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PART THREE Group and Organizational Skills

different aspects of his approach, but one thing he did indisputably well is let
players know what to expect prior to joining the team. Knight knew exactly what
experience players would have playing for him and those players got exactly (for
better or worse) what they were told in advance—no surprises. As a result, he
had one of the highest retention (graduation) rates of all coaches.®

Potential employees need to know what it will be like to work for a manager.
A simple exercise to start down the path of understanding what type of boss you'll
be is to answer the following question: Why should anyone want to work for you?
If you can successfully—honestly and with some objectivity—answer that ques-
tion and understand the possible ramifications of the answer, the next step is to
communicate it effectively to candidates. We'll come back to this point a bit later.

“Remember, you sweren't hired to think—you were
bired because you have opposable thumbs.”
© Charles Barsotti, The New Yorker Collection, www.cartoonbank.com

Know the Job Well

Although it seems self-evident selection decisions would be based on job descrip-
tions, they often are not. Rather, managers commonly plunge right in looking
for the “right person” without having defined what the “right person” actually
means. Great managers spend time describing and defining the job to be filled.
Most often referred to as a job analysis, this process involves collecting informa-
tion about what tasks (actual work) and knowledge, skills, and abilities (KSAs)
are required for the job. The result of a job analysis is a job description that will
help the hiring manager focus the recruitment and selection efforts and provide
a basis for communicating essential responsibilities to candidates.

To complete a job analysis and write a job description, managers should
gather information about the job from many different sources, including job
incumbents (people doing the job currently), customers, previous job descrip-
tions, training materials, and performance appraisals. Unfortunately, those
in positions of responsibility often do not have a good understanding of what
employees actually do “in the trenches.” The key then to completing a strong
job analysis is to be thoughtful in the process, which almost always requires
interviewing a few incumbents about what they do. A great aid in job analysis is
the U.S. Department of Labor’s online resource known as O*NET, described in
Management Live 12.1. Note that while O*NET descriptions are useful for those
analyzing jobs, they also can be helpful to job candidates who are trying to best
position their credentials as fitting with the requirements of specific jobs.
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O*NET

Writing a job description does not have to be an overly time-consuming process. The U.S. Department of Labor
has created an extensive resource that can provide the basis of a manager’s job analysis process. This online
resource is known as O*NET, or the Occupational Information Network. It is described as "a comprehensive
database of worker attributes and job characteristics. O*NET will be the nation’s primary source of occupational
information.”

According to the O*NET website: The network offers a common language for communication across the
economy and among workforce development efforts. It provides definitions and concepts for describing worker
attributes and workplace requirements that can be broadly understood and easily accepted. Using comprehen-
sive terms to describe the KSAs, interests, content, and context of work, O*NET provides a common frame of ref-
erence for understanding what is involved in effective job performance. The goal of O*NET’s common language
is straightforward: improve the quality of dialogue among people who communicate about jobs in the economy,
generate employment statistics, and develop education and training programs. It provides the shared founda-
tion of language upon which to build private- and public-sector workforce development efforts. Employer hir-
ing requirements will have the same meaning for human resource practitioners, workers, education and training
developers, program planners, and students.

A searchable keyword database at http://online.onetcenter.org helps individuals browse through the data-
base of occupations.

Source: U.S. Department of Labor, National O'NET Consortium. O*NET Onineliteractive web application. Avaiable a htp//online.onetcenterorg.

After completing a job analysis, the job description almost writes itself. Job
descriptions do not need to be exhaustive and probably shouldn't be. They should
simply describe the most critical job tasks, KSAs, and other contextual informa-
tion about the job. At a minimum, a good job description should contain the fol-
lowing information:

Critical or essential job duties and tasks
Knowledge, skills, and abilities (KSAs) required
Working conditions

Educational requirements

Physical demands

Legal or company pol Or requirements

The last bit of information—legal issues—leads us to the third aspect of clari-
fying the job context.

Know the Law

The great myth about employment law is that it is overly restrictive and serves
as a barrier to making the right selection decisions. Managers fret over what
questions can be legally asked of job candidates and worry about potential dis-
crimination suits tied to evaluating formance. Clearly, abiding by employ-
ment law has important implications for an organization’s risk exposure, both
financially and by reputation. However, less understood is that the law also helps,
not hinders, good recruitment and selection practice. The reason is that employ-
ment law requires managers to focus solely on information that is job-related,
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TABLE 12.1 Employment Law Basics

Under employment law guidelines, discrimination is considered to be present
regardless of intent. Intentional discrimination, or disparate treatment, is said to
occur when a manager or organization intentionally discriminates by using race,
ethnicity, gender, national origin, or religion as a factor in deciding who is selected

treatment. Adverse impact is the discrimination that occurs when the use of a

standard procedure has a discriminatory effect on one or more individuals or groups.

An example would be firefighters using a simulation to test job candidates’ physical
(for example, swinging a sledge hammer 40 times in a row), whi

adverse impact for women. The test does not intentionally discriminate, but, because

it's based on physical abilities such as strength, it often does discriminate. Key

guidelines to avoid disparate treatment and adverse impact follow:

« Keep It Job-Related. As mentioned, the best way to avoid legal problems is
to ensure that all practices are truly job-related. Avoid asking candidates about
their personal lives and issues that have no relationship to the job (marital
status, children, home location, and so on).

Treat All Candidates the Same. Discrimination occurs when one candidate gets
a leg up on another because a manager gave preferential treatment.

Use Valid Predictors. Valid employment tests predict job performance
(statistically speaking) consistently and with accuracy. Don't use predictors
that do not have some supporting evidence of their reliability and validity in
predicting job performance.

Don't Discriminate. Do not make decisions on the basis of race, age,

nationality, sex, rell , or disal To do so puts you and your organization at
risk and takes your eye off what is really important.

which helps actively reduce natural biases by deterring the use of information
not directly related to the job requirements. Table 12.1 discusses the basics of
employment law.

Once you have clarified the context of the job, you're ready to move on to the
next step in the selection process.

Establish a Process

The second step in selecting employees is establishing a process for making your
decisions. Establishing a process before you decide to hire an employee is benefi-
cial for several reasons. First, when a position becomes open or is newly created,
there is usually a heightened sense of urgency to fill it now. This sense of urgency
usually leads people to skip critical steps that would help avoid a poor selection
decision. Second, in employment law cases, the courts typically want to see that
an organization has a plan—that is, that the company has a process it uses uni-
formly and does not stray from.

Third, the best job candidates prefer a transparent (no hidden features) selec-
tion process. A manager who can articulate exactly what the process is and how
it will transpire makes a good impression on candidates.”

Standardize It

Let's say you need to buy a new car. Based on price and features, you narrow
your choices down to two cars: a Honda Civic and a Toyota Corolla. You decide
to test-drive the two cars. When you test-drive the Honda, you drive down a long
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stretch of highway. A few hours later, you test-drive a Corolla down a back road
full of potholes. That night, you determine the Honda has a better ride and can't
wait to buy it. Have you drawn the appropriate conclusion?

Of course not—and yet this is exactly the mistake many managers make when
it comes to selection. They use an unstandardized selection process. If you want to
be able to say one candidate is better than another, you must ensure your process
is standardized. Of course, the process may vary based on job type but should be
consistent for all candidates for any one job. For instance, a selection process for
a regional sales manager may differ greatly when compared with that of a staff
accountant in the same organization. Tailoring the process to the job naturally
makes the process that much more job-related—a factor we have already empha-
sized as being important.

Taking time to hire selectively and getting it right the first time pays off.'®
Regardless of how long the process takes, however, applicants should always
be kept informed about the process and where they stand at any given time.
Research shows that highly qualified and marketable applicants often assume
something is wrong with a company that does not provide this type of informa-
tion in a timely manner.'! Conversely, applicants often disproportionately favor a
firm that promptly and professionally manages the critical contacts that the firm
has with them in the selection process.

Involve Others

While an applicant may be targeted to work directly for the hiring manager, that
applicant will also ultimately work with others in the firm. So involve those “oth-
ers” in the process. They may be co-workers, subordinates, internal customers,
or experienced employees who know the culture well. Involving others allows the
candidate exposure to a variety of people and jobs in the organization and allows
many people to help assess the candidate’s future potential. But remember what
was just discussed about standardization: Others should be involved in the same
way for each candidate.

Recruit Talented Applicants

Recruiting talented employees is a long-term activity and one in which great
managers are continuously engaged. That is, strong recruitment is built upon the
effort undertaken when there are no vacancies: through building social networks,
determining the capabilities of current employees, and planning for the future.
In fact, succession planning or long-term recruiting has been shown to have a
strong impact on a firm’s bottom line.'? With that said, people do leave jobs, and
when they do it can create great difficulty for managers. Being prepared ahead
of time by having up-to-date job descriptions based upon job analyses
previously is a great start. From there, real recruitment begins.

The overall purpose of recruitment is to increase the pool of qualified appli-
cants and decrease the pool of unqualified applicants. In doing so, managers
hope to accomplish a few important goals. First, there is a real concern about
costs. While it would be nice to take out a full-page ad in The Wall Street Jour-
nal or have a big splash on Monster.com for every job opening, such expendi-
ture would not likely be prudent (or necessarily effective, as we discuss next).
Second, since turnover is one of the highest costs an organization can incur
beyond payroll and benefits, attracting employees who not only will perform
but will fit with the organization’s culture is an important consideration. As
such, the tactics used to effectively recruit employees are varied depending on
the situation; however, some practices have been shown to be more effective
than others.

We have leamed the hard way
that "no hire” is uitimately better

than a bad hire.

