performance
· Organizational citizenship behaviours
· Counterproductive job behaviours 
· What we are trying to predict
· Our criterion Variable
· Look up job performance assumptions 
· Counter productive work behaviours 
· Know that performance is broad construct and has 3 aspects to it, outcome what we are trying to predict
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Guidelines for avoiding legal problems:
· Selection criteria based on job analysis
· Adequate assessment of applicant ability
· Careful scrutiny of applicant-provided information
· Written authority for reference checking
· Save all records and information
· Reject applicants who make false statements 

OVERVIEW OF SELECTION PROCESS

Begin with a job analysis, description and specifications:
· Analyze jobs to get develop descriptions and specifications. 
· Specifications help to identify the individual competencies employees need for success (KSAO’s)
· Managers then use selection processes like interviews, references, and preemployment tests to measure applicant KSAOs against competencies required
· Hire people whose KSAOs are well matched to the jobs for better performance and higher satisfaction
· Value based hiring
· Selecting individuals who match the values and cultures of their organization
· Drawback is that it can result in lack of diversity
The Selection Process:
· Number of steps in selection process and sequence will vary with the org and type and level of jobs to be filled 
· Each step evaluated in terms of its contribution to the process 
· Typical steps:
1. Completion of application
2. Initial interview in HR department
3. Employment testing 
4. Background investigation
5. Preliminary selection in HR department 
6. Supervisor/team interview 
7. Hiring decision

Obtaining reliable and valid information
· Essential that the info obtained is reliable and valid and gathered legally and the privacy of applicants be safeguarded 
· Reliability
· The degree to which interviews, tests and other selection procedures yield comparable data over time
· Ex: a test that gives widely different scores when it is administered to the same individual a few days apart is unreliable 
· Also refers to the extent to which two or more methods (interviews, tests) yield similar results or are consistent
· Validity:
· The degree to which a test or other selection procedure measures a person’s attributes
· The selection process should be able to predict how well a person performs on the job 
· Selection procedure must be validated before it is used  
· Validity is directly related to increases in employee productivity
· Employment equity regulations require valid selection procedure 
· The really simple version: unreliable and invalid, reliable but invalid, reliable and valid

Employment interviews
· Next step after screening resumes, cover letters, and applications for qualified candidates 
· Employment interview has central role in selection process, employees rarely hired without some sort of interview
· Can be interviewed by one person, members of a work team, or other individuals in the organization
· Mainstay of selection because its:
· Especially practical when there are only a small number of applicants
· Serves other purposes such as public relations
· Interviewers maintain great faith and confidence in their judgments 




Types of interviews:
· Nondirective interview
· Interview in which the applicant is allowed the maximum amount of freedom in determining the course of the discussion, while the interviewer carefully refrains from influencing the applicants remarks
· Broad, open-ended questions then permits applicant to talk freely with little interruption
· Also uses follow up questions to allow for elaboration, makes brief responses and allows pauses in the conversation
· Greater freedom helps bring to the interviewers attention any info, attitudes, or feelings a candidate might not disclose during a more structured questioning 
· Because of the freedom/little structure from these interviews it makes it hard for interviewers to cross-check agreement with other interviews, thus the reliability/validity of these interviews are not likely to be as great 
· Used for high level positions and in counseling 
· Structured interview
· An interview in which a set of standardized questions with an established set of answers is used to to rate the candidates answers against 
· Provides more consistent basis for evaluating job candidates 
· More likely to provide the type of info needed for making sound decisions
· Twice as likely as nondirective interviews to be attacked in court
· Situational interview
· Interview in which an applicant is given a hypothetical incident and asked how he or she would respond to it 
· Response is then evaluated relative to pre-established benchmark standards
· Behavioral description interview (BDI)
· An interview in which an applicant is asked questions about what he or she did in a given situation 
· Key difference: situational = candidate doesn’t have a lot of experience, so they come up with a scenario and ask you how you would react and BDI = situation you have ACTUALLY been in and how you dealt with it 
· Panel interview
· An interview in which a board of interviewers questions and observes a single candidate 
· 3-5 interviewers, take turns asking questions then afterwards pool their observations and rating scores if interview is structured to reach consensus of suitability of candidate 
· Provide advantages like higher reliability because of multiple interviews, shorter decision making period, applicants more likely to accept decisions made, if interviewers are diverse hiring discrimination is minimized
· Sequential interview
· A format in which a candidate is interviewed by multiple people, one right after another 
· Allow different interviewers ho have vested interests in the candidates success to meet and evaluate the person one on one 
· Later get together and compare assessments
· Can also have computer and virtual interviews and video and digitally recorded interviews 

