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Workforce, jobs, 
and job Analysis 
learning Objectives 


After you have read this chapter, you should be able to: 


1 Explain how the workforce is changing in unpredicted ways. 


2 Identify components of workflow analysis. 


3 Define job design and identify common approaches to job 
design. 


4 Discuss how telework and work flexibility are linked to 
work-life balancing efforts. 


5 Describe job analysis and the stages in the process. 


6 List the components of job descriptions. 


----








mHEADLINE 


Demand for Pilots 
Will Soar 


After years of limited job openings for pilots, the airline industry is realizing it will be short of pilots very soon. Air-
craft maker Boeing forecasts the need for 


466,650 more commercial pilots by 2029-


about 23,000 annually. Around 97,000 will be 


needed in North America, but a staggering 


185,000 will be needed in the Asia-Pacific market. 


This demand for pilots is so great that it could 


turn into a shortage bringing on serious competition around the globe for pilots 


to fill cockpits. 


This surge is brought about by four factors: 


• High growth in Asian air travel 


• Pilot retirements in the United States 


• Increasing air travel in the United States as the economy improves 


• Rules changes decreasing pilot flying time 


If an airline wanted to start a route from Chicago to Shanghai - that route alone 


could require 40 additional pilots because of the staffing and equipment require-


ments for such a long flight. Mandatory retirement age for commercial pilots in the 


United States is 65, and the wave of pilots hitting that milestone really began in 2012. 


Emirates is a Dubai-based airline that already employs 300 Americans as pilots 


and it is visiting U.S. job fairs because it needs 500 more. The compensation pack-


age includes a chauffeur-driven car to and from work, a family education allow-


ance, and profit sharing. The starting salary at a U.S. regional carrier is about 


$21,000 annually, but a senior captain at a big airline makes more than $186,000 


a year. U.S. regional carriers, which are typically the first rung on the career lad-


der for pilots, are likely to be hit hard as large carriers recruit their pilots. 


The pipeline for pilots will have to grow to attract more people. Pilots may 


even win back some of the benefits they lost in recent years amid restructur-


ing. As one observer notes: "It's going to be a pilot's market."1 
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labor force 
participation rate 
The percentage of the 
population working or 
seeking work. 


jobs and Labor 


To understand the workforce and the jobs people in the workforce do, it is impor-
tant to understand what drives these variables. As discussed in the opening HR 
Headline, the shortage of pilots has been driven by four changing conditions that 
together will challenge the airline industry to find enough pilots. Predictions for 
other elements of the workforce and changing jobs affect all industries in different 
ways. For example, it has been predicted that the retirement of baby boomers (born 
1946- 1964) would leave a huge talent gap. But a funny thing happened on the way 
to retirement- many boomers did not have enough money to retire; health care 
expenses and other unknowns became a big issue for many, and they did not retire. 
The wave of retirements has been put off a bit as many older employees choose to 
continue working (except the pilots who must retire at 65). 


Another prediction, that of "skills gaps" in certain areas, appears to be on 
track. Not everyone believed there would be skills shortages in education, health 
care, and IT while unemployment remains high. But many of the people without 
jobs do not have the skills needed to fill these well-documented shortages.2 Genera-
tional differences in the workforce have been considered, analyzed, and addressed. 
Will differences between the generations at work really amount to differences in the 
way jobs get done, or will the younger workforce adapt? 


Historically, part-time positions have not been viewed favorably as people 
would begrudgingly accept part-time work until they could find a full -time 
career opportunity. Yet employers want more contingent employees for the flex-
ibility they present, and more employees now want part-time work (also for 
flexibility). 


These changes affect the workforce and show that jobs will continue to change. 
This chapter explores important workforce issues that affects the jobs employers 
offer, as well as a technique for determining exactly what people do in their jobs-
called job analysis. 


4-1 • THE WORKFORCE PROFILE 


Human Resources deals with that portion of the population that works at a job or 
is looking for work. An overview of the workforce is a good place to begin an 
examination of workforce and jobs. 


According to the Bureau of Labor Statistics, compared to the labor force of the 
past, today's workplace force is "older, more racially and ethnically diverse, and 
composed of more women." 3 It is expected to expand at a slower rate than in pre-
vious decades because the U.S. population growth has slowed and there has been a 
decrease in the labor force participation rate. The labor force participation rate is 
the percentage of the population working or seeking work. Figure 4-1 shows the 
racial and gender profile of the U.S. workforce in 1990 and projects today's work-
force to 2020. 


The Census Bureau projects the U.S. population in 2020 to be about 341 million. 
People aged 55 and older will comprise about 29% of the population. Flows into the 
population include fertility (births) and immigration. Flows out of the population 
include deaths and outmigration. The fertility (or birth) rate in the United States is 
roughly at replacement level of 2.1 children per women. Life expectancies for the 
population continue to increase. Immigration is volatile and difficult to predict because 
it depends on other countries and economics, but it is estimated that 1.4 million 
people are annually added to the population by immigration.4 


- - -- -
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FI G U R E 4- 1 Thumbnail Profile of U.S. Workforce 


rr --- -- .-·- •""'"'-~- ~ ~ .. t: : 
• , -· • - r 


~ ' • • ,f ' 


' Number '., ' 
. :(in "thousands) . . . ' 


0: __ :_ -<-· __ -·. <··;L: 
1990 2020 1990 2020 


Annual Growth 
Rate (percent) 


2010-2020 


Total, 16 years 
and older 


125,840 164,360 100.0 100.0 0.7 


Age, years: 


16-24 22,492 18,330 17.9 11.2 -1.3 


25-54 88,322 104,619 70.2 63.7 0.2 


55+ 15,026 41,411 11.9 25.2 3.3 


Gender: 


Men 69,011 87,128 54.8 53.0 0.6 


Women 56,829 77,232 45.2 47.0 0.7 


_:OUrce: U .S. Bureau of Labor Statistics. 


The labor force participation rate peaked at 67% before 2000 and has since 
declined to around 65%. Part of the reason is that older people are still in the popu-
lation, but are not as likely to be in the workforce as younger people. Put another 
way, the labor force participation rate for older people is less than that for younger 
people. Figure 4-2 shows the participation rates by age, gender, and race/ethnicity in 
2010 at the last census and projects them to 2020. 


4-1 a Important Elements of the Workforce Profile 
The participation rates help us understand which segments of the population are 
more likely to be in the labor market in the future. Several variables like age, skills, 
readiness for work, generational differences, and time worked complete the work-
force profile. 


Age Youths aged 16- 24 are predicted to reduce their participation rates. The youn-
ger people in this group are more likely to be students. Workers of ages 25- 54 are 
also projected to reduce their participation rates to 81% in 2020. Workers 55 and 
older are likely to increase their participation rates in the workforce, at least in part 
because many do not have enough money to retire.5 


Older workers coming back to the workforce have a more difficult time find-
ing jobs than their younger counterparts.6 So, many simply choose not to leave 
the workforce. Human Resources can plan for an aging workforce by using 








114 SECTION 2 jobs and Labor 


F I G U R E 4 - 2 Labor Force Participation Rates 


16+ 
0'+./ OL.::> -L.L years I I.L OO.L -J.U years JO.O Jl. I -I . .:J 


16-24 55.2 48.2 -7.0 16-24 56.8 50.6 -6.2 16-24 53.6 45.7 -7.9 


25-54 82.2 81.3 -0.9 25-54 89.3 88.4 -1.6 25-54 75 .2 74.6 0.6 


55+ 40.2 43.0 2.8 55+ 46.4 47.3 0.9 55+ 35.1 39.3 4.2 


55-64 64.9 68.8 3.9 55-64 70.0 71.1 1.1 55-64 60.2 66.6 6.4 


65+ 17.4 22.6 5.2 65+ 22.1 26.7 4.6 65+ 13.8 19.2 5.4 


65-74 25.7 31.0 5.3 65-74 30.4 35.1 4.7 65-74 21.6 27.5 5.9 


75-79 10.9 15.2 4.3 75-79 14.5 18.2 3.7 75-79 8.2 13.0 4.8 


Race: 
--
White 65.1 62.8 -2.3 


Men 72.0 69.0 -3.0 


Women 58.5 56.9 -1.6 


Black 62.2 60.3 1 -1.9 


Men 65.0 63.1 1 -1 .9 


Women 59.9 57.9 -2.0 


Asian 64.7 63.1 -1.6 


Men 73.2 71.0 -2.2 


Women 57.0 56.1 -0.9 


spanic 67.5 66.2 -1.3 uri gin 


Men 77.8 75.9 -1.9 


Women 56.6 56.1 -0.4 


Source : U.S. Bureau of Labor Statistics. 


demographic models to determine the company's age mix and likely exit rates and 
then deal with problem areas using such tools as mandatory retirement, early retire-
ment incentives, and so on? While the "Tsunami" of baby boomer retirements has 
not materialized in many industries yet, the skill gaps resulting as the boomers do 
eventually leave will cause some problems. 8 
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Skill Gaps Being able to match talent to what the business and is trying to accom-
plish is fundamental. For example, lower energy costs, rising wages in China and 
India, and high international shipping costs may combine to make the United States 
more attractive to manufacturing again. That means more jobs requiring science, 
technology, engineering, and math skills (STEM). Yet there is currently a large 
shmtage o\ those s\zi\\s in t'n.e \JS. wor\z~orce.9 lt is not that there are too tew nigh 
school and college graduates. Rather the problem is the subjects that students are 
majoring in, and the level and quality of the education received. Figure 4-3 shows 
the educational attainment at the last census. 


High school seniors planning to go to college show declining SAT writing and 
reading scores. ACT scores suggest that only 25% of the high school graduates 
that took the test are ready for college.10 Human Resources can deal with these 
shortages by planning for the specific skills needed when recruiting and hiring 
employees and then hiring for those skills.U A recent study found that 53% of the 
HR respondents were indeed planning to conduct a strategic workforce assessment 
focusing on skill gaps. 12 


Work Ready Credentials "Work ready credentials" are gammg popularity with 
employers because they measure necessary skills. One certification, the National 
Work Readiness Credential, is based on a written test of a potential employee's 
business math skills, oral language skills, and situational judgment. Another work 
readiness test, the National Career Readiness certificate, is based on American college 
testing (ACT) work keys system, and gives scores for reading for information, locating 
information, and applied mathY These and other tests like them give an employer an 
assessment of a person's skills by a professional testing organization. It is no longer 
necessary to look at a diploma and assume that an individual has certain skills such 
as ability to read. The skills can be tested and reported to potential employers. 


Skills gaps in a company may become an issue when changes in strategy are 
not matched by the skills of the current workforce. American students are not get-
ting all the "job ready" skills employers need in the people they are hiring. 14 


Generational Differences Much has been written about the expectations of indivi-
duals in different age groups and generations. Some common age/generational 
groups are labeled as follows: 


• Mature (born before 1946) 
• Baby boomers (born 1946- 1964) 
• Generation Xers (born 1965- 1980) 
• Generation Yers (millenials) (born 1981- 2000) 


Different characteristics have been attributed to generational groups. Those dif-
ferences are sometimes predicted to be the basis for conflict and turbulence at 
work. 15 These concerns have generated a great deal of advice on how to deal with 
the differences. 16 


However, studies and rethinking of the generation differences raise questions as 
to whether there are really major differences among the generations or just age dif-
ferences that change as a person grows older. There is little or no evidence that 
there are generational differences, and apparently none that matter enough to 
drive important behavior differences. 17 


Part Timers, Contingent, Self-Employed, and Multiple Jobholders A final relevant 
characteristic of the workforce includes people who are working part time (some 
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F I G U R E 4- 3 Education Profile of Workforce 
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on purpose), those who work for themselves, and people who have more than one 
job. The Bureau of Labor Statistics classifies people working less than 35 hours 
per week as part time, but employers set their own definition of part time as 
they see fit. Two-thirds of the part-time workforce is female, as mothers may 
need to lower their hours to provide for child care. But others choose part-time 
work as well-for example, the number of pediatricians, obstetricians, gynecologists, 
and pharmacists working part-time has increased markedly. Some companies 
(around 40%) allow employees to move back and forth between part time and 
full time status. 18 


Further, some workers move to part time schedules before they retire. Older 
workers who have retired may agree to come back for part-time work only. Free-
lancers or independent workers afford flexibility for employers for specific jobs 
(e.g., a freelance art director might do projects only as needed). 19 The use of contin-
gent workers of whatever label continues to increase because of the resulting flexi-
bility available for both parties?0 


Self-employment is an important source of work for over 15 million people in 
the U.S. workforce. Almost 11 % of the total workforce is made up of the self-
employed.21 While some people work for themselves, others work for more than 
one employer. Multiple jobholders constitute about 5% of the workforce with some 
states showing more multiple jobholders than others.22 The Dakotas, Minnesota, 
Vermont, and Iowa have the most multiple jobholders, while Alabama, Louisiana, 
Florida, and Georgia have the fewest. The HR Skills and Applications box shows 
some of the issues for the employer of these "moonlighters." 


-KILLS AND APPLICATIONS 
Dealing with a "Moonlighter" 
When an employee has more than one job (e.g., 


a sales executive who doubles as a consultan1/ 


speaker), ideally it can benefit both employee 


and employer. However, moonlighting can cause 


problems with trade secrets, distracted or unpro-


ductive employees, exhaustion, complaints from 


other employees, and "brand risks" like the high 


school teacher working as an exotic dancer. 


Moonlighting can be advantageous for both 


parties, as it can help compensate for hard times, 


develop employee skills, and improve retention . 


For example, Fujitsu Ltd. in Japan allowed employ-


ees to take second jobs after declining sales 


had reduced employee hours by 33%. This was a 


win-win situation because productivity was not 


affected, and the employees remained tied to 


their primary jobs while avoiding earnings 


losses. 


Employment lawyers and HR managers rec-


ommend managing moonlighting by watching 


job performance and applying conflict of interest 


policies on a case-by-case basis. An example of 


such a policy says: "I understand this is my pri-


mary job and if another activity conflicts with my 


duties it may lead to the end of my employment." 


The statement is included in the employee hand-


book. Companies may ask employees consider-


ing a second job to consult their managers or HR 


to make sure there is no conflict of interest before 


taking the other job.23 
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Work 
Effort directed toward 
accomplishing results. 


Job 
Grouping of tasks, 
duties, and responsibil-
ities that constitutes the 
total work assignment 
for an employee. 


Workflow analysis 
Study of the way work 
(inputs, activities, and 
outputs) moves through 
an organization. 


jobs and Labor 


4-2 • THE NATURE OF WORK AND JOBS 


One way to visualize an organization is as an entity that takes inputs from the sur-
rounding environment and then, through some kind of "work," turns those inputs 
into goods or services. Work is effort directed toward accomplishing results. The 
work may be done by humans, machines, or both. The total amount of work to 
be done in an organization must be divided into jobs so that it can be coordinated 
in some logical way. A job is a grouping of tasks, duties, and responsibilities that 
constitutes the total work assignment for an employee. These tasks, duties, and 
responsibilities may change over time and therefore the job may change. 


Ideally, when the work to be done in all the jobs in an organization is com-
bined, it should equal the amount of work that the organization needs to have 
done-no more, no less. The degree to which this ideal is or is not met drives dif-
ferences in organizational productivity. 


Jobs increase in number, evolve, duties change and are combined or eliminated 
as the needs of the organization change. If this does not happen, the organization is 
failing to adapt to the changes in its environment and may be becoming outmoded 
or noncompetitive. Several approaches are used to deal with the common issues 
surrounding jobs in any organization. 


For Southwest Airlines, jobs involve employees working in an enjoyable culture 
that delivers dependable service at low fares. Southwest employees have a high 
degree of flexibility in the jobs they perform, even to the point that customer service 
agents may help clean planes or unload luggage if the workload demands it. Other 
airlines, such as American and United, have higher fares, more service amenities, 
and employees with more narrowly defined jobs. The ways the work is done and 
jobs are designed and performed vary significantly under these two approaches 
and the differences impact the number of jobs and people needed. 


For HR, the way work flows through the organization and how to make that 
work more efficient is important. Changing the way jobs are done through job 
redesign may make people more satisfied, and formally reviewing jobs through 
workflow analysis can help identify what is to be accomplished. 


4-2a Workflow Analysis 
Workflow analysis is the study of the way work moves through an organization. 
Usually, it begins with an examination of the quantity and quality of the desired 
and actual outputs (goods and services). Next, the activities (tasks and jobs) that 
lead to the outputs are evaluated to see if they are achieving the desired outputs. 
Finally, the inputs (people, material, information, data, equipment, etc.) must be 
assessed to determine if they make the outputs and activities better and more effi-
cient. Figure 4-4 shows a workflow analysis framework. 


An integrating workflow analysis is likely to lead to better employee involve-
ment, greater efficiency, and more customer satisfaction as organizational work is 
divided into jobs that can be coordinated. For example, at one electric utility com-
pany, if a customer called with a service problem, a customer service representative 
typically took the information and put it into a database. Then, in the operations 
department, a dispatcher accessed the database to schedule a technician to repair 
the problem. Then, someone else called to tell the customer when the repair would 
be done. The technician also received instructions from a supervisor, who got infor-
mation on workload and locations from the dispatcher. 
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1 Define job design and 
~entity common 
31JProaches to job design. 


design 
: -;anizing tasks, duties, 
:::oonsibilities, and 
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redesign 
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changing it to 
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FIG U R E 4- 4 Workflow Analysis 
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A workflow analysis of this process showed that there were too many steps 
involving too many jobs. So the utility implemented a new customer service system 
that combined the dispatching function with customer service. The redesign permitted 
the customer service representatives to access workload information and schedule the 
technicians as part of the initial customer phone call, except in unusual situations. 
The redesign necessitated redefining the tasks, duties, and responsibilities of several 
jobs. Implementing the new jobs required training the customer service representatives 
in dispatching, as well as moving dispatchers into the customer service department 
and training them in all facets of customer service. The result was a more responsive 
workflow for customers, more efficient scheduling of technicians, and broader jobs 
for customer service representatives. Ultimately, the company was able to reduce the 
number of employees involved by 20% through attrition as a result of the workflow 
analysis. Workflow analysis that focuses on making an organization more effective 
and efficient is most often used in manufacturing organizations. However, the process 
can be applied to knowledge work as well.24 


4-2b job Design/job Redesign 
Job design refers to organizing tasks, duties, responsibilities, and other elements into 
a productive unit of work. Job redesign refers to changing an existing job it to 
improve it. Identifying the components of a given job is an integral part of job 
design. Job design receives attention for three major reasons: 


• Job design can influence performance in certain jobs, especially those where 
employee motivation can make a substantial difference. 


• Job design can affect job satisfaction. Since people are more satisfied with 
certain job elements than others, identifying what makes a "good" job 
becomes critical.25 Reduced turnover and absenteeism also can be linked to 
effective job design. 


• Job design can impact both physical and mental health. Problems such as 
hearing loss, backache, leg pain, stress, high blood pressure, and heart disease 
sometimes can be traced directly to job design.26 
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Contingent worker 
Someone who is not an 
employee, but a tempor-
ary or part-time worker 
for a specific period of 
time and type of work. 
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F I G U R E 4- 5 Some Characteristics of Jobs and People ........................................................ 
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Managers play a significant role in job design because often they are the people 
who establish jobs and their design components. They must make sure that job expec-
tations are clear, that decision-making responsibilities and the accountability of work-
ers are clarified, and that interactions with other jobs are integrated and appropriate?7 


The nature and characteristics of both jobs and people should be considered 
during job design. As Figure 4-5 indicates, managers can influence or control job 
characteristics, but they usually cannot easily control the basic characteristics of 
people. 


4-2c Using Contingent Workers as Job Design 
Organizations employ a variety of workers, and not just full-time workers as we 
have seen. Depending on economic and competitive factors, the types of workers 
in one firm may include the following: 


• Full-time employees 
• Part-time employees 
• Independent contractors 
• Temporary workers 
• Contingent workers 


Jobs can be designed to use any of the different types. Although some organi-
zations still use the traditional approach of employing full- and part-time workers, 
many firms are making significant use of independent, temporary, and contingent 
workers. These individuals are not employees but generally work at will or 
on limited contracts, and they may be working for other employers as well. 
A contingent worker is someone who is not a full time employee, but a temporary 
or part time worker for a specific period of time and type of work. 


According to the U.S. Bureau of Labor Statistics, contingent workers are part of 
a group of "alternative workers" who may be on-call, working through an employment 
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Person-job fit 
atching characteristics 


:' people with charac-
::Ilristics of jobs. 


job enlargement 
3roadening the scope of 
ll job by expanding the 
~um ber of different tasks 
:o be performed. 


job enrichment 
ncreas ing the depth of a 
·ob by adding responsi-
:Jil ity for planning, orga-
aizi ng, control ling, or 
:waluating the job. 


job rotation 
3 rocess of shifting a 
Jerson from job to job. 


agency, or operating as independent contractors. A number of contingent workers 
have contracts with employers that establish their pay, hours, job requirements, 
limitations, and time periods. More employers are using contingent or temporary 
workers. 


Person-Job Fit Not everyone would enjoy being an HR manager, an engineer, a 
nurse, or a drill-press operator. But some people like and do well at each of these 
jobs. The person-job fit is a simple but important concept of matching characteris-
tics of people with characteristics of jobs.28 


If a person does not fit a job, theoretically either the person can be changed or 
replaced or the job can be redesigned. However, though an employer can try to 
make a "round" person fit a "square" job, it is hard to successfully reshape people. 
If it is possible to redesign a job, the person-job fit may sometimes be improved 
more easily_29 For example, bank tellers talk to people all day; an individual who 
would rather not talk to others may perform better in a position that does not 
require so much interaction because that part of the bank teller job likely cannot 
be changed. Different people will consider some jobs "good" and others "bad." 
As a result, different people will best fit different kinds of work.30 


4-2d Common Approaches to Job Design 
One way to design or redesign jobs is to simplify the job tasks and responsibilities. 
Job simplification may be appropriate for jobs that are to be staffed with entry-level 
employees. However, making jobs too simple may result in boring jobs that appeal 
to few people, causing high turnover. Several other approaches have also been used 
as part of job design. 


Job Enlargement and Job Enrichment Attempts to alleviate some of the problems 
encountered in excessive job simplification fall under the general headings of job 
enlargement and job enrichment. Job enlargement involves broadening the scope 
of a job by expanding the number of different tasks to be performed. Job 
enrichment is increasing the depth of a job by adding, for example, responsibility 
for planning, organizing, controlling, or evaluating the job. Some examples of job 
enrichment are as follows: 


• Giving the employee an entire job rather than just a piece of the work. 
• Allowing the employee more flexibility to perform the job as needed. 
• Increasing the employee's accountability for work by reducing external control. 
• Expanding assignments for employees to do new tasks and develop special areas 


of expertise. 
• Directing feedback reports to the employee rather than only to management. 


Job Rotation One technique that can break the monotony of an otherwise simple 
routine job is job rotation, which is the process of shifting a person from job to 
job. There are advantages to job rotation with one being that it develops an 
employee's capabilities for doing several jobs.31 For instance, some firms have been 
successful at using job rotation for employees with disabilities in special assembly 
lines and different work requirement times. Even people without disabilities can be 
adaptable and change jobs and careers internally in appropriate ways. Clear policies 
that identify for employees the nature of job rotations are more likely to make job 
rotation work. 
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Skill variety 
Extent to which the 
work requires several 
activities for successfu I 
completion. 
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4-2e Characteristics of jobs to Consider in Design 
A model developed by Hackman and Oldham focuses on five important design 
characteristics of jobs. Figure 4-6 shows that skill variety, task identity, and task 
significance affect the meaningfulness of work; autonomy stimulates responsibility; 
and feedback provides knowledge of results. Each aspect can make a job better for 
the jobholder to the degree that it is present. 


• Skill variety is the extent to which the work requires several activities for 
successful completion. For example, lower skill variety exists when an assembly-
line worker performs the same two tasks repetitively. Skill variety is not to be 
confused with multitasking, which is doing several tasks at the same time with 
computers, telephones, personal organizers, and other means. The impact of 
multitasking for an employee may be never getting away from the job which is 
not an acceptable outcome for everyone. 


• Task identity is the extent to which the job includes a "whole" identifiable unit of 
work that is carried out from start to finish and that results in a visible outcome. For 
example, when a customer calls with a problem, a customer specialist can handle 
the stages from maintenance to repair in order to resolve the customer's problem. 


• Task significance is the impact the job has on other people. A job is more 
meaningful if it is important to other people for some reason. For instance, 
police officers may experience more fulfillment when dealing with a real threat 
rather than when merely training to be ready in case a threat arises. 32 


• Autonomy is the extent of individual freedom and discretion in the work and its 
scheduling. More autonomy leads to a greater feeling of personal responsibility 
for the work. 


• Feedback is the amount of information employees receive about how well or 
how poorly they have performed. The advantage of feedback is that it helps 
employees to understand the effectiveness of their performance and contributes 
to their overall knowledge about the work. 


Motivation, performance and satisfaction cap be influenced by the level of each 
job characteristic. Autonomy and feedback are especially powerful. 


F I G U R E 4- 6 Job Characteristics Model 


Job Characteristics 
(enriched jobs) 


• Skill variety 
• Task identity 
• Task significance 


• Autonomy 


-= 


• Feedback 


_....... 


_....... 


~ 


ui 


Psychological States 


• Experienced 
meaningfulness 


-J· 
'!.7"---t="'~J7F~;;; -,. 


• Experienced 
responsibility 


• Knowledge 
of results 


Desired Outcomes 


~ 


• Motivation 
~ • Performance 


• Satisfaction 


I A 
I 


I 
I 


I 


I 
I 


~ 
~ 
~ 
m 
~ 
ro 


! 
~----------------------------· @ 


...---- --








C HAPTER 4 Workforce, jobs, and job Analysis 123 


Special-purpose team 
Jrganizational team 
"armed to address spe-
:ific problems, improve 
vork processes, and 
:mhance the overa ll 
::;ual ity of products and 
services. 


Self-directed team 
Jrganizational team 
::omposed of individuals 


ho are assigned a 
: luster of tasks, duties, 
:md responsibilit ies to be 
accomplished 


irtual team 
Jrganizationa l team 
ncl udes individuals who 


are separated geogra-
Jhically but who are 
·nked by communica-
·ons technology. 


GLOBAL 


4-2f Using Teams in job Design 
Typically, a job is thought of as something done by one person. However, where 
appropriate, jobs may be designed for teams to take advantage of the increased pro-
ductivity and commitment that may follow such a change. Organizations can assign 
jobs to teams of employees instead of just individuals. Some firms have gone as far 
as dropping such terms as workers and employees, replacing them with teammates, 
crew members, associates, and other titles that emphasize teamwork. 


As organizations have changed, the types of teams have changed as well. Hav-
ing global operations with diverse individuals and using technology have affected 
the nature of teams contributing to organizational projects. 


Special Types of Teams There are several types of teams that may periodically 
function outside the scope of members' normal jobs.33 One is the special-purpose 
team, which is formed to address specific problems, improve work processes, and 
enhance the overall quality of products and services. Often, special-purpose teams are 
a mixture of employees, supervisors, and managers. 


The self-directed team is comprised of individuals who are assigned a cluster of 
tasks, duties, and responsibilities to be accomplished. Unlike special-purpose teams, 
self-directed work teams become entities that use regular internal decision-making 
processes. Use of self-directed work teams must be planned well and fit the culture 
of the organization. 


The virtual team includes individuals who are separated geographically but 
who are linked by communications technology. The success of virtual work teams 
depends on a number of factors, including training of team members, planning and 
managing virtual tasks and projects, and using technology to enhance teamwork. 
However, sometimes virtual teams can lead to unresolved problems, less productiv-
ity, and miscommunications.34 


Global Teams Global operations have resulted in an increasing use of virtual 
teams. Members of these teams seldom or never meet in person. Instead, they 
"meet" electronically using web based systems. With global teams, it is important 
for managers and HR to address various issues, including who is to be chosen for 
the teams, how they are to communicate and collaborate online and in person, and 
what tasks and work efforts may be done with these teams. 