~HR Vice President
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DO 12-2 Effective Recruitment Practices

DO 12-3 Recruitment activities may be divided into two broad categories of formal or
informal tactics. Formal tactics involve posting job ads on internal systems or
on recruitment websites, whereas informal tactics include networking and refer-
ral-based approaches. Although there are no hard and fast rules to recruitment
approaches, research indicates that, in general, informal tac tend to be more
effective.'® Regardless of the tactic, two main themes of effective recruitment are
the treatment of applicants and the quality of the information about the job."*
This is perhaps why one of the most effective recruitment practices is that of
employee referrals, which ask current employees to seek out others who would
both be qualified for the job and be a good fit with the organization. With refer-
rals, an applicant is likely to receive excellent treatment by organization repre-
sentatives since the applicant is a friend or acquaintance of a current employee.
In addition, the referring employe likely to have spent considerable time
describing the workplace in great detail, providing important information about
fit with the organization. Tool Kit 12.1 describes the important characteristics of
a solid employee referral program.

Beyond employee referrals, the most important advances in recruit-
ment are in social media tools, with organizations’ websites providing only
a starting point for such technology. To be sure, research is clear that hav-
ing an easy to navigate and informative website is critical to the recruitment

Tool Kit 12.1 Creating an Employee Referral Program

Employee referral programs are relatively easy to establish. The trick is to make sure your employees are suffi-
ciently motivated to act as recruiters. Most importantly, your employees must be well informed about the jobs in
which you are recruiting. In addition, they need to be armed with job descriptions and other job information (for
instance, locations, hours, and so forth) that would allow them to answer potential applicant questions. Effective
programs also include the following:'®

(1) Make rewards real. The best programs give the referring employee a cash incentive for referral. Depend-
ing on the job, successful referrals (for example, ones that stay with the organization past a certain pro-
bationary time frame like six months) could pay upward of $5,000. Typically, referral programs pay around
$1,000 for referrals that result in an actual hire.

(2) Tailor the program to each job. Do not have the same program for all jobs. Use the referral program to
target hard-to-fill jobs, particularly those in tight labor markets where highly skilled individuals are difficult
to find.

(3) Make it highly visible in the organization. Publicize your program as much as possible so that even
employees from other areas of the organization have an opportunity to provide you with quality referrals.

(4) Track from where/whom best referrals come. You will find that some employees are natural recruiters.

Track over time who these folks are and make it worth their while to continue their efforts. In addition,
you may find a theme regarding from where your best applicants are referred. For example, there may
be a particular organization, training program, association, or even social club where quality applicants
continually originate.
Consider “referral goals.” Make it everyone’s job to constantly be on the lookout for exemplary employ-
ees, even when no job is available. In this way, you can build a solid database of high-quality applicants for
when a job is available. Consider setting some targets for employees regarding a total number of referrals
they are required to make annually.
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process.'® But great managers are turning to social media to keep their recruit-
ing engine turning. Social media such as LinkedIn, Facebook, and so forth,
though new and innovative, work on very simple principles of network quality
(discussed in Chapter 8). That is, you will find great applicants not necessar-
ily from your close friends, but from your friends’ friends (what are called
“weak ties”). Social media tools simply facilitate this age-old networking pro-
cess. Some interesting research is now uncovering some of the ways to utilize
social media most effectively. One study, for example, found that testimonials
provided by employees are most effective when they are posted on websites or
blogs outside the organization. Apparently, applicants believe that these “word
of mouse” testimonials are more trustworthy when they aren’t sanctioned by
the organization.'”

Recruiting Recent Graduates

In some cases, recruiting the “old-fashioned way” is still required. For exam-
ple, ou want to be first to see the best graduating candidates from the local
university, be prepared to meet quarterly with the head of the business place-
ment office and develop a strong relationship. This might include some volun-
teer work on your part, such as speaking in a class and inviting students to
your organization. Another critical way to build relationships with universities
is through projects, “service-learning” experiences, or internships. Whatever the
arrangements, great managers know that when students have the opportunity
to demonstrate their capabilities in the organization, both student and manager
learn whether the fit will be a good one. When recruiting recent graduates, you
might be inclined to ignore factors such as grade point average in favor of other
factors like leadership in extracurricular activities and work experience. This
would be a mistake. In fact, research shows that GPA is a strong predictor of job
performance for recent graduates within five years of undergraduate graduation
and even more important for recent graduates of master’s degree programs.'®
Despite this fact, recruiters rarely pay any attention to GPA, preferring to use
less valid indicators of future success.' Thus, don't resort to stereotypes that
would characterize “A” students as “book smart, not street smart.” On the con-
trary, all things being equal, high-achieving students are more likely to perform
well on the job.

Managing the Organization’s Image

Information provided by organizations during a recruitment effort has a strong
impact on applicants’ evaluations of fit. Research has found that the image pro-
jected by the firm influences applicants’ initial reactions. This is particularly true
for applicants with increased job opportunities, since they are more attentive
to, and influenced by, early recruitment activities. Not surprisingly, applicants
get “turned off” by organizations early on and never come back to give the firm
a second chance. What drives away talented recruits the most? First, poor treat-
ment on a site visit is an immediate red flag for many applicants. If applicants
encounter rude “screeners” such as receptionists or human resource personnel,
they are likely to assess the job negatively. Second, timelines are a critical source
of negative reactions. For instance, applicants infer negative outcomes from
long delays, even if the delay is real (for example, the final approval from a job
hasn't been determined). Such delays reduce the willingness to accept future
job offers and the most marketable job seekers assume that something is wrong
with the organization. Third, confusing, complicated, or out-of-date information
sends a signal to applicants that the organization isn't on top of its game. Fourth,
the appearance and behavior of recruiters greatly impacts applicants’ impres-
sions.2? All this means that while others may be involved in the process, the
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TABLE 12.2 Recruiting Diverse Applicants

manager must keep a close watch on how job incumbents, co-workers, human
resource professionals, and even administrative staff interact with and respond
to applicants. To not do so puts the best candidates at risk for exiting the process
carly. In Table 12.2, we offer some practical guidance specifically for improving
recruitment of diverse applicants.

Of course, these tactics manage the impression given by an organization. If
upon meeting with organizational representatives different messages (even sub-
tle ones) are provided, candidates will recognize that the organization is mostly
putting on a show with respect to its commitment to diversity. Thus, there is no
substitute for an authentic commitment to diversity.

The Manager as Recruiter

Recruiters are a mixed blessing in organizations. To be certain, they fulfill an
important role by sourcing candidates, and saving managers time and effort in
sorting through resumés. In many cases, however, the recruiter is not highly
familiar with the job and does not work in the future job incumbent’s immedi-
ate environment; yet he is often the first contact applicants have with the orga-
nization. Thus, recruiters serve an important role in communicating the nature
of the job and the information that applicants use to determine fit. Indeed,
research shows that applicants view recruiters as a “signal” of unknown aspects
of the firm.?? Not surprisingly then, some recruiters are seen as more credible
than others. For example, human resource and corporate recruiters are seen as
less trustworthy and credible about the job than are job incumbents or future
peers.

Another potential problem with recruiters is that they have been shown to
make inferences about candidates’ abilities solely from resumés, which may or
may not be correct.”* One recent study found, for instance, that while recruiters
may indicate to applicants that they are seeking individuals with strong interper-
sonal or leadership skills, they actually endorse and recommend applicants on
the basis of technical skills.>* All of this is to say that although it is attractive to
want someone else to do recruiting for you, great managers do not abdicate this
responsibility, with the understanding that nobody else can describe the job like
a boss and future co-workers. In doing so, managers are able to provide appli-
cants more accurate information in determining fit and hopefully reduce future
turnover. This accurate description of the job is one of the critical steps of the
recruiting process, known as a realistic job preview.
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Create a Realistic Job Preview (RJP)

Recall the last product you bought from an actual salesperson. Did the individual
tell you the pmduu was the best on the market and that it had everything you'd
want? If yor ke us, more than once, we've purchased a product like that only
to find it wasn't everything we wanted. Strictly “selling” a job to applicants rarely
works out. At the same time, providing little to no information about the job
doesn’t work either. Great managers describe the job in detail to candidates. This
process is more akin to arranging a good marriage than selling a product. In
doing so, it is in the manager’s best interest to present an accurate and realistic
description of the job to the candidate, who, like the manager, is trying to deter-
mine fit and lul\u'epo(enlial. Evidence generally supports the use of realistic job
previews (RJPs).”

« Applicants receiving RIPs are significantly less likely to drop out of the
selection process.

RIPs presented to applicants prior to hiring are associated with lower
turnover after they have been hired.

Though pre-hire RIPs are not associated with increased job performance
post-hire, an RJP provided after an applicant is hired is associated with
higher job performance.

RJPs increase the job acceptance rate among applicants with no prior
exposure to the job, and decrease the job acceptance rate among those
with prior exposure.?® Thus, RJPs can help to improve applicants’ deci-
sions about job fit, especially when they are already familiar with the job.
Providing an RIP verbally is generally more effective than handing an
applicant a brochure with a job description or having the candidate view
a videotaped presentation.

To help you with actually preparing a realistic job preview, a worksheet is
provided in Tool Kit 12.2.

Decide on Methods and Assess

Once you've done your homework on establishing the basic process, you can
move to tailoring your methods for specific searches, and then on to the actual
assessment. How much time you spend and what type of assessment method you
choose depend greatly on the details of the job situation. Clearly, hiring extra staff
for the holidays requires different assessment methods than selecting a district
manager. That is not to say you should not assess your part-time holiday help;
rather, the amount of time and number of methods you choose may be less. One
certain, however: It is imperative you collect data beyond the information
readily available from resumés, prescreening processes, or basic job applications.
Great managers utilize multiple methods for collecting data about the appli-
cant’s suitability for the job. The process of selection should both be standard-
ized and include methods such as interviews, work samples, and ability tests.
Great managers attempt to select methods that reduce their own biases, are
legally sound, are based on solid evidence, and make business sense (that is, are
cost-effective and worth the time and effort). Here are a few guiding principles to
follow for the most effective selection process:

* First, define performance. If you can't define what su looks like on
the job, then you'll never be able to predict it.

