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Job Analysis
· Criteria: standards used to help make evaluative judgements about objects, people or events
· To determine criteria, we use job analysis
· Job analysis: The process of getting detailed information about jobs.
· Traditionally emphasized the study of existing jobs to make decisions about selection, training and compensation
· Job analysis is the founding block of HR. It guides everything we do in HR.
· Job design: the process of defining the way work will be performed and the tasks that a given job requires.
· Traditionally emphasized efficiency and motivation
· Steps in Job Analysis:
· 1. Review background information
· Can be done through National Occupation Classification – a govt tool to provide information about jobs
· 2. Choose sources of job information
· Three major sources of job information, all of which are subject matter experts:
· Incumbents
· Advantages: good job knowledge, accurate at estimating time spent
· Disadvantages: they exaggerate what they do
· Supervisors
· Advantages: knows the importance of job duties
· Disadvantages: Less aware of what happens day-to-day on the job
· Job analysts:
· Advantages: good at making comparisons across jobs
· Disadvantages: don’t know much internally about the organization
· 3. Gather job information
· Position Analysis Questionnaire (PAQ): standardized job analysis questionnaire, contains 194 questions, and talks about work behaviours, conditions, and job characteristics for a wide variety of jobs
· Advantages: standardized, reliable, personal factors have little impact
· Disadvantages: differences in quality of raters, suited for blue-collar jobs, reading level is high, and people can perform different tasks while behaving similarly (e.g. housewife/police officer example in class)
· Sections on the PAQ are: information input, mental processes, work output, relationships with other persons, job context, and other characteristics
· Fleishman Job Analysis System: asks subject matter experts to evaluate a job based on the abilities needed to perform the job, like manual dexterity, stamina, etc.
· Advantages: reliable, valid, cheap, and easy to administer
· Disadvantages: abilities only
· Note: based on a seven-point scale
· 4. Develop job descriptions and specifications
· Job description: a list of the tasks, duties and responsibilities that a job entails.
· Parts of a job description
· Title (e.g. Bookkeeper)
· Administrative information (e.g. job analysis completed by Bob)
· Statement of the job’s purpose (e.g. the bookkeeper is responsible for all accounting duties)
· Essential duties of the job (e.g. answering phones, computing payrolls)
· Any additional responsibilities not already mentioned
· Job specification: a list of the competencies that someone must have to perform the job
· Parts of a job specification
· Knowledge – information required for the job
· Skill - level of proficiency at performing a task, can be improved
· Ability – general capability someone has, hard to improve
· Other characteristics – personality traits, licensing, etc
Competency modelling
· Competency modelling: tying competencies to an organization’s strategy rather than to specific tasks
· Examples of competencies:
· works well in a team environment
· Respectful towards customers and clients
· 3 competency categories
· Core competencies: applies to all members of the organization
· Functional competencies: common job groups or common occupations
· Job-specific competencies: only specific positions
· Competency framework: Competencies the entire organization requires to be successful.
Recruitment
· Recruiting: Any activity carried on by the organization with the primary purpose of identifying and attracting potential employees
· The three influences on recruitment outcomes are:
· Human resource policies
· Recruitment sources
· Characteristics and behaviour of the recruiter
· Human resource policies
· Lead-the-market pay strategies: When organizations pay more than current market wages, usually to attract applicants to jobs that have undesirable factors (like a night shift, or extreme weather)
· Employer branding: attaching a brand to an organization. Example: twitter video that was shown in class
· Employment brand: impression a company makes on employees and job seekers
· Understand the advantages and disadvantages for each external and internal recruiting source
· Recruitment sources
· Internal sources
· Advantages: applicants are well known, have realistic expectations, and the process is cheaper and faster
· Disadvantages: lack of exposure to new ideas by employees
· Recruited through
· Job postings
· Managerial recommendations
· External sources
· Benefits: often necessary for entry-level and specialized positions, exposes the organization to new ideas
· Recruited through:
· Direct applicants – people who apply without the organization telling them
· Advantages: cheap, one of the best sources for employees, many direct applicants are already sold on the organization (self-selection)
· Referrals
· Advantages: cheap, one of the best sources for employers, most common external recruiting source
· Disadvantages: Limits exposure to new viewpoints, can contribute to nepotism (the practice of hiring relatives)
· Advertisements in newspapers and magazines:
· Advantages: helps fill more vacancies, reaches many people in an area who are looking for work
· Disadvantages: less desirable group of applicants at greater expense, people not looking for work do not read the ads, little ability to target skill levels 
· Note: 2 questions need to be answered in a newspaper ad-
· 1) What do we need to say?