4-2g Teams and Work Efforts 
The use of work teams has been a popular form of job redesign. Improved produc-
tivity, increased employee involvement, greater coworker trust, more widespread 
individual learning, and greater employee use of knowledge diversity are among 
the potential benefits. In a transition to work teams, it is important to define the 
areas of work, scope of authority, and goals of the teams. Also, teams must recog-
nize and address dissent, conflict, and other problems.35 


The role of supervisors and managers changes with use of teams because of 
the emergence or development of team leaders. Rather than giving orders, often 
the team leader becomes a facilitator to assist the team, to mediate and resolve 
conflicts among team members, and to interact with other teams and managers 
elsewhere. 36 


Teams can be enhanced through task responsibility, discussion structures, and 
cooperative efforts. Some organizations have noted that teams may underperform 
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balancing efforts. 
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reqmrmg managers to define teams expectations clearly, keep them small, and 
remove individuals who cannot work on the team effectively.37 


4-3 • DESIGNING FLEXIBLE JOBS 


Flexibility can be designed into a job by changing where the work can be done and 
when the work can be done. These can be taken into consideration in designing jobs 
as jobs that are more flexible are generally seen as more attractive to employees. 


Technology has allowed a "connectedness" between two people on a personal 
level, but also between an individual employee and others at work. The result can 
be a much greater ability to vary where and when work can be done. But for all the 
benefits and the ability to be constantly in communication that technology provides 
there is a dark side as well-information overload and attention fragmentation. 
Too much technological flexibility and multiple connectivity without some adapta-
tion can cause problems for some. The need for uninterrupted time to synthesize 
information, reflect, apply judgment, and make good decisions is an important 
requirement for certain jobs. Yet it is hard to find such time with the 24/7 on-call 
world that has developed. Where appropriate, a "focus, filter, and forget" strategy 
helps some adapt to multiple connectivity.38 Focus may require disconnecting from 
the input. Filtering can mean only looking at things that matter, and forgetting 
means downtime with exercise or relaxation to get away. 


The technology that has caused these problems has allowed the ability to work 
at places other than the usual place of work. Such arrangements are collectively 
referred to as telework or telecommuting. 


4-3a Place Flexibility-Telework 
Individuals who may be working at home or at other places illustrate telework, 
which means that employees work via electronic, telecommunications, and Internet 
technology. There has been a rapid growth in home-based wage and salary employ-
ment recently. 39 Twenty-four percent of Americans report that they work at least 
some hours at home each week.40 Employees with higher education levels frequently 
get more opportunity for telework (see Figure 4-7). 


FIGURE 4- 7 Education Level and Opportunity for Telework 
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Benefits and Disadvantages The first identified benefits of telework were environ-
mental, dealing with problems caused by traffic and wasted time commuting for 
employees. Employees may indeed find that they spend less for gasoline, mainte-
nance, lunches, and dry cleaning. Not traveling to work saves employees an average 
of one extra hour per day.41 Employers also cite improved productivity and the 
need for less work space as advantageous. It may be that the ability to telecommute 
can be a factor in attracting some employees, and reducing turnover for others. 


Concerns about telework include the following: 


• Teleworkers may work more hours than their office counterparts. 
• Lack of "face-time" can hurt careers. 
• Employers worry about loss of control. 
• Managers must learn to use quality and timeliness of output rather than physi-


cal monitoring. 
• Some states (such as New York) charge the employee income taxes if the 


employer is in that state, regardless of where the employee is located.42 


Some employers are encouraging one or more days of telework per month. Telecom-
muting is especially useful during bad weather or widespread health issues such as 
pandemic flu. 


Administering Telework The working relationship with teleworkers should begin 
with a carefully worded policy. Since managers have less direct supervision of tele-
workers a number of issues and employee concerns are raised. Such a policy must 
consider work time use, evaluation of performance, handling of expenses, and other 
factors. 43 See HR Skills and Applications: Managing Teleworkers. 


Additional issues affect employees and their relationships with coworkers and 
managers.44 One is overwork when having to balance home and work requirements. 


-KILLS AND APPLICATIONS 
Managing Teleworkers 
More than 17 million full-time employees tele-


work at least one day per month. It appears this 


interest will continue to grow. To make certain 


that telework is providing the potential benefits, 


management training is important for the effec-


tive supervision of teleworkers. The following 


are key areas for training managers. 


• Make sure the job is appropriate for telework. 
Not all jobs will work-for example, a 
receptionist, bank teller, or other job that 
requires face-to-face meeting. 


• Evaluate the employee's abilities. Can this 
employee allocate time appropriately? Can he 
or she work well without direct supervision? 
Are they self-disciplined? 


• Determine if the teleworker will have 
appropriate equipment at the alternative 
worksite. Will the worker be able to access 
computer files securely, take phone calls, and 
can be in touch with the other people 
necessary? 


• Guidelines for some things can help. Setting 
guidelines for such things as forwarding work 
phones, emphasizing that work time is not for 
caring for children or elders, and having a 
quiet work space. 


• Set performance expectations. Before the 
telework begins the worker and manager 
should discuss expectations and what work 
will be accomplished.45 
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Maintaining employee motivation when individuals are not physically present at 
company facilities can also be challenging and may increase employee stress. This is 
a special concern for global employees. Also, the 15-hour time zone difference 
between the United States and some Asian countries may make it difficult for global 
employees to participate in conference calls or travel extensively for meetings. 


Telework may take one of three forms: 


• Regular-employee may spend scheduled days or every day at an office at home. 
• Brief occasional- using a home office on weekends or at night to do a project. 
• Temporary/Emergency-during bad weather, a natural disaster, or other events 


causing disruption employees work from home. 


4-3b Time Flexibility-Work Scheduling 
Different work schedules can be part of designing jobs and have been developed for 
employees in different occupations and areas. The traditional U.S. work schedule of 
eight hours a day, five days a week, is in transition. Workers may work less or 
more than eight hours at a workplace, and may have additional work at home.46 


The work schedules associated with jobs vary as some jobs must be performed 
during "normal" daily work hours and on weekdays, while others require employ-
ees to work nights, weekends, and extended hours. There are significant differences 
in the hours worked in different countries as well. Given the global nature of many 
organizations, HR must adjust to different locations. Organizations are using many 
work scheduling arrangements based on industry demands, workforce needs, and 
other factors. 47 These include shift work, the compressed workweek, part-time 
schedules, job sharing, and flextime. 


Shift Work A common work schedule design is shift work. Many organizations need 
24-hour coverage and therefore may schedule three eight-hour shifts per day. Most 
employers provide some form of additional pay, called a shift differential, for working 
the evening or night shifts. Some types of shift work have been known to cause difficulties 
for some employees, such as weariness, irritability, lack of motivation, and illness. 
Although shift work is not universally popular, some employers must have 24-hour, 
7-day coverage, so shift work is likely to continue to be an option. 


Compressed Workweek Another type of work schedule design is the compressed 
workweek, in which a full week's work is accomplished in fewer than five 8-hour 
days. Compression usually results in more work hours each day and fewer work-
days each week, such as four 10-hour days, or a 3-day week with 12-hour shifts. 
Often the workers who shift to 12-hour schedules do not wish to return to 8-hour 
schedules because they have four days off each week. However, 12-hour schedules 
can lead to sleep difficulties, fatigue, and an increased number of injuries. 


Part-Time Schedules Part-time jobs are used when less than 40 hours per week are 
required to do a job. Part-time jobs are attractive to those who may not want to 
work 40 hours per week-older employees, parents of small children, or students. 
In some cases, professionals may choose part-time work. 


Job Sharing Another alternative used is job sharing, in which two employees per-
form the work of one full-time job. For instance, a hospital allows two radiological 
technicians to fill one job, and each individual works every other week. Such 
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arrangements are beneficial for employees who may not want or be able to work 
full-time because of family, school, or other reasons. The keys to successful job 
sharing are that both "job sharers" must coordinate effectively together, and each 
must be competent in meeting the job requirements.48 


Flextime In flextime, employees work a set number of hours a day but vary starting 
and ending times. In another variation, employees may work 30 minutes longer 
Monday through Thursday, take short lunch breaks and leave work at 1 p.m. or 
2 p.m. on Friday. 


4-3c Managing Flexible Work 
Flexible scheduling allows management to relax some of the traditional "time 
clock" control of employees, while still covering workloads.4 9 In some cases, elec-
tronic monitoring may be used. For example, in a call-service firm, home-based 
employees are monitored electronically on their use of phones, breaks, and 
production. 


4-3d Flexibility and Work-Life Balance 
For many employees, balancing their work and personal lives is a significant con-
cern. The quality of an employee's personal and family life is improved by flexibil-
ity at work, according to 68% of HR professionals polled.50 Most employees do 
not feel they spend enough time with their families, and these problems for expatri-
ates are even more difficult. 51 Figure 4-8 shows the countries that offer the most 
and the least flexible work situations. 


Work- life balance may take the form of employer-sponsored programs designed 
to help employees balance work and personal life. For example, the University of 
Kentucky allows flexible work arrangements for its employees, so Randy Hines, 
who works as a mechanic, can meet his kids at the bus stop around 2:40 every day 
and walk them home. Hines's work begins at 7:30 a.m. and ends at 4 p.m., but he 
and his supervisor agreed to a schedule that allows him to come in at 6 a.m. and 
clock out at 2:30 p.m. It saves Hines $400 per month in child care for which the 
family does not have to pay.52 


F I G U R E 4- 8 Countries with Most/ Least Flexible Scheduling 
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Work-life balance initiatives can improve recruiting and retention by attracting 
and keeping people who need the flexibility. 53 However, employees may dismiss such 
programs as window dressing if they are not applied consistently. It is not uncommon 
to have such policies identified and available but not actually practiced in some 
organizations. 


4-4 • UNDERSTANDING JOB ANALYSIS 


Attempts to design and develop jobs that fit effectively into the flow of the organi-
zational work and are interesting to do are called job design. The more narrow 
focus of job analysis centers on using a formal system to gather information about 
what people actually do in their jobs. A basic building block of HR management, 
job analysis, is a systematic way of gathering and analyzing information about the 
content, context, and human requirements of jobs. Job analysis is the basis for all 
HR practices. 


An overview of job analysis is shown in Figure 4-9. The resulting information 
from job analysis is compiled into job descriptions and job specifications for use in 
virtually all HR activities. 


F I G U R E 4- 9 Job Analysis in Perspective 
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4-4a Purposes of Job Analysis 
Job analysis or work analysis has grown in importance as the workforce and jobs 
have changed.54 To be effective, HR planning, recruiting, and selection all should 
be based on job requirements and the capabilities of individuals that are identified 
by job analysis. In equal employment opportunity (EEO) matters, accurate details 
on job requirements are needed because the credentials in job descriptions can 
affect court decisions. Additionally, compensation, training, and employee perfor-
mance appraisals should all be based on the specific identified needs of the jobs. 
Job analysis is also useful in identifying job factors and duties that may contribute to 
workplace health/safety and employee/labor relations issues. Information from job 
analyses can be helpful in making a distinction among jobs includes the following: 


• Work activities and behaviors 
• Interactions with others 
• Performance standards 
• Financial and budgeting impact 
• Machines and equipment used 
• Working conditions 
• Supervision given and received 
• Knowledge, skills, and abilities needed 


Job analysis is widely used in the United States but is only emerging as an HR 
tool in some non-Western countries.55 


4-4b Job Analysis Responsibilities 
Job analysis requires a high degree of coordination and cooperation between the 
HR unit and operating managers. The assignment of responsibility for job analysis 
depends on who can best perform various parts of the process. In large companies, 
the HR unit supervises the process to maintain its integrity and writes the job 
descriptions and specifications for uniformity. The managers review the efforts of 
the HR unit to ensure accuracy and completeness. They also may request new job 
analyses when jobs change significantly. In small organizations, managers may per-
form all job analysis responsibilities. Figure 4-10 shows a typical division of job 
analysis responsibilities in organizations between the HR unit and managers. 


F I G U R E 4 - 1 0 Typical Division of HR Responsibilities: Job Analysis 
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Different types of job analysis can be used. The most traditionally and widely 
used method is task-based job analysis. Yet some organizations have emphasized 
the need for competency-based job analysis. Both types of job analysis are discussed 
next. 


4-4c Task-Based job Analysis 
Task-based job analysis is the most common form and focuses on the tasks, duties, 
and responsibilities performed in a job. A task is a distinct, identifiable work activity 
composed of motions, whereas a duty is a larger work segment composed of several 
tasks that are performed by an individual. Since both tasks and duties describe activi-
ties, it is not always easy or necessary to distinguish between the two. For example, 
if one of the employment supervisor's duties is to interview applicants, one task 
associated with that duty would be asking job-related questions. Responsibilities are 
obligations to perform certain tasks and duties. Task-based job analysis seeks to 
identify all the tasks, duties, and responsibilities that are part of a job. 


4-4d Competency-Based job Analysis 
Unlike the traditional task-based approach to analyzing jobs, the competency 
approach considers how knowledge and skills are used. Competencies are individ-
ual capabilities that can be linked to performance by individuals or teams. 


The concept of competencies varies widely from organization to organization. 
The term technical competencies is often used to refer to specific knowledge and 
skills of employees. A different set of competencies are behavioral competencies. 
The following have been identified as behavioral competencies: 


• Customer focus 
• Team orientation 
• Technical expertise 
• Results orientation 
• Communication effectiveness 
• Leadership 
• Conflict resolution 
• Innovation 
• Adaptability 
• Decisiveness 


The competency approach attempts to identify the competencies that have been 
shown to drive employee performance. 56 For instance, many supervisors talk about 
employees' attitudes, but they have difficulty identifying exactly what they mean by 
attitude. A variety of methodologies are used to help supervisors articulate exam-
ples of competencies and how those factors affect performance. 57 


Unlike the traditional task-based job analysis, one purpose of the competency 
approach is to influence individual and organizational behaviors in the future. The 
competency approach may be more broadly focused on behaviors, rather than just 
on tasks, duties, and responsibilities. Some of the more comprehensive competency-
based job analysis components may extensively include knowledge, skills, abilities, 
and personality characteristics.58 


Integrating Technology and Competency-Based job Analysis As jobs continue to 
change, technology expands, and workers become more diverse, there may be a 
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more integrated use of both job analysis approaches. 59 Another factor that will con-
tribute to the use of both types of job analysis is that strategic competencies are 
identified for some jobs, not just performing job tasks and duties. 60 In the future, 
people doing jobs are more likely to need integrated job analysis, rather than just 
one approach. The decision about whether to use a task-based or competency-
based approach to job analysis is affected by the nature of jobs; however, task-
based analysis is likely to remain more widely used as it is the most defensible 
legally/1 and it is the primary focus of the remainder of this chapter. 


4-5 • IMPLEMENTING JOB ANALYSIS 


The process of job analysis must be conducted in a logical manner, following 
appropriate management and professional psychometric practices.62 Analysts usu-
ally follow a multistage process, regardless of the specific job analysis methods 
used. The stages for a typical job analysis, as outlined in Figure 4-11, may vary 
somewhat with the number of jobs included. 


F I G U R E 4- 1 1 Stages in the Job Analysis Process ··············································· ................................................. . 
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4-Sa Plan the Job Analysis 
Prior to the job analysis process itself is the planning done to gather information 
about jobs from managers and employees. Probably the most important consider-
ation is to identify the objectives of the job analysis, which might be as simple as 
updating job descriptions or as comprehensive as revising the compensation pro-
grams in the organization. Whatever the purpose identified, the effort needs the 
support of top management. 


4-Sb Prepare for and Introduce the Job Analysis 
Preparation for job analysis includes identification of the jobs to be analyzed. Next 
review organization charts, existing job descriptions, previous job analysis informa-
tion, and other resources. This includes identifying those who will be involved in 
conducting the job analysis and the methods to be used. A key part is identifying 
and communicating the process to appropriate managers, affected employees, 
and others. 


4-Sc Conduct the Job Analysis 
Data about jobs are collected using various methods, based on time and resources 
available. Once data from job analyses are compiled, the information should be 
sorted by job, organizational unit, and job family. 


4-Sd Develope Job Descriptions and Job 
Specifications 
At this stage, the job analyst draft job descriptions and job specifications. Gener-
ally, organizations find that having managers and employees write job descriptions 
is not recommended for several reasons. First, it reduces consistency in format and 
details, both of which are important given the legal consequences of job descrip-
tions. Second, managers and employees vary in their writing skills and they may 
write the job descriptions and job specifications to reflect what they do and what 
their personal qualifications are, not what the job requires. However, completed 
drafts should be reviewed by managers and supervisors, and then with employees, 
before they are finalized. 


4-Se Maintain and Update Job Descriptions 
and Job Specifications 
Once job descriptions and specifications have been completed and reviewed by all 
appropriate individuals, a system must be developed for keeping them current 
and posted on a firm's intranet source. One effective way to ensure that appro-
priate reviews occur is to use current job descriptions and job specifications as 
part of other HR activities. For example, each time a vacancy occurs, the job 
description and specifications should be reviewed and revised as necessary 
before recruiting and selection efforts begin. Similarly, in some organizations, 
managers and employees review job descriptions during performance appraisal 
interviews. 
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4-6 • jOB ANALYSIS METHODS 


Job analysis information about what people are doing in their jobs can be gathered 
in a variety of ways. Traditionally, the most common methods have been (1) obser-
vation, (2) interviewing, and (3) questionnaires. However, the expansion of technol-
ogy has led to computerization and web-based job analysis information resources. 
Sometimes a combination of these approaches is used depending on the situation 
and the organization. 


4-6a Observation 
With the observation method, a manager, job analyst, or industrial engineer 
watches an employee performing the job and takes notes to describe the tasks and 
duties performed. Use of the observation method is limited because many jobs do 
not have complete and easily observed job duties or job cycles. Thus, observation 
may be more useful for repetitive jobs and in conjunction with other methods or 
as a way to verify information. 


Work Sampling One type of observation, work sampling, does not require atten-
tion to each detailed action throughout an entire work cycle. This method allows 
a job analyst to determine the content and pace of a typical workday through sta-
tistical sampling of certain actions rather than through continuous observation and 
timing of all actions. Work sampling is particularly useful for routine and repetitive 
jobs. 


Employee Diary/log Another observation method requires employees to "observe" 
their own performance by keeping a diary/log of their job duties, noting how fre-
quently those duties are performed and the time required for each one. Although 
this approach can generate useful information, it may be burdensome for employees 
to compile an accurate log. The logging approach can be technology-based, reduc-
ing some of the problems. 


4-6b Interviewing 
The interview method requires a manager, job analyst, or an HR specialist to talk 
with the employees performing each job. A standardized interview form is used 
most often to record the information. Both the employee and the employee's super-
visor must be interviewed to obtain complete details on the job. 


Sometimes, group or panel interviews are used. A team of subject matter 
experts (SMEs) who have varying insights about a group of jobs is assembled to 
provide job analysis information. This option may be particularly useful for highly 
technical or complex jobs. Since the interview method alone can be quite time con-
suming, combining it with one of the other methods is common. 


4-6c Questionnaires 
The questionnaire is a widely used method of gathering data on jobs. A survey 
instrument is developed and given to employees and managers to complete. The 
typical job questionnaire often covers the areas shown in Figure 4-12. 
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F I G U R E 4 - 1 2 Typical Areas Covered in a Job Analysis Questionnaire 


Duties and Percentage ofTime Spent on Each Contact with Other People 


• Regular duties • Internal contacts 
• Special duties performed less frequently • External contacts 


Physical Dimensions 


• Supervision given to others • Physical demands 
• Supervision received from others • Working cond itions 


tl~lil L1 [I] I L"Wt.~ fffi ro jobholder Characteristics 


• Records and reports prepared • Knowledge 
• Materials and equipment used • Skills 
• Financial/budget responsibilities • Abilities 


• Training/expe ri ence needed 


~ 
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The questionnaire method offers a major advantage in that information about 
a large number of jobs can be collected inexpensively in a relatively short period 
of time. However, the questionnaire method assumes that employees can accu-
rately analyze and communicate information about their jobs. Using interviewing 
and observation in combination with the questionnaire method allows analysts to 
clarify and verify the information gathered in questionnaires. 


Managerial Job Analysis Questionnaire Since managerial jobs often differ from 
jobs with more clearly observable routines and procedures, some specialized job 
analysis methods exist for management jobs. One well-known method is the 
Management Position Description Questionnaire (MPDQ). Comprised of more 
than 200 statements, the MPDQ examines a variety of managerial dimensions, 
including decision making and supervising. 


4-6d Job Analysis and O*Net 
A variety of resources to help with job analysis are available from the U.S. Depart-
ment of Labor (DOL). These resources have been developed and used over many 
years by a variety of entities. Functional job analysis uses a competency approach 
to job analysis. A functional definition of what is done in a job can be generated 
by examining the three components of data, people, and things. The levels of these 
components traditionally have been used to identify and compare important ele-
ments of more than 120 jobs in the Dictionary of Occupational Titles (DOT). 
O'fNet is currently the main DOL resource available and provides employers with 
a wide range of useful items. 


-


---------
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The O''"Net database now contains data on more than 800 occupations, classi-
fied by industry. Included in the occupational categories are the following: 


• Task statements of importance, relevance, and frequency 
• Abilities (work activities, knowledge, skills, and work content} 
• Training, work experiences, and education 
• Interests and work values, work styles, and job zones 


O''.Net can be used in different ways. For example, one way is to see what abil-
ities will be needed in certain jobs. More than 50 abilities are listed, including arm-
hand steadiness, fluency of ideas, time sharing, visualization, written and oral com-
prehension, and speech clarity. Employers can use the abilities and the other com-
ponents to generate data for some parts of job analysis and for developing job 
descriptions. 


O''.Net also now contains the Dictionary of Occupational Titles (DOT) and 
has hundreds of jobs descriptions already written and available. For example, on 
HR jobs, the DOT and O''.Net have listed details on occupations such as Employee 
Relations Specialist and Human Resource Advisor. For these and all other types of 
jobs, an extensive list of tasks and detailed work activities is provided. A Spanish 
version is available. The details provided give supervisors, managers, and HR pro-
fessionals a valuable resource as they develop or revise job descriptions, compare 
recruiting advertisements, develop training components, and perform other HR 
activities. In summary, O''.Net is a database of worker attributes and job character-
istics to describe jobs and the skills workers will need to perform them. 63 It can be 
accessed at www.onetcenter.org. 


4-7 • BEHAVIORAL AND LEGAL ASPECTS 
OF JOB ANALYSIS 


Job analysis involves determining what the core job is. A detailed examination of 
jobs, although necessary, sometimes can be a demanding and disruptive experience 
for both managers and employees, in part because job analysis can identify the dif-
ference between what currently is being performed in a job and what should be 
done. This is a major issue about job analysis for some employees, but it is not the 
only concern. Other behavioral factors can affect job analysis. 


4-7a Current Incumbent Emphasis 
A job analysis and the resulting job description and job specifications should not 
just describe what the person currently in the job does and that person's qualifica-
tions. The incumbent may have unique capabilities and the ability to expand the 
scope of the job to assume more responsibilities, but the employer might 
have difficulty finding someone exactly like that employee if the person were to 
leave. Consequently, it is useful to focus on core duties and necessary knowledge, 
skills, and abilities by determining what the job would be if the incumbent were to 
quit or be moved to a different job. Focus should be on the job and not the incum-
bent working in the job.64 
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4-7b "Inflation" of jobs and job Titles 
People have a tendency to inflate the importance and significance of their jobs. 
Since job analysis information is used for compensation purposes, both managers 
and employees hope that "puffing up" jobs will result in higher pay levels, greater 
"status" for resumes, and more promotional opportunities. 


Inflated job titles also can be used to enhance employees' images without mak-
ing major job changes or pay adjustments. For instance, banking and financial insti-
tutions often use officer designations to enhance status. In one small Midwestern 
bank, an employee who had three years' experience as a teller was "promoted" 
with no pay increase to Second Vice President of Customer Service. In effect, she 
became the lead teller when her supervisor was out of the bank, and now could 
sign more customer account forms, but her duties and compensation were basically 
the same. 


An additional concern is the use of offbeat titles. For example, what is a "group 
idea management director," "chief transformation officer," or "marketing evange-
list"? What does a "human character manager" really do? These examples illustrate 
how job titles may be misleading, both inside and outside the place of employment. 
Titles should convey a clear picture of what a job involves. 


4-7 c Employee and Managerial Anxieties 
Both employees and managers have concerns about job analysis. The resulting job 
description is supposed to identify what is done in a job. However, it is difficult to 
capture all facets of a job in which employees perform a variety of duties and oper-
ate with a high degree of independence. 


Employee Fears One concern that employees may have involves the purpose of a 
detailed investigation of their jobs. Some employees fear that an analysis of their 
jobs will limit their creativity and flexibility by formalizing their duties. They are 
also concerned about pay deduction or even layoff as a result of job analysis. 
However, having accurate, well-communicated job descriptions can assist 
employees by clarifying their roles and the expectations within those roles. One 
effective way to handle anxieties is to involve the employees in the revision 
process. 


The content of a job may often reflect the desires and skills of the incumbent 
employee. For example, in one firm, an employee promoted to customer service 
supervisor continued to spend considerable time answering customer calls, rather 
than supervising employees taking the calls. As part of job analysis discussions, 
the operations manager discussed the need for the supervisor to train the 
employees on handling special customer requests and to delegate more routine 
duties to others. 


Managerial Straitjacket Another concern of managers and supervisors is that the 
job analysis and job descriptions will unrealistically limit managerial flexibility. 
Since workloads and demands change rapidly, managers and supervisors may 
elect to move duties to other employees, cross-train employees, and have flexible 
means available to accomplish work. If job descriptions are written or used 
restrictively, employees may argue that a change or omission to a job description 
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should limit management's flexibility to require that work. In organizations with 
unionized workforces, some very restrictive job descriptions may exist. 


Because of such difficulties, the final statement in many job descriptions is a 
miscellaneous clause that consists of a phrase similar to "Performs other duties as 
needed upon request by immediate supervisor." This statement covers unusual 
situations in an employee's job. However, duties covered by this phrase cannot be 
considered essential functions under legal provisions including the Americans with 
Disabilities Act, as discussed next. 


4-7d Legal Aspects of Job Analysis 
The Uniform Guidelines on Employee Selection Procedures (in Appendix D) make 
it clear that HR requirements must be tied to specific job-related factors if emp-
loyers are to defend their actions as a business necessity. Job descriptions are 
frequently the link to these job-related factors. 


job Analysis and the Americans with Disabilities Act One result of the Americans 
with Disabilities Act (ADA) is increased emphasis by employers on conducting job 
analyses, as well as developing and maintaining current and accurate job descrip-
tions and job specifications. 


The ADA requires that organizations identify the essential job functions, which 
are the fundamental duties of a job. These do not include the marginal functions of 
the positions. Marginal job functions are duties that are part of a job but are inci-
dental or ancillary to the purpose and nature of the job. As covered in Chapter 3, 
the three major considerations used in determining essential functions and marginal 
functions are the following: 


• Percentage of time spent on tasks 
• Frequency of tasks done 
• Importance of tasks performed 


Job analysis should also identify the physical demands of jobs. For example, 
the important physical skills and capabilities used on the job of a nursing repre-
sentative could include being able to hear well enough to aid clients and doctors. 
However, hearing might be less essential for a heavy equipment operator working 
m a quarry. 


job Analysis and Wage/ Hour Regulations As will be explained in Chapter 11, the 
federal Fair Labor Standards Act (FLSA) and most state wage/hour laws indicate 
that the percentage of time employees spend on manual, routine, or clerical duties 
affects whether they must be paid overtime for hours worked in excess of 40 hours 
a week. To be exempt from overtime, the employees must perform their primary 
duties as executive, administrative, professional, or outside sales employees. 
Primary has been interpreted to mean occurring at least 50% of the time. 