+ Use different methods for different jobs. Rarely is one method appro-
priate for all jobs.





image15.jpeg
PART THREE Group and Organizational Skills

Tool Kit 12.2 Providing a Realistic Job Preview

Most job candidates should be given a realistic job preview (RJP). Here are the minimum topics that should be
presented to each job candidate. Finish the following sentences and then use them to discuss the job with each
candidate.

* The essential responsibilities of the job are

The expectations for hours worked, travel, and working conditions are

The top five positive and five negative aspects associated with performing the job are

The top five positive and five negative aspects of working for the organization are

The top five positive and top five negative aspects of working for me are

The benefit package includes the following:

+ Use reliable and valid methods to predict future job succe Just
remember, no method is perfect—some, however, are supported by a
body of evidence, while others are not.

Collect multiple pieces of data before drawing conclusions. If an appli-
cant seems like she will make a poor accountant in an interview, suspend
judgment until she has completed other tests that might serve to discon-
firm your judgment.
Defy conventional wisdom, as it can often lead to wrong conclusions
when assessing employees, though it often feels right. A number of stud-
ies have found a large gap between what methods people think are effec-
tive and those that evidence shows are actually effective.?” To put the
preceding points into practice requires some important knowledge about
the relative usefulness of performance predictors. A great deal of research
has been done on the relative value of the various types of methods or
predictors. That is, some predictors are more useful than others along
several dimensions, including:
« Validity. How well, statistically speaking, the method predicts future
job performance. This is usually the most important factor and the one
related most to legal defensibility.
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* Fairness. The degree to which the method avoids adverse impact
(unintentional discrimination).

Feasibility. The degree to which the method can reasonably be
employed in different situations, and its overall cost.

Face validity. The degree (o which applicants believe (whether it actu-
ally does or not) the selection method fairly measures requirements for

the job.

In Table 12.3, we show the major employment testing methods and a rank
order based on their validity,?* as well as information regarding fairne:
ity, and face validity. As can be seen in Table 12.3, validity evidence is strongest
for work samples, cognitive ability tests, and structured interviews, and is much
less so for references and years of experience. The unfortunate irony, of course,
is that the volume of usage in organizations today is inversely correlated with the
evidence. That is, the least valid measures are often the most used. One reason
for this can be seen in the chart. Tests such as reference checks, assignment of
points to training and experience, and years of education are all y collectable
and face valid. The more valid predictors shown in Table 12.3 can be difficult
to administer and more costly and time-intensive. A full examination of each
predictor is beyond the scope of this chapter; however, we provide some details
on some of the best predictors: (1) structured interviews, (2) performance tests
(work samples and assessment center), (3) cognitive ability tests, and (4) person-
ality assessments. For an efficient way of determining which selection method
should be used in what type of job, see Tool Kit 12.3.

Getting the Most from Interviews

Few managers would be willing to hire an applicant sight unseen, and thus
almost all organizations use some form of employment interview.?’ Interviews
can be effective tools for predicting future job success, but should not be used to
measure all types of job requirements. In general, the interview is a highly effec-
tive method for measuring job knowledge and interpersonal skills.

TABLE 12.3 Selection Method Effectiveness

Selection Method (Ranked from Best to Worst
Fairn: easibility

1. Work Sample High Moderate
2. Cogitive Ability Test Low High
3. Structured Interview Moderate High
4. Job Knowledge Test High High
5. Assessment Center Evaluation Moderate Low
6. Biographical Data Moderate Moderate
7. Personality Assessments Moderate High
8. Reference Check High High
9. Training and Experience Points High High
10. Years of Education High High
1. Graphology (Handwriting Analysis) Low Moderate
12. Flip of a Coin Low High

Face Validity

High
Moder
High
High
High
Low
Low
High
High
High
Low
Low
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Tool Kit 12.3 Choosing the Right Assessment Method for the Job

Choosing the right person for the right job requires applying appropriate assessment methods. That is, some
methods are better than others for particular jobs. Unfortunately, many factors make this decision complex,
including the time frame to hire, the resources available, the size of the applicant pool, and type of job (for exam-
ple, seasonal help versus a full-time salaried position). At a minimum, structured interviews and a background
check should be completed on all final candidates. Using other methods in addition will also improve prediction.
Based on existing research regarding the validity of different assessment methods:

o The assessment for any job should generally include:
* Structured interview
* Cognitive ability test or other indicator of cognitive ability
* Measure of conscientiousness
* Background check
* Jobs with a great degree of interpersonal interaction (customer service, sales, and so on) should add:
 Work sample or simulation
« Measures of agreeableness and extraversion
« Jobs with a high degree of technical knowledge required (such as engineer) should add:
* Work sample
* Job knowledge test
Managerial jobs should add:
« Work sample
* Assessment center or simulation exercises

Never wear a backward baseball When going about the interview process, it is important to distinguish

cap to an interview unless apply-
ing for the job of umpire.

—Dan Zevin * The unstructured interview, whereby the interviewer and applicant
have a conversation that is unscripted. That is, the interviewer may have
some general topics she wants covered, but it is unscripted.

* The structured interview, whereby the interviewer follows an interview
script designed specifically arget certain KSAs required for the job,
asking the same questions of all job applicants.

between two general types of interviews

Recalling our car buying example, you probably won't be surprised to hear
that structured interviews are much more valid predictors of performance
than unstructured ones because they are standardized and maintain an inter-
viewer's focus on job-related questions.*® Though some research has shown that
under very limited circumstances unstructured interviews can be effective, the
evidence strongly supports structured interviews.’! Despite the fact that struc-
tured interviews are much more valid than unstructured ones, too few managers
employ such structure in their interview practice,* in effect trading off validity
for the freedom of asking anything of anyone. This trade-off comes at a high
price, namely, the ability to predict future success—your primary goal as a hiring
manager!
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Behavior, Behavior, Behavior

Though it may seem counterintuitive, when trying to predict future job perfor-
mance the challenge is to pay less attention to how applicants describe them-
selves and rather focus on their behavior. For example, consider the following
typical exchange in a selection interview:

Interviewer: Please describe your primary strengths as a sales
representative.

Applicant: I'm a people person! Put me with people and I am at my best;
I'm golden. People love me and I love them.

Interviewer: OK, great. So you love people. Why is that a particular
strength in this case?

Applicant: Well, you see, sales reps must interact well with people: custom-
ers, managers, other reps, suppliers—so people skills are incredibly impor-
tant. I can't stress that enough—no two ways about it.

Interviewer: Right, makes sense.

Aside from a pleasant conversation, what have we learned about this candidate’s
suitability for the job of sales representative? First, we learned how he describes
himself. Second, we learned what e thinks is important for the job. Third, /e i
in control of the interview. In other words, we haven't really learned anything that
will help us distinguish whether he is more or less capable of doing this job than
are other candidates. Effective interviewing is all about behavior. Focus on what an
applicant can or did do, rather than what she says she can do.

Great managers commonly use two types of structured interviews as valid
predictors of job performance.” Situational interviews include hypothetical
scenario questions that ask candidates to describe in detail how they would likely
behave in such a situation. Behavioral interviews include questions that ask can-
didates to recount actual instances from their past work or relevant experiences
relative to the job at hand. Both forms of structured interviews work well because
they focus on behaviors or behavioral intentions (the motivation and thoughts
that are immediate precursors of a person’s actual behavior) and acknowledge the
reality that past behavior is a strong predictor of future behavior.* Some recent
research has found that for high-level positions behavioral interviews are more
effective than situational, while the reverse is true for lower-level positions.*

One of the particular challenges of behavioral interviews is how best to evalu-
ate the range of responses. One proven way is to use a number system from worst
answer to best answer and jot down some potential responses that correspond to
each of those categories of response. In general, the more detail an applicant pro-
vides, the better the response. If an applicant can’t provide a detailed response
after follow-up questions, it’s less likely he has actually done the behavior in qu
tion. Use the information from the job analysis to help match possible responses
with level of quality. Tool Kit 12.4 demonstrates how to construct and evaluate
behavioral interview questions, including using the STAR (situation, task, action,
result) method. See Management Live 12.2 for some good examples of what not
to do when it comes to interviewing.

Important Interview Reminders. Beyond using structured approaches, there
are a few important reminders to highlight in regard to conducting interviews.

« Avoid non-job-related questions. Here again, keep it job-related
and focused. Your results will be better and you'll avoid possible legal
recourse by applicants.

* Use panel (group) interviews wisely. The more people that crowd a
room and “interrogate” applicants, the less likely the interview will be a

As | grow older. | pay less atten-
tion to what people say, | just
watch what they do

—Andrew Carnegie
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Tool Kit 12.4 Creating and Evaluating a Behavioral Interview Question

An easy way to remember how to conduct a behavioral interview is using the STAR method. STAR is an acronym
for situation, task, action, and result. Using the STAR framework can help you formulate a strong behavioral inter-
view question based on the knowledge, skills, and abilities (KSAs) you are attempting to measure. For example, if
you wanted to measure teamwork skills, you might ask:

(S) Describe a time when you were asked to be part of a team.

(T) What task were you and the group charged with doing?

(A) What did you ultimately do to accomplish the task?