Guidelines for employment interviewers:
· Must be cautious in selecting interviewers
· Desirable qualities: humility, ability to think objectively, maturity and poise
· Should be diverse
· Avoid qualities like over talkativeness , extreme opinions and biases
· Interview training
· Improve competence of interviewers 
· Should be done continually/periodically 
· Include practice interviews
· 10 Guidelines:
1. Understand the job: interviewers who understand parameter of job are better at interviewing and evaluating responses
2. Establish interview plan: examine purpose of interview and determine specific areas/questions to be covered
3. Establish and maintain rapport and listen actively: greet the applicant pleasantly, explain purpose, display sincere interest, listen carefully
4. Pay attention to nonverbal cues: facial expressions, gestures, body position and movements provide clues to persons attitudes and feelings
5. Provide info as freely and honestly as possible: answer fully and frankly to applicants questions 
6. Use questions effectively: ask open ended questions rather than yes or no
7. Separate facts from inferences: record factual info, later record your inferences or interpretations 
8. Recognize Biases and Stereotypes: don’t favor people with similar interests/backgrounds/beliefs, and don’t “fall into like” with the person
9. Avoid the “halo error” or judging an individual favorably or unfavorably overall on the basis of only one strong (or weak) point on which you place high value: also avoid “beautyism”, don’t discriminate ugly people who are talented 
10. Control the course of the interview: stick to the established interview plan
11. Standardize the questions asked: increase reliability and avoid discrimination, ask the same questions to all applicants
Employment equity: Are your questions legal?
· Preemployment questioning is complex
· Federal and provincial requirements sometimes vary in the types of questions that may be asked during an interview 
· All jurisdictions forbid questions about race, sex, colour, age, religion, and national origin
· Question is acceptable to government authorities if it is work related, asked of everyone, does not discriminate against a certain class of applicants
· Particular care must be given to questions asked of female applicants about family responsibilities.
· Inappropriate to ask questions of either gender that have no relevance to job performance 
· Must provide interviewers with instructions on how to avoid discriminatory questions 

Post-interview screening:
 When interviewer is satisfied that the applicant is qualified, information about previous employment and other info provided by candidate are investigated
· Reference checks
· Most reliable info comes from supervisors; best position to report on work habits and performance
· Written verification of info about job titles, pay levels, duties from former HR office also helpful
· Must get applicant to fill out forms allowing info to be solicited from former employer, but many former employers reluctant to give out info out of fear of being sued by the person, only verify former employees’ employment dates and positions
· This results in problems because companies a lot of the time have to terminate employees for reasons that could have been discovered through a reference check (i.e. the employee was already fired for the same reason in the past)
· Background checks
· After 9/11 background checks have become standard procedure for many companies to prevent many problems, ex: work place violence, theft of merchandise
· Majority of companies conduct background checks for previous employment history, academic qualifications, criminal record, and credit rating
· Can now do the checks online using many existing computer databases
· Can outsource the checks for foreign employees to third party screeners since this info is harder to obtain
· Some job boards allow applicant to do their own background check and post them online prior to any interview 
· Can simply use internet search nowadays
· Credit checks 
· Using credit checks to determine eligibility has become more restricted 
· Must be used for positions of trust, like those involving financial instruments in banks
· Applicants must agree in writing to a credit report and have the right to review its content
· Reason for credit report must be job related 