Other legal-compliance efforts, such as those involving workplace safety and 
health, can also be aided through the data provided by job analysis and job descrip-
tions. It is difficult for an employer to have a legal staffing system without performing 
job analysis. Truly, job analysis is the most basic HR activity and the foundation for 
most other HR efforts. 
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-KILLS AND APPLICATIONS 
Writing Job Descriptions 
Although not the most exciting part of HR manage-


ment, developing and maintaining current job 


descriptions are important activities. Some key sug-


gestions for writing a job description that includes 


the essential functions and duties of a job are: 


• Compose specific duty statements: 
1. A precise action verb and its object 
2. The frequency of the duties and the 


expected outcomes 
3. The tools, equipment, aids, and processes 


to be used 
• Be logical: If the job is repetitive, describe the 


tasks as they occur in the work cycle. For 
varied jobs, list the major tasks first and follow 
those with the less frequent and/or less 
important tasks in order. 


• Use proper details: Make sure the description 
covers all the meaningful duties of the job, 
but avoids too many details. 


• Be specific: For example, instead of 
saying "Lifts heavy packages," say 
"Frequently lifts heavy packages weighing 
up to 50 pounds." 


• Use the active voice: Start each statement 
with a functional verb in the present tense 
(third-person singular)-for instance, 
"Compiles," "Approves," or "Analyzes." 
Avoid terms like handles, maintains, and 
processes. 


• Describe, do not prescribe: Say "Operates 
electronic imaging machine," not "Must 
know how to operate electronic image 
machine." (The latter is a job specification, 
not a job description.) 


• Be consistent: Define terms like may, occa-
sionally, and periodically. 


• Prepare a miscellaneous clause: This clause 
provides flexibility and may be phrased as 
follows: "Performs other related duties as 
assigned by supervisory personnel." 


4-8 • JOB DESCRIPTIONS AND JOB 
SPECIFICATIONS 


Job description 
Identification of the 
tasks, duties, and 
responsibilities of a job. 


Job specifications 
The knowledge, skills, 
and abilities (KSAs) an 
individual needs to per-
form a job satisfactorily. 


The output from analysis of a job is used to develop a job description and its job 
specifications. Together, these two documents summarize job analysis information 
in a readable format and provide the basis for defensible job-related actions. 


4-Ba Job Descriptions 
In most cases, the job description and job specifications are combined into one doc-
ument that contains several sections. A job description identifies the tasks, duties, 
and responsibilities of a job. It describes what is done, why it is done, where it is 
done, and, briefly, how it is done. The HR Skills and Applications: Writing Job 
Descriptions shows suggestions for writing job descriptions. 


4-Bb Job Specifications 
While the job description describes activities to be done, the job specifications list 
the knowledge, skills, and abilities (KSAs) an individual needs to perform a job 
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satisfactorily. KSAs might include the education, experience, work skill require-
ments, personal abilities, and mental and physical requirements a person needs to 
do the job, not necessarily the current employee's qualifications.65 


4-8c Performance Standards 
Performance standards flow directly from a job description and indicate what the job 
accomplishes and how performance is measured in key areas of the job description. If 
employees know what is expected and how performance is to be measured, they have 
a much better chance of performing satisfactorily. Unfortunately, performance stan-
dards are often not developed as supplemental items in job descriptions. Even if per-
formance standards have been identified and matched to job descriptions, they must 
be communicated to employees if the job descriptions are to be effective tools. 


4-8d Job Description Components 
A typical job description contains several major parts. The following content text 
presents an overview of the most common components. Each organization will for-
mat job descriptions in a way best suited to its culture and management practices. 
Consistency of information and formatting across all organizational jobs insures 
uniformity. 


Identification The first part of the job description is the identification section which 
includes the job title, department, reporting relationships, location, and date of 
analysis. It is advisable to note other information that is useful in tracking jobs and 
employees through HR systems. Additional items commonly noted in the identifica-
tion section are job code, pay grade, exempt/nonexempt status under the Fair Labor 
Standards Act (FLSA), and the EEOC classification (from the EE0-1 form). 


General Summary The general summary is a concise statement of the general 
responsibilities and components that make the job different from others. One 
HR specialist has characterized the general summary statement as follows: "In 
thirty words or less, describe the essence of the job." Often, the summary is writ-
ten after all other sections are completed so that a more complete overview is 
prepared. 


Essential Job Functions and Duties Essential functions and duties, are generally 
listed in order of importance. It contains clear, precise statements on the major 
tasks, duties, and responsibilities performed. Writing this section is the most time-
consuming aspect of preparing job descriptions. 


Job Specifications The qualifications needed to perform the job satisfactorily are 
identified in the job specifications section. The job specifications typically are 
stated as: (1) knowledge, skills, and abilities; (2) education and experience; 
and (3) physical requirements and/or working conditions. The components 
of the job specifications provide information necessary to determine what 
accommodations might and might not be possible under the Americans with Dis-
abilities Act. 
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F I G U R E 4 - 1 3 Sample Job Description 
.... ············ 


Identification Section 


Posit ion Title: Customer Service Supervisor 


Department: Marketing/Customer Service EEOC Class: 0/M 
Reports To: Marketing Director FLSA Status: Exempt 


General Summary 


Supervises, coordinates, and assigns wo rk of employees to ensure customer service department goals and 
customer needs are met. 


Essential job Functions 


1. Supervises the work of customer service representatives to enhance performance by coordinat ing 
duties, advising on issues or prob lems, and checking work. (55%) 


2. Provides customer service training for company employees in al l departments. (15%) 
3. Creates and reviews reports for service orders for new and exist ing customers. (10%) 
4. Performs employee performance evaluations, training, and discipl ine. (10%) 
5. Fo llows up with customer complaints and issues and provides resolutions. (10%) 
6. Conducts other duties as needed gu ided by market ing director and executives. 


Knowledge, Skills, and Abilities 


• Knowledge of company products, services, poli cies, and procedures . 
• Knowledge of marketing and customer programs, data, and results. 
• Knowledge of supervisory requi rements and practices . 
• Ski ll in comp leting multip le tasks at once . 
• Ski ll in identifying and reso lving customer problems . 
• Skil l in oral and written commun icat ion, including Spanish communications. 
• Skil l in coaching, training, and performance evaluating employees . 
• Sk ill in operating office and techno logical equipment and software . 
• Abil ity to commun icate professionally with coworkers, customers and vendors . 
• Abil ity to work independently and meet managerial goals . 
• Ability to fo llow oral and wr itten instructions . 
• Abil ity to o rganize dai ly act ivities of self and others and to work as a team p layer . 
Education and Experience 


Bachelor's degree in business or marketing, p lus 3-5 years of industry experience. Supervisory, marketing, 
and customer service experience he lpful. 


Physical Requirements Percentage of Work Time Spent on Activity 


0- 24 25-49 50-74 75- 100 


Seeing: Must be able to see well enough to read reports. X 


Hearing: Must be ab le to hear well enough to 
comm unicate w ith customers, vendors, and emp loyees. X 


Standing/Walking: M ust be able to move about 
department. X 


Climbing/Stooping/Knee/in~: Must be able to stoop or 
kneel to p ick up paper pro ucts or d irectories. X 


Lifting/Pulling/Pushing: Must be able to l ift up to 
50 pounds. X 


Fingering!Crasping!Feeling: Must be able to type and 
use technical sources. X 


Working Conditions: Normal work ing cond itions absent extreme factors. 


Note: The statements herein are intended to describe the genera l nature and level of work being performed, but are not to 
be seen as a complete list of responsibilities, duties, and skills required of personnel so classified. Also, they do not establish 
a contract for employment and are subject to change at the discretion of the employer. 
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Disclaimers and Approvals Many job descriptions include approval signatures by 
appropriate managers and a legal disclaimer. This disclaimer allows employers to 
change employees' job duties or to request employees to perform duties not listed, 
so that the job description is not viewed as a contract between the employer and the 
employee. 66 Figure 4-13 contains a sample job description and job specifications for 
a customer service supervisor. Also, Appendix G has sample HR-related job 
descriptions. 


SUMMARY 
• The workforce is changing but not entirely in 


the predicted ways. 
• The workforce participation rate has 


declined reducing the percentage of people 
in certain groups who are in the 
workforce. 


• Work-ready credentials are ways to determine 
skills rather than assume that a degree grants 
specific skills to all who hold it. 


• Work in an organization is divided into jobs and 
workflow analysis shows how work flows 
through the organization. 


• Job design involves developing jobs that 
people can do well. It may include 
simplification, enlargement, enrichment, or 
rotation. 


• Designing jobs so that they incorporate skill 
variety, task identity and significance, auton-
omy, and feedback can improve jobs for 
employees. 
Work teams can be used in designing jobs. 


• Jobs can be designed for place or time flexibility. 
• Telework is leading to more place flexibility and 


can be regular, brief occasional, or temporary/ 
emergency. 


• Shift work, compressed work week, part time, 
job sharing, and flextime can provide time/ 
schedule flexibility. 


• Job analysis is a systematic investigation of the 
content, context, and human requirements of 
a job. 


• Task-based job analysis focuses on the 
tasks, duties, and responsibilities associated 
with jobs. 


• Competency-based job analysis focuses on basic 
characteristics of performance such as technical 
and behavioral competencies. 


• A number of methods of job analysis are used, 
with interviews and questionnaires being the 
most popular. 


• The behavioral reactions of employees and 
managers and legal-compliance issues must 
be considered as part of job-analysis. 


• The end products of job analysis are job 
descriptions, which identify the tasks, duties, 
and responsibilities of jobs, and job 
specifications, which list the knowledge, skills, 
and abilities needed to perform a job 
satisfactorily. 


RITICAL THINKING CHALLENGES 
Describe how changes in the workforce have 
been impacting organizations, including 
organizations for which you have worked 
recently. 


2. For many individuals, the nature of work and 
jobs is changing. Describe these changes, some 
reasons for them, and how they are affecting 
both HR management and individuals. 
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3. Explain how you would conduct a job analysis 
in a company that has never had job descrip-
tions. Utilize the O''.Net as a resource for your 
information. 


4. You have recently assumed the role of HR 
Manager in your company. In reviewing the 
company records, you note that the job 
descriptions were last updated five years ago. 
The Company President has taken the position 
that there is no need to update the job 
descriptions. However, you also note that the 
company has grown by 50% during the last 


five years, resulting in many changes, including 
some in job functions. You want to build a 
business case to convince the Company Presi-
dent of the need to update the job descriptions. 
To help you build your case, use the informa-
tion on the purpose of job descriptions at 
www.hrtools.com. 


A. How can job descriptions be used as a man-
agement tool? 


B. What role do job descriptions have in help-
ing companies comply with various legal 
issues? 


· 
1
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CASE 


Bon Secours Health Care 
Health care has used flexible work arrangements for 
years as managers try to provide round the clock 
care for patients. Recently it has become even 
more difficult as shortages in the health care work-
force have required creativity to attract and keep 
people. 


Bon Secours Richmond Health Systems uses a 
variety of flexible scheduling innovations for hard-
to-fill evening and weekend shifts at its hospitals. 
Employees can choose from compressed work 
weeks (four 10 hour shifts or three 12 hour shifts), 
weekends only with extra pay, four- or eight-hour 
shifts, and seven days on followed by seven 
days off. 


Women make up 85% of the workforce, and 
flexible schedules work well for them. Depending 
on life stage, employees may make different choices. 
A new employee just out of college may prefer 
working full time with a rotating schedule, but 
workers with children may need a fixed schedule 
that doesn't rotate. Some employees with several 
children may want to work part time. Part time is 
made attractive by providing full benefits and 
employer-assisted housing for those scheduled for 
as little as 16 hours per week. 


Bon Secours' flexible work arrangements are 
credited with lowering first year employee turnover 


rates from 50% to 10% in four years. The national 
benchmark average is 28%. Employee engagement 
scores have risen from 3.6 to 4.55 on a 5-point 
scale, and employees can read success stories in 
the employee newsletter that may provide solutions 
to any dilemmas they may have with regard to 
scheduling. In small lunches with the CEO, employ-
ees have confirmed that they value having more 
control over their time. 


Eight-five percent of Bon Secours employees 
use a flexible schedule either formally or informally. 
Forty-five percent use a compressed work week and 
10% job share. Twenty-five percent work a tempo-
rary or part-time work schedule, and 3% do 
telework. 67 


QUESTIONS 


1. How well could this level of flexible scheduling 
work in another industry? For example, con-
sider scheduling in a steel mill. 


2. Identify other potential flexible work ideas that 
Bon Secours might use. 


3. Flexible scheduling is common in health care. 
What would be the likely result without flexible 
scheduling? 
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SUPPLEMENTAL CASES 
The Reluctant Receptionist 


This case illustrates how incomplete job analysis and 
·ob descriptions create both managerial and employee 


the case, go to www.cengage.com/management/ 
mathis .) 


roblems. (For the case, go to www.cengage.com/ 
~anagement/mathis.) 


Jobs and Work at R. R. Donnelley 


Flexible Work and Success at Best Buy 


This case illustrates flexible scheduling at Best Buy. 
(For the case, go to www.cengage.com/management/ 
mathis.) 


This case describes how a printing firm had 
:o increase productivity and redesign jobs. (For 
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Recruiting and 
labor Markets 
Learning Objectives 


After you have read this chapter, you should be able to: 


1 List different ways in which labor markets can be identified and 
approached. 


2 Discuss the strategic decisions covering recruiting image, 
outsourcing, and other related areas. 


3 Explain why Internet recruiting has grown and how it affects 
recruiting efforts done by employers. 


4 Highlight five external recruiting sources. 


5 Identify three internal sources for recruiting and issues 
associated with their use. 


6 Describe three factors to consider when using recruiting 
measurement and metrics. 








.. HEADLINE 


Getting Creative to 
Recruit College 
Students 


S ome employers are developing creative strategies to attract talent coming out of college. Graduates are interested in a 
more interactive recruiting experience, in which 


they receive extensive information about the 


workplace and discuss available opportunities 


with employees who work for the company. 


They prefer employers who provide opportunities for workers to make a dif-


ference in the lives of other people and the communities in which they live. 


Companies that present these opportunities when recruiting have a distinct 


advantage when it comes to hiring younger employees. Making the recruiting 


experience dynamic and entertaining can apparently go a long way when hiring 


individuals in the Generation Y group. 


Several organizations stand out with students by using creative recruiting 


approaches. For instance, the accounting firm Deloitte developed a program 


called Maximum Impact that gives undergraduate students a chance to volun-


teer time over their spring break to help communities in need. Students also 


get to participate in various networking sessions, and Deloitte professionals 


offer employment information during a career night. Maximum Impact has 


been an excellent tool for attracting and hiring good talent. 


Ernst & Young, another certified professional accounting (CPA) firm, has devel-


oped a similar volunteer program that encourages students to submit community-


project proposals, and participants compete for $10,000 in funding to help support 


these ideas. They also stay connected to some of the firm's advisors and execu-


tives, and such networking opens the door for future employment opportunities. 


Finally, Harrah's Entertainment Inc., offers a program called the MBA World Series 


of Poker that is held at Caesar's Palace Hotel and Casino in Las Vegas, Nevada. In 


addition to playing games and having fun, students can participate in recruiting 


sessions that provide information about careers in the organization.1 
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Recruiting 
Process of generating a 
pool of qualified appli-
cants for organizational 
jobs. 


Jobs and Labor 


The staffing process used by an employer depends on HR planning and retention 
and must include both successful recruiting and selection efforts. However, as the 
HR Headline: Getting Creative to Recruit College Students illustrates, new approaches 
are constantly evolving_ Without significant attention and measurement, recruiting 
and selection can become just a set of necessary administrative functions: coordinating 
internal openings, handling the flow of candidate data, dealing with regulatory report-
ing, and moving candidates through the system. Consequently, companies must be 
innovative in their approach to recruiting so that they can get the best employees. 


This chapter examines recruiting, and the next chapter examines selection. 
Recruiting is the process of generating a pool of qualified applicants for organiza-
tional jobs. If the number of available candidates equals the number of people to be 
hired, no real selection is required-the choice has already been made. The organi-
zation must either leave some openings unfilled or take all the candidates. One sur-
vey of employers found that almost half of the hiring managers cited less-qualified 
applicants as the biggest recruiting and hiring challenge.2 Given these concerns, it is 
important to view recruiting broadly as a key part of staffing, and not just as a col-
lection of administrative and operational activities. 


6-1 • RECRUITING 


Recruiting is becoming more important as labor markets evolve. Although recruit-
ing can be expensive, an offsetting issue that must be considered is the cost of 
unfilled jobs. For example, consider a company in which three operations-related 
jobs are vacant. Assume these three vacancies cost the company $300 for each busi-
ness day the jobs remain vacant. If the jobs are not filled for four months, the cost 
of this failure to recruit in a timely fashion will be about $26,000. 


Although cost is certainly an issue, and some employers are quite concerned 
about cost per hire and the cost of vacancies, quality of recruits is an equally impor-
tant consideration. For example, if an organizational strategy focuses on quality as 
a competitive advantage, a company might choose to hire only from the top 15% 
of candidates for critical jobs, and from the top 30% of candidates for all other 
positions. Though this approach may raise the cost per hire, it will improve work-
force quality. 


These examples illustrate that recruiting should not be seen only as an expense 
but also as an important part of overall HR planning and strategy. To be effective, 
recruiters need to integrate efforts involving labor markets, recruiting responsibili-
ties and goals, business strategies, and recruiting sources. Figure 6-1 highlights 
these integral components for effective recruiting. 


6-1 a Strategic Recruiting and Human 
Resources Planning 
It is important that recruiting be treated as a part of strategic HR planning because it 
is a key mechanism for filling the positions necessary to produce the organization's 
goods and services. Recruiting requires an employer to 


• know the industry and where to successfully recruit qualified employees; 
• identify keys to success in the labor market, including competitors' recruiting 


efforts; 
• cultivate relationships with sources of prospective employees; 
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- I G U R E 6- 1 Integral Components for Effective Recruiting 


ETHICS 


• promote the company brand so that the employer is known as a good place to 
work; and 


• use recruiting metrics to measure the effectiveness of recruiting efforts. 


Recruiting decisions can identify not only the kinds and numbers of applicants but 
also how difficult recruiting efforts may be depending on the type of jobs. In addition, 
effective recruiting focuses on discovering talent before it is needed. 


6-1 b Training of Recruiters/Managers 
and Outsourcing 
Regardless of the methods used, an important consideration is the training of recrui-
ters and managers. Training on recruiting-related activities, communications skills, 
and job details is common. Those involved in recruiting should learn the actions 
that might violate equal employment opportunity (EEO) regulations and how to han-
dle diversity issues with applicants. Such training issues often include appropriate lan-
guage to use with applicants so that racist, sexist, and other inappropriate remarks 
do not hurt the image of the employer and result in legal complaints. 


Training may also include the importance of employer representatives engaging 
in ethical behaviors during recruiting efforts. One way to evaluate such training 
efforts is through follow-up activities. For instance, to assess ethical behavior 
when recruiting college graduates, some employers send follow-up surveys to inter-
viewees asking about the effectiveness of the recruiters and the image the candidates 
have of the employers as a result of the recruiting contacts. 3 


A firm must also decide whether to outsource the recruiting function. Farming 
out various HR activities can help companies focus on other important strategic 
competencies. A recent study determined that line managers believed that HR was 
more effective when recruiting efforts were outsourced.4 Given that many compa-
nies downsized their recruiting staffs during the recent recession, some are finding 
that outsourcing is necessary because competent recruiters are difficult to find. 
However, many recognize the importance of retaining a good in-house recruiting 
team, even during the lean times, to more effectively connect with job candidates. 
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can be identified and 
approached. 


Labor markets 
The supply pool from 
which employers attract 
employees. 


Labor force 
population 
All individuals who are 
avai lable for selection if 
all possible recruitment 
strategies are used. 


jobs and Labor 


Companies such as BASF have done just that.5 BASF and other companies such as 
Sodexo USA plan to increase their recruiting departments to respond to the 
increasing demand for new employees in high-growth industries.6 


6-2 • LABOR MARKETS 


Learning some basics about these labor markets aids in understanding recruiting. 
Labor markets are the supply pool from which employers attract employees. To 
understand where recruiting takes place, one can think of the sources of employees 
as a funnel, in which the broad scope of labor markets narrows progressively to the 
point of selection and job offers, as Figure 6-2 shows. Of course, if the selected can-
didates reject the offers, then HR staff members must move back up the funnel to 
the applicant pool for other candidates, and in extreme cases may need to reopen 
the recruiting process. 


6-2a Labor Market Components 
Several means of identifying labor markets exist. One useful approach is to take a 
broad view of the labor markets and then narrow them down to specific recruiting 
sources. The broadest labor market component and measure is the labor force 
population, which is made up of all individuals who are available for selection if 
all possible recruitment strategies are used. For firms with operations in multiple 
countries, the labor force population can be much larger than that of a business 
operating in only one country. For example, some U.S.-based airlines have customer 
service centers located in the Philippines, India, and other countries as well as the 
United States. The labor force population for such businesses is much broader 
than that of a business operating in only one of these countries. 


F I G U R E 6 - 2 Labor Market Components 


Labor Force Population 


Applicant Population 


Applicant Pool (Job Candidates) 


Individuals Selected for jobs 


.,. 
0 
N 


0 


~ 
m 
0 


! 
@ 








~H APTER 6 Recruiting and Labor Markets 185 


plicant population 
- ubset of the labor 
::--ce population that is 


3ilable for selection 
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::-:'1Jiti ng approach. 
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The applicant population is a subset of the labor force population that is avail-
able for selection if a particular recruiting approach is used. This population can be 
broad or narrow depending on the jobs needing to be filled and the approaches 
used by the employer. For example, if a firm is recruiting highly specialized engi-
neers for multiple geographic locations, the recruiting methods may involve a 
broad range of approaches and sources, such as contacting professional associations, 
attending conventions, utilizing general and specialized websites, using recruiting con-
sulting firms, and offering recruitment incentives to existing employees. 


However, a smaller firm in a limited geographic location might limit its recruit-
ing for management trainees to MBA graduates from major universities in the area. 
This recruiting method would result in a different group of applicants from those 
who might apply if the employer were to advertise the openings for management 
trainees on a local radio station, post a listing on an Internet jobs board, or encour-
age current employee referrals and applications. Figure 6-3 illustrates some com-
mon considerations for determining applicant populations. 


The applicant pool consists of all persons who are actually evaluated for selec-
tion. Many factors can affect the size of the applicant pool, including the reputation 
of the organization and industry as a place to work, the screening efforts of the orga-
nization, the job specifications, and the information available. It is useful to develop 
an applicant tracking system when considering the applicant pool. Using such a sys-
tem can make the recruiting process more effective.7 For example, when the size of 
the applicant pool increases recruiters can identify the most effective future employees 
for several jobs, and not just fill current jobs because of a larger supply. 8 


Unemployment Rates and Labor Markets When the unemployment rate is high in a 
given market, many people are looking for jobs. When the unemployment rate is 
low, there are fewer applicants. Unemployment rates vary with business cycles and 
present very different challenges for recruiting at different times. The number of 
individuals looking for work in the United States has increased considerably over 
the last several years because of the recent recession and a persistently high unem-
ployment rate. Some sources suggest there will be a slow recovery with slightly 
more corporate hiring, and other sources claim that the chances of getting hired 
will not improve in the future .9 Some companies are taking their time to fill open 
positions and are being more selective in the hiring process because of decreased 
consumer spending and increased business competition so that hiring decisions are 
effective. When individuals are hired, they are expected to contribute effectively 


FIGURE 6- 3 Considerations for Determining Applicant Populations 
············ ···· ··· ··· · ········ ·········· ·· ····························· ......... . ..... . 
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from day one. 1° Further, recent investments in technology by companies such a 
Google and Boston Scientific could further dampen the incentive to hire new 
employees in the short-term as technology replaces employees. 11 


6-2b Different Labor Markets and Recruiting 
The supply of workers in various labor markets differs substantially and affects 
staffing. Organizations recruit in many labor markets, including industry-specific 
markets and occupational, educational and technical, and geographic markets. 
Labor markets can be viewed in several ways to provide information that is useful 
for recruiting. These labor markets can include both internal and external sources. 


Industry and Occupational Labor Markets Labor markets can be classified by 
industry and occupation. For example, the biggest increases in U.S. jobs until the 
year 2016 are going to be in the positions of registered nurses, retail sales and cus-
tomer service representatives, home health aides, and postsecondary teachers. 12 


These jobs represent the health care, retail, and education industries. Surveys illus-
trate that filling these jobs will be more difficult during the next few years. Trucking 
and welding jobs are also expected to present significant recruiting difficulties. 13 


Recruiting for smaller firms can also be challenging. For instance, a small CPA 
firm had to work extensively to identify which CPA professionals would prefer 
working in a small firm rather than a large one. One key to this firm's recruiting 
efforts was to clearly identify the unique characteristics of working in a smaller 
firm, which included greater assignment variety, more work flexibility, and better 
career possibilities. 14 Those characteristics would appeal to some but not all who 
might apply. 


Educational and Technical Labor Markets Another way to look at labor markets is 
by considering the educational and technical qualifications that define the people 
being recruited. Employers may need individuals with specific licenses, certifica-
tions, or educational backgrounds. For instance, recruiting physician leaders for a 
medical organization led to the establishment of a special search committee to set 
goals for the organization. Then, as part of recruiting and selection, the top candi-
dates were asked to develop departmental vision statements and three-year goals. 
That information made the recruiting and selection process more effective.15 Busi-
ness schools are also taking active steps to make sure that MBA students get the 
kinds of experiences that make them attractive to organizations by networking 
extensively with executives and recruiters. 16 


Another special labor market is suppliers and contractors for U.S. military forces. 
Firms such as Cintas Corporation, with more than 34,000 employees, and Raytheon, 
with 77,000 employees, serve as federal government defense contractors. The need to 
recruit for specialty jobs in engineering and technology by such firms illustrates why 
considering different types of technical labor markets is necessary.17 


A prominent labor market that is expected to be in high demand over the next 
decade is bilingual/multilingual employees, particularly those individuals who can 
speak Spanish or Chinese. With some research showing a lack of motivation 
among workers to learn these languages, this educational/technical area should be 
in high demand with good work opportunities. Similarly, third-culture children, or 
individuals who have spent considerable time in geographic/cultural regions differ-
ent from those of their parents, will also be in demand because of their knowledge 
of diverse cultural environments and flexibility. 18 
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Geographic Labor Markets One common way to classify labor markets is based on 
geographic location. Markets can be local, area or regional, national, or interna-
tional. Local and area labor markets vary significantly in terms of workforce avail-
ability and quality, and changes in a geographic labor market may force changes in 
recruiting efforts. For instance, if a new major employer locates in a regional labor 
market, other existing area employers may see a decline in their numbers of 
applicants. 


Geographic markets require different recruiting considerations. For example, 
attempting to recruit locally for a job market that is a national competitive market 
will likely result in disappointing applicant rates. A catalog retailer that tries to 
recruit a senior merchandising manager from the small town where the firm is 
located may encounter difficulties, although it may not need to recruit nationally 
for workers to fill administrative support jobs. Varying geographic labor markets 
must be evaluated as part of recruiting. It is often a function of how much the 
jobs pay in addition to the quantity of available talent. 


