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28 EXERCISE 


·•d®M Which Employee Should Be Terminated? 


SI TU A TION 


I. OBJECTIVES 


A. To make you aware of the difficulties involved in making termination decisions. 


R To familiarize you with possible criteria a manager can use in making termination 
decisions. 


C. To give you practice in conducting termination interviews. 


II. OUT-OF-CLASS PREPARATION TIME: lO minutes to read exercise and decide which 
employee should be terminated 


Ill. IN-CLASS TIME SUGGESTED: 40-50 minutes 


IV. PROCEDURES 


Either at the beginning of or before class, you should read the exercise and determine which title 
examiner should be terminated. This exercise requires that groups determine which company 
employee should be terminated. To start the exercise, the instructor will ask five students to 
play the role of title examiners. One will play the role of Rick Feinberg, another the role of 
Jeff Simon, and so on. These individuals will be asked to leave the classroom and prepare to 
play their roles. They should study carefully the material contained in this exercise and 
determine how to respond if, in fact, they are the one chosen to be termina~ed. 


The instructor will divide the remaining students into groups of four to six. Each group 
should develop a list of criteria for layoffs/termination, and rank the title examiners from first to 
go to last to go. After the group has reached a consensus, it should select one spokesperson to 
communicate the decision to the title examiner who is to be terminated. 


After all groups have finished performing the preceding tasks, the role play begins. One at a 
time, each group's spokesperson announces to the class which title examiner his or her group 
believes should be terminated. The instructor then brings that person into the room and asks 
him or her to sit down at the front of the class. The spokesperson sits down opposite the title 
examiner, tells that person that he or she is terminated, and gives the rationale behind the 
decision. The title examiner then responds in any realistic way that he or she deems 
appropriate. This process continues until all groups' spokespersons have had an opportunity 
to present their decision. A critique of the role plays and a discussion of the difficulties involved 
in terminating an employee should then follow. 


The Stanton Title Insurance Company was founded in 1964 by Harvey Stanton to sell title 
insurance policies to buyers of real estate. The company works closely with a group of about 
35 lawyers who, although they do not actually buy the title insurance policies, encourage their 
clients (the property purchasers) to do so. When the company was originally established, 
Stanton was its only employee. As company sales increased, new employees were hired, and 
now 23 individuals are working in various capacities for the firm. Stanton has always followed 
the policy of making all major decisions himself. This includes all personnel decisions such as 
determining who should be hired and how much they should be paid. 
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EXHIBIT 2.4 Harvey's Evaluation of Individual job Peiform ance for Title Examiners for Last Year 


Title Examiner Current Salary Work Quality Work Quantity Knowledge of Job Dependability Cooperativ 


Rick Feinberg $56,500 Excellent Good Excellent Good Poor 


Jose Sanchez $32,000 Good Good Fair Excellent Excellen 


Kathy Wa llace $36,500 Good Fa ir Good Fair Excel len 


Doris Matthews $45,000 Poor Good Excellent Good Good 


Anthony Pope $50,200 Good Poor Excellent Excellent Excellen 


Five of the employees work primarily on examining titles at local government offices. --
recent weeks, Stanton has noticed that the workload of these five employees has declin--
considerably. In part, this is due to the recent election of three "no-growth" candidates to 
city council. In addition, a competing firm has recently opened an office in town and _ 
successfully taking away business. Stanton has reluctantly decided that he must terminate 
employment of one of the title examiners. He simply cannot transfer one of them to a n 
position. His only question is, which one? 


A summary of Harvey's evaluation of each title examiner is in Exhibit 2.4; a profile _: 
each of the five title examiners appears below. 


Rick Feinberg: 45 years old; white; married with three children; 20 years with the company: 
graduated from a community college; knows how to resolve difficult title policies due to his 
extensive experience; is difficult to get along with; antagonizes other employees at main offio 
hates to fill out company reports not related to title examination and refuses to do so o;: 
occasion; will not work overtime under any condition, which puts a burden on others . 


Jose Sanchez: 23 years old; Latino; married; attending college; one year with the company: 
wife works at main office as a computer programmer; works very hard and is eager to learn: 
well-liked by all employees and is highly dependable; is never absent and will gladly work 
overtime to meet emergencies; with more experience, he should be an outstanding title 
examiner; is highly loyal and dedicated; moved recently to a new apartment across the stre 
from the government office where he works. 


Kathy Wallace: 24 years old; single; college degree; African-American; working on MBA at 
night; three years with company; well-liked by employees; very active in community affairs: 
capable of moving up to a top management position with the company; often misses work due 
to school and community activities. 