Reliable and Valid tool is useful!
														*Criterion related validity connects task performance with wonderlic test 
Scores predict (correlated with)
Measured reliably and validly by
Task Performance
Required For
Intelligence

																														Wonderlic Personnel Test
(Cognitive ability test)

Determining Validity of Tests:
· 3 recognized approaches to validation: criterion-related validity, content validity, and construct validity
· Criterion Related Validity:
· The extent to which a selection tool (test) predicts, or significantly correlates with, important elements of work behaviour 
· How well person performs on a test is compared to his or her actual production records, supervisory ratings, training outcomes and other measures of success that are appropriate to each types of job 
· Ex: Sales job it is common to use sales figures as basis of comparison
· Two types of criterion-related validity:
· Concurrent validity: (are test scores concurrent with performance in existing employees?)
· The extent to which test scores (or other predictor information) match criterion data obtained at approx. the same time from current employees
· Ex: supervisor asked to rate group of employees on the quality and quantity of their performance. These employees are then given a test and the test scores are compared to the supervisor’s ratings to determine the degree of relationship between them.
· Predictive Validity: (applicants test scores good prediction of job performance once they are hired?)
· Extent to which applicants test scores match criterion data obtained from those applicants/employees after they have been on the job for an identified period
· Ex: applicants take test when being considered for job, which are then filed for later study. After the individual has been hired and working for a few months, supervisors are asked to rate them on quality and quantity of performance (they don’t know their test scores), the ratings are then compared to the test scores. 
· Regardless of validity method used, cross validation is essential
· Cross Validation: 
· Verifying the results obtained from a validation study by administering a test or battery of tests to a different sample, drawn from the same population
· Used for the purpose of verifying the results obtained from the original validation study 

Content Validity – test adequetly samples the knowledge and skills needed for the job

Construct Validity – measures theoretical construct or trait (intelligence, mechanical comprehension, anxiety)
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Preemployment Tests: (weren’t in lecture but these are the tests the validity tests above are referring to…):
· Objective and standardized measure of a sample of behaviour that is used to gauge a person’s KSAO’s relative to other individuals
· Must be careful that the tests aren’t discriminatory 
· Types of employment tests 
· Job knowledge tests
· Type of achievement test designed to measure a persons level of understanding about a certain job
· Work Sample Test:
· Perform tasks that are actually part of the work required on the job, used for competency-based-selection 
· Assessment centre tests:
· Process used to evaluate candidates as they participate in a series of situations that resemble what they might be called on to handle on the job at an assessment centre 
· Includes things like in basket exercises, leaderless group discussions, role-playing and behavioural interviews
· Cognitive Ability test:
· Measures mental capabilities such as general intelligence, verbal fluency, numerical ability, and reasoning ability 
· Blodata tests 
· Collect biographical info about candidates that has been shown to correlate with on the job success 
· Questioned about events/behaviours that reflect attitudes, experiences, interests, skills and abilities 
· Past behaviour good indicator of future behaviour
· Ex: how many books have you read in the past year
· Personality and interest inventories:
· Personality test measures disposition and temperament 
· Better predictors of motivation such as leadership efforts or propensity to adhere to rules 
· Poly graph tests:
· Lie detector, yes or now questions, test to see if they meet standards of honesty and suitability, prohibited in Ontario and new Brunswick 
· Honesty and integrity tests:
· Pencil and paper
· Areas of inquiry include beliefs about the frequency and extent of theft in society, punishment for theft
· Physical ability test:
· For demanding and potentially dangerous jobs ecx: firefighting, police
· Medical examinations:
· Ensure health and fitness of applicants are adequate to meet the job requirements 
· Drug Testing 
· Must have consent in writing and can only determine the individuals ability to perform the essential duties 
· Very strict limitations since it does not indicate actual impairment or the likelihood of a person reporting to work high
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