Global Labor Markets Employers in the United States are tapping global labor mar-
kets when necessary and offshoring when doing so is advantageous. Firms in differ-
ent industries are expanding in India, China, Indonesia, Romania, Poland, and 
other countries. This expansion has caused an increase in the number of host coun-
try nationals hired to fill positions in foreign offices. 


The migration of U.S. work overseas has been controversial. While many decry 
the loss of American jobs, some employers respond that they cannot be competitive 
in a global market if they fail to take advantage of labor savings. For example, at 
some operations in India and China, U.S. employers pay less than half of what they 
would pay for comparable jobs to be performed in U.S. facilities. A significant num-
ber of U.S. and European firms have farmed out software development and back-
office work to India and other countries with lower wages. However, advancements 
in American worker productivity have made it possible to have fewer U.S. employ-
ees to produce certain items, resulting in cost savings, even at higher wage rates. 
Hence, those jobs are not being exported to other countries. In addition, companies 
may experience recruiting challenges as they begin hiring local talent because job 
candidates, might not be adequately prepared for employment, as is the case some-
times in India. 19 


The use of the Internet has resulted in recruiting in more varied geographic 
regions. But recruiting employees for global assignments may present problems 
that require different approaches from those used in the home country. The recruit-
ing processes must account for variations in culture, laws, and language, as well as 
the individual preferences of potential workers. Dealing with foreign labor markets 
can also be challenging because recruiting can be regulated and require the approval 
of local personnel or labor authorities. Hiring foreign employees in the United States 
is subject to certain legal requirements, including visa requirements, and organiza-
tions must be concerned about hiring illegal immigrants. 


6-3 • STRATEGIC RECRUITING DECISIONS 


When there are economic declines in certain geographic areas and occupations, 
many talented individuals become available, and recruiting costs can be lower.20 


But whether recruits are plentiful or scarce, employers must decide on several basic 
recruiting issues. 
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6-3a Recruiting Presence and Image 
Recruiting efforts may be viewed as either continuous or intensive. Continuous 
efforts to recruit offer the advantage of keeping the employer in the recruiting mar-
ket. For example, with college recruiting, some organizations may find it advanta-
geous to have a recruiter on a given campus each year. Employers who visit a 
campus only occasionally are less likely to build a following at that school over 
time. Also, continuous recruiting may lead to constant Internet job postings, contact 
with recruiting consultants, and other favorable market-related actions. 


Intensive recruiting may take the form of a vigorous recruiting campaign aimed 
at hiring a given number of employees, usually within a short period of time. Some-
times such efforts are the result of unforeseeable changes in external factors, but 
they also can result from a failure in the HR planning system to identify needs in 
advance or to anticipate drastic changes in workforce needs. 


Employment Branding and Image The employment brand or image of an organiza-
tion is the view both employees and outsiders have of it. Organizations that are 
seen as desirable employers are better able to attract qualified applicants than are 
those with poor reputations. For example, a successful company might offer excel-
lent opportunities for advancement to employees, which can greatly enhance the 
corporate brand image. However, if the workplace is consistently stressful, and 
employees must work long hours to be considered for these advancement opportu-
nities, the resulting employer brands can cause high turnover and fewer applicants 
interested in working for the company. See the HR Perspective: Recruiting Employees 
at McDonald's with Positive Branding for discussion of these issues . 


... PERSPECTIVE 
Recruiting Employees at McDonald's with Positive Branding 
Successful companies often use branding to 


improve the perceptions people have about their 


organizations. Besides influencing what people 


think, positive branding can enhance the ability of 


companies to recruit and retain outstanding employ-


ees by increasing the number of candidates who 


apply for jobs and decreasing the possibility that 


existing employees quit. According to research, 


much of this employment branding revolves around 


creating good rewards for employees, such as good 


pay, providing desirable workplace opportunities, 


and creating positive job characteristics. 


McDonald's recently determined that a vast 


majority of its current employees thought that the 


company provided good rewards, but findings also 


showed that customers had a far less positive 


impression of the organization. In an effort to 


improve these perceptions, McDonald's surveyed 


employees to determine the firm's most valued 


rewards, which were identified as friendly cowor-


kers, a flexible work environment, and good career 


potential. In order to communicate these strengths to 


potential workers, the company used presentations, 


speeches, and Internet-based messages to spread 


positive employment information through the 


ranks, ultimately reaching many key stakeholders. 


Growing evidence suggests that these employ-


ment branding efforts are working for McDonald's. 


The company is experiencing lower employee turn-


over and appears on the Best Multinational Compa-


nies to Work For list. In addition, McDonald's 


recently hired more than 60,000 employees in one 


day, which demonstrates the popularity of the com-


pany as a potential employer.21 
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Companies can spend considerable effort and money establishing brand images 
for their products. The same attention must be spent on developing employer brands 
on the basis of the many opportunities afforded to employees. These brands convey 
to potential job candidates the benefits of working for particular organizations, and 
research indeed suggests that individuals evaluate employer brands when looking for 
work. The positive perceptions generated by these brands should also be based on a 
positive Employee Value Proposition, which is developed by highlighting a com-
pany's commitment to employee excellence and development.22 The company brand 
can help generate more recruits through applicant self-selection because it affects 
whether individuals ever consider a firm and submit applications. Recruiting and 
employer branding should be seen as part of organizational marketing efforts and 
linked to the overall image and reputation of the organization and its industry. 


6-3b Organization-Based versus Outsourced 
Recruiting 
A basic decision that needs to be made is whether the recruiting will be done by 
the employer or outsourced to a third party. This decision need not be an either/or 
situation entirely. In most organizations, HR staff members handle many of the 
recruiting efforts. However, because recruiting can be a time-consuming process 
and HR staff and managers in organizations have many other responsibilities, out-
sourcing is a way to decrease the number of staff needed for recruiting and free 
some of their time for other responsibilities. 


Recruitment process outsourcing (RPO) can be done to improve the number and 
quality of candidates, as well as to reduce recruiting costs.23 Estimates are that RPO 
is expected to grow significantly in the near future. Both large and small employers in 
different industries outsource functions such as placement of advertisements, initial 
screening of resumes, and initial telephone contacts with potential applicants. 


Professional Employer Organizations and Employee leasing A specific type of out-
sourcing is professional employer organizations (PEOs) and the employee leasing 
process. The employee leasing process is simple: An employer signs an agreement 
with the PEO, after which the employer's staff is hired by the leasing firm and 
leased back to the company for a fee. In turn, the leasing firm writes the paychecks, 
pays taxes, prepares and implements HR policies, keeps all the required HR records 
for the employer, and bears legal liability. 


One advantage of leasing companies for employees is that they may receive better 
benefits than they otherwise would get in many of the small businesses. But all this ser-
vice comes at a cost to employers. Leasing companies often charge employers between 
4% and 6% of employees' monthly salaries. Thus, while leasing may save employers 
money on benefits and HR administration, it also may increase total payroll costs. 


A PEO and an employment agency are different types of entities. A PEO has its 
own workforce, which it supplies by contract to employers with jobs. However, an 
employment agency provides a "work-finding" service for job seekers and supplies 
employers with applicants whom they may then hire. 


6-3c Regular versus Flexible Staffing 
Another strategic decision involves how much recruiting will be done to fill staffing 
needs with regular full-time or part-time employees. Decisions as to who should be 
recruited hinge on whether to seek regular employees or to use more flexible 
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approaches, which might include temporaries or independent contractors. Many 
employers have decided that the cost of keeping a regular workforce has become 
excessive and is growing worse because of economic, competitive, and governmen-
tal requirements. However, not just money is at issue. The large number of employ-
ment regulations also constrains the employment relationship, making many 
employers reluctant to hire new regular full-time employees. 


Flexible staffing involves workers who are not traditional employees. Using 
flexible staffing arrangements allows an employer to avoid some of the cost of 
full-time benefits such as vacation pay, health care, and pension plans. Flexible 
staffing may lead to recruiting in different markets, since it includes the use of tem-
porary workers and independent contractors. Despite the many benefits, there are 
also many challenges associated with using flexible staffing, including low motiva-
tion, performance, and increased costs. Many of the pros and cons associated with 
flexible staffing are presented in Figure 6-4.24 


Temporary Workers Employers that use temporary employees can hire their own 
temporary staff members or contract with agencies supplying temporary workers 
on an hourly, daily, or weekly rate. Originally developed to provide clerical and 
office workers to employers, temporary workers in professional, technical, and 
even managerial jobs are becoming more common. This reality is driven by the 
many benefits that these workers provide organizations. 


Some employers hire temporary workers as a way to screen individuals to move 
into full-time, regular employment. Better-performing workers may move to regular 
positions when these positions become available. This "try before you buy" 
approach is potentially beneficial to both employers and employees. In addition, 
companies hire temporary workers because matching the firm's needs with the 
right workers can be easier, the costs associated with benefits can be avoided, and 
staffing flexibility is often greatly enhanced. For example, Harley-Davidson recently 


F I G U R E 6 - 4 Pros and Cons of Utilizing Flexible Staffing 
....................................................... .. ........................................................... ······················· ········································· 


Pros 


• Enab les organizations to hire workers 
without incurring high costs. 


• Reduces t ime spent on recruiting efforts, 
includ ing efforts spent on the screening 
and initial training of workers. 


• Faci litates a flexib le workplace mode l in 
some organizations. 


• Companies can avo id litigation 
associated w ith the terminat ion of 
pe rmanent workers. 


• Severance benefits not usually provided 
to ind ividuals when work ends. 


• Flexib le workers can sometimes exhibit 
poor job performance in the workplace. 


• Low motivation might occur because of 
a lack of opportunity for long-term 
employment and job advancement. 


• Time limits on temporary work contracts 
prevent significant enhancements in 
individual sk il ls and knowledge. 


• Compan ies might have to offer prem ium 
wages to attract individuals work ing in 
more advanced f ields. 
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agreed to a new union contract that enables the company to hire and utilize tempo-
rary workers on an as needed basis without providing guaranteed hours or bene-
fits .25 However, if individuals come through temporary service firms, those firms 
typically bill client companies a placement charge if a temporary worker is hired 
full-time. Also, employing temporary workers as opposed to full-time workers can 
have implications in regard to federal laws such as the Family Medical Leave Act, 
the Fair Labor Standards Act, and others.26 


Independent Contractors Some firms employ independent contractors as workers 
who perform specific services on a contract basis. These workers must be truly indepen-
dent as determined by regulations used by the U.S. Internal Revenue Service and the U.S. 
Department of Labor. This information is discussed further in Chapter 11. Independent 
contractors are used in many areas, including building maintenance, security, advertis-
ing, and others. One major reason for the use of independent contractors is that some 
employers experience significant savings because benefits are not provided to those indi-
viduals. From an independent contractor perspective, a recent study also found that the 
motivation to enter such an agreement appears to be higher among highly skilled indivi-
duals who are either beginning their careers or fully experienced in their professions. At 
least for men, the motivation to perform contract work decreases as responsibilities to 
f ·1 b · n am1 y ecome more promment. 


6-3d Recruiting and EEO: Diversity Considerations 
Recruiting strategies take into account a number of EEO and diversity considerations. 
Figure 6-5 shows the major issues companies face when proactively addressing a diverse 
applicant pool. 


EEO and Recruiting Efforts Recruiting is a key employment-related activity and is 
subject to various considerations, especially equal employment laws and regulations. 


-I G U R E 6 - 5 Recruiting and Diversity Considerations 
_..................... ...................... ............................ . ......... ........ . 


Organizational Diversity 
Efforts 


Compliance with 
EEO Regulations 


Training of Recruiters 
on EEO/Diversity 


Issues 


Targeting and Recruiting 
Diverse Applicants with 
Varying Characteristics 


Diversity-Specific 
Recruiting Efforts 
(ads, brochures, 
websites, etc.) 
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As part of legal compliance in the recrmtmg process, organizations may work to 
reduce disparate impact, or underrepresentation of protected-class members com-
pared to the labor markets utilized by the employer. If disparate impact exists, then 
the employer may need to make special efforts to persuade protected-class individuals 
to apply for jobs. For employers with affirmative action programs (AAPs), special 
ways to reduce disparate impact can be identified as goals listed in those plans. 
Also, many employers who emphasize internal recruiting should take steps to attract 
minority applicants externally if disparate impact exists in the current workforce. 


EEOC guidelines state that no direct or indirect statements of gender or age are 
permitted. These guidelines affect interviews, advertisements, and other recruiting activ-
ities. Some examples of impermissible terminology are young and enthusiastic, Chris-
tian values, and journeyman lineman. Also, advertisements should contain wording 
about being an equal opportunity employer, or even more specific designations such as 
EEO/M-F/AAJADA. Employers demonstrate inclusive recruiting by having diverse indi-
viduals represented in company materials, in advertisements, and as recruiters. 


Recruiting Diversity A broad range of factors can be considered when recruiting 
for diversity. Many employers have expanded efforts to recruit workers from 
what, for some, are nontraditional labor pools. Nontraditional diverse recruitees 
for certain jobs may include the following: 


• Persons with different racial/ethnic backgrounds 
• Workers over 40 years of age; particularly retirees 
• Single parents 
• Workers with disabilities 
• Welfare-to-work workers 
• Homeless/substance abuse workers 


The growth in racial/ethnic workforce diversity means that a wider range of 
potential employment sources should be utilized. Changes in diversity also need to 
be monitored and evaluated to ensure that the workplace, through properly man-
aged recruiting strategies, is representative of these population demographics. For 
example, the growth in Hispanics in the United States means that specialized 
recruiting programs might be needed to identify qualified individuals from this 
group for employment. Other potential employees may include older workers and 
retirees who are interested in seeking new employment opportunities. Single parents 
may be attracted to a family-friendly employer that offers flexibility, including part-
time work, because it is frequently difficult to balance job and family life. Some 
firms also recruit stay-at-home parents by using flexibility and work-at-home tech-
nology. Finally, individuals with disabilities are another group of potential human 
resources, a group that has been overlooked in the past. 


Realistic job Previews Providing a balanced view of the advantages, demands, 
expectations, and challenges in an organization or a job may help attract employees 
with more realistic expectations and reduce the number of employees who quit a 
few months after being hired because the "reality" they discover does not match 
what they expected. See the HR Skills and Applications: Realistic Job Previews 
Showcase Work for examples of this approach. Recruiting efforts can benefit from 
realistic job previews (R]Ps) , but their usage must be monitored. RJPs will be fur-
ther discussed in the next chapter as part of the selection process.28 
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-KILLS AND APPLICATIONS 
Realistic Job Previews Showcase Work 
Many employers uti I ize realistic job previews 


as a basis to more effectively recruit good 


employees. Companies that utilize such pre-


views provide a better snapshot of the jobs 


being staffed, which ultimately enhances reten-


tion, mainly because individuals feel more 


informed about the expectations associated 


w ith work. Even though companies have been 


using such approaches for the last 50 years, the 


process is becoming popular again because of 


high turnover rates experienced in some organi-


zations. In fact, realistic job previews can reduce 


the expenses associated with recruiting because 


candidates can be more effectively matched 


w ith important job expectations, thereby ensur-


ing that there is a stronger bond between work 


and worker. Realistic job previews work partic-


ularly well with employees who have limited 


job experiences in a profession, and individual 


turnover in the earlier stages of employment can 


be reduced by ensuring that there is a proper 


match. 


Many companies have used realistic job pre-


views to good effect. The recruitment of house-


keeping staff in the franchised properties of 


Hilton and Aloft BWI Airport has been greatly 


enhanced by using different worker exercises 


that determine good job fit. The convenience 


store chain Sheetz uses a series of video-based 


job presentations to convey to candidates the 


basic expectations of different positions in the 


organization. The Idaho State Police also uses 


realistic job previews to reduce turnover on the 


force, requiring candidates to ride with current 


police officers and to participate in a walk-


through of work areas.29 


6-3e Recruiting Source Choices: Internal 
versus External 


193 


Most employers combine the use of internal and external recrmtmg sources. 
Both promoting from within the organization (internal recruitment) and hiring 
from outside the organization (external recruitment) come with advantages and 
disadvantages. 


Organizations that face rapidly changing competitive environments and condi-
tions may need to place a heavier emphasis on external sources in addition to devel-
oping internal sources. A possible strategy might be to promote from within if a 
qualified applicant exists and to go to external sources if not. However, for organi-
zations operating in environments that change slowly, emphasis on promotion from 
within may be more suitable. Recent evidence suggests that internal recruiting might 
produce the best results overall because existing employees who are given new work 
opportunities tend to perform considerably better than external hires, at least in the 
first three years of employment in a new job.30 Once the various recruiting policy 
decisions have been addressed, the actual recruiting methods can be identified and 
used for both internal and external recruiting. 
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6-4 • INTERNET RECRUITING 


The Internet has become the primary means for many employers to search for job 
candidates and for applicants to look for jobs. The growth in Internet use is a key 
reason that the following employer actions occur: 


• Adjusting general employer recruiting systems to use new approaches 
• Identifying new types of recruiting for specific jobs 
• Training managers and HR professionals on technical recruiting sources, skills, 


and responsibilities 


6-4a E-Recruiting Media or Methods 
The growth in the Internet has led both employers and employees to use Internet 
recruiting tools. Internet links, Web 2.0 sites, blogs, tweets, and other types of 
Internet/Web-based applications have become viable parts of recruiting. One survey 
of e-recruiting software providers identified numerous firms as e-recruiting clients, 
and some of them serve more than 1,000 employers.31 Of the many recruiting 
sites using special software, the most common ones are Internet job boards, profes-
sional/career websites, and employer websites. 


Internet Job Boards Many Internet job boards, such as Monster, Yahoo!, and 
Hotjobs, provide places for employers to post jobs or search for candidates. Job 
boards offer access to numerous candidates. Recruiters can use a single website, 
such as MyJobHunter.com, to obtain search links to many other major job sites. 
Applicants can also use these websites to do one match and then send resumes to 
all jobs in which they are interested.32 However, many of the individuals accessing 
these sites are "job lookers" who are not serious about changing jobs, but are 
checking out compensation levels and job availability in their areas of interest. 
Despite such concerns, HR recruiters find general job boards useful for generating 
applicant responses. 


Professional/ Career Websites Many professional assoClatwns have employment 
links on their websites. As illustration, for HR jobs, see the Society for Human 
Resource Management site, www.shrm.org, or WorldatWork, www.worldatwork 
.org. SHRM has established a job posting center that recruiters and employers can 
use to post a wide range of HR openings.33 Many private corporations maintain 
specialized career or industry websites to focus on IT, telecommunications, engi-
neering, medicine, and other areas. Use of these targeted websites may slightly 
limit recruiters' search time and efforts. Also, posting jobs on such websites is likely 
to target applicants specifically interested in the job field and may reduce the num-
ber of applications from less-qualified applicants. 


Employer Websites Despite the popularity of job boards and association job sites, 
many employers have learned that their own company websites can be very effec-
tive and efficient when recruiting candidates and reinforcing the employer brand. 
Employers include employment and career information on their websites under 
headings such as "Employment" or "Careers." This is the place where recruiting 
(both internal and external) is often conducted. On many of these sites, job seekers 
are encouraged to e-mail resumes or complete online applications. 
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Since a website can be an effective tool for marketing the company, the format-
ting of the employment section of an organization's website must be creative and 
attractive enough to market jobs and careers effectively. A company website should 
present a favorable image of the employer by outlining information on the organi-
zation, including its products and services, organizational and industry growth 
potential, and organizational operations. In addition, a recent study determined 
that including positive employee testimonials on recruiting websites made the 
employer more desirable and credible to job candidates; so HR departments and 
other hiring managers should consider incorporating such statements into the 
online-recruiting process. 34 


6-4b Recruiting and Internet Social Networking 
The Internet has led to social networking of individuals on blogs, tweets, and a range 
of websites. Many people initially use social media more than job board sites to look 
for a job.35 Internet contacts often include people who work together as well as past 
personal contacts and friends . Evidence suggests that many graduates are using social 
media and the Internet to locate work opportunities, and many companies are utiliz-
ing technology to more extensively identify and attract talent. HR professionals in a 
variety of organizations such as UnitedHealth Group and DeVry University are utiliz-
ing some form of social networking to enhance the recruitment of employees. In addi-
tion, UPS is using Web 2.0 and other technology to better communicate with 
potential hires by posting employment announcements and video messages about 
work in the company and offering smartphone job application opportunities. Fur-
ther, AT&T and Hewitt Associates have developed similar mobile recruiting strate-
gies, whereby cell phones are used to better communicate with job candidates.36 


The informal use of the Web and mobile devices presents some interesting 
recruiting advantages and disadvantages for both employers and employees. Social 
networking sites allow job seekers to connect with employees of potential hirers. 
For instance, some sites include posts on what it is like to work for a specific boss, 
and job hunters can contact the posters and ask questions. An example is Linkedln, 
which has a job-search engine that allows people to search for contacts who work 
for employers with posted job openings. 


Firms and employers are now engaging in social collaboration by joining and 
accessing social technology networks such as Facebook and others. Posting job 
openings on these sites means that millions of website users can see the openings 
and can make contact online. Often those doing recruiting can send individuals to 
the company website and then process candidates using electronic resumes or com-
pleted online applications.37 See the HR Skills and Applications: Social Networking 
Enhances Recruiting Efforts. 


Job Applicants and Social Network Sites Many individuals see social media and net-
working websites as a key part of online recruiting. A study of 200 users of one such 
website indicated that the individuals who were job seeking were doing so for pro-
active reasons such as career opportunities, job inquiries, and others. Relatively few 
of them were passive job seekers who were just looking at website information.38 


Almost half of surveyed employers indicated that instead of using general job 
boards, they were changing to social networking and niche job sites for recruiting 
workers with specific skills. However, employers who use social networking sites 
for recruiting must have plans and well-defined recruiting tools to take full advan-
tage of these sites. 39 
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-KILLS AND APPLICATIONS 
Social Networking Enhances Recruiting Efforts 
HR professionals are utilizing social networking 


websites as a cost-effective tool for identifying 


quality talent. Social networking sites have the 


capacity to link a multitude of online commun i-


ties and users so that people can exchange a 


· variety of information. Membership within these 


online websites is typically free, and the networks 


are extensive, so interest among both potential 


employees and companies is high given that 


communication is greatly enhanced. In fact, 


many compan ies are creating career "microsites" 


and other online interactive communities to more 


readily share employment information and 


opportunities with potential employees. These 


efforts position companies much more competi -


tively with recruiting, and demonstrate to candi -


dates a belief in using the latest technology to 


improve communication. Social networking can 


enhance recruiting in the following ways: 


• The use of social networking websites creates 


more standardization in the resumes included 


online, and information can be assessed by 


recruiters much more easi ly. 


• The technology enables companies to identify 


and possibly attract passive ta lent, or those 


individuals who are qua lified for work in 


other companies, but who are not currently 


looking to change jobs (and do not have an 


updated resume). 


Companies should also consider some key 


challenges associated with social networking 


recruitment: 


• HR professionals should not rely exclusively 


on social networking websites to recruit new 


employees because not everyone utilizes 


these websites; doing so might hurt a com-


pany's ability to hire the most qualified indi-


viduals for jobs. 


• Recruiting through social networking web-


sites must align with current staffing strategies 


utilized by the organization, and the recrui t-


ing experiences of candidates shou ld be 


consistent across the different types of tech-


nology used to identify talent (i.e., social 


networking vs. e-mai l, social networking vs. 


website, etc.).40 


6-4c Recruiting Using Special Technology Means 
For many years, the Internet has been used by people globally. Several special Inter-
net tools that can be used as part of recruiting efforts are blogs, e-videos, and tweets . 


Blogs and Recruiting Both employers and individuals have used blogs as part of 
recruiting to fill jobs. Firms such as Best Buy, Microsoft, Honeywell, and Manpower 
have used blogs on which individuals could read and provide content. For instance, 
describing job openings and recruiting needs on the Best Buy blog has resulted in 
individuals responding to job ads in areas such as finance, marketing, HR, and 
other specialties. Numerous other employers have used blogs to generate recruiting 
interest as well. 41 


E-Video and Recruiting With video capabilities of all types available, employers are 
using videos in several ways. Some firms use videos to describe their company char-
acteristics, job opportunities, and recruiting means. Suppliers such as Monster.com, 
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CareerTV, and others have worked with employer clients to produce online recruit-
ment videos.42 UPS also uses video messages about the company to attract new 
employees, and this approach, as well as others, have dramatically enhanced the 
firm's ability to effectively hire employees.43 


Recruiting through Twitter Twitter can be used for many purposes, including per-
sonal, social, legal, and employment-related messages. More than 7 million people 
have joined Twitter.com to become "tweeters." One professional sent a tweet in 
January, and by June of that year more than 20,000 people had responded by con-
tacting JobAngels with tweets.44 


The Twitter system limits messages to 140 specific characters, but even so 
tweeting has rapidly become a social network recruiting method. Recruiters send 
tweet messages to both active and passive job candidates, and then follow up with 
longer e-mails to computers, personal contacts, and other actions to facilitate 
recruiting. Since Twitter is a relatively new service, the process of how exactly it 
will be best used for recruiting is still evolving.45 


6-4d legal Issues in Internet Recruiting 
With Internet recruiting expanding, new and different concerns have arisen. Several 
of these issues have ethical and moral as well as legal implications. The following 
examples illustrate some of these concerns: 


• When companies use screening software to avoid looking at the thousands of 
resumes they receive, are rejections really based on the qualifications needed for 
the job? 


• How can data about an individual's protected characteristics be collected and 
analyzed for reports? 


• Are too many individuals being excluded from the later phases of the Internet-
recruiting process based on unlawful information? 


• Which applicants really want jobs? If someone has accessed a job board and 
sent an e-mail asking an employer about a job opening, does the person actually 
want to be an applicant? 


• What are the implications of Internet recruiting in terms of confidentiality and 
privacy? 


Loss of privacy is a potential disadvantage with Internet recrurtmg. Sharing 
information gleaned from people who apply to job boards or even company web-
sites has become common. As a company receives resumes from applicants, it is 
required to track those applicants and file its EEO report. But the personal informa-
tion that can be seen by employers on websites such as Facebook, Linkedln, and 
others may be inappropriate and can possibly violate legal provisions. Also, blog-
ging creates enough possible legal concerns that regulations may be implemented 
by the U.S. Federal Trade Commission (FTC).46 


Employment lawyers are issuing warnings to employers about using remarks 
posted on Linkedln, Facebook, and Twitter in the hiring process. According to 
one survey of employers, about three-fourths of hiring managers in various-sized 
companies checked persons' credentials on Linkedln, about half used Facebook, 
and approximately one-fourth used Twitter.47 Some of the concerns raised have 
included postings of confidential details about an employee's termination, raciaV 
ethnic background or gender, and the making of discriminatory comments. All of 
these actions could lead to wrongful termination or discrimination lawsuits. Since 
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. ETHICS 
The Ethics of Hiring through Social Media 
The use of social media such as You Tube, 


Facebook, and Twitter, and other on line groups 


to recrui t employees has become commonplace 


in organizations. Even though social networking 


can be a useful approach for identifying good 


talent, there are some inherent risks and ethica l 


issues related to such a recruiting strategy. 


Indeed, many companies have not deve loped 


specific policies about how online information 


should be used in recruiting efforts, which raises 


legal concerns. For instance, when social media 


is used to obtain information about app li ca nts, 


individuals might be ab le to claim they have 


been discriminated against on the basis of criteria 


unrelated to the job itself (i.e., race, ethnicity, 


gender, etc.). Making matters worse, individuals 


can be screened out ear ly in the app lication pro-


cess when demographic factors can be used in a 


biased and unethica l way. Further, other informa-


tion that should not be used in the decision to 


grant employment can be obtained, such as reli-


gious affili ation, lifestyle, and med ical concerns. 