(R) What results did you achieve?
To evaluate a response on a behavioral interview question,*® a scoring guide must be developed. A basic scor-
ing guide should differentiate between poor, good, and outstanding responses. On a piece of paper, draw three
columns and label them Ineffective, Effective, and Highly Effective. Next, brainstorm behaviors representative of
each category and record them. Assign scale points to each category, recognizing that some behaviors under
Effective are more or less effective than others, but are still not Highly Effective or Ineffective. Finally, leave room
at the bottom to take notes. Listen to candidates’ responses and record them. Go back later and evaluate the
quality of the responses.

Example of STAR Rating Form for Teamwork Question

Ineffective Effective Highly Effective

2

Unable to describe the purpose
of the team and his or her own
role i

Did not display awareness of
others’ viewpoints.

Emphasized differences and
criticized others.

Took all the credit for
successes of the group.

Changed mind in face of
opposition.

Ignored disagreements in the
group.

5

Described the purpose of the
team and own role.

Related effectively to people
of differing backgrounds and
interests.

Sometimes used others as
problem-solving resources.

Shared credit for group tasks.

Mentioned an awareness of
others’ viewpoints.

Highlighted and summarized
areas of agreement with

8

Described how role on
team contributed to task
accomplishment.

Worked very effectively
with people of di
backgrounds and

Viewed others as valuable
problem-solving resources

and leveraged their abilties to
achieve key objectives.

Rewarded others when their
efforts made substantial
contributions to the group task.
Consistently demonstrated

an awareness of others’
viewpoints and feelings and
modified own position when
appropriate.

Raised and discussed difficult
issues/disagreements to find
common ground.
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Animals, Superheroes, and Other Themes

“What kind of animal would you be and why?"

For whatever reasons, many managers have a favorite interview question like the one above, which they
believe helps them identify the strongest job candidates. Although it is tempting to employ such novel or “out
of the box" questions, they often do not serve to differentiate candidates in desired ways. For example, one
manager we have worked with likes to ask candidates for a marketing position, “Who is your favorite cartoon
superhero and why?” He fully believes this question tests the creativity necessary for his marketing job. Before
accepting his premise, however, we would encourage consideration of a few fundamental questions.

First, what is a “good” response? When asked, the manager said there was no right answer; he wanted to
see the applicant’s creative thinking process. But notice that the question doesn't ask for applicants to detail how
they arrive at their conclusion or what criteria they use. Second, this question is likely to be measuring something
entirely different than creativity—that is, one’s familiarity with cartoons and the time spent contemplating those
cartoons. Is that what this manager intended?

Itis easy to fall into this trap. One way to avoid it is to ask yourself for every question, “What am | really mea-
suring when | ask . . .?” Stick to structured, job-related questions, and you will improve your ability to predict high
performance. We like to say that interview questions are expensive; if you want to get the most return on your
investment, spend questions wisely and precisely! And for the record, we like superhero Professor X for his ability
to read minds (and extremely bad handwriting).

Some Popular but Questionable Interview Questions

If you were a car, what kind of car would you be?

What's your favorite color and why?

If you could go back in time and meet anyone, who would you meet and why?

If aliens landed and offered you any position on their planet, what position would you ask for?

A plane crashes on the border between the United States and Canada. Where should they bury the
survivors?

Give me two reasons why | should not hire you.

valid predictor.’” Involve other people with multiple small-group inter-
views, but avoid interview sessions with three or more. Applicants tend
to prefer one-on-one, face-to-face interviews.*® However, telephone inter-
views can often be just as effective as face-to-face meetings.*

Do not over-weight negative information. Interviewers tend to give
much more weight to negative information revealed by an applicant than
positive—so much so that it often requires twice as much positive infor-
mation to overcome a single piece of negative data.*

Be aware of subtle biases. As we mentioned, interviewer ratings are
too often influenced by things like applicant attractiveness, similarities in
race and gender, and nonverbal behavior such as eye contact.*' The more
aware an interviewer is of these subtle influences, the less likely he is to
fall prey to them.

Beyond the Interview: Other Effective Assessment Options

Interviewing generally reveals an applicant’s job knowledge and interpersonal
skills, but other tests are helpful in evaluating other skills the applicant needs
to perform the job well, such as technical and managerial skills. These skills are
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Talent wins games, but team-
work and inteligence wins

championships

~Michael Jordan

specific job behaviors a person has learned to perform with consistent results.
For example, an architect clearly needs to be able to read architectural drawings
accurately. A flight attendant needs to know how to open the emergency exit door
on an airplane. A teacher needs to be able to speak clearly in front of a group.
Tests designed specifically to measure these “hands-on” are known gener-
ally as performance tests and are highly predictive of future job performance.

Performance Tests. A performance test is one in which applicants must dem-
onstrate their capabilities for the job by doing something. One type of perfor-
mance test is known as a work sample. Work sample tests are literally samples
of the work involved in the performance of a specific job. Underlying them is the
assumption that performance obtained under realistic work conditions should
be a strong predictor of work on the job. Athletic tryouts or musical auditions are
good examples of work samples. Constructing a work sample does not need to be
complicated—just follow these steps:

1. Select the Sample. Using the information from the job description, pick
one or two essential job tasks.
2. Define Performance. Determine what results a candidate needs to obtain
on these job tasks to be considered “excellent” through “poor.”
c Environment. Provide the job candidate with the most
realistic possible setting in which to perform the selected work sample.

To illustrate the construction of a performance test, let’s take the example of
an applicant for a sales representative job:

Step 1. We select one of the key tasks of this job, which is to make a sales
presentation to a prospective client.
Step 2. We decide that to be considered excellent, the applicant must do all
of the following: (a) establish a rapport with the customer, (b) determine the
omer’s product needs and requirements, (¢) communicate the products
available to meet the customer’s needs, and (d) ask for questions or con-
cerns from the client.
Step 3. We design a short scenario to provide the applicant with infor-
mation regarding the customer and the products, and a time limit of 30
minutes to prepare. The applicant would then “in character” make a sales
presentation to our “customer.” This takes a bit of preparation, but as can
be seen, it doesn't require weeks and can be highly effective in predicting
future success.

Other performance tests such as assessment centers measure more manage-
rial-related skills, such as delegating, planning/organizing, making decisions, and
taking the initiative. An assessment center (a method for evaluating managerial
applicants, not a location) is a collection of work samples that mimic “a day in the
life” of a manager (for example, group discussions, employee feedback meetings,
oral presentations, and in-basket exercises). Performance in the exercises is usu-
ally evaluated by trained raters who in some cases are more senior managers from
the same firm as those being assessed. Although assessment centers are highly
valid predictors, especially for managerial jobs, they are often quite expensive to
develop and conduct. See Management Live 12.3 for more on assessment centers.

Cognitive Ability, Integrity Tests, and Personality

Perhaps the most widely discussed and misunderstood selection methods are tests
of cognitive ability and personality. Misperceptions abound about the usefulness
of these types of tests; however, cognitive ability measures are often the most valid
predictors of performance when used appropriately. Cognitive ability or General
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Assessment Centers: Uncovering Managerial Talent

Assessment centers are not for everyone. But when it comes to predicting managerial talent early in employees’
careers, assessment centers are hard to beat. The earliest uses of assessment centers can be traced to Germany
during World War |, followed by the adoption of the technology for use in World War Il by the United States and
Great Britain. Specifically, the OSS (the precursor to the modern CIA) used assessment centers to select appropri-
ate candidates for spying activities during World War II.

Basing their work on the earlier military applications, in 1956 AT&T conducted the best-known study of assess-
ment centers (called the Management Progress Study) to investigate changes in managerial skills as managers
moved through their careers. This led to the use of assessment centers as an aid in selecting first-line supervi-
sors, higher-level managers, and other specialists. Subsequently, more than 1,100 U.S. organizations have utilized
assessment centers for selecting and developing managerial talent.

More recently, assessment centers have been used in educational settings to provide critical feedback to
business students regarding managerial skill strengths and weaknesses. Students receive objective, behavioral
feedback about their managerial skills, which serves as a starting point for their development in college and
beyond. Recent research has shown that students who perform well in collegiate assessment centers are offered
higher starting salaries than those performing poorly. In addition, research shows students who demonstrate
high skills in an assessment center receive promotions more quickly over a five-year post-graduation period and
are more satisfied at work than their low-skill peers.*? Thus, assessment center exercises can be powerful tools
to help students identify their managerial strengths and weaknesses early in their career, providing focus to their
business studies and preparing them for future success.

Mental Ability represents a person's ability to learn and acquire cognitive skills,
including verbal, mathematical, spatial, and logical reasoning. Tests of cognitive
ability tend to be strong predictors of future success because they measure how
vely individuals can acquire job knowledge used to perform on the job.**
Lef y you want to cause an uproar at your next family gathering. Simply
tell your family members that cognitive ability is one of the best single predictors
of job performance across most jobs, and then look out for flying food. Despite
the hot debat ¢ United States about intelligence and intelligence testing, the
evidence is clear: itive ability is a valid predictor of job performan
when the applicant pool is z stricted to high intelligence, ™ such as in the
rom elite law s or medical students applying for medical
2 nd her colleague:
ly earch stating, “Deliberate attempts to a: and use GMA [general
mental ability] as a basis for hiring should be made for all jobs. Failure to do so
leaves money on the table.” Cogni ility can be quite efficiently assessed using
short timed tests such as the Wonderlic Personnel Test (WPT). The WPT takes
12 minutes to complete and is relatively unobtrusive from an applicant’s perspec-
tive.*S For an interesting summary of the Wonderlic scores of a number of NFL
quarterbacks, see Management Live 12.4.
So why doesn't everyone use cognitive ability tests? The answer is twofold.
a great deal of misunderstanding regarding thei fi s permeates
Is of organizations. For example, in one survey, even hi el human
urce executives demonstrated misperceptios of testing
cognitive ability.* Second, cognitive ability tests may cause an adverse impact
on hiring certain minority groups. Thus, organizations hoping to incre:
diversity of their applicant pool will need to search for other ways to meas
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How Smart Is Your First-Round Draft Pick?*’