Doris Matthews: 36 years old; married; white; attended community college but did not 
graduate; ten years with company; niece of Harvey Stanton; has had eye problems and 
headaches, which affected work quality this year and may continue to do so; has been very 
helpful in getting new business for the company; is well-known and highly respected by law 
firms. 


Anthony Pope: 63 years old; white; 15 years with company; no college; hard working and 
well-liked by employees; three children in college; a solid, stable employee who is able to 
remain calm and solve problems in crisis situations; excellent at resolving conflicts between 
employees; well-known to local government officials; very slow but highly accurate worker. 


Part 2 • Meeting Human Resource Requirements 








118 


38 CASE 


~"~EJ.U%£\15R A Solution for Adverse Impact 


A federal government agency was in need of assistance regarding its staffmg practices. 
Recently, some of the job applicants had complained that the selection procedures for one 
of the entry-level law enforcement jobs were discriminatory. The personnel specialists, who 
had previously ignored this possibility, were now alerted to the potential problem of adverse 
impact against women and minorities . 


Bob Santos was a personnel specialist for the agency and had been employed with the staffing 
division for almost three years. He kept up with the laws and regulations on discrimination and 
equal employment opportunity. About two months ago, he attended a training seminar on the 
Uniform Guidelines on Employee Selection Procedures. Upon returning to the agency, Santos 
decided that an evaluation of their current staffing practices was necessary because they 
were developed prior to the adoption of the Uniform Guidelines in 1978. These Guidelines were 
designed to provide a framework for determining the proper use of selection procedures. They 
indicated how organizations should evaluate their selection rates using the four-fifths rule, and 
also specified the standards that organizations should use to validate their procedures. 


THE SELECTION PROCESS 


The selection of entry-level agents for the law enforcement job involved a two-step, multiple-
hurdle process. Applicants were first required to pass a cognitive ability test, a similar but 
somewhat easier test than the Scholastic Aptitude Test (SAT). The exam was made up of 
25 verbal items and 25 quantitative items. A candidate was required to receive a passing score 
of 70 (35 of the items correct) in order to be eligible for the second step of the selection 
process, an interview. A three-member panel of supervisors asked each applicant questions on 
how they would deal with various hypothetical job situations. After an initial period of 
questions regarding the applicant's education and experience, the applicant was given a 
situation and then asked to respond to the situation. Typically, after each candidate's initial 
response, further questioning would ensue from the panel to determine the full response of 
the candidate. The interview would last about a half hour. At the end of the interview, the 
three interviewers would rate the candidate on ten dimensions, including attitude, motivation, 
communication, and so on. Candidates receiving high scores on most of the dimensions 
would pass the interview. After a physical examination and a security check, the candidate 
would be hired and asked to report to training. 


THE DETERM I NATION OF ADVERSE IMPACT 


Santos knew that the guidelines required employers to make adverse impact determinations at 
least once a year. Although records had been kept, the agency had not calculated the selection 
rates over the past three years. Santos thought that it was long overdue and decided to have 
this done as soon as possible. A week later, the selection rates were tabulated. The data are 
presented in Exhibit 2.7. 


After calculating the adverse impact for both the test and the interview, he decided that a 
discussion with the personnel psychologist in the agency would be necessary. A meeting was 
arranged between Santos, his supervisor and head of the staffing division, and the personnel 


This case was prepared by Ronald ). Karren, Isenberg School of Management, University of Massachusetts. 
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EXHIBIT 2.7 Tabulation of Selection Rates 


Pass Rates for the Test 


Group Number Who Took Test Number Who Passed Pass Rate% 


Whites 282 134 47.5 
Blacks 36 10 27.8 
Hispanics 102 44 43. 1 
Asians 0 0 0 
Native Americans 0 0 0 
Men 385 170 44.2 
Women 35 18 51.4 
Total 420 188 44.8 


Pass Rates for the Interview 


Group Number Who Interviewed Number Who Passed Pass Rate% 


Whites 112 87 77.7 
Blacks 8 5 62.5 
Hispanics 40 22 55.0 
Men 148 109 73.6 
Women 12 5 41.7 
Total 160 114 71.2 
Note: The number interviewed for each group is less than the number who passed the test. The difference represents individuals who did not wish to 
continue through the second part of the selection process. 


psychologist for the agency, Ron Burden. A discussion ensued regarding the validation 
requirements of the Uniform Guidelines. It was decided that the original job analysis was 
poorly done and that very little documentation had been retained by the agency. Although 
there was a task inventory, the major tasks or job duties had not been rated for importance, 
frequency, difficulty, and trainability. Burden pointed out that this documentation would be 
critical if they ever needed to defend the selection procedures in court. By the end of the 
meeting, the group decided that it would probably be a good idea to do another job analysis 
that was in accordance with the new Uniform Guidelines. Burden felt that the selection 
procedures would have to be modified to fit the results of the job analysis . He was asked to 
determine how the job analysis would be done, while Santos would coordinate the project in 
the field. 