The following list provides a summary of several 


key guidelines that should be cons idered when 


using social media as a tool for hiring good 


employees: 


• HR professionals should conduct social 


med ia Internet searches rather than hiring 


managers so that these background checks 


are conducted in an unbiased manner. 


• Soc ial med ia background information should 


be considered on ly after an individual has 


been interviewed for a position, which better 


ensures EEO compliance. 


• Social media checks shou ld be conducted at 


the same point in the appli cation process for 


all candidates. 


• Document what information was used from 


social media to take a candidate out of the 


applicant pool.48 


Internet usage has legal implications for recrmtmg, HR employment-related 
policies, training, and enforcement should be based on legal advice. In addition to 
various legal challenges, there are many ethical concerns related to social media 
hiring, and the HR Ethics: The Ethics of Hiring through Social Media discusses 
some of these challenges. 


6-4e Advantages of Internet Recruiting 
Employers have found many advantages to using Internet recruiting. Compared to other 
recruiting methods such as newspaper advertising, employment agencies, and search 
firms Internet recruiting can save the company money. Another major advantage is 
that, by reaching out to so many people potentially representing diverse backgrounds 
and regions, a very large pool of applicants can be generated using Internet recruiting. 


Internet recruiting can also save time. Applicants can respond quickly to job 
postings by sending electronic responses, rather than using snail mail. Recruiters 
can respond more rapidly to qualified candidates to obtain additional applicant 
information, request additional candidate details, and establish times for further 
communication, including interviews.49 
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A good website and useful Internet resources can also help recruiters reach 
"passive" job seekers- those who have a good job and are not really looking to 
change jobs but who might consider it if a better opportunity were presented. 
These individuals often do not list themselves on job boards, but they might visit a 
company website for other reasons and check out the careers or employment sec-
tion. A well-designed corporate website can help stimulate interest in some passive 
job seekers, as well as other potential candidates. 


6-4f Disadvantages of Internet Recruiting 
The positive things associated with Internet recruiting should be balanced against 
disadvantages, some of which have already been suggested. Because of broader 
exposure, Internet recruiting often creates additional work for HR staff members 
and others internally. More online job postings must be sent; many more 
resumes must be reviewed; more e-mails, blogs, and tweets need to be dealt 
with; and expensive specialized software may be needed to track the increased 
number of applicants resulting from Internet-recruiting efforts. In addition, 
many of the online applicants might not be qualified for open jobs, and some 
companies are shying away from Internet boards in favor of social networking 
websites that provide better leads. Further, while different social networking 
websites such as Linkedln and Twitter can be viable sources of leads, there is rea-
son to believe that some individuals don't like to be bothered with work-related 
information on their Facebook accounts, and that a sufficient return on investment 
is not generated.50 


Another issue with Internet recruiting is that some applicants may have limited 
Internet access, especially individuals from lower socioeconomic groups and from 
certain racial/ethnic groups, raising issues of fairness in hiring. Indeed, a recent 
study determined that individuals perceived greater fairness in more traditional 
(offline) application approached compared to online approaches.51 In addition, it 
is easy to access Internet-recruiting sources, but not all who do so are actively look-
ing for new jobs. However, they require much employer time to process. 


Internet recruiting is only one approach to recruiting, but its use has been 
expanding. Also, how well the Internet recruiting resources perform must be com-
pared to the effectiveness of other external and internal recruiting sources. 


6-5 • OTHER EXTERNAL RECRUITING SOURCES 


External recruiting is part of effective HR staffing. Regardless of the methods used, 
external recruiting involves some common advantages and disadvantages, which 
are highlighted in Figure 6-6. Some of the prominent traditional and evolving 
recruiting methods are highlighted next. 


6-5a Media Sources 
Media sources such as newspapers, magazines, television, radio, and billboards 
have typically been widely used in external recruiting. Some firms have sent direct 
mail using purchased lists of individuals in certain fields or industries. Internet 
usage has led to media sources being available online, including postings, ads, 
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FIG U R E 6- 6 Advantages and Disadvantages of External Recruiting 


Advantages 


• New employees bring new perspectives 
that can be app lied to business 
opportunities and challenges. 


• Tra ining new hires may be cheaper 
and faster because of prior external 
experience. 


• New hires are likely to have fewer 
internal political issues/challenges in 
the f irm. 


• New hires may bring new industry 
ins ights and expert ise. 


• Potent ially larger app licant pool 
generated by search efforts. 


Disadvantages 


• Th e f irm may not select someone 
who w ill f it we ll with the job and 
the organ ization. 


• The process may cause morale 
problems for internal candidates 
not se lected. 


• New employees may req uire 
longer adjustment periods and 
or ientation efforts. 


• The recruiting process may take 
more time and resources. 


• Recruiters often must evaluate 
more appl icat ions. 
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videos, Webinars, and many other expanding media services. In some cltles and 
towns, newspaper ads are still very prominent, though they may trigger job search-
ers to go to an Internet source for more details. 


Recruiting patterns differ depending on company and location; for instance, 
filling jobs at community banks in rural areas might involve different types of 
recruiting from filling jobs in larger banks in urban areas.52 Whatever medium is 
used, it should be tied to the relevant labor market, the job, the company, and should 
provide sufficient, easy-to-understand information. Figure 6-7 shows the information 
a good recruiting ad contains. 


Effectiveness of Evaluating Media Ads HR recruiters should measure the responses 
that different ads generate to evaluate the effectiveness of various sources. The easi-
est way to track responses to ads is to use different contact names, e-mail addresses, 
or phone number codes in each ad, so the employer can identify which advertise-
ment has prompted each applicant response that is received. 


Although the total number of responses to each ad should be tracked, judging 
the success of an ad only by this number is a mistake. For example, it is better to 
have 10 responses with two qualified applicants than 30 responses with only one 
qualified applicant. Therefore, after individuals are hired, follow-up should be 
done to see which sources produced the employees who stay longer and perform 
better. 


6-5b Competitive Recruiting Sources 
Other sources for recruiting include professional and trade associations, trade pub-
lications, and competitors. Many professional societies and trade associations pub-
lish newsletters or magazines and have websites containing job ads. Such sources 
may be useful for recruiting the specialized professionals needed in an industry. 


Some employers have extended recruiting to customers. Retailers such as 
Wal-Mart and Best Buy have aggressive programs to recruit customers to become 
employees in stores. While in the store, customers at these firms can pick up appli-
cations, apply online using kiosks, and even schedule interviews with managers or 
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FIGURE 6- 7 What to Include in an Effective Recruiting Ad 


job and Application Process Information 


job title and responsibi li ti es 
Geograph ic/flexib le location of job 


Starting salary and/or pay range 
Where/how to submit application/ resume (i.e., on li ne) 


Closing date of application 


Desired Candidate Qualifications 


Years of experience 
Appropr iate background and previous job assignments 4--


Key knowledge, ski ll s, and ab ilities 
Useful work capab il ities/competencies 


Organization Information 


Company values and cu lture 


~ EEO phi losophy and statement 
Pr imary business capabi lities, orientation, and strategies 


Unique characteristics and recognit ion 


~ Details Included in 
Effective Recruiting Ads 


.. 


HR staff members. Other firms have included employment announcements when 
sending out customer bills or newsletters. 


6-5c Employment Agencies 
Employment agencies, both public and private, are a recruiting source. Every state 
in the United States has its own state-sponsored employment agency. These agencies 
operate branch offices in cities throughout the states and do not charge fees to 
applicants or employers. They also have websites that potential applicants can use 
without having to go to the offices. 


Private employment agencies operate in most cities. For a fee collected from 
either the employee or the employer, these agencies do some preliminary screening 
and put employers in touch with applicants. Private employment agencies differ 
considerably in the levels of service, costs, policies, and types of applicants they 
provide. 


Headhunters The size of the fees and the aggressiveness with which some firms 
pursue candidates for executive and other openings have led to such firms being 
called headhunters. These employment agencies focus their efforts on executive, 
managerial, and professional positions. The executive search firms are split into 
two groups: (1) contingency firms that charge a fee only after a candidate has 
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been hired by a client company, and (2) retainer firms that charge a client a set fee 
whether or not the contracted search is successful. Most larger firms work on a 
retainer basis. However, search firms are generally ethically bound not to approach 
employees of client companies in their search for job candidates for another 
employer.53 


6-Sd Labor Unions 
Labor unions may be a useful source of certain types of workers. For example, in 
electrical and construction industries, unions traditionally have supplied workers 
to employers. A labor pool is generally available through a union, and workers 
can be dispatched from the hiring hall to particular jobs to meet the needs of 
employers. 


In some instances, labor unions can control or influence recruiting and staffing 
activity. An organization with a strong union may have less flexibility than a non-
union company in deciding who will be hired and where those people will be 
placed. Unions can benefit employers through apprenticeship and cooperative staff-
ing programs, as they do in the building and printing industries. 


6-Se Job Fairs and Creative Recruiting 
Employers in various labor markets that need to fill a large number of jobs quickly 
have used job fairs and special recruiting events. Job fairs have been held by eco-
nomic development entities, employer and HR associations, and other community 
groups to help bring employers and potential job candidates together. For instance, 
the SHRM chapter in a midwestern metropolitan area annually sponsors a job fair 
at which 75 to 100 employers can meet applicants. Publicity in the city draws sev-
eral hundred potential recruits for different types of jobs. However, two cautionary 
notes are in order: (1) Some employers at job fairs may see attendees who are cur-
rently their employees "shopping" for jobs with other employers; and (2) "general" 
job fairs are likely to attract many people, including attendees who are not only 
unemployed but also unemployable. Industry- or skill-specific events usually offer 
more satisfactory candidates. Such job fairs can also attract employed candidates 
who are casually looking around but may not put their resumes on the Internet. 


Virtual job fairs with Web-based links have been used by the federal govern-
ment and others for recruiting. Drive-through job fairs at shopping malls have 
been used by employers in many communities. At one such event, interested persons 
could drive up to a tent outside the mall, pick up applications from a "menu 
board" of employers, and then park and interview in the tent with recruiters if 
time allowed. Such creative recruiting methods can sometimes be used to generate 
a pool of qualified applicants quickly so that jobs can be filled in a timely manner. 


6-Sf Educational Institutions and Recruiting 
College and university students are a significant source of entry-level professional 
and technical employees. Most universities maintain career placement offices in 
which employers and applicants can meet. Many considerations affect an employer's 
choice of colleges and universities at which to conduct interviews, as Figure 6-8 
indicates. 


Since college/university recruiting can be expensive and require significant time 
and effort, employers need to determine whether current and future jobs require 








CHAPTER 6 Recruiting and Labor Markets 203 


F I G U R E 6- 8 College Recruiting: Considerations for Employers 


College Recruiting: 
Employer 


l;j Considerations 
"'""}. 


Organ izational budget 
Current/anticipated 


and college graduate f+- ~ job openings 
pay levels 


____... 


Experiences with Reputation of f irm 
p rior coll ege graduates at co llege and w ith 


1:': and interns previous graduates 


College graduate College placement 
programs and faculty office reputation, 


links assistance, programs 


individuals with college degrees in specific fields. Despite economic changes in many 
industries and among employers, a majority of organizations that were surveyed 
still plan to have more than half of their hires be college graduates. 54 


Numerous factors determine success in college recruiting. Some employers 
actively build continuing relationships with individual faculty members and career 
staff at designated colleges and universities. Maintaining a presence on campus by 
providing guest speakers to classes and student groups increases the contacts for an 
employer. Employers with a continuing presence and support on a campus are 
more likely to see positive college recruiting results. 


Desirable Attributes of College Recruits For many employers, a desirable grade 
point average (GPA) is a key criterion for evaluating job candidates during on-
campus interviews. Attending elite universities can also enhance the attractiveness 
of a candidate for some, but evidence suggests that, in the long run, there is little 
difference in success between individuals who attend more prestigious schools and 
those who do not.55 In addition, employers are also more likely to hire college can-
didates with related employment experience, which is why internships are very 
important to employers, candidates, and college/university efforts. Internships give 
college students the opportunity to work for different companies and gain impor-
tant experience. These work arrangements often lead to full-time employment after 
graduation, benefiting both the intern and the hiring organization. A recent study 
found that both interns and companies use different impression management and 
interactive strategies to enhance the likelihood that a positive hiring decision will 
be prompted by the internship. 56 


School Recruiting High schools and vocational/technical schools may be valuable 
sources of new employees for some organizations. Many schools have a centralized 
guidance or placement office. Participating in career days and giving company tours 
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to school groups are ways of maintaining good contact with school sources. Coop-
erative programs, in which students work part-time while attending school, may 
also be useful in generating qualified future applicants for full-time positions. 


Employers recognize that they may need to begin attracting students with capa-
bilities while those students are in high school. For example, GE, IBM, and other 
corporations fund programs to encourage students with science and math skills to 
participate in engineering internships during summers. Some employers specifically 
target talented members of racial/ethnic groups in high schools and provide them 
with career encouragement, summer internships, and mentoring programs as part 
of aiding workforce diversity efforts. 


6-6 • INTERNAL RECRUITING METHODS 


Filling openings internally may add motivation for employees to stay and grow in 
the organization rather than pursuing career opportunities elsewhere. The most 
common internal recruiting methods include organizational databases, job postings, 
promotions and transfers, current-employee referrals, and re-recruiting of former 
employees and applicants. Some of the common advantages and disadvantages of 
internal recruiting are highlighted in Figure 6-9. 


6-6a Internal Recruiting Databases and 
Internet-Related Sources 
HR information technology systems allow HR staff to maintain background and 
knowledge, skills, and abilities (KSA) information on existing employees. As open-
ings arise, HR can access databases by entering job requirements and then get a list-
ing of current employees meeting those requirements. Software can sort employee 
data by occupational fields, education, areas of career interests, previous work his-
tories, and other variables. For instance, if a firm has an opening for someone with 


F I G U R E 6 - 9 Advantages and Disadvantages of Internal Recruiting .................................................................................. ... ......... , ............ , ... , ............. , ......................................................... . 


Advantages 


• The morale of a promotee is 
usually high. 


• The firm can better assess a 
cand idate's abilities on t he basis of 
prior work performance. 


• Recruiting costs are lower for 
some jobs. 


• Th e process is a motivator for 
good performances by employees. 


• The process can aid succession 
planning, future promotions, and 
ca ree r development. 


Disadvantages 


• " Inbreed ing" of employees may 
result in a Jess diverse workforce, as 
well as a lack of new ideas. 


• Individuals not promoted may 
experience morale problems. 


• Employees may engage in "political" 
infighting for promotions. 


• A development program often is 
needed to transfer emp loyees into 
supervisory and management jobs. 


• Some managers may resist having 
emp loyees promoted into their 
departments. 
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an MBA and marketing experience, the key words MBA and marketing can be 
entered in a search field, and the program displays a list of all current employees 
with these two items identified in their employee profiles. Online and electronic tal-
ent profiles can also be developed to identify good talent. Companies such as 
Hoover's Inc., and New Balance Athletic Shoe Inc., are using such innovative 
approaches to be more effective at filling jobs. 57 


The advantage of such databases is that they can be linked to other HR activi-
ties . Opportunities for career development and advancement are major reasons why 
individuals stay at or leave their employers. With employee databases, internal 
opportunities for individuals can be identified. Employee profiles are continually 
updated to include items such as additional training and education completed, spe-
cial projects handled, and career plans and desires noted during performance 
appraisals and career-mentoring discussions. 


6-6b Job Posting 
The major means for recruiting current employees for other jobs within the organi-
zation is job posting, a system in which the employer provides notices of job open-
ings and employees respond by applying for specific openings. Without some sort 
of job posting system, it is difficult for many employees to find out what jobs are 
open elsewhere in the organization. In many unionized organizations, job posting 
and bidding can be quite formal because the procedures are often spelled out in 
labor agreements. Seniority lists may be used by organizations that make promo-
tions based strictly on seniority. 


Regardless of the means used, the purpose of the job posting system is to provide 
employees with more opportunities to move within the organization. When establish-
ing and managing a job posting system, some questions can be addressed: 


• What happens if no qualified candidates respond to postings? 
• Must employees inform their supervisors that they are applying for another job? 
• Are there restrictions on how long an employee must stay in a job before 


applying for another internal one? 
• What types of or levels of jobs will not be posted? 


Internet/Web-Based job Posting While many employers historically have had some 
kind of job posting system in place for internal jobs, many companies are using 
proactive efforts to get employees to apply through Web-based systems. Kenexa, 
Oracle, Softscape, Linkedln, ResumePal, Facebook, and JobFox are just some of 
the vendors that provide internal recruiting website job posting. The complexity of 
using such job posting methods varies according to the employer and the technol-
ogy capabilities and systems available.58 Employees can log onto a company intra-
net and create personal profiles, including career objectives, education, skill sets, 
and pay expectations. They may also attach a resume. When a job opens, the place-
ment program automatically mines the database for matches. Candidates are then 
notified by e-mail and go through the regular hiring cycle. 


Effective job Posting For job posting efforts to be effective, especially with better-
performing employees, posting wording must be relevant and accurate. Also, the 
posting should be based on the important characteristics needed. People are more 
likely to respond because of the job's reputation, coworkers and bosses, and the 
possibility of more important and interesting work.59 
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Jobs generally are posted internally before any external recruiting is done. The 
organization must allow a reasonable period of time for present employees to check 
notices of available jobs before it considers external applicants. Employees whose 
bids are turned down should discuss with their supervisors or someone in the HR 
department what knowledge, skills, and abilities are needed to improve their oppor-
tunities in the future . 


Promotions and Transfers Many organizations choose to fill vacancies through 
promotions or transfers from within whenever possible. Firms such as Verizon 
Communications, Dow Chemical, Microsoft, and IBM have established systems to 
encourage employees to learn about current and future career needs and opportu-
nities. Some advantages of these programs are reducing employee turnover, enhanc-
ing individuals' skills and talent, and improving productivity.60 


Although often successful, internal transfer and promotion of employees within 
the company may have some drawbacks. For instance, a person's performance on 
one job may not be a good predictor of performance on another, because different 
skills may be required on the new job. Also, as employees transfer or are promoted 
to other jobs, individuals must be recruited to fill the vacated jobs. Planning on how 
to fill those openings should occur before the job transfers or promotions, not 
afterward. 


6-6c Employee-Focused Recruiting 
One reliable source of potential recruits is suggestions from current or former 
employees. Because current and former employees are familiar with the employer, 
most of them will not refer individuals who are likely to be unqualified or who 
will make them look bad for giving the referral. Also, follow-up with former 
employees is likely to be done only with individuals who were solid employees 
previously. Companies are also staying in touch with former employees through 
online networking websites so that they may be encouraged to work for the orga-
nization again. 61 


Current-Employee Referrals A reliable source of people to fill vacancies is com-
posed of acquaintances, friends, and family members of current employees, which 
is discussed in the HR Perspective: College Alumni Provide Important Recruiting 
Leads. Current employees can acquaint potential applicants with the advantages of 
a job with the company, furnish e-mails and other means of introduction, and 
encourage candidates to apply. Word-of-mouth referrals and discussions can posi-
tively aid organizational attractiveness and lead to more application decisions by 
those referred. 62 However, using only word-of-mouth or current-employee referrals 
can violate equal employment regulations if diverse applicants are underrepresented 
in the current organizational workforce. Therefore, some external recruiting might 
be necessary to avoid legal problems in this area. 


Employers in many geographic areas and occupational fields have established 
employee referral incentive programs. Midsized and larger employers are more 
likely to use employee referral bonuses. Some referral programs provide different 
bonus amounts for hard-to-fill jobs compared with common openings; in these 
situations, appropriate legal concerns should be met.63 
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.. PERSPECTIVE 
College Alumni Provide Important Recruiting Leads 
Companies are finding out that current employees 


who attended college can sometimes be relied on 


to help get good talent into the organization. 


These individuals are often aware of other quali-


fied students and graduates affi liated with their 


co lleges who would like to find work. Such can-


didates can be identified during conversations 


among alumni who are currently employed in 


the company, or they can be considered when 


alumni hear about job opportun ities in the firm 


and consider individuals they already know from 


their college days. 


not have considered working for the company on 


their own. Employees from a particular school 


make the workplace more appealing to students 


who are cu rrently enrolled at the same college. 


In this sense, alumni network ing that effectively 


build relationships with college students can help 


an organ ization build a more positive corporate 


brand image. Alumni organizations at universities 


are also helpful when recruiters would like to 


identify potential job candidates who have already 


graduated from school. Finally, compan ies can 


send alumni to career fairs that are held on college 


campuses to more readily connect with current 


students, or alumni can visit campuses to commu-


nicate with students and evaluate their resumes.64 


Relying on alumni can be very helpful to the 


recruiting function because HR professionals can 


get in touch with potential employees who might 


Rerecruiting 
~eeking out former 
::mployees and recruiting 
-nem aga in to work for 
::1 organization. 


Rerecruiting of Former Employees and Applicants Former employees and appli-
cants represent another source for recruitment. Both groups offer a time-saving 
advantage because something is already known about them. Seeking them out as 
candidates is known as rerecruiting because they were recruited previously. Former 
employees are considered an internal source in the sense that they have ties to 
the employer; sometimes they are called "boomerangers" because they left and 
came back. 


Individuals who have left for other jobs sometimes are willing to return because 
the other jobs and employers turned out to be less attractive than initially thought. 
For example, at Qualcomm, a California-based telecommunications firm, about 
70% of former Qualcomm individuals who left voluntarily indicated that they 
would return if requested. 65 The discussion of exit interviews in a previous chapter 
illustrated that rerecruiting can be a key recruiting contribution. 


To enhance such efforts, some firms have established "alumni reunions" to 
keep in contact with individuals who have left, and also to allow the companies 
to rerecruit individuals as appropriate openings arise. Key issues in the decision to 
rerecruit someone include the reasons why the individual left originally and whether 
the individual's performance and capabilities were good. 


Another potential source consists of former applicants. Although they are not 
entirely an internal source, information about them can be found in the organiza-
tional files or an applicant database. Recontacting those who have previously 
applied for jobs and had good qualifications can be a quick and inexpensive way 
to fill unexpected openings. For instance, one firm that needed two cost accountants 
immediately contacted qualified previous applicants and was able to hire two indi-
viduals who were disenchanted with their current jobs at other companies. 
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6-7 • RECRUITING EVALUATION 
AND METRICS 


To determine the effectiveness of various recruiting sources and methods have been, 
it is important to evaluate recruiting efforts. The primary way to find out whether 
recruiting efforts are financially effective is to conduct formal analyses as part of 
recruiting evaluation. An evaluation done by a consulting firm found that higher 
shareholder value occurred when time required for successful recruiting was used 
as a metric. If recruiting was completed within two weeks, the study noted that 
the total return to shareholders was about 60%, compared to about 10% for com-
panies that needed more than seven weeks to fill job openings. Also, greater use of 
employee referrals produced a much higher return to shareholders than use of other 
recruiting means. 66 


Various other factors can be measured when evaluating recruiting. Figure 6-1 0 
indicates many key recruiting measurement areas in which employers frequently 
conduct evaluations. 


6-7a Evaluating Recruiting Quantity and Quality 
Organizations evaluate recrmtmg effectiveness to see how their recruiting efforts 
compare with past patterns and with the recruiting performance of other organiza-
tions. Measures of recruiting effectiveness can be used to see whether sufficient 
numbers of targeted population groups are being attracted. 


For example, one area of concern in recruiting might be attracting diverse 
applicants . In Chicago, a network-based recruiting firm received only 16 black 
and 4 Hispanic applicants out of 276 individuals for a customer service job. Yet 
Chicago has 37% blacks and 26% Hispanics in its population. Clearly, the efforts 
to increase recruiting in these racial/ethnic groups needed major attention. 67 


Information about job performance, absenteeism, cost of training, and turnover 
by recruiting source also helps adjust future recruiting efforts. For example, some 
companies find that recruiting at certain colleges or universities furnishes stable, 
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high performers, whereas recruiting at other schools provides employees who are 
more prone to leave the organization. General metrics for evaluating recruiting 
include quantity and quality of applicants. 


Quantity of Applicants Because the goal of a good recruiting program is to gener-
ate a large pool of applicants from which to choose, quantity is a natural place to 
begin evaluation. The basic measure here considers whether the quantity of recruits 
is sufficient to fill job vacancies. A related question is: Does recruiting at this 
source provide enough qualified applicants with an appropriate mix of diverse 
individuals? 


Quality of Applicants In addition to quantity, a key issue is whether or not the 
qualifications of the applicants are sufficient to fill the job openings. Do the appli-
cants meet job specifications, and do they perform the jobs well after hire? What is 
the failure rate for new hires for each recruiter? Measures that can be used include 
items such as performance appraisal scores, months until promotion, production 
quantity, and sales volume for each hire. 


6-7b Evaluating Recruiting Satisfaction 
The satisfaction of two groups is useful in evaluating recruiting. Certainly the views 
of managers with openings to fill are important, because they are HR "customers" 
in a very real sense. But the applicants (those hired and those not hired) are also an 
important part of the process and can provide useful input. 


Managers can respond to questions about the quality of the applicant pool, the 
recruiter's service, the timeliness of the process, and any problems that they experi-
enced. Applicants might provide input on how they were treated, their perceptions 
of the company, and the length of the recruiting process and other aspects. 


6-7 c Evaluating the Time Required to Fill Openings 
Looking at the length of time it takes to fill openings is a common means of evalu-
ating recruiting efforts.68 If openings are not filled quickly with qualified candi-
dates, the work and productivity of the organization are likely to suffer. If it takes 
45 days to fill vacant positions, managers who need those employees will be 
unhappy. Also, as noted earlier, unfilled positions cost money. 


Generally, it is useful to calculate the average amount of time it takes from con-
tact to hire for each source of applicants, because some sources may produce 
recruits faster than others. For example, one firm calculated the following averages 
for nonexempt, warehouse and manufacturing jobs: 


Source 


Internet applicants 
Employment agencies 
Walk-in candidates 
Employee referrals 


Average Time from Contact to Hire (days) 


32 
25 
17 
12 


These data revealed that, at least for this firm, the Internet methods and use of 
employment agencies took significantly longer to fill the openings than did relying 
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on walk-in candidates and employee referrals. Matching the use of sources to the 
time available showed that employee referrals resulted in the fastest recruiting 
results for that particular group of jobs. However, different results might occur 
when filling executive jobs or highly skilled network technician jobs. Overall, anal-
yses need to be made both organization-wide and by different types of jobs. 


6-7d Evaluating the Cost of Recruiting 
Different formulas can be used to evaluate recruiting costs. The calculation most 
often used to measure such costs is to divide total recruiting expenses for the year 
by the number of hires for the year: 


Total recruiting expenses 
Number of recruits hired 


The problem with this approach is accurate identification of details that should 
be included in the recruiting expenses. Should expenses for testing, background 
checks, relocations, or signing bonuses be included, or are they more properly 
excluded? 


Once those questions are answered, the costs can be allocated to various 
sources to determine how much each hire from each source costs. It is logical that 
employers should evaluate the cost of recruiting as a primary metric. Recruiting 
costs might include costs for employment agencies, advertising, internal sources, 
external means, and others.69 The costs can also be sorted by type of job-costs 
for hiring managers, administrative assistants, bookkeepers, and sales personnel 
will all be different. 


Certainly, cost is an issue, and some employers are quite concerned about cost 
per hire, but quality might be the trade-off. For example, if an organizational HR 
strategy focuses on quality as a competitive advantage, a company might choose to 
hire only from the top 15% of candidates for critical jobs. 


6-7e General Recruiting Process Metrics 
Because recrUitmg activities are important, the costs and benefits associated 
with them should be analyzed. A cost/benefit analysis of recruiting efforts may 
include both direct costs (advertising, recruiters' salaries, travel, agency fees , 
etc.) and indirect costs (involvement of operating managers, public relations, 
image, etc.). Cost/benefit information on each recruiting source can be calcu-
lated. Comparing the length of time that applicants hired from each source 
stay in the organization with the cost of hiring from that source also offers a 
useful perspective. 