Quarterback Eli Manning scored a 39 on the Wonderlic Personnel Test (WPT) before the 2004 draft. That's about
10 points higher than most other draft picks who take the 50-question, 12-minute test. The question is, Why do
NFL players need to take an intelligence test? Team owners, it seems, place a great deal of stock in the test and
believe in its validity in predicting the future performance of players. “Selecting a new quarterback is like hiring
a president for a company,” says Michael Callans, president of Wonderlic Consulting. “They need to lead, think
on their feet, evaluate all of their options, and understand the impact their actions will have on the outcome of
the game.” Cognitive ability tests like the WPT help owners evaluate a player’s cognitive and reasoning ability,
which can help determine whether they have the skills to follow directions and react to their situation—all critical
field skills. Despite the lure of using intelligence, research has shown that intelligence is less important for football
player performance. Although intelligence seems to be important for successful performance of most jobs, play-
ing football isn’t one of those!*®

Famous NFL Quarterbacks and Their Wonderlic Scores
Name

Eli Manning
Drew Bledsoe

Aaron Rodgers

Tom Brady

Steve Young

John Elway

Drew Brees

Mark Sanchez

Ben Roethlisberger

Brett Farve

Michael Vick

Dan Marino 16
Vince Young 16

Note: The average college graduate score is 25, with a standard dey

cognitive ability so as to not discriminate. Here are a few recommendations to
follow regarding the use of cognitive ability tests:

+ Job Complexity. The more complex a job, the more important cognitive

ability becomes. For most managerial positions, cognitive ability is an
excellent predictor and should be used.
Diversity Goals. If increasing minority representation in organizations
is a top priority, use other predictors that are highly correlated with cog-
nitive ability but cause less adverse impact, such as job knowledge tests,
work samples, and simulations.
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« Experience. Some research indicates significant experience can com-
pensate for lower levels of cognitive ability. Thus, an experienced appli-
cant with lower cognitive ability may perform as well as one with higher
cognitive ability.

Integrity tests are designed to detect and predict deviant behaviors on the
job. Such behaviors could include outright violations of the law such as theft, but
also include more subtle counterproductive actions such as abuse of resources (for
example, consistently rounding up expense reports or making personal copies at
work), physical aggression, and inappropriate language. Two types of integrity tests
exist, overt and personality-based tests. Overt integrity tests directly ask applicants
about their attitude toward theft and the occurrence of previous theft behaviors. For
example, an overt test might include a question such as, “Have you ever overcharged
someone for your personal gain?” Personality-based integrity tests do not ask about
deviant behaviors directly but seek to identify certain traits that have been linked
to several related employee behaviors that are detrimental to an organization. The
assumption is that employee misbehavior is just one element in a larger syndrome
of antisocial behavior or organizational delinquency and that common personality
patterns can be identified through the use of certain personality inventories.

Do integrity tests actually make accurate predictions of “bad behavior” at
work? The answer, which is surprising to most people, is a resounding “Yes.” The
evidence generally suggests that overt integrity tests are excellent predictors of
counterproductive behavior and theft. Even more, these tests are better at predict-
ing such behavior for jobs that are higher in complexity.*’ Interestingly, although
integrity tests are designed to predict bad behavior at work, they are a moderately
strong predictor of job performance. In many cases, if a manager were to use a
measure of cognitive ability and an integrity test for a highly complex job, the
manager might be able to account for close to 50 percent of the variance in the
future performance of the applicant. This is an incredibly high prediction from
two simple and cost-effective tests. Here again, however, we should note that the
appropriateness of any test (interview or otherwise) should always be determined
in reference to the job analysis that was performed for the job.

The use of personality assessments for selection is highly misunderstood
and often inappropriately used. In Chapter 1, we discussed the major classifica-
tions of personality, including what has become known as the Big Five personal-
ity factors. Recall that we never recommend using a single predictor to select an
employee. Regardless of how strong or valid a predictor may be, multiple data
points are always preferable. With that in mind, personality tests can often add
some predictive value to a selection process. Of course, not all personality factors
are relevant for all jobs. In particular, the evidence shows that certain factors of
the Big Five personality traits may be more or less important depending on the
type of job. Based on that research, a measure of conscientiousness makes sense
as part of a selection process for almost any job.** In addition to conscientious-
ness, other personality dimensions can be valuable for select job classes, such as:

« Sales-oriented jobs might also include a measure of extraversion and
emotional stability or “potency” (persisting in the face of obstacle).
Customer service jobs might add a measure of agreeableness.
Management trainee jobs might usefully assess agreeableness, extra-
version, and openness to experience.

Despite the research just mentioned, it important to note that although
most managers believe personality is the most important factor in predicting
future suc the most recent evidence suggests that in fact personality is rarely
related even moderately to future performance.’' Further, many personality tests
such as the Myers-Briggs Type Indicator (MBTI) or the DiSC were not developed
with the intention of predicting job performance and in fact are not recommended
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KO 12-4

DO 12-5
Give a man a “why” and he will

find a "how.”

—Anonymous

Group and Organizational Skills

for use in selection.’? Because of their popularity, however, many managers are
inclined to use them to select employees. The bottom line here is that while it
may be intuitive to want to capture personality in predicting future performance,
we caution you against the usefulness of most personality measures in predicting
future job performance. With that said, personality can be effective in under-
standing fit with a particular job or organizational environment.

Retaining Your Best Talent

Before determining how to retain talent, it's important to understand why people
tend to separate from organizations. Two forms of turnover occur in organiza-
tions: voluntary and involuntary. Voluntary turnover occurs when the separa-
tion is based upon an employee’s choice to leave for any number of reasons
spanning personal and professional issues. Involuntary turnover occurs when
the separation is initiated by the organization due to poor performance, down-
sizing, and so forth. Most of the time, voluntary turnover is not desired and the
organization stands to lose a great deal. For example, when an employee chooses
to leave the organization, it is likely to incur significant financial costs estimated
at one- to two-thirds the departing employee’s salary. In addition, there are social
costs to employees who enjoyed good working relationships with the departing
person; costs to employees who must pick up the workload caused by a job
vacancy; and missed opportunity costs, especially for revenue-producing roles.
Thus, determining how best to retain your talent is a key managerial capability.
Yet, it's essential to understand that not all employees are equally likely to leave.
That is, when all else is equal, low and high performers are much more likely to
voluntarily quit than are average performers. Low performers often receive poor
evaluations and smaller-than-average pay increases, prompting them to look
elsewhere before the company makes that decision for them. High performers
are looking for a way up, not necessarily out. Given that they often possess supe-
rior job skills, high performers are more likely to have increased external oppor-
tunities and actively seek those out. Average performers (and we need people
who do their jobs competently, if not exceptionally) tend to be comfortable in
their positions and their earned outcomes.>® Although these are of course gener-
alizations, the lesson is this: Ignore your talent and it will leave.

Research has examined the many reasons why high-performing talent
quits, and the results are rather interesting. As seen in Figure 12.2, some
research shows that high performers that quit tend to be less satisfied com-
pared to lower-performing quitters with respect to learning new skills and
promotions received. High performers also tend to quit when their superior
performance is not recognized by timely salary increases or when equal pay
raises are given regardless of each employee’s performance.** Of course, pay
seems to be an important factor in why people stay or go. However, you might
be surprised to learn that pay satisfaction is not necessarily derived from the
overall level of pay, but rather whether or not people feel like they are com-
pensated equitably compared to others in similar job roles. In fact, people
stay in low-paying jobs with the comfort of knowing that everyone else is
paid rather poorly as well! In addition, people tend to be more satisfied with
their pay when it is contingent upon performance.>® Contingent pay creates a
sense of fairness and individual control over pay outcomes. High performers
in particular are highly sensitive to equity and want to be sure they are paid
accordingly for their performance. For additional specifics on understanding
the needs of star performers and the types of job assignments to engage them,
please see Chapter 7.
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Learn New
Skills

Promotions

Job Aspects.

Work Hours

Co-workers

High-Performing Quitters
Low-Performing Quitters
High-Performing Stayers

Low-Performing Stayers

3
Satisfaction Level

. CASE CONCLUDED

Southwest Airlines. Unlike Google and Facebook,

Southwest Airlines is not pursuing technical experts

that have broader skills as well. Instead, they screen

for attitudes such as unselfishness, flexibility, fun, initi-
ative, and a propensity to take risks. To do that, they
start by designing targeted questions to get at the
specific attitudes they want. For example, Southwest
has a culture that values “doing whatever it takes” to
satisfy customer needs. So their structured interview
questions often include queries like “Tell me about

a time when you broke the rules, flexed a policy, or

went above and beyond the call of duty to meet a

customer's need.” They try to avoid a common inter-

viewing flaw of projecting, telling the applicant that a

willingness to do whatever it takes is important in our

company, and then asking the hypothetical question,

“So what would you do to go above and beyond the

call of duty to satisfy a customer?”

Other questions designed to find ideal employees
for Southwest include:

* Tell me about the last time you broke the rules to
serve a customer in need. (flexibility; judgment)
Tell me how you recently used humor to diffuse a
tense situation. (fun)

Tell me about a time when you went beyond
the call of duty to assist a co-worker when you

received no recognition or no credit. (unselfish.
ness; teamwork)

Give me an example of how you've worked with
an extremely difficult co-worker. How did you
handle it? (adaptability)

Tell me about a time when you made a serious
mistake with a customer or a co-worker. How did
you reconcile it? (ability to admit mistakes)

Tell me about the last time you tried something
new or took on additional responsibility when
there was no guarantee for success. (willingness
to take risks)

Note how the focus of those questions is more
on what candidates have done in the past and less
on predicting what they would do if they come to
work for Southwest Airlines. Southwest knows well
that people are always on good behavior during
interviews and are often very good at rehearsing
and preparing for interviews. But past behavior is
the best predictor of future behavior, and interview
effectiveness increases when the interviewer con-
tinues to draw applicants back to specific examples
of how they have previously demonstrated the atti-
tudes Southwest seeks most.