J OB ANALYSIS 


The Uniform Guidelines recognize that there is not a single best way to analyze the job. Since 
there was little documentation available, Ron Burden had to decide on a method or 
technique that would generate from the agents and supervisors the important work 
responsibilities and the tasks associated with them. After much deliberation, he decided 
to use the critical-incident technique. Burden knew that if the agency wanted to continue 
using situational questions in the interview, the critical-incident job analysis technique 
readily lends itself to the development of this type of question. The method involves collecting 
reports of behaviors that are critical, in that they distinguished between successful and 
unsuccessful work performance. Instructions to the agents and supervisors were to include 
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1) the circumstances that preceded the incident, 2) the setting in which the incident occurred, 
3) what the agent did that was effective or ineffective, and 4) the consequences of the incident. 


Burden asked a sample of agents to develop three critical incidents and to indicate the 
task associated with each critical incident. Upon receipt of the critical incidents, Burden and 
Santos derived an inventory of work behaviors. This list of work behaviors was then sent back 
to the agents, and they were asked to rate the importance of the behavior, how frequently it 
was performed, and the amount of training that was required to learn that behavior. 


When this information was collected, Burden and Santos generated a list of major job 
tasks or job duties. They assigned all the important work behaviors to their associated tasks. 
This list of tasks and work behaviors was then sent out to a group of supervisors who were 
asked to review the list. This same group of supervisors were also asked to meet for a two-day 
conference later in the month to determine the important knowledge, skills, abilities, and 
other characteristics (KSAOs) required to perform these work behaviors. Burden also planned 
for these experts to select the critical incidents to be used for the new interview. 


SUPERVISORY CONFERE N CE 


At the conference, the supervisors were given the inventory of tasks and their corresponding 
work behaviors. They were asked to derive the KSAOs and then rate how important the skill 
or ability was for the performance of the work behaviors. The most important knowledge, 
skills, abilities, and other characteristics are shown in Exhibit 2.8. 


The job experts were asked to evaluate the current staffing practices in light of this list of 
KSAOs. Burden, Santos, and the supervisors agreed that the content of the exam would have 
to be changed to reflect the first three KSAOs. Burden proposed a reading comprehension 
exam in which the content would be a small sample of the procedures, laws, and regulations 
that are taught at the training academy. Applicants would read a section and then answer 
questions regarding the laws and regulations taught in that section. This type of test has been 
called a "miniature training and evaluation test." All the parties agreed that this job-related 
procedure would be a good way of assessing the first three KSAOs. 


The job experts wanted to retain the interview. Burden and Santos agreed as long as the 
following conditions were met: 


1. All interview questions would have to be job-related. 


2. Critical incidents from the job analysis would be selected to assess the last five KSAOs. 


3. Sample answers to each critical incident would be determined in advance. Interviewee 
responses would be rated on a five-point scale defmed explicitly in advance. 


EXH IBIT 2.8 KSAOs Derived from the Task/Behavior Inventory 


1. Knowledge of federal law 


2. Knowledge of procedures and regu lations 


3. Reading and verbal comprehension 


4. Abi lity to perform effectively in dangerous situations 


5. Ability to communicate effectively 


6. Skill in interpersonal relations 


7. Judgment ability 


8. Ability to solve problems quickly and effectively 


ff-~·~----·-·-·-·-----~ 
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4. The same scoring method would be used for each applicant. All procedures would be 
used consistently for each applicant so that all applicants had the same chance of being 
selected. 


5. All interviewers would be required to attend a training session to learn how to administer 
and assess the structured interview. 


The supervisors agreed to these conditions. However, they did not want the interview to 
be completely structured. They felt that the interview should begin with a few questions 
regarding the applicant's past education and experience. Burden and Santos agreed to this 
with the stipulation that this information should not bias the candidate's assessment and 
scoring at the end of the interview. 