· 2) To whom do we need to say it?
· Employment agencies:
· Advantages: more targeted, since job seekers are screened for suitability by the job agency
· Disadvantages: a fee is required to use the services
· Executive search firms (headhunters):
· They find jobs for executives who are already employed. Executives use ESFs to move from one company to another without needing to tell their former employer
· Employers can use ESFs to find a larger group of qualified executives
· Schools:
· Companies recruit in schools through job fairs, and co-op/internship programs
· Advantages: most people in university are well educated but not yet employed, on-campus interviewing is the most important source of recruits for entry-level professional and managerial vacancies
· Disadvantages: competition for best students can be tough
· Websites:
· Advantages: reaches a wide variety of applicants
· Disadvantages: the big job websites can provide many unsuitable candidates, because they are so huge and serve all job seekers
· Evaluating the quality of a source
· Yield ratio (% of applicants that move from one stage to the next)
· Cost per hire
· Note: We want a high yield ratio, low cost per hire
· Recruiter characteristics and behaviours
· Characteristics of the recruiter
· HR specialists are viewed as less credible than job experts
· Recruiters should be warm and informative
· Behaviour of the recruiter
· Recruiter may exaggerate positive qualities
· Applicants are sensitive to negative information
· Realistic job previews
· Greatest impact when applicant is
· Selective about accepting a job offer
· Has unrealistic job expectations
· Would have difficulty coping with demands
· They have a small effect on:
· Job satisfaction (increased)
· Turnover (decreased)
· Higher commitment (increased)
· Higher attrition (increased)
· Attrition is when you’re going through the selection process, but you back out. 
Human Resource Management
· Human resource management: policies, practices and systems that influence employee’s behaviour, attitudes, and performance
· Evidence-based management: translating principles into practice based on the best scientific evidence rather than personal preference
· External validity: when our findings can be generalized because we used large, random samples
· Personal Information Protection and Electronic Documents Act (PIPEDA): act that provides rules for how private sector companies can use personal information
· Enforced by the Privacy Commissioner of Canada
· Human capital: An organization’s employees, described in terms of their experience, training, judgement, intelligence, relationships and insight
· HR has three product lines:
· Administrative services and transactions – handling administrative tasks (like answering questions about benefits, or processing tuition reimbursement applications)
· Business partner services – developing effective HR systems
· Strategic partner – Contributing to the company’s strategy through an understanding of existing and needed human resources and ways HR practices can give the company a competitive advantage
Employee Selection
An Introduction to Selection
· Steps in the selection process
· Screen applications and resumes
· Test and review work samples
· Interview
· Check references and background
· Make a selection
· Criteria for evaluating selection methods
· Reliability: if a measurement generates consistent results
· Validity: if a measurement is related to what the measure is designed to assess (e.g. toe size is not a valid indicator of who is or isn’t a good performer at work)
· Ability to generalize: valid in other contexts beyond the context in which the selection method was developed
· Practical value
· Utility: the extent to which the selection method provides economic value greater than its cost
· Legal standards for selection
· The selection process must avoid human rights and privacy complaints
· Avoid asking for information about prohibited grounds
· Validity
· There are four categories of validity evidence; construct validity, criterion-related validity, content validity, and face validity
· Construct validity
· Construct: theoretical concept used to explain aspects of behaviour (e.g. intelligence, motivation)
· Construct validity: degree to which a test is an accurate measure of the construct it purports to measure.
· There should be evidence of:
· Convergent validity: scores on a test are similar to other tests testing the same thing
· Discriminant validity: scores on a test are not similar to tests that are not testing the same thing
· Criterion-related validity
· Criterion-related validity: degree to which a test forecasts or is statistically related to a criterion. There are two ways to arrive at criterion-related validity:
· Predictive validation: Research that uses the test scores of all applicants and looks for a relationship between the scores and future performance of the applicants who were hired. (best measure of validity, but more time-consuming and difficult)
· Concurrent validation: research that consists of people administering a test to people who already hold a job, then comparing their scores to scores of existing job performance
· Content validity
· Content validity: degree to which tests cover a representative sample of the content that they are supposed to measure
· Assessed by subject matter experts (basically the test takers)
· Face validity
· Face validity: when items in a test are appropriate for the use of the test, based on the judgements of the test-taker
· Related to test-taking motivation, decreased chance of lawsuits, and the perception of fairness
Applications and Resumes
· Job applications
· Low cost, obtains basic data in a standardized way
· Includes information such as contact information, work experience, education, skills, certificates
· Do not ask about birthplace, marital status, number of children, or other things that can be linked to prohibited grounds of discrimination
· Resumes
· Reviewed for same stuff as job application
· Applicants control the content and its presentation
· Applicant tracking system (ATS): a software application that streamlines the flow of information between job seekers, HR staff, and hiring managers
Tests and Work Samples
Tests fall into two broad categories:
· Aptitude tests – which assess how well a person can learn/acquire skills and abilities
· Achievement tests – measure a person’s existing knowledge and skills
Specific tests:
· Cognitive ability tests: measure mental abilities like verbal skills, quantitative skills, and reasoning ability. Also known as intelligence tests.