Yield Ratios One means for evaluating recruiting efforts is yield ratios, which com-
pare the number of applicants at one stage of the recruiting process with the num-
ber at another stage. The result is a tool for approximating the required size of the 
initial applicant pool. It is useful to visualize yield ratios as a pyramid in which the 
employer starts with a broad base of applicants that progressively narrows. As 
Figure 6-11 depicts, to end up with five hires for the job in question, the example 
company must begin with 100 applicants in the pool, as long as yield ratios remain 
as shown. 


A different approach to using yield ratios suggests that over the length of time, 
organizations can develop ranges for crucial ratios. When a given indicator ratio 
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FIG U R E 6- 1 1 Sample Recruiting Evaluation Pyramid 
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falls outside that range, it may indicate problems in the recruiting process. As an 
example, in college recruiting the following ratios might be useful: 
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3001 


_ 
50


o1 


T I b f 
. . . d ange o 1o 1o 


ota num er o semors mterv1ewe 


Number who accept offer = R f 
50


o/ _ 
7 0


01 


N b 
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Number offered a JOb 


Number finally hired R f 
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o/ 
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o1 
------ -:-- - - ...,..--'----:----- = ange o 10 - 1o 
Total number interv1ewed on campus 


Selection Rate Another useful calculation is the selection rate, which is the percentage 
hired from a given group of candidates. It equals the number hired divided by the num-
ber of applicants; for example, a rate of 30% indicates that 3 out of 10 applicants were 
hired. The selection rate is also affected by the validity of the selection process. A rela-
tively unsophisticated selection program might pick 8 out of 10 applicants for the job. 
Four of those might turn out to be good employees. A more valid selection process 
might pick 5 out of 10 applicants but 4 of 5 perform well. Selection rate measures not 
just recruiting but selection issues as well. So do acceptance rate and success base rate. 
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Acceptance rate 
Percent of applicants 
hired divided by total 
number of appl icants 
offered jobs. 


jobs and Labor 


Acceptance Rate Calculating the acceptance rate helps identify how successful the 
organization is at hiring candidates. The acceptance rate is the percent of applicants 
hired divided by the total number of applicants offered jobs. After the company 
goes through all the effort to screen, interview, and make job offers, hopefully 
most candidates accept job offers. If they do not, then HR might want to look at 
reasons why managers and HR staff cannot "close the deal." It is common for 
HR staff members to track the reasons candidates turn down job offers. That anal-
ysis helps explain the rejection rate to learn how competitive the employer is com-
pared with other employers and what factors are causing candidates to choose 
employment elsewhere. 


Success Base Rate A longer-term measure of recruiting effectiveness is the success 
rate of applicants. The success base rate can be determined by comparing the num-
ber of past applicants who have become successful employees against the number of 
applicants they competed against for their jobs, using historical data within the 
organization. Also, the success base rate can be compared with the success rates of 
other employers in the area or industry using benchmarking data. This rate indi-
cates whether the quality of the employees hired results in employees who perform 
well and have low turnover. For example, assume that if 10 people were hired at 
random, it might be expected that 4 of them would be satisfactorily performing 
employees. Thus, a successful recruiting program should be aimed at attracting the 
4 in 10 who are capable of doing well on this particular job. 


Realistically, no recruiting program will attract only the people who will suc-
ceed in a particular job. However, efforts to make the recruiting program attract 
the largest proportion possible of those in the base rate group can make recruiting 
efforts more productive in both the short and long term. 


6-7f Increasing Recruiting Effectiveness 
Consideration of the following recruiting activities should be done to make recruit-
ing more effective: 


• Resume mining-a software approach to getting the best resumes for a fit from 
a big database 


• Applicant tracking- an approach that takes an applicant all the way from a job 
listing to performance appraisal results 


• Employer career website- a convenient recruiting place on an employer's web-
site where applicants can see what jobs are available and apply 


• Internal mobility-a system that tracks prospects in the company and matches 
them with jobs as they come open 


• Realistic job previews- a process that individuals can use to get details on the 
employer and the jobs 


• Responsive recruitment- whereby applicants receive timely responses 


Recruiting effectiveness can be increased by using the evaluation data to target dif-
ferent applicant pools, tap broader labor markets, change recruiting methods, 
improve internal handling and interviewing of applicants, and train recruiters and 
managers. 


Another key way to increase recruiting effectiveness rests with the recruiters 
themselves. Those involved in the recruiting process can either turn off recruits or cre-
ate excitement. For instance, recruiters who emphasize positive aspects about the jobs 
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and their employers can enhance recruiting effectiveness. Thus, it is important that 
recruiters communicate well with applicants and treat them fairly and professionally. 
Effective recruiting is crucial for every company, as it leads to the opportunity to 
select individuals for employment who will enhance organizational success. 


SUMMARY 
• Recruiting is the process of generating a pool 


of qualified applicants for organizational jobs 
through a series of activities. 


• Recruiting must be viewed strategically as tied to 
HR planning, and discussions should be held 
about the relevant labor markets in which to 
recruit. 


• The components of labor markets are labor 
force population, applicant population, and the 
applicant pool. 


• Labor markets can be categorized by geographic 
area, industry, occupation, qualifications, and 
other characteristics. 


• Employers must make decisions about 
organization-based versus outsourced recruiting, 
regular versus flexible staffing, and other aspects 
of recruiting. 
Efforts should be made to recruit a diverse 
workforce, including older workers, individuals 
with disabilities, women, and members of racial/ 
ethnic groups. 


• Internet recruiting has grown in use through job 
boards, various websites, social networking, and 
special technology methods. 


• While Internet recruiting may be able to save 
costs and time, it can also generate more 
unqualified applicants and may not reach 
certain groups of potential applicants. 


• The decision to use internal or external recruit-
ing sources should consider both the advantages 
and disadvantages of each source. 


• The most common external recruiting sources 
are media sources, competitive sources, labor 
unions, employment agencies, job fairs and 
special events, and educational institutions. 


• The most common methods of internal recruit-
ing include organizational databases, job post-
ings, promotions and transfers, current-
employee referrals, and rerecruiting of former 
employees and applicants. 


• Recruiting efforts should be evaluated as part 
of utilizing HR measurement to assess the 
effectiveness of the methods and approaches. 


• Recruiting evaluation using recruiting metrics typ-
ically includes evaluating recruiting quantity and 
quality, tracking the time to fill openings, examin-
ing the costs and benefits of various recruiting 
sources, and determining recruiting satisfaction. 


RITICAL THINKING CHALLENGES 
What labor markets should be considered when 
recruiting to fill an opening for a sales repre-
sentative for a pharmaceutical manufacturer? 


_ Discuss ways a regional bank could use the 
Internet effectively to recruit loan officer 
professionals. 


Describe how a local firm might be able to uti-
lize college/university interns to generate future 
applicants for jobs planned within the next one 
ro two years. 


- .-\ssume you are going to look for a current job 
of interest to you. Utilize broad websites such as 
www.Job.com, Yahoo! HotJobs, Monster, 


Taleo, and others to learn about job possibilities 
for yourself. 


5. Your small marketing company of about 50 
workers has traditionally recruited employees 
using newspaper print advertisements. Due to 
diminished recruiting effects from your ads, the 
company is interested in using more Internet and 
social media recruiting. The company president 
has requested that you, as HR manager, prepare 
an overview of how Internet recruiting efforts 
will be different from the traditional methods 
used by the company. You will need to make a 
case for why the company should transition to 
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Internet recruiting and identify the benefits for 
doing so. To prepare an overview, review the 
resources found at http://www.recruitersnet-
work.com/. 


A. What will your company need to do differ-
ently to actively use Internet recruiting as 


you compete with other employers for qual-
ified applicants? 


B. As you recruit marketing professionals, 
identify the niche websites that you recom-
mend be used for your Internet postings and 
the reasons for your recommendations. 


., . -, ~ f,' / t~ ' ~ jO:~.._ \: ' ~"'1- ;;~~- ~~t~~--~~ ·_ ,;.i~: ,. -~ 


CASE 


FedEx's Independent Contractors: Is the Company Really 
Recruiting Employees? 
The use of independent contractors by package 
delivery companies appears to be a good idea. The 
arrangement requires a contractor to purchase the 
appropriate vehicles, contract with a company that 
specializes in the delivery of packages, and complete 
delivery schedules on the basis of sound manage-
ment approaches. The relationship ideally benefits 
both the delivery firm and the independent contrac-
tor because the company gets packages delivery 
without having to invest in and maintain the vehi-
cles, while the contractor gets to run his or her orga-
nization based on individual preferences. 


Unfortunately, one or both parties can end up 
feeling slighted in this arrangement because of var-
ious control and monetary frustrations. By defini-
tion, independent contractors are not covered by 
certain employment laws and do not receive some 
benefits, but the loss of such protections are usu-
ally acceptable because the independent contractor 
operates as a separate business entity. However, 
when a delivery company starts to directly super-
vise an independent contractor's work, the lines 
between "contractor" and "employee" become 
blurred. It is easy to understand why an indepen-
dent contractor would want to be considered an 
employee, and be entitled to important benefits 
and protections if control of the contractor's busi-
ness is effectively being surrendered to the delivery 
company. 


FedEx has for some time utilized a multitude of 
independent contractors, many of which are single-
driver/single-vehicle outfits, to augment its delivery 
services, and the company has enjoyed many suc-
cesses using this business model. Contractors must 


pass basic pre-employment tests (physical/drug 
screenings), be good drivers with acceptable 
records, and possess an appropriate vehicle for 
deliveries. Drivers must also sign a nonnegotiable 
contract that specifies the nature of the working 
relationship with FedEx. The agreement sets forth 
fairly strict standards with regard to appearance 
and vehicle maintenance/operation (i.e., driver 
cannot use vehicles for personal use with the 
FedEx logo displayed), but the company does nor 
specify how the deliveries are completed (i.e. , 
routes, hours of operation, etc.). Contractors are 
generally expected to work Tuesdays through 
Saturdays, and up to 60 hours within a typical 
workweek, and drivers must complete a training 
program that includes both classroom instruction 
and practical driving exercises. Drivers are 
assigned a delivery area or region, which can be 
changed with sufficient notice, and provisions are 
specified in the contract about support for delivery 
volume (too much and too little). Pay is provided 
on factors such as delivery numbers, types of deliv-
eries, and safety record. 


Given these requirements, as well as the strin-
gent working conditions that independent contrac-
tors must endure working with FedEx, drivers have 
looked for support from unions and lawyers, or 
have established drivers groups, in an effort to get 
recognized as legitimate employees of the company. 
These concerns have also led to many lawsuits 
directed at FedEx. Based on these problems, it may 
be that FedEx needs to revise its agreement so that 
independent contractors don't feel like they are 
employees of the company?0 
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Q UESTIONS 


Describe why FedEx's delivery agreement blurs 
the line between being an employee of the com-
pany and being an independent contractor for 
the company. 


2. How should the company address the 
interpretative problems associated with its 
delivery agreement with independent 
contractors? 


S UPPLEMENTAL CASES 
ecruiting at Kia 


-:his case highlights how the car manufacturer uti-
...;zed an extensive recruiting process to hire good 
=rnployees at a facility located in Georgia. (For the 
:ase, go to www.cengage.com/management/mathis .) 


market exists. (For the case, go to www.cengage. 
com/management/mathis .) 


Enterprise Recruiting 


This case highlights how a large car rental firm uses 
a range of recruiting approaches successfully. (For 
the case, go to www.cengage.com/management/ 
mathis .) 


orthwest State College 


-:his case shows how recruiting policies can work 
.:. ainst successful recruiting when a tight labor 
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Selecting Human 
Resources 


Learning Objectives 


After you have read this chapter, you should be able to: 


1 Understand selection and placement, as well as the associated 
theory and application of these practices. 


2 Discuss the steps of a typical selection process. 


3 Identify three types of selection tests and legal concerns about 
their uses. 


4 Contrast several types of selection interviews and some key 
considerations in conducting these interviews. 


5 Specify how legal concerns affect background investigations of 
applicants and use of medical examinations in the selection 
process. 


6 Describe the major issues to be considered when selecting 
candidates for global assignments. 
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Selecting a Proper 
Ethics Officer 


II state® 
0 rganizations such as Allstate are finding out the importance of select-ing a good ethics officer to help 
manage the company's overall approach to 


business ethics. Demand for ethics officers 


has been steadily increasing as a result of the 


Enron, Tyco, WorldCom, and Bernie Madoff 


scandals, and recent SHRM findings suggest 


that many firms are developing these special-


ized positions to tackle ethical challenges in 


are expected to be the key administrators of 


u're in good hands. 
o;"oto/The Allstate Corporation 


the workplace. Ethics officers 


an organization's compliance efforts and help institutionalize values that 


encourage employees to act ethically. 


In the past, HR departments were expected to carry the ethics torch by 


ensuring that ethical standards and codes were developed and effectively com-


municated to employees. HR professionals should continue to play an important 


role in the development of organizational ethics in the future. Despite the new 


emphasis on ethics officers, HR managers must be involved in the creation of 


ethics training that prepares them for the challenges they face on the job. They 


must also develop valid selection approaches to hire ethical employees. Finally, 


HR professionals need to be actively involved in the development of an organi-


zational culture that prompts ethical reasoning among employees. 


Given the importance of the ethics officer, as both a creator and coordinator of 


ethics policy, what should companies consider when filling this position? First, the 


HR director and other key leaders should be included in the selection process 


because there should be a good match between the goals of HR and the organiza-


tion and those of the ethics officer. Benchmarking can also be used to determine 


how other companies are hiring and utilizing ethics officers to manage corporate 


ethics. HR can also more effectively select the "right" ethics officer by referencing 


the company's current climate of ethics, including past transgressions and triumphs, 


to get a better idea of what personal characteristics will be needed in the position.1 
-- -----
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J!Jlfunderstand selection 
and placement, as well as 
the associated theory and 
application of these 
practices. 


Selection 
The process of choosing 
individuals with the cor-
rect qua lifications 
needed to fill jobs in 
an organization. 


Placement 
Fitting a person to the 
right job. 


Person/job fit 
Matching the KSAs of 
individuals with the 
characteristics of jobs. 


jobs and Labor 


Selection is one of the most important areas of human resources in organizations 
because getting the right people in the proper places at the correct times is critica: 
for business success. Certainly for a business which depends on good people and 
good performance to succeed the process of selection is very important. For ar;. 
organization that is failing, improvement may need to come from many sourceJ. 
but it is difficult to imagine appropriate changes coming without some new and 
competent people to carry out those changes. In athletic organizations that are 
not doing well, it is the selection of new coaches and players that prompt 
improvements, and the continued selection of good athletes and coaches that 
allows ongoing success. The same is true of other organizations. 


7-1 • SELECTION AND PLACEMENT 


Selection is the process of choosing individuals with the correct qualifications to fill 
jobs in an organization. Without these qualified employees, an organization is far 
less likely to succeed. A useful perspective on selection and placement comes from 
two observations that underscore the importance of effective staffing: 


• Hire hard, manage easy. The investment of time and effort in selecting the right 
people for jobs will make managing them as employees much less difficult 
because many problems are eliminated. 


• Good training will not make up for bad selection. When people without the 
appropriate aptitudes are selected, employers will have difficulty training them 
to do those jobs that they do not fit? 


7-1 a Placement 
The ultimate purpose of selection is placement, or fitting a person to the right job. 
Placement of people should be seen primarily as a matching process. How well an 
employee is matched to a job can affect the amount and quality of the employee's 
work, as well as the training and operating costs required to prepare the individual 
to do the work. Further, employee morale is an issue because good fit encourages 
individuals to be positive about their jobs and what they accomplish. 3 


Selection and placement activities typically focus on applicants' knowledge, 
skills, and abilities (KSAs), but they should also focus on the degree to which job 
candidates generally match the situations experienced both on the job and in the 
company. Psychologists label this person- environment fit. In HR it is usually called 
person/job fit . Fit is related not only to work satisfaction, but also to company 
commitment and the desire to quit work. 


Lack of fit between a person's KSAs and job requirements can be classified as a 
mismatch. A mismatch results from poor pairing of a person's needs, interests, abil-
ities, personality, and expectations with characteristics of the job, rewards, and the 
organization in which the job is located. What makes placement difficult and com-
plex is the need to match people and jobs on multiple dimensions.4 


People already working in jobs can help identify the most important KSAs for 
success as part of job analysis. The fit between the individual and job characteristics 
is particularly important when dealing with overseas assignments because employees 
must have the proper personalities, skills, and interpersonal abilities to be effective in 
the international environment. 
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In addition to the match between people and jobs, employers are concerned 
about the congruence between people and companies, or the person/organization fit. 5 


Person/organization fit is important from a values perspective, with many organiza-
tions trying to positively link a person's principles to the values of the company. 
Organizations tend to favor job applicants who effectively blend into how business is 
conducted. As a result, the attraction-selection-attrition (ASA) theory is often used to 
better understand the concept of fit in companies. The ASA theory proposes that job 
candidates are attracted to and selected by firms where similar types of individuals 
are employed, and that individuals who are very different quit their jobs to work 
elsewhere.6 Based on these ideas, it is easy to see why person/organization fit is 
important for long-term selection and placement strategies. If positive fit is established, 
organizations should have a more motivated and committed workforce that is more 
likely to stay and perform. 


Other ideas about fit have been proposed. For instance, compilational fit occurs 
when several lower-level factors such as similar work group personalities or work-
site teamwork prompt an increase in higher-level consequences, including organiza-
tional performance and productivity. For example, positive fit and workplace 
characteristics experienced by waiters in a hotel restaurant will encourage them to 
work harder to satisfy customers, thus increasing the hotel's overall financial per-
formance. Compositional fit occurs when the people involved in creating fit are 
doing so at different levels of a firm (i.e., what top managers do can affect perceived 
fit among line employees). Other factors influencing fit include spillover, a situation 
in which perceptions of good or bad fit in one area of work spills over into beliefs 
about fit in other areas of the organization, and spiraling, which involves positive 
or negative perceptions about fit, impacting other feelings (good or bad) about the 
workplace. 7 


7-1 b Selection, Criteria, Predictors, and 
Job Performance 
Regardless of whether an employer uses specific KSAs or a more general approach, 
effective selection of employees involves using selection criteria and predictors of 
these criteria. At the heart of an effective selection system must be the knowledge of 
what constitutes good job performance. Knowing what good performance looks like 
in a particular job helps identify what it takes for the employee to achieve successful 
performance. These are called selection criteria. A selection criterion is a characteristic 
that a person must possess to successfully perform work. Figure 7-1 shows that abil-
ity, motivation, intelligence, conscientiousness, appropriate risk, and permanence 
might be selection criteria for many jobs. Selection criteria that might be more specific 
to managerial jobs include leading and deciding, supporting and cooperating, organiz-
ing and executing, and enterprising and performing. 8 


To determine whether candidates might possess certain selection criteria (such 
as ability and motivation), employers try to identify predictors of selection criteria, 
which are measurable or visible indicators of those positive characteristics (or cri-
teria) . Figure 7-1 shows how job performance, selection criteria, and predictors 
are interrelated. If a candidate possesses appropriate amounts of any or all of 
these predictors, it might be assumed that the person would stay on the job longer 
than someone without those predictors.9 In addition, the information gathered 
about an applicant using the individual predictors included in application forms , 
tests, and interviews should focus on the likelihood that the person will execute 
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the job competently once hired, so the factors need to be valid for the purposes of 
selection.10 


7-1 c Validity and Reliability 
In selection, validity is the correlation between a predictor and job performance. 
In other words, validity occurs to the extent that the predictor actually predicts what 
it is supposed to predict. Several types of validity are used in selection. Most validity 
decisions use a correlation coefficient, an index number that gives the relationship 
between a predictor variable and a criterion (or dependent) variable. Correlations 
range from -1.0 to + 1.0, with larger absolute scores suggesting stronger relationships. 


Concurrent validity is one method for establishing the validity associated with a 
predictor. Concurrent validity uses current employees to validate a predictor or 
"test. " As shown in Figure 7-2, concurrent validity is measured when an employer 
tests current employees and correlates the scores with their performance ratings on 
appraisals. 


A disadvantage of the concurrent validity approach is that employees who have 
not performed satisfactorily at work are probably no longer with the firm and 
therefore cannot be tested. Also, extremely good employees may have been 
promoted or may have left the company for better work situations. Any learning 
on the job also might confound test scores. 
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Another method for establishing criterion-related validity is predictive validity. 
To calculate predictive validity, test results of applicants are compared with their 
subsequent job performance (see Figure 7-2). Job success is measured by assessing 
factors such as absenteeism, accidents, errors, and performance appraisal ratings. 
For example, if the employees who had one year of experience at the time of hire 
demonstrate better performance than those without such experience, then the expe-
rience requirement can be considered a valid predictor of job performance. In addi-
tion, individual experience may be used as an important selection criterion when 
making future staffing decisions. 


The Equal Employment Opportunity Commission (EEOC) has favored predic-
tive validity because it includes the full range of performance and test scores. How-
ever, establishing predictive validity can be challenging for HR managers because a 
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large sample of individuals is needed (usually at least 30) and a significant amount 
of time must transpire (perhaps one year) to do the analysis. 


Reliability Reliability of a predictor or test is the extent to which it repeatedly 
produces the same results over time. For example, if a person took a test in 
December and scored 75, and then took the same test again in March and scored 
76, the exam is probably a reliable instrument. Consequently, reliability involves 
the consistency of predictors used in selection procedures. A predictor that is nor 
reliable is of no value in selection. 


7-1 d Combining Predictors 
If an employer chooses to use only one predictor, such as a pencil-and-paper test, to 
select individuals, the decision becomes straightforward. If the test is valid, encom-
passes a major dimension of a job, and an applicant does well on the test, then that 
person could be given a job offer. When an employer uses predictors such as three 
years of experience, a college degree, and acceptable aptitude test score, job appli-
cants are evaluated on all of these requirements and the multiple predictors must be 
combined in some way. Two approaches for combining predictors are as follows: 


• Multiple hurdles: A minimum cutoff is set on each predictor, and each minimum 
level must be "passed." For example, to be hired, a candidate for a sales repre-
sentative job must achieve a minimum education level, a certain score on a sales 
aptitude test, and a minimum score on a structured interview. 


• Compensatory approach: Scores from individual predictors are added and 
combined into an overall score, thereby allowing a higher score on one predictor 
to offset, or compensate for, a lower score on another. The combined index takes 
into consideration performance on all predictors. For example, when admitting 
students into graduate business programs, a higher overall score on an admissions 
test might offset a lower undergraduate grade point average. 


7-1 e Selection Responsibilities 
Selection is a key responsibility for all managers and supervisors in a company. 
However, organizations vary in how they allocate selection responsibilities between 
HR specialists and operating managers. The need to meet EEOC requirements and 
the inherent strategic implications of the staffing function have caused many 
companies to place greater emphasis on hiring procedures and techniques and to 
centralize selection in the HR department. In other companies, each department 
(or its management team) screens and hires its own personnel. Managers, especially 
those working in smaller firms, often select their own employees because these 
individuals directly impact their work. But the validity and effectiveness of this 
approach may be questionable because many managers lack training in selection pro-
cedures and regulations. 


Another approach is one in which HR professionals initially screen the job can-
didates, and the managers or supervisors make the final selection decisions from the 
qualified applicant pool. Generally, the higher the positions being filled, the greater 
the likelihood that the ultimate hiring decisions will be made by operating managers 
rather than HR professionals. 
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Selection responsibilities are affected by the existence of a central employment 
office, which is usually housed within a Human Resources department. In smaller 
organizations, a full-time employment specialist or group is impractical. But for 
larger firms, centralizing activities in an employment office might be appropriate. 


The employment function in any organization may be concerned with some or 
all of the following activities: (1) receiving applications, (2) interviewing the appli-
cants, (3) administering tests to applicants, (4) conducting background investiga-
tions, (5) arranging for physical examinations, (6) placing and assigning new 
employees, (7) coordinating follow-up evaluations of these employees, (8) conduct-
ing exit interviews with departing employees, and (9) maintaining appropriate 
records and reports. 


7-2 • THE SELECTION PROCESS 


Most organizations follow a series of consistent steps to process and select appli-
cants for jobs. Company size, job characteristics, the number of people needed, the 
use of electronic technology, and other factors cause variations on the basic process. 
Selection can take place in a day or over a much longer period of time, and certain 
phases of the process may be omitted or the order changed, depending on 
the employer and the job being filled. If the applicant is processed in one day, the 
employer usually checks credentials/previous employment after selection. Figure 7-3 
shows steps in a typical selection process. 


7 -2a Applicant job Interest 
Individuals seeking employment can indicate interest in many ways. Traditionally, 
individuals have submitted resumes by mail or fax , or applied in person at an 
employer's location. But with the growth in Internet recruiting, many individuals 
complete applications online or submit resumes electronically. 


Regardless of how individuals express interest in employment, the selection 
process has an important public relations dimension. Discriminatory hiring prac-
tices, impolite interviewers, unnecessarily long waits, unreturned telephone inqui-
ries, inappropriate testing procedures, and lack of follow-up responses can 
produce unfavorable impressions of an employer. Job applicants' perceptions of 
the organization will be influenced by how they are treated. 


Realistic job Previews Many individuals know little about companies before 
applying for employment. Consequently, when deciding whether to accept a job, 
they pay particularly close attention to the information received during the selec-
tion process, including compensation data, work characteristics, job location, and 
promotion opportunities. Unfortunately, some employers make jobs appear better 
than they really are. Realistic job previews provide potential employees with an 
accurate introduction to a job so that they can better evaluate the employment situa-
tion. Indeed, a realistic job preview can directly identify necessary training and clarify 
a job role. Also, in global assignments, the use of realistic job previews increases indi-
vidual confidence and improves decision making about an expatriate position. 


A company should consider several strategies when developing a recruiting brand 
and conveying it to potential employees via realistic job previews. The brand of the 
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company should establish in the minds of recruits the company's overall purpose for 
being in business, and it should honestly portray the jobs that are performed by indi-
viduals already employed in the firm. A project director of a recruiting firm suggests 
that a firm should evaluate its own strengths and develop a list of employment bene-
fits that would make the company appear attractive to potential employees. These 
points-rnay-include building humarrca-pital, good compensation, and ethi-cs-and social-
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responsibility. At the same time, a company needs to convey the less attractive aspects 
of work, such as difficult work schedules or extensive travel. However, any negative 
job attributes can be outweighed by the positive factors already covered. 


Truth-in-Hiring Lawsuits Recruiters may exaggerate promotional opportunities, 
pay, or even the company's financial position in an attempt to hire a candidate. 
However, a candidate who leaves a good job to accept a position and later 
discovers such exaggerations may choose to sue the company for misrepresenting 
the job. It is important for hiring managers to be truthful in their descriptions of 
jobs so that candidates understand the positives and negatives associated with 
work in a particular company. 


7 -2b Preemployment Screening 
Many employers conduct preemployment screening to determine if applicants meet 
the minimum qualifications for open jobs before they have the applicants fill out an 
application. 


Electronic Assessment Screening The use of electronic preemployment screening or 
assessment has grown. Much of this screening utilizes computer software to review 
the many resumes and application forms received during the recruiting and 
application process. Large companies often use different types of software to 
receive, evaluate, and track the applications of many potential employees. 