When Burden and Santos returned to the agency, they were happy about what had 
transpired at the supervisory conference. The question that remained was the type of 
validation to be used on the newly developed selection procedures. Burden felt that they 
should validate the selection procedures with a criterion-related validity strategy. They would 
collect the scores for both the interview and the test and later compare them to either success 
in training or their performance appraisal at the end of the first year. Since Burden was 
familiar with these procedures, he felt that this was a preferred strategy over a content validity 
strategy. On the other hand, Santos felt that a predictive validity study was too costly and 
unnecessary. Since their newly developed procedures were job-related, a content validity 
approach was sufficient. Instead of arguing over which type of validation strategy to use, they 
decided to discuss the matter with Santos's supervisor and meet again later in the week. 


QU E STION S 


1. Is there any evidence of adverse impact against any race, sex, or ethnic groups? 


2. If the total selection process for a job has no adverse impact, should the individual 
components of the selection process be evaluated for adverse impact? 


3. Which type of validation would you use? Why? What are the differences between content 
and criterion- related validity studies? 


4. Evaluate the job analysis procedures used in this case. Is it necessary to do such a 
thorough analysis? 


5. If you are doing a criterion-related validity study, should your criterion be success in 
training or on-the-job performance? 
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40 EXERCISE 


RA @'ji!!llii:M Evaluating the Recruiting Function 


I. OBJECTIVES 


A. To make you aware of the necessity of evaluating the efficiency and effectiveness of 
various recruitment sources. 


B. To provide you with practice analyzing data, drawing conclusions, and planning a 
strategy to remedy identified problems or deficiencies. 


C. To make you aware of the linkages among staff turnover, recruitment sources, 
recruitment methods, and adequate staffmg. 


II. OUT-OF-CLASS PREPARATION TIME: 2 hours 


Ill. IN-CLASS TIME SUGGESTED: 45 minutes 


IV. PROCEDURES 


Read the entire exercise, including the background on St. Vincent's Hospital. Then, using 
the data provided in Exhibit 2.9, do the calculations on Form 2.5. A yield ratio is the number 
of applicants necessary to fill vacancies with qualified people. It is the relationship of 
applicant inputs to outputs at various decision points. For example, the yield ratio for all 
recruitment sources in Exhibit 2.9 shows that 273 nurse applicants were generated over the 
three-year period from 2007 to 2009. Since only 221 were classified as potentially qualified, 
the yield ratio is 273/221 or 1.24 to 1. The yield ratio for "potentially qualified" among 
"walk-ins" is 1.26 (53...;... 42). The average cost per nurse hired among "walk-ins" is $119.23 
($1,550 ...;... 13). Students should form groups of two to four students each and calculate 
the yield ratios for each recruitment source at each stage of the recruitment process on 
Form 2.5. These data show that the hospital needs to start with more than five times as 
many applicants as it needs to fill job openings and more than 13 times as many applicants 
as it hopes to have as above-average performers. 


Do the calculations for Form 2.5 on your own prior to class. Think about the implications of 
these data for future recruitment at the hospital. Then, look at Exhibit 2.10 in conjunction 
with the background description and think about the implications for the recruiting process. 
During the class period, form groups of three to five, which will act as a consulting team for 
the hospital. With your group, discuss and answer the questions at the end of this exercise. At 
the end of the class period, have a spokesperson for each group discuss the group's answers 
and rationale with the entire class. 


BACKGROUND 


St. Vincent's Hospital is a 260-bed hospital in a northeastern city affiliated with the Roman 
Catholic Church. The administrator is Sister daire, a 56-year-old member of the Daughters of 
Charity religious order. During the last decade, the hospital operated with a nursing staff of 
approximately 450 registered nurses and experienced a nursing turnover rate of about 25 
percent per year. The turnover rate was average for the city during this time period. However, 
it has accelerated to an average of 35 percent over the past three years. 


These higher turnover rates have put additional pressure on the recruiting process to 
provide larger numbers of qualified candidates. However, Sam Barnett, director of human 
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resources, has reported more difficulty locating qualified nurse candidates over the last three 
years. Barnett's office has prepared the recruitment data shown in Exhibit 2.9. The data show 
that 273 applicants (from all sources) had to be screened to produce 52 qualified candidates 
who accepted a job offer. One year later, 19 of these 52 had left the hospital. The last column 
shows the direct and indirect costs of recruitment by source, including clerical time, super-
visor time, and direct costs, such as travel and postage. The human resource department has 
also conducted a telephone survey of all the nurses they could locate who did not accept a job 
offer from the hospital during the most recent three-year period. Reasons for such rejections 
are shown in Exhibit 2.10. 