Doubletree Hotels. Doubletree Hotels, a popu-
lar hospitality firm, has implemented a peer

(continued)
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. CASE CONCLUDED (continued)

interviewing process that allows their best employ-
to help select more emplo,

They began peer hiring first among their house-

keeping staff. Up until then, turnover had been

astonishingly high. Then they began having house-

keepers interview prospective housekeepers. And

because they spoke multiple foreign languages,

they allowed them to interview in their own lan-
guages. They watched the results in amazement
Not only did turnover decrease to single digits, but
the housekeepers were coming in on weekends,
not clocking in (no pay), and shadowing the people
they had hired. They knew that their peers would
hold them accountable for hiring strong players,
but they also wanted to make sure that the coun-
trymen and -women they hired were successful in
their jobs.

At Doubletree, they help ople
do a good job with peer interviewing by setting up a
structured interview for them to follow. This included
several steps that are fairly easy to implement and
that offer managers a great deal of insight into the
nature of the work, the reasons for high turnover,
and the people less prone to it

d their frontline p

Questions

1. Although the questions and assessments are in
a modern context and may seem quite innova-
tive, Google, Microsoft, Southwest Airlines, and
Doubletree are really just applying very well-
researched evidence on effective selection. What
selection research lessons do you see in the prac-
tices of these firms?

onciudinc

One of our favorite boss
job in

the Copyright Laws of the United States.

Business, Vol. 68, lssue 8

2. Identify a very different type of firm and job (for
example, sales, attorney, civil engineering) and
use the selection lessons from these firms to
design a valid structured interview.

3. Explain the statement “You hire for skills and then
the whole person shows up.”

4. Consider the following monologue from The
Social Network, a film that tells the story of how
Facebook started and ultimately thrived
The candidat sst0a

Python web s

have 10 minutes to get root
ver, expose its SSL encryption and t
copt all traffic over ts secure ports
beauty
drink a s
every tim ndidate
responsible has to drink a shot. | also have a program run.

every tenth line of code written, t
and, hacking is supposed to be s
the server detects an intrusion, the
hit th
they all have to

ning that has a pop-up window
andi

all five jate t window has
to drink

drink a shot

omputers, The |

ot. Plus, every three minut

The dialogue excerpt in this scene from David
Fincher's The Social Network depicting early can
didate selection methods at Facebook is both
brilliant and telling. Assuming Facebook actually
resorted to such eccentric selection practices,
what type of selection predictor is this and how
would you characterize its validity relative to
other selection options? Explain

to Filling J
7. © 2007 The New
ved. Used by permission and prote

From The New York Times, “Googles Answe

by Saul Hansel, January 3, 20
y y

k Times. All rights res ted by

Geek logic. Canadia

1995)

es once remarked that when a manager does his or her
ruitment, selection, and retention, he or she engages in very little “per-

formance management.” By this he meant that when we get the right people in
the right roles, a lot of the problems associated with poor-performing employees
go away. In this sense, one of the best approaches to managing people is to ensure
from the beginning that you've got the best possible talent matched to the roles
you manage. The evidence presented in this chapter is difficult to apply, however,
and not because the evidence is not available. Rather, many organizations do not
allow managers to engage in hiring, p ring human resource professionals to
do the job for the manager. This is unfortunate as selection is truly a responsibil-
ity of management; great managers do not fully abdicate such responsibility to
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443

others. Yet, even if a human resource department or senior executive drives the
overall process, any manager involved in the hiring process can apply aspects
of the skills in this chapter. So, next time you're asked to sort through resumés,
meet new college graduates, or interview a candidate for a position, remember
the evidence presented here and apply it. You'll be thankful you did!

adverse impact 424

assessment center 436
behavioral intentions 433
behavioral interviews 433
cognitive ability 436
disparate treatment 424
face validity 431

Tom Valerius, the vice presi-
dent of recruitment services
at UnitedHealth Group, was
rightly overwhelmed in early
2001. He was facing a mas-
sive staffing effort. By his
estimates, more than 40,000
employees would have to be
hired in the coming years to meet
strategic business goals. With six
corporate divisions and a pres-
ence in all 50 states, this would be
no small task. For many companies
faced with such decisions, the logi-
cal conclusion is to outsource the
staffing function, thereby easily
disengaging services when staffing
needs are met.

Not so at UnitedHealth Group.
Their concern was that by outsourc-
ing recruitment and selection they
might lose control of this critical
function. As a solution, they decided
to segment hires into two catego-
ries: those who would be staffed
by an internal recruitment team,
and those who would be recruited

fairness 431

feasibility 431

integrity tests 439
involuntary turnover 440
job analysis 422
performance tests 436
personality assessments 439

CASE

through  outsourcing  partners.
Under the new strategy, in-house
recruiters replaced search firms to fill
decision-making positions, such as
managers and executives with sala-
ries of $100,000 or more. All other
openings—in information technol-
ogy, administration, consumer serv-
ices, and the call centers—would be
staffed by outsourcing specialists.
The logic behind this two-pronged
approach was that UnitedHealth
could maximize control over the
quality of candidates in influential
posts, while at the same time reduce
expenses by filling mass staffing
orders with outsourcing partners—a
more cost-effective method.

In addition, the company decided
to centralize its staffing operations.

realistic job preview (RJP) 429
situational interviews 433
structured interview 432
unstructured interview 432
validity 430

voluntary turnover 440

work sample 436

Since UnitedHealth first brought the
recruitment of high-impact posi-
tions in-house, its expenses have
dropped to $2 million—a savings of
$10 million.

Discussion Questions

1. What do you think about the
decision to centralize the selec-
tion function? What role do
you think managers play in this
approach to recruitment and
selection?

2. Do you agree with the logic to
outsource lower-level positions?

the

function

3. How might outsourcing
recruitment/selection
affect the methods used to select
people?
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. CASE CONCLUDED (continued)

interviewing process that allows their best employ-
ees to help select more employees like themselves
They began peer hiring first among their house-
keeping staff. Up until then, turnover had been
astonishingly high. Then they began having house-
keepers interview prospective housekeepers. And
because they spoke multiple foreign languages,
they allowed them to interview in their own lan-
guages. They watched the results in amazement.
Not only did turnover decrease to single digits, but
the housekeepers were coming in on weekends,
not clocking in (no pay), and shadowing the people
they had hired. They knew that their peers would
hold them accountable for hiring strong players,
but they also wanted to make sure that the coun-
trymen and -women they hired were successful in
their jobs.

At Doubletree, they helped their frontline people
do a good job with peer interviewing by setting up a
structured interview for them to follow. This included
several steps that are fairly easy to implement and
that offer managers a great deal of insight into the
nature of the work, the reasons for high turnover,
and the people less prone to it.

Questions

1. Although the questions and assessments are in
amodern context and may seem quite innova-
tive, Google, Microsoft, Southwest Airlines, and
Doubletree are really just applying very well-
researched evidence on effective selection. What
selection research lessons do you see in the prac-
tices of these firms?

2. Identify a very different type of firm and job (for
example, sales, attorney, civil engineering) and
use the selection lessons from these firms to
design a valid structured interview.

Explain the statement “You hire for skills and then
the whole person shows up.”

Consider the following monologue from The
Social Network, a film that tells the story of how
Facebook started and ultimately thrived.

The candidates have 10 minutes to get r
Python
intercept all
boauty:
drink a shot; and, hacking is supposed to be stealth, so
every time the server detects an intrusion, the candidate
responsible has to drink a shot. | also have a program run-
ning that has a pop-up window appear simultaneously on
ndidate to hit the window has
o minutes they all have to

ot access to a
pose its SSL encryption and then
but here's the
every tenth line of code written, they have

eb server,
ffic over its secure ports

al five computers. The last c

to drink a shot. Plus, every thr

drink a shot.

The dialogue excerpt in this scene from David
Fincher's The Social Network depicting early can-
didate selection methods at Facebook is both
brilliant and telling. Assuming Facebook actually
resorted to such eccentric selection practices,
what type of selection predictor is this and how
would you characterize its validity relative to
other selection options? Explain.

er to Filling Jobs

007 The Ney

ion and protected
ek logic
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One of our favorite bosses once remarked that when a manager does his or her
job in recruitment, selection, and retention, he or she engages in very little “per-
formance management.” By this he meant that when we get the right people in
the right roles, a lot of the problems associated with poor-performing employees
go away. In this sense, one of the best approaches to managing people is to ensure
from the beginning that you've got the best possible talent matched to the roles
you manage. The evidence presented in this chapter is difficult to apply, however,

nd not because the evidence is not available. Rather, many organizations do not
allow managers to engage in hiring, preferring human resource professionals to
do the job for the manager. This is unfortunate ection is truly a responsibil-
ity of management; great managers do not fully abdicate such responsibility to
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Expanding Your Pool of Candidates: Using Effective Recruiting Tactics: Debrief

The first rule of good selection is to seek out where good candidates can be found and obsess over recruiting a
larger pool from which to choose. Obsess is exactly the right word but rarely is it found in recruiting. The sad irony
is that many organizations spend more time recruiting information to make a decision on a new coffee machine
than they do in actively recruiting job candidates. That is particularly unfortunate because evidence shows that
relatively low selection ratios (number of candidates selected divided by the number of candidates in the pool)
are critical to improving selection over time. And the cost of a bad hire is astronomical, so most companies hardly
want to just reactively take what is readily available to them.