When a job posting generates 1,000 or more applications (which is not 
unusual with large companies or in difficult economic times), responding to 
each would be a full -time job. Electronic screening can speed up the process, 
and this approach may take several forms: disqualification questions; screening 
questions to get at KSAs and experience; valid assessment tests; and background, 
drug, and financial screening. Some of the assessments might include auditions 
for the job that are conducted on the basis of simulations of specific job-related 
tasks. For example, in a call center, branch-manager candidates are given virtual 
customers with service problems, and they demonstrate their ability to foster 
relationships with the virtual clients and to make quick personnel decisions with 
virtual employees. 11 A good strategy is to use simple electronic assessment early 
to reduce the number of applicants before requiring applications or interviews, 
which leaves a much more qualified list of remaining applicants with which to 
work. 12 


7 -2c Application Forms 
Some employers do not use preemployment screening prior to having applicants fill 
out an application form. Instead, they have every interested individual complete an 
application first. These completed application forms then become the basis for pre-
screening information. But collecting, storing, and tracking these forms can create 
unnecessary and significant work for HR staff members. 


Application forms, which are used universally, can take on different formats. 
Properly prepared, the application form serves four purposes: 


1. It is a record of the applicant's desire to obtain a position. 
2. It provides the interviewer with an applicant profile that can be addressed during 


the interview. 
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3. It is a basic employee record for applicants who are hired. 
4. It can be used for research on the effectiveness of the selection process. 


Many employers use only one application form for all jobs, but others use 
several forms depending on the position. For example, a hotel might use one forrr. 
for management and supervisory staff and another for line employees. 


Application Disclaimers Application forms should contain disclaimers and notice 
so that appropriate legal protections are clearly stated. These recommended disclo-
sures include the following: 


• Employment-at-will: Indicates the right of the employer or the applicant to 
terminate employment at any time with or without notice or cause (where 
applicable by state law) 


• Reference contacts: Requests permission to contact previous employers listed b,-
the applicant on the application form or resume 


• Employment testing: Notifies applicants of required drug tests, pencil-and-paper 
tests, physical exams, or electronic or other tests that will be used in the 
employment decision 


• Application time limit: Indicates how long application forms are active (typically 
six months), and that persons must reapply or reactivate their applications after 
that period 


• Information falsification: Conveys to an applicant that falsification of 
application information can be grounds for serious reprimand or termination 


EEOC Considerations and Application Forms An organization should retain all 
applications and hiring-related documents and records for three years. Guideline 
from the EEOC and court decisions require that the data requested on application 
forms must be job related. Though frequently found on application forms, questions 
that ask for the following information are illegal. (See Appendix D for review.) 


• Marital status 
• Height/weight 
• Number and ages of dependents 
• Information on spouse 
• Date of high school graduation 
• Contact in case of emergency 


Most of the litigation surrounding application forms has involved questions 
regarding the gender and age of a potential employee, so special consideration 
should be dedicated to removing any items that relate to these personal characteris-
tics. Concerns about inappropriate questions stem from their potential to elicit 
information that should not be used in hiring decisions. Figure 7-4 shows a sample 
application form containing questions that generally are legal. 


Resumes as Applications Applicants commonly provide background information 
through resumes. When the situation arises, EEOC standards require that an 
employer treats a resume as an application form. If an applicant voluntarily fur-
nishes some information on a resume that cannot be legally obtained, the employer 
should not use that information during the selection process. Some employers 
require those who submit resumes to complete an application form as well so 
there is consistent information on every applicant. 
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Regardless of how the background information is collected, there are several issues 
that should be considered when screening applications. For instance, companies should 
be dutiful about checking the truthfulness of the information presented on resumes and 
application forms. Research suggests that a noteworthy percentage of applicants know-
ingly embellish their past work experiences. Companies also have to be careful about 
rejecting applicants who appear to be "overqualified" for jobs because evidence suggests 
that these individuals can exhibit high levels of work productivity when given opportu-
nities on the job.13 Somewhat related to overqualified candidates are the many "silver-
collar" applicants today who continue to work at retirement age because of good health. 
These individuals help retention, motivation, collegiality, and role-modeling good work 
behaviors (e.g., exhibiting good attendance and positive customer service).14 


7 -2d Security Concerns and Immigration 
Verification 
Businesses need to be proactive about verifying the identities and credentials of job 
applicants. Part of these efforts rest on the careful examination of the accuracy of 
the details included on resumes, which evidence suggests are often embellished and/ 
or fabricated for professional gain. 15 Businesses are required to review and record 
identity documents, such as Social Security cards, passports, and visas, and to deter-
mine if they appear to be genuine because it is illegal to knowingly hire employees 
who are not in the country legally. A recent study found that identity thieves can 
sometimes predict individual Social Security numbers on the basis of birth informa-
tion, so extra caution should be exercised in some cases.16 If HR personnel know 
they are working with fraudulent documents, corporate liability exists, and seizure 
of assets and criminal liability for top management can occur. U.S. Immigration and 
Customs Enforcement (ICE) can also audit the records of a business to make certain 
there has been compliance with employment eligibility laws and rules. Such audits 
may come from employer filings of government labor documents, disgruntled 
employees, identity theft complaints, or suspicious patterns of activity. 17 


Employers must use the revised form I-9 for each employee hired and must 
determine within 72 hours whether an applicant is a U.S. citizen, registered alien, 
or illegal alien. A government program called E-Verify is run by the Department 
of Homeland Security to help with this process. The use of E-Verify is mandatory 
for government contractors or subcontractors. 18 A recent report determined that 
some individuals are utilizing false identities to obtain clearance to work through 
E-Verify, so greater security measures will be needed in the future. 19 


An employer should have a policy to comply with immigration requirements 
and to avoid knowingly hiring or retaining illegal workers. I-9s should be com-
pleted, updated, and audited. Some companies are even using paperless I-9 systems 
to better manage employment eligibility verification because electronic processing 
reduces errors, incompleteness, and illegibility and improves the overall manage-
ment of documentation. 20 


7-3 • SELECTION TESTING 


Many kinds of tests can be used to help select qualified employees. Literacy tests, 
skill-based tests, personality tests, and honesty tests can be used to assess various 
individual factors that are important for the work to be performed. These useful 
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employment tests allow companies to predict which applicants will likely be the 
most successful before being hired. 


However, selection tests must be evaluated extensively before being utilized as a 
recruiting tool. The development of the test items should be linked to a thorough 
job analysis, which is covered in Chapter 4. Also, initial testing of the items should 
include an evaluation by knowledge experts, and statistical and validity assessments 
of the items should be conducted. Furthermore, adequate security of the testing 
instruments should be coordinated, and the monetary value of these tests to the 
firm should be determined. For example, Gerber Products Company was found to 
be using preemployment selection tests for entry-level positions that did not have 
sufficient evidence of validity. The tests were negatively impacting minority appli-
cants. Gerber paid 1,912 minority and female applicants $900,000 in back pay 
and interest.21 Figure 7-5 provides a summary of the specific issues that need to be 
documented when creating preemployment tests, in the context of these many chal-
lenges. For instance, the research used to create a test, the accuracy and consistency 
of an instrument, and details about administration and analysis are important con-
siderations that should be documented. It is also important to consider that multiple 
testing approaches should be used when evaluating job applicants.22 


7 -3a Ability Tests 
Tests that assess an individual's ability to perform in a specific manner are grouped as 
ability tests . These are sometimes further differentiated into aptitude tests and achieve-
ment tests. Cognitive ability tests measure an individual's thinking, memory, reasoning, 
verbal, and mathematical abilities. Valid tests such as the Wonderlic Personnel Test 
and the General Aptitude Test Battery (GATE) can be used to determine applicants' 
basic knowledge of terminology and concepts, word fluency, spatial orientation, com-
prehension and retention span, general and mental ability, and conceptual reasoning. 


-I G U R E 7- 5 Issues to Document when Creating Preemployment Tests 


Development Criteria Directions for Refinement 


Val idity and Reli abil ity Time Necessary for Test 


: 


Absence of Bias 1--~ .. ; 
'-------____., 


Background of Developers 


Administration D irections Cost and Resource Requirements 


Interpretive Guidance Time Requ ired for Assessment 


rr:e: Adapted from Theresa Minton-Eversole, "Avoiding Bias in Pre-Employment Testing," HR Magazine, December 2010, 77-80, 
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Physical ability tests measure an individual's abilities such as strength, endurance, 
and muscular movement. At an electric utility, line workers must regularly lift and 
carry equipment, climb ladders, and perform other physical tasks; therefore, testing 
of applicants' mobility, strength, and other physical attributes is job related. Some 
physical ability tests measure factors like range of motion, strength and posture, and 
cardiovascular fitness. Some companies are even using the Body Mass Index (BMI) 
measure as part of physical exams to determine generalized fitness for duty. How-
ever, using BMI to determine fitness can violate requirements of the 2008 ADA 
Amendments Act, which treats obesity as a protected characteristic. 23 Care should 
also be taken to limit physical ability testing until after a conditional job offer is 
made to avoid violating provisions of the Americans with Disabilities Act (ADA). 


Various skill-based tests can be used, including psychomotor tests, which measure 
a person's dexterity, hand-eye coordination, arm-hand steadiness, and other factors. 
Tests such as the MacQuarie Test for Mechanical Ability can measure manual 
dexterity for assembly-line workers and others using psychomotor skills regularly. 


Many organizations use situational tests, or work sample tests, which require an 
applicant to perform a simulated task that is a specified part of the target job. 
Requiring an applicant for an administrative assistant's job to type a business letter 
as quickly as possible would be one such test. An "in-basket" test is a work sample 
test in which a job candidate is asked to respond to memos in a hypothetical 
in-basket that are typical of the problems experienced in that job. Once again 
these tests should assess criteria that are embedded in the job that is to be staffed. 


Situational judgment tests are designed to measure a person's judgment in work 
settings. The candidate is given a situation and a list of possible solutions to the 
problem. The candidate then has to make judgments about how to deal with the 
situation. Situational judgment tests are a form of job simulation.24 


Assessment Centers An assessment center is not a place but an assessment exercise 
composed of a series of evaluative tests used for selection and development. Most 
often used in the selection process when filling managerial openings, assessment 
centers consist of multiple exercises and are evaluated by multiple raters. In one assess-
ment center, candidates go through a comprehensive interview, a pencil-and-paper test, 
individual and group simulations, and work exercises. Individual performance is then 
evaluated by a panel of trained raters. 


The tests and exercises in an assessment center must reflect the content of the 
job for which individuals are being screened, and the types of problems faced on 
that job. For example, a technology communications organization used a series of 
assessment centers to hire employees who would interact with clients. The company 
found that these centers improved the selection process and also provided new 
employees with a good road map for individual development. Assessment centers 
are often expensive to operate, but they result in very little disparate impact. 


7-3 b Personality Tests 
Personality is a unique blend of individual characteristics that can affect how people 
interact with their work environment. Many organizations use various personality 
tests that assess the degree to which candidates' attributes match specific job criteria. 
For instance, a sporting goods chain offers job applicants a Web-based test. The test 
evaluates their personal tendencies, and test scores are used to categorize individual 
for the hiring decision. Many types of personality tests are available, including the 
Myers-Briggs test. 
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Agreeableness 
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Conscientiousness 
• Achievement oriented 
• Careful 
• Hardworking 
• Organized , 


• Responsible 
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Characteristics 


Emotional Stability Extroversion 


• Neurosis • Sociable 


• Depression • Gregarious 


• Anger • Talkative 


• Worry 
• Insecurity 


Openness to Experience 
• Flexible in thought 
• Open to new ideas 
• Broad minded 
• Curious 


• Original 


Although many personality characteristics exist, some experts believe that there 
is a relatively small number of underlying major traits. The most widely accepted 
approach to studying these underlying personality traits (although not the only 
one) is the "Big Five" personality framework. The Big Five traits are generally con-
sidered to be useful predictors of various types of job performance in different occu-
pations. The factors are shown in Figure 7-6. Several of the Big Five traits are 
related to dimensions such as burnout and accident involvement in both work and 
nonwork contexts. 


Faking Personality Tests Faking is a major concern for employers using personality 
tests. Many test publishers admit that test profiles can be falsified, and they try to 
reduce faking by including questions that can be used to compute a social desirabil-
ity or "lie" score. Researchers also favor the use of "corrections" based on compo-
nents of the test to account for faking-a preference that also constitutes a strong 
argument for professional scoring of personality tests.25 Another possibility is use 
of a fake warning, which instructs applicants that faking can be detected and can 
result in a negative hiring impression. 


7-3c Honesty/Integrity Tests 
Companies are utilizing different tests to assess the honesty and integrity of appli-
cants and employees. Employers use these tests as a screening mechanism to prevent 
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the hiring of dishonest employees, to reduce the frequency of lying and theft on the 
job, to communicate to applicants and employees alike that dishonesty will not be 
tolerated, and to reduce accidents. Honesty/integrity tests can be valid as broad 
screening devices for organizations if used properly, and the HR Skills and Applica-
tions section discusses some of the benefits. Research also indicates that, even 
though honesty tests can be expensive to administer, much of these costs were justi-
fied by savings in workers' compensation claims.26 


However, these instruments have limitations. For instance, socially desirable 
responding is a key concern, and some questions can be considered overly invasive 
insulting, and not job related. Sometimes false-positives are generated (or an honest 
person is scored as "dishonest"}. Test scores might be affected by individual demo-
graphic factors such as gender and race. 


- PERSPEGIVE 
Using Integrity Tests Gets Better Employees 
Integrity tests are among the assessment tools 


used by companies to help with candidate 


screening. These instruments measure the extent 


to which employees are willing to act unethically 


or dishonestly on the job, including lying to 


others, stealing resources, abusing drugs and 


alcohol, and harming coworkers. Use of these 


tests has continued to rise given that preemploy-


ment lie detector evaluations were deemed inap-


propriate for most jobs by the 1988 Employee 


Polygraph Protection Act. Integrity tests are usu-


ally placed into one of two categories, including 


overt assessments that directly indicate what is 


being measured, and covert forms that don't con-


vey the traits and tendencies being assessed. 


More recently, many companies are starting 


to use generalized personality inventories to 


better ascertain candidate fit with the organiza-


tion. These instruments tap a variety of individual 


dimensions, with ethics being one part of the anal-


ysis. However, sectors such as retail, law enforce-


ment, childcare, and utilities are still actively 


utilizing honesty tests to evaluate job candidates. 


AT&T incorporates integrity and personality 


assessments into its hiring processes to ensure 


good person-job fit, as well as to screen out indi-


viduals who might misuse or steal corporate 


resources. The Indianapolis firm hhgregg Inc., 


also utilizes a personality instrument that includes 


some questions about ethics and integrity to make 


good hiring decisions. Hospitality Management 


Corp. of Dallas found that the use of integrity 


tests in the properties it oversees reduced workers' 


compensation claims, mainly because of the more 


honest employees that were hired. 


One of the advantages of integrity tests is that 


they are often considered to be a more valid 


selection approach compared to other preem-


ployment screening methods such as generalized 


background, credit, and criminal checks. This is 


because honesty tests tend to be more valid pre-


dictors of how employees will act in the future, 


rather than focusing on what they did in the past. 


In fact, research shows that integrity tests are the 


best predictors of counterproductive actions, and 


evidence indicates that companies using them 


are hiring better employees who stay longer and 


perform at higher levels.27 
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Polygraphs The polygraph, more generally and incorrectly referred to as a lie detec-
tor, is a mechanical device that measures a person's galvanic skin response, heart 
rate, and breathing rate. The idea behind the polygraph is that if a person answers 
a question deliberately incorrectly, the body's physiological responses will "reveal" 
the falsification through the recording mechanisms of the polygraph. As a result 
of concerns about polygraph validity, Congress passed the Employee Polygraph 
Protection Act, which prohibits most employers from the use of polygraphs for pre-
employment screening purposes. Federal, state, and local government agencies are 
exempt from the act. Also exempt are certain private-sector employers such as secu-
rity companies and pharmaceutical companies. The act does allow employers to use 
polygraphs as part of internal investigations of thefts or losses. But in those situa-
tions, the polygraph test should be taken voluntarily, and the employee should be 
allowed to end the test at any time. 


7 -3d Controversies in Selection Testing 
Two areas in selection testing generate controversies and disagreements. One is the 
appropriateness of general mental ability testing, and the other is the validity of per-
sonality testing for selection. 


General mental ability testing is well established as a valid selection tool for 
many jobs, but since some minority groups tend to score lower on such exams, 
there is considerable controversy over whether such tests ought to be used.28 


When these tests are used, the case for business necessity must be made, and the 
instrument used should be validated for the organization using it. 


Personality testing for selection flourished during the 1950s. More than 60% of 
large companies at one time used it for selection.29 Sears, Standard Oil, and Procter 
and Gamble used such testing extensively. But in the 1960s researchers concluded 
that personality assessment is not a good tool for selection, and the use of these 
tests dropped drastically. In the 1990s, interest in research on personality as a selec-
tion tool resurfaced and vendors began selling personality-oriented selection tests. 
But an important research article appearing in Personnel Psychology concluded 
that personality explains so little about actual job outcomes that we should think 
very carefully about using it at all for employment decisions. 30 


7 -3e Selection Interviewing 
Interviewing of job applicants is done both to obtain additional information and 
to clarify information gathered throughout the selection process. Interviews are 
commonly conducted at two levels: first, as an initial screening interview to 
determine if the person has met minimum qualifications, and then later, as an 
in-depth interview with HR staff members and/or operating managers to deter-
mine if the person will fit into the designated job. Before the in-depth interview, 
information from all available sources is pooled so that the interviewers can rec-
oncile conflicting information that may have emerged from tests, application 
forms, and references. 


Some companies have excessive interview time requirements. For example, one 
company requires applicants to bring their lunch and spend hours on simulated 
work tasks, several with tight deadlines.31 However, a court case in California held 
that temporary employees were owed overtime pay for time spent in job placement 
interviews.32 Although this case dealt with staffing firm employees, the message is 
that there may be a limit on how long the employment interviewing process can 
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TECHNOLOGY 
Virtual Interviews Help Hiring 
Virtual interviewing is becoming a more common 


way to enhance the selection process in organi-


zations, w ith many believing that this approach is 


beneficial. Virtual interviewing involves utilizing 


real-time interactive technology to conduct live 


discussion sessions with job candidates and inter-


viewers while they are not physically present in 


the same room. The most common technologies 


that are used to conduct these interviews include 


video conferencing facilities and communication 


services offered over the Internet. There are also 


many vendors that offer extensive support and 


guidance to facilitate the process, including 


HireVue, and Greenjobinterview.com, and ooVoo. 


Experiences in organizations such as the Univer-


sity of California-Los Angeles and CDW suggest 


that both job candidates and hiring managers 


generally have positive views about virtual 


interviewing. 


Regardless of the specific method used, vir-


tual interviewing has many key advantages. For 


instance, candidates can attend interview ses-


sions without having to leave where they live, 


and participating managers often don't have 


to leave their work sites to attend interview 


meetings. If candidates are located in their 


offices while being interviewed, hiring managers 


can also get a glimpse into how they organize 


their work areas. Since travel is not needed with 


virtual interviews, the time to screen and select 


job candidates can be greatly reduced. All of 


these advantages point to reduced total costs 


associated with selection. 


Despite these positives, there are several 


disadvantages that should be considered by HR 


professionals. For example, some technologies 


used to enhance live communication (i.e., 


video conferencing) can be expensive and com-


plicated to set up. In addition, some job candi-


dates might not be comfortable with virtual 


interviews because the experience can be less 


personal than that with face-to-face interviews. 


Further, they might not be familiar with how to 


use the technology effectively, resulting in poor 


performance during the interview and removal 


from consideration. Virtual interviewing also 


counts on all job candidates having relatively 


equal access to the appropriate Internet con-


nections and technologies, which is often not 


the case. 33 


reasonably go on. Other companies utilize technology to help the interview process 
and virtual interviews are becoming more common in the workplace today. The HR 
Skills and Applications: Virtual Interviews Help Hiring explores this new trend in 
employee selection. 


7 -3f Inter-Rater Reliability and Validity 
Interviews must be reliable and allow interviewers, despite their limitations, to pick the 
same applicant capabilities again and again. High intra-rater reliability (within the 
same interviewer) can be demonstrated, but only moderate-to-low inter-rater reliability 
(across different interviewers) is generally shown. Inter-rater reliability becomes impor-
tant when each of several interviewers is selecting employees from a pool of appli-
cants, or if the employer uses team or panel interviews with multiple interviewers. 
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However, interviews must also be valid for the purposes of useful selection, and 
validity can vary depending on the degree of structure that is utilized in an interview 
format. Basically, an unstructured interview does not usually provide much actual 
validity, causing a growth in the popularity of structured interviews. As Figure 7-7 
shows, various types of selection interviews are used. They range from structured to 
unstructured, and they vary in terms of validity. 


7 -3g Structured Interviews 
A structured interview involves a set of prepared, job-related questions that are 
asked of all applicants so that comparisons can be made more easily, resulting in 
better selection decisions. The structured interview is useful in the initial screening 
process because many applicants can be effectively evaluated and compared. 
However, the structured interview does not have to be rigid. The predetermined 
questions should be asked in a logical manner but should not be read word for 
word. The applicants should be allowed adequate opportunity to explain their 
answers, and interviewers should probe with additional questions until they fully 
understand the responses. This process can make the structured interview more 
reliable and valid than other interview approaches. 34 


Structured interviews-in any of several forms, including biographical, behav-
ioral, competency, and situational-are useful when making selection decisions. 
The structured format ensures that a given interviewer has similar information on 
each candidate. It also ensures that when several interviewers ask the same ques-
tions of applicants, there is greater consistency in the subsequent evaluation of 
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those candidates. In fact, it has been recommended that structured interviews be 
utilized in selection efforts for federal jobs because individual work performance 
can be better forecasted. However, companies might have to provide additional 
guidance to help interviewers implement this approach.35 Interview questions and 
possible responses are based on job analysis and checked by job experts to ensure 
content validity. The interviewer typically codes the suitability of the answer 
assigns point values, and adds up the total number of points each interviewee has 
received. 


Biographical Interview A biographical interview focuses on a chronological assess-
ment of the candidate's past experiences. This type of interview is widely used and 
is often combined with other interview techniques. Overall, the process provides a 
sketch of past experiences. 


Behavioral Interview In the behavioral interview technique, applicants are asked to 
describe how they have behaved or performed a certain task or handled a problem 
in the past, which may predict future actions and show how applicants are best suited 
for current jobs. An example of a behavioral interview line of questioning might be: 
"Tell me about a time when you initiated a project. What was the situation? What 
did you do? What were the results?" Questions such as these can be useful because 
candidates must describe what they have done to complete job requirements. 


Competency Interview The competency interview is similar to the behavioral inter-
view except that the questions are designed to provide the interviewer with a bench-
mark against which to measure the applicant's response. A competency profile for the 
position is often utilized, which includes a list of competencies necessary to do that 
particular job. Using competencies as a benchmark to predict job candidate success 
is useful because interviewers can identify the factors needed in specific jobs. 


Situational Interview The situational interview contains questions about how appli-
cants might handle specific job situations. A variation is termed the case study inter-
view, which requires a job candidate to diagnose and correct organizational 
challenges during the interview. Situational interviews assess what the interviewee 
would consider to be the best option, not necessarily what they did in a similar 
situation. 36 


7 -3h Less-Structured Interviews 
Some interviews are done unplanned and are not structured at all. Such interviewing 
techniques may be appropriate for fact finding, or for counseling interviews. How-
ever, they are not best for selection interviewing. These interviews may be conducted 
by operating managers or supervisors who have had little interview training. An 
unstructured interview occurs when the interviewer improvises by asking questions 
that are not predetermined. A semistructured interview is a guided conversation in 
which broad questions are asked and new questions arise as a result of the discus-
sion. For example, What would you do differently if you could start over again? 


Stress Interview A stress interview is designed to create anxiety and put pressure on 
applicants to see how they respond. In a stress interview, the interviewer assumes an 
extremely aggressive and insulting posture. Firms using this approach often justify 
doing so because employees will encounter high degrees of job stress. For example, 
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stress interview might be appropriate in selecting FBI agents or people for high-stress, 
high-pressure customer complaint positions, but it is not appropriate for most posi-
tions. The stress interview can be a high-risk approach for an employer because an 
applicant is probably already anxious, and the stress interview can easily generate a 
poor image of the interviewer and the employer. Consequently, an applicant the 
organization wishes to hire might turn down the job offer. 


A nondirective interview uses questions that are developed from the answers to 
previous questions. The interviewer asks general questions designed to prompt 
applicants to describe themselves. The interviewer then uses applicants' responses 
to shape the next question. With a nondirective interview, as with any less-
structured interview, difficulties for selection decisions include keeping the conver-
sation job related and obtaining comparable data on various applicants. Many 
nondirective interviews are only partly organized; as a result, a combination of gen-
eral and specific questions is asked in no set order, and different questions are asked 
of different applicants for the same job. Comparing and ranking candidates is thus 
more open to subjective judgments and legal challenges, so they are best used for 
selection sparingly, if at all. 


7 -3i Who Conducts Interviews? 
Job interviews can be conducted by an individual, by several individuals sequen-
tially, or by panels or teams. For some jobs, such as entry-level positions requiring 
fewer skills, applicants might be interviewed solely by a human resource profes-
sional. For other jobs, employers screen applicants by using multiple interviews, 
beginning with a human resource professional and followed by the appropriate 
supervisors and managers. Then a selection decision is made collectively. Managers 
need to ensure that multiple interviews are not redundant. 


Other interview formats are also utilized. In a panel interview, several interviewers 
meet with the candidate at the same time so that the same responses are heard by all. 
Panel interviews may be combined with individual interviews. In a team interview, 
applicants are interviewed by the team members with whom they will work. How-
ever, without proper planning, an unstructured interview can occur during these 
group sessions, and applicants are sometimes uncomfortable with the format. 


7 -3j Effective Interviewing 
Many people think that the ability to interview is an innate talent, but this contention 
is difficult to support. Just being personable and liking to talk is no guarantee that 
someone will be an effective interviewer. In fact, there are many factors related to 
interviewers that can influence how well interviewees perform, including the ability 
to prompt good social interaction, personality, and the design and structure of the 
interview itself.37 Even the questions that are asked of individuals can arguably affect 
the quality of interview sessions, and Figure 7-8 provides a variety of questions com-
monly used in selection interviews and what they are attempting to predict. 


Interviewing skills are developed through training. Suggestions for making inter-
viewing more effective are as follows: 


• Plan the interview. Interviewers should review all information before the 
interview, and then identify specific areas for questioning. 38 


• Control the interview. This includes knowing in advance what information must 
be collected, systematically collecting it during the interview, and stopping when 
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FIGURE 7 - 8 Questions Commonly Asked in Selection Interviews 
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General Questions 


• What are your strengths and weaknesses? 
• Why did you leave your last job? 
• Why should we hire you? 
• What is most important to you in a job? 
• What questions do you have for me? 


Problem-Solving Questions 


• What is the most creative work-re lated idea 
you have had? 


• Describe a d ifficult problem you faced and solved. 
• What approach to problem solving works best 


for you? 
• Describe a sale you did not make, and explain why. 