Sister Mary Louise, the 62-year-old director of nursing service, has conducted all off-site 
recruitment for many years. This includes attending both the local Nursing Job Fair and the 
State Nursing Association Annual Meeting. She has begun to feel burned out as a result of all 
her external recruiting and internal evaluation of candidates over the years. 


At a recent meeting, she suggested that an outside group (your group) be brought in to 
analyze the recruiting process, identify problems and opportunities, and suggest improve-
ments . Sister Mary Louise and Barnett readily agreed to an outside consultant because they 
are aware of current nursing shortages due to declining nursing school enrollments. St. 
Vincent's Hospital itself contributed to this enrollment decline by closing its own School of 
Nursing due to fewer applications and the high cost of operation. 


EXHIBIT 2.9 Data on Recruitment Sou rces for Registered Nurses at St. Vincent's Hospital, 2007-2009 


Invitation Qualified One- Above- Total 
Number of Potentially for and Offered Accepted Year Average Recruitment 


Recruitment Source Applicants Qualified Interview Job Job Survival Rating Costs 


1. Internet applications 83 72 60 38 21 12 5 $1 ,145 


2. Walk-ins 34 17 8 6 3 1 1 900 


3. Employee referrals 13 12 7 5 4 3 2 400 


4. Newspaper ads 24 16 8 4 2 1 0 750 


5. Journa l ads 19 18 10 8 4 2 2 450 


6. Educational 
institutions 


Junior colleges 16 13 11 6 2 2 1 1,200 


Hospital-based 8 8 3 2 1 0 0 800 
schools 


University 24 24 16 14 10 8 7 1,300 
programs 


7. Private employment 9 9 8 5 2 2 1 4,000 
agency 


8. Public employment 8 4 2 1 1 0 0 600 
agency 


9. Direct mail 15 14 4 3 1 0 0 450 


10. Job fair 13 7 5 3 1 1 1 900 


11 . State Nursing 7 7 4 3 0 0 0 1,150 
Association meeting 


Totals 273 221 146 98 52 33 20 $14,045 
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FORM 2.5 Yield Ratios at Each Step in the Recruitment Process and Recruitment Cost per Nurse Hired, St. Vincent's Hospital, 2007-2009 


I Yield Rates 


Average Cost 
Recruitment Sources Potentially Accepted Offered Accepted One-Year Above-Average Per Nurse 


Qualified Interview Job Job Survival Rating Hired 
1. Internet applications 


2. Walk-ins 


3. Employee referrals 


4. Newspaper ads 


5. Journal ads 


6. Educational institutions 
Junior colleges 
Hospital-based schools 
University programs 


7. Private employment 
agency 


8. Public employment agency 


9. Direct mail 


10. Job fair 


11. State Nursing Association 
meeting 


Averages for all sources 1.24 1.87 2.79 5.25 8.27 13.65 








126 


EXHIBIT 2.10 Reasons for Nurse Rejection o{ a job Offer {rom St. Vincent's Hose ital, 2007-2009 


Reason 


Recruitment Processes 


Job attributes not communicated 


Negative perception of recruiter 


Negative perception of hospital 


Lack of timely follow-up 


Perceived lack of honesty in recruitment process 


Negative information from recruiter 


Job Attributes 


Location of hospital 


Salary offer 


Hours of work 


Promotional opportunities 


Fringe benefits 


Working conditions 


Perceived poor job "match" 


Totals 


Number 


2 


12 


2 


13 


3 


2 


2 


0 


0 


3 


5 


46 


Percent 


4.3 


26.1 


4.3 


28.3 


2.2 


2.2 


6.5 


4.3 


4.3 


0.0 


0.0 


6.5 


10.9 


100.0 


Since recruitment of new nurses has begun to fall behind turnover of nurses employed at 
St. Vincent's Hospital, the vacancy rate has begun to increase. Five years ago, only 11 percent 
of staff nursing positions were unfilled. This percentage has now increased to 23 percent. One 
result has been an exhausting workload on the existing nursing staff. In addition to increased 
turnover, the symptoms of staff burnout (i.e., stress, conflict, absenteeism) are becoming 
more evident. 


QUESTIONS 


1. How would you evaluate the nurse recruiting strategy currently being used by St. 
Vincent's Hospital? Is the hospital using too few or too many recruiting sources? Why? 


2. If you feel that the hospital is using too many recruitment sources, which ones would you 
eliminate and why? 


3. What stage or stages in the recruitment process seem to be most amenable to improve-
ments? What specific improvements would you suggest to decrease the yield ratios? Why? 
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