So where might good candidates be found and how can companies get them interested in the opportunities
they have to offer and pull them into their pool? Recruitment activities can be divided into two broad categories
of formal or informal tactics. Formal tactics involve posting job ads on internal systems or on recruitment websites.
Informal tactics include networking and referral-based approaches. Although there are no hard-and-fast rules to
recruitment approaches, it is surprising to many young managers that informal tactics are generally more effective.

Regardless of the tactic, two main themes of effective recruitment are the treatment of applicants and the
quality of the information about the job. This is perhaps why one of the most effective recruitment practices is
that of employee referrals, which ask current employees to seek out others who would both be qualified for the
job and be a good fit with the organization. With referrals, an applicant is likely to receive excellent treatment by
organization representatives since the applicant is a friend or acquaintance of a current employee. In addition, the
referring employee is likely to have spent considerable time describing the workplace in great detail and provid-
ing important information about fit with the organization.

It may also be useful to assemble a team of people who represent the best qualities of the people who cur-
rently hold the same or a similar position. Including the hiring manager and having them develop a job description
that delineates the key responsibilities and outputs of the position are good ideas. Then define the behavioral
characteristics of the person that is felt to be the ideal candidate. Finally, charge them with the job of finding a
solid pool of candidates. There is an old adage in advertising that says, “Half of every ad dollar is wasted; you
just can't tell which half.” The same thing could be said of recruiting. It is a lot of work and much of it will lead to
nothing. But the payoffs in terms of effective selection and productivity in the organization are enormous.

Conducting a More Effective Selection Interview: Debrief

Traditional interviews can be significantly improved by (1) using a structured approach and (2) using the STAR
method of interviewing. Structured interviews are much more valid predictors of performance than unstruc-
tured because they are standardized and maintain an interviewer’s focus on job-related questions. Though some
research has shown that under very limited circumstances, unstructured interviews can be effective, the evidence
strongly supports structured interviews.

Unfortunately, despite the fact that structured interviews are much more valid than unstructured ones, few
practicing managers choose to utilize them, trading in validity for the freedom of asking anything of anyone.
This trade-off comes at a high price, namely, the ability to predict future success—your primary goal as a hiring
manager. So, given you want to go your own way and do it right, the key is that when trying to predict future job
performance, pay little attention to how applicants describe themselves and focus on their behavior. That is, focus
on what an applicant can or did do, rather than what he says he can do. Great managers commonly use two types
of structured interviews found to be valid predictors of job performance. Situational interviews include hypotheti-
cal scenario questions that ask candidates to describe in detail how they would likely behave in such a situation.
Behavioral interviews include questions that ask candidates to recount actual instances from their past work or
relevant experiences relative to the job at hand.

Both forms of structured interviews work well because they capitalize on behavioral intentions (that is, the
motivation and thoughts that are immediate precursors of a person’s actual behavior) and the notion that past
behavior is often a strong predictor of future behavior. Some research now shows that, for high-level positions,
behavioral interviews are more effective than situational ones, while the reverse might be true for lower-level
positions.
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When framing questions, a simple and straightforward approach is known as STAR, an acronym for Situation,
Task, Action, and Result. The notion is that traditional interview questions often get at traits or personality char-
acteristics, and what a candidate might be able to do—rather than behaviors and what the candidate has already
done. With a STAR approach, the questions would not be, say, Are you a good team player? or Do you work
well in teams? Rather, they would be (1) Describe a time when you were asked to be part of a team? (situation),
(2) What task were you and the group charged with doing? (task), (3) What did you ultimately do to accomplish
the tasks? (action), and (4) What results did you achieve? (results).

The STAR model is consistent with the notion that past behavior is the best predictor of future behavior and
helps interviewers stay focused on observable behaviors rather than ethereal personal characteristics. Many of
the most progressive firms train their recruiters in the STAR model and, therefore, a prudent strategy on the part
of job candidates is to be prepared to present their records in a STAR-like format.

The first point is that though turnover has a generally negative connotation, it is actually a neutral term and
needs to be qualified as whether it is a functional or dysfunctional turnover. That is, from an organizational per-
spective, turnover is dysfunctional when the firm loses someone it wants to retain. Functional turnover is having
people leave that the firm either preferred to have go or was indifferent about. Retention efforts should obviously
be focused on reducing dysfunctional turnover, and this scenario is a case of trying to retain a star, so it s clearly
in that category.

Second, turnover and its more positive analog, retention, need to be actively managed. Often, people quit
solely out of neglect and could have been retained had someone in the firm just modestly reached out. A good
lesson is to think of top performers as assets of the firm, and thus everyone in the organization has a vested inter-
est in retaining top performers and ideally will make efforts to do so.

As for the specifics of how to retain talent, some recent research has synthesized the elements that top per-
formers most want in a job and organization. Those elements include:

* The opportunity to solve problems for customers

o Personal development and growth

*  Recognition of work

«  Working with winners

* An appropriate compensation contingent on performance
«  Job continuity

That list is a great evidence-based start, but perhaps the most critical point is to treat individuals as individu-
als and not just as part of a group identity (in this case, high performers). Seeking to gain a greater understanding
of this person and what she finds most attractive and satisfying about possible roles in your group would be your
best strategy for success here.
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Case: Google, Microsoft, South-
west Airlines, and Doubletree
Hotels
aking selection deci-

sions remains one of the
most  misunderstood
and poorly executed of all man-
agement endeavors. And it
takes on particular importance
where jobs are highly desirable
and people will go to great
lengths to obtain those jobs
(and perhaps even stretch the
truth and inflate their credentials on
resumés and in unstructured inter-
views). So how do progressive firms
go about making selection deci-
sions that will most likely result in
productive workers? Consider the
cases of four such firms.
Google. While once obsessively
focused on raw technical skills,
Google now looks for more multidi-
mensional candidates and does so
by relying less on traditional screen-
ing tools like resumés, unstructured
interviews, and reference checks—
and more on bio-data, structured
interviewing, and work samples.
Desperate to hire more engineers
and sales representatives to staff its
rapidly growing search and advertis-
ing business, the firm has created an
automated way to search for talent
among the more than 100,000 job
applications it receives each month.

It begins by asking job appli-
cants to fill out an elaborate online
survey that explores their atti-
tudes, behavior, personality, and
biographical details going back
to high school. Among the types
of questions asked are: Have you
ever made a profit from a catering

business or dog walking? Do you
prefer to work alone or in groups?
Have you ever set a world record
in anything? The answers are fed
into a series of formulas created by
Google’s mathematicians that calcu-
late a score—from 0 to 100—meant
to predict how well a person will fit
into Google's chaotic and competi-
tive culture.

“As we get bigger, we find it
harder and harder to find enough
really talented and qualified peo-
ple," said Laszlo Bock, Googlle's vice
president for people operations.
“With traditional hiring methods, we
were worried we will overlook some
of the best candidates. For exam-
ple, we have found unstructured
interviews to be terrible predictors
of performance,” Mr. Bock said
Microsoft. Microsoft has long held
that brains alone are not enough.
You aced math. You can write code
in your sleep. You'd kill to work at
Microsoft. So tell me this: Why are
manhole covers round? Or, how
many gas stations are there in the
United States? Or . .

Microsoft’s interview process is
notoriously rigorous. Part oral exam,
part brainteaser, and part personality

test, the software developer’s inqui-
sition of computer talent is like an
Olympic decathlon designed to dis-
cover those people whose “skull-
ware” is fast, flexible, and above
all creative. While other companies
look just for technical expertise
and experience, the Redmond soft-
ware giant is keenly screening for a
broader skill set as well.

A Microsoft structured interview
can range from the typical computer
science question about bit counting
and link lists to brainteasers involv-
ing ski lifts, look-alike coins of vary-
ing weight, or balloons that move in
mysterious ways. Another form of
question is more like a sampling of
candidate creativity—often a mul-
tipart exercise that requires quick
access to your mental architec-
ture. One interviewer, for instance,
asks candidates to plan the ideal
shower, and then to modify the plan
to accommodate a handicapped
user. Other interviewees have been
asked to come up with designs for
houses and TV remote controls.

The purpose of these mental
gymnastics is to discover appli-
cants who can thrive at Microsoft's
supercharged Redmond corporate

(continued)
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campus, where caffeine-fueled
programmers can find themselves
working 16-hour days on programs
that will eventually earn hundreds
of millions of dollars in revenue. To
come out on top in the interview,
you must display an ability to think
creatively rather than simply pro-
vide the right answer.

The interviews, and the process
behind them, speak volumes about
Microsoft's curious corporate cul-
ture. In most companies, the human
resources manager interviews can-
didates and then sends them off
to a senior executive. At Microsoft,
geeks rule. Human resources per-
sonnel do the preliminary vetting,
but junior software engineers and

program managers, as young as 24,
also do the interviewing.

In testimony to the peculiar folk-
lore of the company, there is even
a kind of pantheon of defunct
“Microquestions.” The best known
of these is probably the conundrum
about manhole covers and why they
are round. The answer, you won-
der? Because a square cover on a
square manhole would be danger-
ous. Rotate the cover 45 degrees,
tilt it on its side, and it could fall in.

1. Even otherwise very good man-
agers often have a hard time
fully understanding findings from
selection research. What lessons
from that research have served
Google and Microsoft so well?

2. What are the most common selec-
tion traps and misconceptions that
Google and Microsoft are avoid-
ing with their innovative tactics?

3. Why have firms like Google and
Microsoft moved away from rely-
ing on resumés and unstructured
interviews when making their hir-
ing decisions?

. If you really wanted a job at
Microsoft, how would you most
effectively answer questions like
“How many gas stations are
there in the USA?" or “How many
ping pong balls will fit in a school
bus?” or “How much would you
charge to wash all the windows
in Seattle?” or “How would you
move Mount Fuji?"