''"~ 


Questions about Motivation 


• What have you done that shows initiative? 
• What career objectives have you met? 
• How do you measure success? 
• What rewards mean most to you? 
• What projects make you excited? 


~~~~-


Questions about Working with Others 


• What kind of people do you like to work with? 
• Tell me about a conflict with a fe llow worker. 
• How was it resolved? 
• Describe your management style. 
• When is teamwork more appropriate? 


,..-..,..::::; 


Integrity-Indicator Questions 


• Te ll me about a time when you were not honest. 
• How would you react if you were asked to do 


something unethical? 
• If you saw a coworker doing something dishonest 


what would you do? 
• When d id you last break a rule? 
• When I call your previous employer, what comments 


wi l l I get? 


,
,! 
·~ : 
; L~ 


; .. f 


1:, 


that information has been collected. An interviewer should not monopolize the 
conversation. 


• Use effective questioning techniques. Use questions that will produce full and 
complete answers that can be evaluated on the basis of job relatedness. 


• Get a balanced view. Interviews should consider both the positive and negative 
attributes of job candidates to make an informed hiring decision. 
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Questions to Avoid The following are kinds of questions that should be avoided in 
selection interviews: 


• Yes/no questions: Unless verifying specific information, the interviewer 
should avoid questions that can be answered "yes" or "no." For example, 
"Did you have good attendance on your last job?" will probably be answered 
simply "yes." 


• Obvious questions: An obvious question is one for which the interviewer 
already has the answer and the applicant knows it. 


• Questions that rarely produce a true answer: Avoid questions that prompt a 
less-than-honest response. An example is "How did you get along with your 
coworkers?" The likely answer is "Just fine." 


• Leading questions: A leading question is one to which the answer is obvious 
from the way the question is asked. For example, "How do you like working 
with other people?" suggests the answer "I like it." 


• Illegal/inappropriate questions: Questions that involve information such as race, 
age, gender, national origin, marital status, number of children, and other 
family-related issues are illegal.39 They are just as inappropriate in the interview 
as on the application form. 


• Questions that are not job related: All questions should be directly job related. 


Listening Responses to Avoid Effective interviewers avoid listening responses such 
as nodding, pausing, making casual remarks, echoing, and mirroring. The applicant 
might try to please the interviewers by examining the feedback provided. However, 
giving no response to an applicant's answers may imply boredom or inattention. 
Therefore, interviewers should use friendly but neutral comments when acknowl-
edging the applicant's responses. 


7 -3k Problems in the Interview 
Operating managers and supervisors are more likely than HR personnel to use poor 
interviewing techniques because they do not interview often or lack training. Sev-
eral problems anyone may exhibit include the following: 


• Snap judgments: Some interviewers decide whether an applicant is suitable 
within the first two to four minutes of the interview, and spend the rest of the 
time looking for evidence to support their judgment. 


• Negative emphasis: When evaluating suitability, unfavorable information about 
an applicant is often emphasized more than favorable information. 


• Halo effect: The halo effect occurs when an interviewer allows a positive 
characteristic, such as agreeableness, to overshadow other evidence. The 
phrase devil's horns describes the reverse of the halo effect; this occurs 
when a negative characteristic, such as inappropriate dress, overshadows 
other traits. 


• Biases and stereotyping: "Similarity" bias occurs when interviewers favor or 
select people whom they believe to be like themselves on the basis of a variety 
of personal factors. Interviewers should also avoid any personal tendencies to 
stereotype individuals because of demographic characteristics and differences. 


• Cultural noise: Interviewers must learn to recognize and handle cultural noise, 
which stems from what applicants believe is socially acceptable rather than what 
is factual. 
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7-4 • BACKGROUND INVESTIGATIONS 


The need for background checking can be found in a wide range of positions: 
school teachers, janitors, bank tellers, and so on_40 Background information can 
be obtained from many sources. Some of these sources include past job records, 
credit history, testing records, educational and certification records, drug tests, 
Social Security numbers, sex offender lists, motor vehicle records, and military 
records. 


Failure to check the backgrounds of people who are hired can lead to embar-
rassment and legal liability. Hiring workers who commit violent acts on the job is 
one example. For jobs in certain industries, such as those that provide services to 
children, vulnerable adults, security, in-home services, and financial services, back-
ground checks are mandated in some states. Nationally background checks are 
required for people with commercial drivers' licenses who drive tractor-trailer rigs 
and buses interstate. 


7 -4a Negligent Hiring and Retention 
Lawyers say that an employer's liability hinges on how well it investigates an appli-
cant's background. Consequently, details provided on the application form should 
be investigated extensively, and these efforts should be documented. 


Negligent hiring occurs when an employer fails to check an employee's back-
ground and the employee later injures or harms someone while performing job 
duties . There is a potential negligent hiring problem when an employer hires an 
unfit employee, a background check is insufficient, or an employer does not 
research potential risk factors that would prevent a positive hire decision.41 Simi-
larly, negligent retention occurs when an employer becomes aware that an 
employee may be unfit for employment but continues to employ the person, and 
the person injures someone. Negligent hiring and retention have become notewor-
thy issues in the trucking/shipping industry where brokers are being held liable for 
the accidents of contractors when safety records are not adequately considered.42 


Many organizations use outside vendors that specialize in conducting background 
checks because these firms can provide these services much more efficiently and effec-
tively. Background checks can raise the concern that the information reported might be 
inaccurate or outdated. For instance, a woman was denied employment by a company 
because a background report provided by an outside firm contained adverse informa-
tion. However, after getting the report corrected, she was hired by the company. Con-
sequently, the information provided in criminal record checks should be used 
judiciously and with caution. Despite the frequency of criminal background checks, 
some companies do hire ex-offenders, which is discussed in the HR Perspective: Should 
a Company Consider Hiring Ex-Offenders? However, companies need to consider the 
potential negative problems associated with negligent hiring claims in some jobs when 
hiring ex-offenders.43 


Some employers are using personal websites and the Internet to perform back-
ground checks on employees. Many believe that websites provide extra insight into a 
job candidate's individual characteristics, regardless of the information that has been 
submitted to the company through the application form or resume. Online network 
sites such as Facebook are also used to obtain a variety of personal information. There 
is some debate about the appropriateness of requesting user passwords for social net-
working websites, especially if they are not being used for screening.44 
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. PERSPEGIVE 
Should a Company Consider Hiring Ex-Offenders? 
The hiring of ex-offenders is likely to be much 


more common since a noteworthy portion of 


the population has been convicted of a crime. 


These individuals face many challenges when it 


comes to finding good jobs. Organizations that 


have hired ex-offenders have experienced 


some positive benefits from workers who 


appreciate the chance to work despite their 


past histories, and of course some negative 


ones too. Some organizations equate these 


opportunities to corporate social responsibility 


because providing employment to ex-offenders 


can help the communities in which companies 


operate. 


In the future, it might also be more difficult 


to deny these individuals employment because 


doing so might cause disparate impact for some 


job seekers. Companies will also have to be 


more proactive about providing sound evidence 


that supports a business necessity argument. 


There are industries such as insurance, finance, 


and firearms retailing that routinely evaluate 


the criminal histories of job candidates. Others 


such as aviation and child care require certain 


specific types of background assessments. Some 


HR professionals avoid taking into consider-


ation past offenses associated with violence, 


fraud, or sex on the basis of EEOC provisions. 


However, there are some measures companies 


can take to better manage the employment of 


ex-offenders: 


• Be aware of all state and federal laws related 
to fair emp loyment and background checks to 
avoid the ever increasing potential for 
lawsuits. 


• Check the language used in job announce-
ments to make sure that ads comply with 
EEOC standards. 


• Background checks should be conducted in 
the later stages of recruitment and selection, 
and profiles for individual jobs can be devel-
oped that specify which specific types of 
background checks need to be conducted. 


• Work with parole officers and prisoners to 
become comfortable discussing the kinds of 
issues that affect ex-offenders, and hire indi-
viduals who are willing to take responsibility 
for past actions.4 5 
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In addition, much of the information on personal Web pages appears to be dif-
ficult to erase or alter, so some candidates and employees just have to live with less-
than-flattering content once it is posted. Also, damaging information can be posted 
about individuals by anyone on the Internet, further complicating the process of 
performing fair and legitimate background checks if this information is utilized in 
job selection. 


7 -4b Legal Constraints on Background 
Investigations 
Various federal and state laws protect the rights of individuals whose backgrounds 
may be investigated during preemployment screening. One important step when 
conducting a background investigation is to obtain a signed release from the appli-
cant giving the employer permission to conduct the investigation. Another require-
ment is making sure that background investigations are relevant to the jobs being 
performed and part of business necessity.46 
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Credit History and Criminal Background Checks Many employers check appli-
cants' credit histories. The logic is that poor credit histories may signal, either cor-
rectly or incorrectly, a certain level of responsibility. Firms that check applicants' 
credit records must comply with the federal Fair Credit Reporting Act. This act 
basically requires disclosing that a credit check is being conducted, obtaining writ-
ten consent from the person being checked, and furnishing the applicant with a 
copy of the report. Some state laws also prohibit employers from obtaining certain 
credit information. Credit history should be checked on applicants for jobs in which 
use of, access to, or management of money is an essential job function. For exam-
ple, financial institutions have a vested interest in checking the credit histories for its 
employees who handle money, and retailers might conduct credit checks on cashiers 
and managerial staff who also deal directly with money. 


Mismanaged credit checks might violate the Fair Credit Reporting Act and 
prompt complaints to the EEOC. Companies use these assessments only when 
needed, such as hiring for a job that involves financial responsibility.47 A recent 
study also found that the utilization of credit checks for hiring employees was not 
viewed in a favorable manner among participating students.48 Further, states are 
exploring legislation that might limit the use of credit history checks for the pur-
poses of employment screening.49 


Employers conduct criminal background checks to prevent negligent hiring 
lawsuits. However, they must make sure that these checks are performed consis-
tently and fairly across different employees applying for similar types of positions. 50 


For example, PepsiCo recently had to revise its criminal background check 
approach and pay a significant fine because it unfairly took into consideration indi-
vidual offenses that were not related to performance in the job being staffed.51 Fig-
ure 7-9 provides some practical advice for using criminal and credit history 
background checks. 


7 -4c Medical Examinations and Inquiries 
Medical information on applicants may be used to determine their physical and 
mental capabilities for performing jobs. Physical standards for jobs should be real-
istic, justifiable, and linked to essential job requirements. Even though workers with 
disabilities can competently perform many jobs, they may sometimes be rejected 
because of their physical or mental limitations. 52 


F I G U R E 7 - 9 Practical Advice for Criminal and Credit History Checks .............................................. .............................. ..................................................................................... 


Key Considerations 


• Quest ions about arrests are avoided on app licat ion forms and during interviews. 


• Checks m ight not be performed unti l an offer is ready to be extended. 


• Determine wh ich jobs require cr iminal/cred it checks and wh ich ones don't. 


• Past cr im inal history or poor cred it do not necessarily prevent a posit ive h ir ing decision. 


• HR should determ ine whether a person is emp loyable when cha ll enges are identified. 


Source: Adapted from Bill Roberts, "Close-Up on Screening," HR Magazine, February 2011, 23- 29. 
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ADA and Medical Inquiries The ADA prohibits the use of preemployment medical 
exams, except for drug tests, until a job has been conditionally offered. Also, the 
ADA prohibits a company from rejecting an individual because of a disability and 
from asking job applicants any question related to current or past medical history 
until a conditional job offer has been made. Once a conditional offer of employ-
ment has been made, then some organizations ask the applicant to complete a pre-
employment health checklist or the employer pays for a physical examination of the 
applicant. 53 It should be made clear that the applicant who has been offered the job 
is not really hired until successful completion of the physical inquiry. 


Drug Testing Drug testing, a widely used selection tool, may be conducted as part 
of a medical exam, or it may be done separately. If drug tests are used, employers 
should remember that the accuracy of tests varies according to the type of test 
used, the drug tested, and the quality of the laboratory where the test samples 
are sent. Because of the potential impact of prescription drugs on test results, 
applicants should complete a detailed questionnaire on this matter before the test-
ing. If an individual tests positive for drug use, then an independent medical labo-
ratory should administer a second, more detailed analysis. Whether urine, blood, 
saliva, or hair samples are used, the process of obtaining, labeling, and transfer-
ring the samples to the testing lab should be outlined clearly and definite policies 
and procedures should be established and followed. 54 


7 -4d Previous Employment Checks/Personal 
References 
Work-related references from previous employers and supervisors can provide a 
valuable snapshot of a candidate's background and characteristics. Previous 
employment checks protect the company from negligent hiring claims, provide an 
overview of job candidates' past performance and honesty, and verify work creden-
tials. Figure 7-10 outlines some of the important reasons for contacting applicant 
references. 55 


With regard to personal references, recommendations provided by job candi-
dates can sometimes be of limited predictive value because individuals knowingly 
pick references of people who will speak highly of them.56 Previous supervisors 
and employers can often provide more useful information that can be utilized to 
more effectively evaluate job candidates. Good questions to ask previous supervi-
sors or employers include the following: 


• What were the dates of employment? 
• What was the position held? 
• What were the job duties? 
• What strengths/weaknesses did you observe? 
• Were there any problems? 
• Would you rehire? 


There are many ways to conduct employment checks, and one of the most com-
mon methods involves using the telephone to get information. Managers should 
consider using an approach that attempts to verify the factual information given 
by the applicant. Some organizations send preprinted reference forms to individuals 
who are giving references for applicants. These forms often contain a release state-
ment signed by the applicant, so that those providing references can see that they 
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F I G U R E 7- 1 0 Reasons for Previous Employment Checks 


Why Check Applicant 
References? 


To Prevent Negligent Hiring 


To Verify Individual 
Credentials/History 


To Evaluate Past Work/Future 
Potential 


To Evaluate Applicant's 
Character 


To Prevent Unethical Work 
Conduct 


To Enhance Workplace Safety 


To Follow State and Federal 
Regulations 


have been released from liability on the information they furnish. Figure 7-11 
provides a helpful checklist of recommendations for handling references during the 
selection process.57 Another challenge that that HR professionals need to recognize 
are the challenges related to fake references, and the HR Ethics: Fake References 
A New Trend Hurting Selection discusses this issue. 


7 -4e Making the job Offer 
The final step of the selection process involves extending an offer. Offers are made 
to job candidates after they have met the minimum job requirements and are com-
paratively more qualified than other applicants. A threshold selection approach that 
evaluates job candidates across different tests and evaluative procedures on the 
basis of clear benchmarks can be an effective tool for identifying top individuals 
for job offers.58 


Job offers are often given over the telephone. Many companies then formalize 
the offer in a letter that is sent to the applicant. Some believe that the offer docu-
ment should be reviewed by legal counsel and that the terms and conditions of 
employment be clearly identified. Care should be taken to avoid vague, general 
statements and promises about bonuses, work schedules, or other matters that 
might change later. These documents should also provide for the selected candidate 
to sign an acceptance of the offer and return it to the employer, who should place it 
in the candidate's personnel files. 
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FIGURE 7 - 1 1 Checklist for Handl ing Applicant References 


t.l Create and follow specific guidelines for work checks/references. 


t.l Specify that only well-trained HR/hiring managers perform checks. 


t.l Require candidates to provide a list of previous supervisors. 


t.l Get written consent to communicate with former employers. 


t.l Communicate by telephone or e-mail with previous work sources. 


t.l Document details about employment contacts and opinions. 


- THICS 
Fake References: A New Trend Hurting Selection 
HR professionals need to be aware of the ethi ca l 


challenges associated with performing back-


ground checks on app li cants for the purposes of 


selection. For instance, evidence indicates that 


job candidates often include inaccurate and/or 


misleading information on their resumes, and a 


poor job market might encourage individuals to 


further exaggerate their educational and profes-


sional experiences. Slowdowns in the economy 


also cause some job seekers to provide fake refer-


ences in order to appear more marketable to 


companies. 


Web-based organizations exist, such as 


www.careerexcise.com and www.fakeresume. 


com, that provide fake reference services, includ-


ing false verbal references over the telephone, 


fabricated letters of recommendation, and docu-


mentation outlining "made-up" work experi-


ences. Some job candidates have even resorted 


to providing their own names as references by 


pretending to be legitimate recommenders. 


Given these challenges, the following list 


provides a summary of several key guidelines that 


should be considered so that good selection deci-


sions can be made: 


• Individuals performing refe rence checks 
should never rely on phone numbers 
such as those from ce ll phones that 
cannot be appropriately confirmed . 


• When a candidate' s resume has discre-
pancies, or references appear suspicious, 
hiring managers must make the extra 
effort to find sources that verify the 
information provided. Th ese due dili-
gence efforts could inc lude searching the 
Internet for more information or making 
phone calls to other knowledgeable 
parties. 


• If it is suspected that a job candidate is 
fabricating previous work experiences, 
exaggerating previous salary, or is describ-
ing companies that might not ex ist, then HR 
profess ionals should ask for a copy of th e 
W-2 form. 59 
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when selecting candidates 
for global assignments. 
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7-5 • GLOBAL STAFFING ISSUES 


Staffing global assignments involves making selection decisions that impact (or take 
place in) other countries. When staffing global assignments, cost is a major consid-
eration because establishing a business professional in another country can run as 
high as $1 million for a three-year job assignment. Further, if a business profes-
sional quits an international assignment prematurely or wants to transfer home 
associated costs can be even greater. Failure rates for global assignments can run 
as high as 50% of those sent overseas. 


7-Sa Types of Global Employees 
As noted earlier, global organizations can be staffed in many ways, including with 
expatriates, host-country nationals, and third-country nationals. Each staffing 
option presents some unique HR management challenges. 6° For instance, when 
staffing with citizens of different countries, different tax laws and other factors 
apply. HR professionals need to be knowledgeable about the laws and customs 
of each country represented in their workforce. 61 Experienced expatriates can 
provide a pool of talent that can be used as the firm expands operations into other 
countries. 


7-Sb Selection Process for Global Assignments 
The selection process for an international assignment should provide a realistic 
picture of the life, work, and culture to which the employee may be sent. HR managers 
start by preparing a comprehensive description of the job to be done such as typical 
responsibilities and work duties. Figure 7-12 shows many key competencies for 
successful global employees, which include the following: 


• Cultural adjustment: Individuals who accept foreign job assignments need to be 
able to successfully adjust to cultural differences. 


• Personal characteristics: The experiences of many global firms demonstrate that 
the best employees in the home country may not be the best employees in a 
global assignment, primarily because of personal characteristics of individuals. 


• Organizational requirements: Many global employers find that knowledge of 
the organization and how it operates is important. 


• Communication skills: Expatriate employees should be able to communicate in 
the host-country language both verbally and in writing. 


• Personal/family concerns: The preferences and attitudes of spouses and other 
family members can influence the success of expatriate assignments. 


There are many issues that organizations face when making global selection 
decisions. A growing issue for U.S. firms that hire individuals to fill jobs in other 
countries is the need for adequate background checks. Global companies want to 
ensure that their employees have acceptable work histories and personal character-
istics. To satisfy this demand, many firms have begun to specialize in preemploy-
ment screening of global employees. Some countries have government-controlled 
employment processes that require foreign employers to obtain government 
approval in order to hire local employees. Many countries such as the United 
States and Australia require foreign workers to obtain work permits or visas. 








CHAPTER 7 Selecting Human Resources 


FIGURE 7 - 1 2 Selection Factors for Global Employees 
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For U.S.-based firms, the assignment of women and members of raciaVethnic 
minorities to international posts involves complying with U.S. EEOC regulations 
and laws. Also, most U.S. EEOC regulations and laws apply to foreign-owned 
firms operating in the United States. 


7-6 • LEGAL CONCERNS IN THE SELECTION 
PROCESS 


Selection is subject to many regulations, especially the EEO regulations and laws 
discussed previously. All steps in the selection process, application forms, inter-
views, tests, background investigations, and any other selection activities must be 
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conducted in a nondiscriminatory manner. But three areas deserve special mention: 
defining who is an applicant, determining applicant flow documentation, and select-
ing for "soft skills." 


7 -6a Definition of an Applicant 
It is important for employers to carefully define exactly who is an applicant and 
who is not, because many employers are required to track and report applicant 
information as part of equal employment and affirmative action plans. It is also 
important because employers may be negatively affected by individuals who claim 
to have applied for jobs but really just want to file lawsuits. Any minimally-qualified 
person who is interested in a position should be considered an applicant even if no 
formal posting of the job opening in question has been made, the person has not 
filed any sort of formal application, and the person does not meet the minimum 
qualifications for the job. 


The EEOC and OFCCP have agreed on this definition of "applicant" to be 
used when an application has been submitted electronically. An applicant is a per-
son who62 


• has expressed interest through the Internet or electronically and is being consid-
ered for a specific position by the employer; 


• has identified that he or she has the basic position qualifications; 
• does not remove his or her interest in the position at anytime during 


the selection process; and 
• has been ranked using "hit features" by employer software. 


7 -6b Applicant Flow Documentation 
Employers must collect applicant data on race, sex, and other demographics to ful-
fill EEO reporting requirements. Many employers ask applicants to provide EEOC 
reporting data in a separate form that may be attached to the application form. It 
is important that employers review this form separately and not use it in any selec-
tion efforts to avoid claims of impropriety. Since completing the form is voluntary, 
employers can demonstrate that they tried to obtain the data. 


7 -6c "Soft Skills" and Selection 
Selection in its "scientific" form is about finding valid predictors of what will be 
needed on a job and picking people who score high on those predictors. These 
"hard skills" include cognitive skills, the acquiring of knowledge through educa-
tion, and technical skills. Alternatively, "soft skills," which include interpersonal, 
human behavior, and leadership skills, often complement other characteristics 
and prompt outstanding individual job performance.63 Even though these skills 
can be challenging to identify, there is interest in the assessment and development 
of "emotional intelligence," or individual self-awareness and self-regulation that 
enhances one's ability to work well with others, as a mechanism for cultivating 
soft skills. Companies might consider using one of the available measurement tools 
to assess that important dimension.64 
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SUMMARY 
• Selection is the process that matches individuals fewer EEO compliance concerns than do 


and their qualifications to jobs in an unstructured interviews and nondirective 
organization. interviews. 


• Placement of people should consider both • Interviews can be conducted individually, by 
person/job fit and person/organization fit. multiple individuals, or by technology. 


• Mismatches in fit can occur because of skills, Regardless of the method, effective interviewing 
geography, time required, earning expectations, questioning techniques should be used. 
and work/family issues. • Background investigation can be conducted in 


• Predictors linked to criteria are used to identify a variety of areas. Both when requesting and 
the applicants who are most likely to perform when giving reference information, employers 
jobs successfully. must take care to avoid potential legal 


• The selection process-from applicant interest concerns such as negligent hiring and negligent 
through preemployment screening, application, retention. 
testing, interviewing, and background • Global organizations can be staffed by indivi-
investigation-must be handled by trained, duals who are expatriates, host-country 
knowledgeable individuals. nationals, or third-country nationals. 


• Truth-in-hiring lawsuits may arise from • Selection factors for global employees include 
overselling a job. cultural adjustment, personal characteristics, 


• Employers are using electronic preemployment communication skills, personal/family concerns, 
screening to cut down applicant pools. and organizational requirements. 


• Application forms must meet EEO guidelines • Selection decisions must be based on job-related 
and must ask only for job-related information. criteria in order to comply with various legal 


• Selection tests include ability tests, assessment requirements . 
centers, personality tests, and honesty/integrity • HR professionals must be careful to properly 
tests. Some are controversial. identify, track, and document applicants. 


• Structured interviews, including behavioral and • Selecting for "soft skills" must follow the model 
situational ones, are more effective and face used for more visible skills. 


CRITICAL THINKING CHALLENGES 
1. Develop a set of soft skills necessary for a college 


professor's job. 


Put together a structured interview for hiring 
assistant managers at a large retail store. 


.J . How would you do a complete background 
investigation on applicants to minimize concerns 
about negligent hiring? 


-. . Your accounting manager has decided that a 
behavioral interview to select accountants will 
solve many hiring problems. What can you tell the 
manager about this type of interview and whether 
it is likely to be effective? Check www.job-inter 
view.net and other sources to gather information. 


5. Your insurance company recently entered into a 
business contract with a company in the finan-
cial industry that requires extensive background 
checks for all your existing employees and 
future applicants who will be doing work asso-
ciated with the contract. Previously your com-
pany conducted only employment verification 
checks in the hiring process. The management 
team discussions have raised questions and 
concerns about issues that need to be considered 
as the company develops and implements a 
more extensive background screening protocol. 
Resources to help you identify issues, best 
practices, and requirements can be found at 








252 SECTION 2 jobs and Labor 


www .hire-safe.com/Employment_Background_ 
Check_ Guidelines. pdf. 


A. What concerns does your company need to 
consider in following background check 
guidelines? 


B. Discuss with the management team the 
steps your company needs to take to ensure 
that it complies with the Fair Credit 
Reporting Act. 


I• ;.', , :/ . / ,·i, ' j.• '\_ :-, ·• i..-( ;•}.));,.. ;~/--:·./~~·-:~ • . . :~~: 'p~'r 


CASE 


Using Data to Enhance Hiring Decisions 
Many organizations struggle with selection because 
predicting how employees will perform once hired 
is difficult. Hiring decisions are frequently made 
even more difficult because of a lack of awareness 
of the key employee knowledge and skills that are 
needed to function effectively in a job, as well as 
the lack of good selection instruments and tests 
that enables hiring managers to identify the best 
job candidates. These challenges can lead to 
improper selection decisions, poor employee job 
attitudes and job fit, and high turnover, so HR 
professionals have a vested interest in determining 
better ways of identifying good talent for their 
compames. 


One approach that has been used extensively in 
other functions, and that is being utilized more fre-
quently in HR, involves the use of primary data to 
facilitate good decision-making. Using data to drive 
selection decisions provides hiring managers the 
right information needed to identify the kinds of 
characteristics individuals should ideally have to 
successfully perform work. Information is usually 
collected directly from employees working in a par-
ticular position, often times with a questionnaire, 
and this information is correlated with performance 
data in an effort to determine which characteristics 
are significantly related to the kinds of positive 
work outcomes that the company expects from its 
employees (i.e., low turnover, high productivity, 
etc.). After identifying a list of positive characteris-
tics, HR professionals can develop selection tests 
and other evaluation tools that can be used to 
make more appropriate hiring decisions. 


One organization that has successfully relied on 
data to enhance decisions related to employee selec-
tion is Bon-Ton stores Inc., a retail organization 
with several hundred stores located in 23 states. 


The company was experiencing high turnover 
specifically among its cosmetic salespersons, and 
wanted to take proper steps to bring these numbers 
down to more acceptable levels. The selection test 
used by the company was apparently not identifying 
the proper talent needed in this particular job, Bon-
Ton turned to the outside recruitment firm Kenexa 
for assistance with hiring. 


A study was conducted to identify the employee 
characteristics that predicted high job performance in 
the sales position, and information was collected 
from several hundred cosmetic associates using a 
250-item questionnaire. Performance data were also 
compiled from Bon-Ton's productivity archives. The 
analysis enabled the company to isolate the factors 
that led to job success, and an assessment test and 
standardized interview questions were developed to 
make better hiring decisions in the company. 


The results have been very positive for Bon-
Ton. For instance, turnover statistics for the cos-
metics sales associates had decreased dramatically. 
In addition, sales performance has increased in the 
cosmetics group, further highlighting the validity of 
the program. The company is now planning to use 
this selection approach in other areas of the firm to 
enhance hiring decisions for other jobs.65 


QUESTIONS 


1. Discuss how using a data-driven approach to 
hiring can enhance selection in companies. 


2. What other methods besides surveying might be 
used to collect important selection data from 
employees? 


3. What types of skills will HR professionals need 
to develop a data-driven approach to selection in 
companies? 
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SUPPLEMENTAL CASES 
Full Disclosure on Sex Offenders? 


This case investigates how Megan's Law, which spe-
.:ifies that all states are required to have all con-
·icted sex offenders register so that residents are 
aware of their presence in a neighborhood, gener-
ates implications about the use of criminal registries 
;n hiring and employee management. (For the case, 
50 to www.cengage.com/management/mathis.) 


approach to HR. (For the case, go to www.cengage. 
com/management/rna this .) 


Selecting a Programmer 


This case demonstrates how using a test after a pool 
of candidates has already been interviewed can pres-
ent some difficulties. (For the case, go to www. 
cengage.com/management/ma this. ) 


Strategic Selection: A Review of Two 
Companies 


This case shows how Hallmark and United Health 
Group use selection as part of their strategic 
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