· One of the most valid methods of selection, cheap, but some applicants react negatively to their use
· Physical ability tests: evaluate muscular/physical ability
· Valid predictors for physically demanding jobs
· Exclude women and people with disabilities
· Sensory ability tests: assess visual acuity, colour vision, hearing sensitivity
· E.g. Snellen Eye Chart
· Most predictive of job success in clerical jobs
· Motor ability tests: assess fine or gross motor coordination
· E.g. Purdue Pegboard (the peg example in class)
· Personality inventories: assess personality traits
· Does not have right or wrong answers
· Test takers answer how much they agree or disagree with the statements
· Used often for managerial selection
· Susceptible to faking, applicants sometimes have negative reactions
· Related to performance, absenteeism, theft, and motivation
· Big 5 personality traits (OCEAN)
· Openness to experience (enjoy hearing new ideas)
· Conscientiousness (detail-oriented)
· Extroversion (makes friends easily)
· Agreeableness (make people feel at ease)
· Neuroticism/emotional stability (not easily bothered by things)
· Integrity tests: designed to assess honesty, character, or integrity
· Sees who will not engage in counterproductive behaviour on the job, valid
· Faking, misclassification, and poor applicant reactions can occur
· Mechanical aptitude tests: require a person to recognize which mechanical principle is suggested by a test item (e.g., heat, sound, gravity, force)
· Predictive of performance in manufacturing and production jobs
· Women tend to perform worse than men
· Work samples: test in which the candidate demonstrates proficiency on a task representative of the work performed in a job
· Example: a mechanic repairing a problem on a car
· Advantages – valid, difficult to fake
· Disadvantages – costly, safety issues
· Alcohol and drug tests
· May involve testing of saliva, urine, or blood
· High reliability and validity (but not perfect)
· But, 
· Alcohol/drug use is considered a disability, and we cannot discriminate based on prohibited grounds, unless it is a BFOR.
· Concern for invasion of privacy
· Cannot measure capability to perform job
· Medical exams
· Do not give a medical exam until candidate has received a conditional job offer
· Must be related to job requirements
Interviews
· 3 reasons for use of interviews
· Validity, illusion of validity, and multipurpose
· Unstructured interview: questions are different across candidates and there is no standard scoring for candidate responses
· Issues: lack of job relatedness, contrast effects (good vs. bad employees), too much emphasis on non-verbal cues
· Structured interview: questions are consistent across candidates
· Same questions for all applicants, numerical evaluation, detailed notes, job analysis
Reference and Background Checks
· Reference checks
· Many organizations have a policy simply to confirm employment dates
· Most applicants seek positive references
· Background checks
· Verify that applicants are who they say they are
· Can include criminal record checks, educational verification, driving records, etc.
· Must get consent from the candidate first
· Makes sense to do a check after a contingent job offer
Selection Decisions
· Choose multiple tools
· The following tools are controversial
· Polygraph tests, graphology, letters of reference, drug testing, emotional intelligence
· 3 approaches for making decisions:
· Multiple regression approach: take scores of multiple tests, weigh them, and add the scores up
· Low score in one test can be made up with high score on another test
· Multiple cut-off approach: applicant takes all the tests, cut-off score is on each test. Candidates fail if they fall below the cut-off score on any test
· Multiple hurdles approach: applicants must earn a passing score on a test before moving onto the next test.
Textbook Definitions
· Assessment centre: a wide variety of selection programs that use multiple selection to rate people on their management potential, tests selecting managers may take the form of an assessment centre.
· Situational interview – structured interview where the interviewer describes a situation likely to occur on the job, and asks the candidate what they would do in that situation
· Behavioural interview – situational interview where the interviewer asks the candidate to describe how he/she handled a type of situation in the past
· Questions about the actual candidates experiences tend to have the highest validity
· Panel interview – several members of the organization meet to interview each candidate