1. Expanding Your Pool of Candidates: Using Effective Recruiting Tactics

You fully recognize that the best way to get good employees is to be able to choose from many. However, your company is not
a well-known firm and you frequently get very few candidates for your open positions. What are the best practices in recruit-
ing and what do the best firms do? Does it make sense to seek employee referrals? What are common traps and mistakes in
recruiting for new talent?

2. Choosing the Best Person for a Role
You have just been promoted to the position of sales manager with a large salary increase, the potential for a nice bonus, and
responsibility for four sales representatives who will now report to you. As part of your new job, your boss asks you to hire a
fifth sales representative in response to the rapid growth of the company. “In fact,” he adds, “I've got a stack of resumés in my
office for you. All you have to do is interview a few candidates and pick the best one.”

How would you go about filling the new sales position? Are there typical mistakes managers make in this type of situation
that you should aim to avoid? What type of information would you hope to gather on these job applicants? How might you
best determine who would be the highest performer?

3. Conducting a More Effective Selection Interview

The unfortunate reality is that a monkey, throwing darts at a list of candidates on the wall, would have a chance of finding the
best performer on that list roughly equal to many of the selection methods commonly in use today. Chief among the culprits
is the unstructured interview (for example: Tell me about yourself? What are your greatest weaknesses? Why did you pick your
major? etc.) which is among the most widely used forms of interviewing. While you have been interviewed in that way for all
your jobs to date, you personally want to do better and conduct more useful interviews. So how should you go about increas-
ing the effectiveness of your interviews? What are the major differences between unstructured and structured interviews? How
should you frame your questions?

418
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4. Retaining a Talented Employee

It's Monday morning and you're swamped. It's three days before “Black Friday” and your 45 store employees are frantically

preparing for the 4 a.m. opening. As you finish getting through the morning's e-mails, someone knocks on your door; it's Jes-
your star marketing associate. Despite being busy, you always make time for her as Jessica has personally been respon-

sible for some of the store's most successful marketing campaigns. “Hi Jussl Getting excited for the end of the week?" you

say with energy. “Well, to tell you the truth, |'ve been feeling a bit unappreciated of late, particularly around the busy season,”

she remarks.

As you lean back in your chair, she describes in detail her dissatisfaction with her pay relative to others, the amount of
time she works, and the lack of respect of her own direct reports. She ends by remarking, “I've always been honest with you
and so | feel compelled to let you know I'm on the market and had an interview last week." You think to yourself, “How could
this be? I've never heard any complaints from her and she's such a great employee.” What can you do to keep Jessica? How
might you ensure that you retain your other talented employees? What traps should you avoid in putting together a retention
strategy?

Introduction

There is perhaps no more important task for a manager than selecting employees.
As we have noted throughout this book, organizations succeed through people.'
Clearly, having good people (or preferably great people) is an important key to
success for any business, but in far too many cases, managers ignore the human
part of the equation and are convinced that it’s through their financial controls,
or their information systems, or their manufacturing processes that success is
obtained. What these managers (and oftentimes their entire organizations) for-
get is that underlying each of these important systems are the people that design,
maintain, and utilize these systems. In other words, without the people, none of
these other issues really matter. In this chapter, we step through how to recruit,
select, and retain the talent you want. Because these processes determine who
you have in your organization, their importance cannot be overemphasized.
Before we can focus on how to accomplish these objectives, we want you to take
alook at Myths 12.1 to get an idea of what not to do.

Selecting People for Roles bl haguprerlscsd

poor promotion and stating deci-
sions. By al accounts, their batting

Choosing the Right People for the Right Jobs oveage s o betr o 333t

most, one-third of such decisions
Making selection decisions remains one of the most misunderstood and poorly {0 out right & thrd are minimaly

effective, and one-third are out-

executed of all managerial endeavors. Managers are often bombarded by consul- ight fakres,

tants who claim to hold the secrets of successfully choosing the right people for
various roles. So how can you know who is telling the truth?

First, keep in mind that, no matter what people may say, there are no mind- KO 12-1
reading exams, no five-minute magic tests, no one best personality, and no mil-
lion-dollar interview questions that will help you successfully choose the right KO 12-2
person for a role. Rather, a disciplined and systematic approach will increase
your chances for success. Second, if you read the chapter on solving problems, KO 12-3
you already know that judgments about who will be successful in organizations
are subject 0 a great deal of personal bias and error. To be sure, even the best DO 12-1
selection tactics are subject to some error—that is, no method is foolproof. How-
ever, substantial h indicates that the more managers rely on mechanical
(that is, statistics, objective indicators, and so forth) rather than subjective meth-
ods (in other words, judgments based upon one’s experience), the more likely

—Peter Drucker
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23 [ERW Viyths of Recruitment, Selection, and Retention

* Recruiting is a short-term activity. Unfortunately, most managers approach
recruitment as a short-term task. That is, when a job becomes vacant, recruitment
begins. Yet research shows that one of the most effective practices affecting firm
performance is succession planning—a deliberate attempt to assess the “bench
strength” of the orgar ion and plan for filling roles before they become
avallablo - Eﬁmwa rocvunm.n( is promw-, not reactive.

P-rm-.my s the best pudlcwr of job pcrformlnn Mon managers, even
human resource managers, agree with this basic premise.? Research, on the other
hand, makes clear that applicants’ cognitive ability, job knowledge, and skills are
much better predictors of who will be a good performer on the job than individual
personality. It's seductive to want to place a primary emphasis on personality in
hiring employees; unfortunately, to do so is likely to net poorer results.

Good recruiters “sell” their organizations to good candidates. While we all want
to put our best foot forward in an interview situation, giving an unrealistic view of
the workplace is not a recipe for success when making a hiring decision. Although
we may be tempted to answer candidate questions with responses like “Sure, there
is a great support for families here” and “Everyone goes out after work and it
really collegial place,” candidates who accept job offers on such faulty information
will quickly realize that they we! d to. Providing a realistic job preview is
considered a best practice whan it comes to hiring.

People are naturally good at [udgl»g talent. Although most people think thuy
intentions, the fact is that,
without concerted discipline and utilization of some evidence-based methods, most
human beings are miserable at accurately predicting others’ future behavior. For
example, interviewers often spend the majority of their interview time confirming
what they assume to already know about the job candidate rather than trying
to disconfirm their assumptions.® One study even showed that, the more the
interviewer spent time talking during the nterview, the more highly that interviewer
rated the job candidate’s potentialf

Money is the only way to retain talent. Although itis true \hat paying talented
employees competitively aids in retention, it's only one piece of the retention
puzzle. For example, more important than the level of pay is how pay is delivered;
star employees want their pay to be based on merit and delivered contingent upon
performance. In addition, talented employees want frequent performance feedback
and access to increased developmental opportunities. Thus, simply focusing on the
level of pay may be a misguided approach to retention.

they are to make the right choice.® Our goal here is to help you improve your
odds in selecting the right people by demystifying the process and demonstrating
what works and, possibly more importantly, what does not.

Selection Is Prediction

Before discussing selection methods, it’s important to step back and look at what
managers want to accomplish with respect to the selection process. Most broadly,
when making a selection decision, managers are actually attempting to predict
future employee success in the organization. As a result, selection efforts target
two important aspects of employee success:

* Future Job Performance. Selection methods allow managers to
assess potential employees’ fit with the overall job requirements. That
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is, managers must decide whether or not job candidates pos: the
right mix of knowledge, skill, and ability to successfully perform the job.
Future Person-Organization Fit. Selection methods help both the can-
didate and the manager determine whether the candidate will fit the orga-
nization’s culture. Even the most highly capable job candidates can fail
within an organization when the culture of the organization (such as long-
hour expectations) is not aligned with the candidates’ work preferences.”

Thus, an effective selection process involves a systematic approach to identi-
fying a strong pool of qualified candidates, and collecting data about the candi-
dates’ knowledge, skills, and abilities in order to a: these two aspects of fit.
Achieving a good fit sounds pretty simple, but managers typically have relatively
little information at their disposal to help accurately predict the future. One of
our colleagues is fond of saying that most employment decisions are made with
less information than people have when buying a car. Actively collecting data
will help form a more complete picture of the candidate and help predict success
with more accuracy. Following a four-step selection process can greatly increase a
manager’s ability to collect the right data and use that information in a productive
manner (Figure 12.1). We will now explain these four critical steps in more detail.

Clarify the Job Context

Before reviewing resumés, interviewing candidates, or giving any job-related
test, you need to understand the context in which the job takes place. Remem-
ber, the goal of recruitment and selection is to determine which job candidate is
likely to succeed in the organization, in terms of both job performance and over-
all fit with the organization. Therefore, managers must be able to communicate
key elements of the work environment and their own working style as outlined in
step 1 of Figure 12.1: knowing yourself, the job, and the law.

Know Yourself and What Kind of Boss You'll Be

Hall of fame basketball coach Bob Knight is well known for his firm and some-
times controversial tact Over the years, people have certainly protested

STEP 4: Decide on Methods and Assess
® Get the Most from Interviews
o Include Methods Beyond the
Interview

STEP 3: Recruit Talented Applicants.
 Use Effective Recruitment Practices
® Manage the Organization's Image
® Determine the Best Recruiters
® Create a Realistic Job Preview (RJP)

® Involve Others

STEP 1: Clarify the Job Context
® Know Yourself
® Know the Job
® Know the Law

Practice this!
Go to www.baldwin2e.com

f you get the right people on the
bus, the right people in the right
seats, and the wrong people off
the bus, then you can figure out
how to take it someplace great
~Jm Colins.

FIGURE 12.1
The Steps to a Gr
Hire





