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CHAPTER III

DEVELOPING SELECTION PROCEDURES

Where are we now?  You have:

· completed the job analysis, which means you;

· established the major duties and responsibilities,

· listed the competencies (knowledge, skills and behaviors), and

· identified minimum qualifications (MQs); and

· decided which selection methods you will use to evaluate applicants. 

Congratulations!  A lot of the tough work is done.  Now you’re ready to design the selection procedure you will administer to applicants.  This means coming up with the content for your selection methods.  It also means designing reliable criteria for assessing applicants’ performance during selection.

Given the popularity and importance of the employment interview, it’s the subject of a separate chapter, “Chapter VI – Employment Interviews.”  In addition, “Chapter VII – Reference and Background Checks”, covers that part of the process.
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What do selection procedures need?

(This probably isn’t the first time you’ve read this list in this manual.)  All selection procedures must be:  

· based on job-related information (job analysis);

· developed by people familiar with the job (job experts);

· developed in advance of reviewing any applicants’ qualifications;

· developed with written criteria for evaluating applicants' performance (suggested responses and rating scales);

· applied consistently; and

· documented well

Job-related information is essential

It’s critical to use a current job analysis throughout the selection process.  (See “Chapter II – Developing a Selection Plan.”)  Selection procedures measure applicants’ knowledge, skills, and behaviors (KSBs) for the job.  The closer the content and context of your selection procedures are to work samples or work behavior, the better you can show that the procedures relate to the job.  (See “Chapter I – Discrimination, Preferences, and Other Laws” on content validation.) 

Job experts’ input needed

People who are familiar with the job (job experts) need to evaluate the items and agree that the selection procedure accurately assesses the competencies needed for the job.  The employee in the job, the direct supervisor, and the person next in authority are the best job experts.  Human Resource staff and trained classifiers can also give you valuable insight.  The job experts provide job-specific knowledge, while personnel experts provide hiring-specific knowledge.  Together they can help you identify the best combination of selection procedures for the job. 

Develop selection procedures in advance

Develop all selection procedures before reviewing any applicants or their qualifications.  Develop supplemental questions and training and experience (TE) evaluations for assessing minimum qualifications (MQs) before starting to recruit.  The supplement is usually part of the application and goes out with the vacancy announcement.

While recruitment is going on, you can work on other selection procedures, such as the interview or performance tests.  Some agencies require a complete selection package, reviewed by the human resource office, before recruitment starts.  Check with your personnel/human resource office about practices in your agency.  Again, develop all procedures before you review any applicants’ qualifications.

Develop procedures with written criteria

Suggested responses
Once you have chosen your selection procedures, you need a system for measuring each applicant's qualifications.  The best method is to develop suggested responses for each question or standard in the selection procedures.  Suggested responses are useful for scoring supplemental questions, written tests, and interview questions.  Some form of written criteria is necessary for all selection procedures.  (See “Chapter I – Discrimination, Preferences, and Other Laws” on content validation.)

Having the job experts discuss the items in your selection procedure is the best way to develop suggested responses.  Once you have identified the key competencies to assess, refine them to a manage​able number of questions and responses.

Suggested responses are central to reliability, meaning members of the selection panel consistently apply the procedure.  You don’t want each panel member looking for something different.  You also want members to compare each applicant’s responses to the suggested responses, not to other applicants’ responses.  

Keep in mind, though, that suggested responses are just suggestions.  Often, an applicant will give a great answer that doesn’t exactly “fit” the suggested response.  You need a way to give the applicant credit for it and to integrate that answer into your suggested response for rating others.  

How do you score the responses?

You need to set the passing score for each item you use.  Establish the responses that  merit a top score, an accep​table score, and an unacceptable score.  Do this in advance.  You can use numerical scores, such as 0 through 5.  Or you can use symbols to differentiate scores.  A common symbolic method is “plus-check-minus” (+ √  –).  Plus shows a top score, check shows acceptable, and minus shows unacceptable.  

For example, say you develop five elements to a suggested response.  You decide two of them are critical to proving an applicant's competency.  In order to get a top score, an applicant  must mention at least four of five elements in the suggested response, including the two elements you consider critical.  To get an acceptable score, the applicant need only mention the two elements you consider critical.  

To set an unacceptable score, you need to establish a cutoff.  For example, an applicant failing to mention a minimum accep​table number of elements or failing to mention critical elements may lead to an unaccept​able score.  In addition, the applicant may respond in a way so blatantly wrong that he or she should receive an unacceptable rating.  

Sometimes an applicant will raise applicable details that aren’t part of your suggested responses.  You can consider these parts of the response when scoring the question.  You can also downgrade the score if the applicant includes details you consider incorrect.  

Common rating scales

You can choose from several rating scales to score selection procedures.  One common scale uses a 0 – 5 rating.  Another scale uses a “plus-check-minus” (+ √  –) system of scoring. 

The numerical score allows the panel to come up with a total number of points for the procedure.  You can plan to combine those points with scores from other selection procedures.  The intended result is an overall score for each applicant.  

The symbolic score gives a consistent rating method when the process doesn’t use numerical scoring.  Despite the lack of numerical points, the method provides a quick, reliable, visual way of assessing applicants and comparing them at the end of the process.

This scale shows both methods:




5 – outstanding

Displays superior competency; likely excel in position.

+ 

4 – above adequate
Displays good competency; would perform well in position.


3 – adequate 

Shows adequate competency in this area; could perform job. 

(
2 – inadequate

Displays some competency, but lacking in some areas; would likely have difficulty with the position.
   


1 -  ineffective 

Displays little competency; could not perform the job.

– 

0 – none


No competency demonstrated; totally unprepared for the job


Note:  When finally deciding among applicants, remember that it’s hard to defend small differences in numerical scores.  This is especially true when certain factors apply, such as

· Veterans' Employment Preference 

· Persons with Disabilities Employment Preference 

· Affirmative Action.

Applying weights to questions

You may want to give greater weight to certain questions in the application supplement or interview.  Some questions address duties, knowledge, skills, or behaviors (KSBs) that are vital to successfully doing the job.  You can assign weights to reflect the relative importance of the duty or KSBs.

If each question measures duties or KSBs of equal importance or value, no weights are needed.  But if you develop questions reflecting duties or KSBs that are two or three times as important to success on the job, give those questions added weight.  Later, you multiply a numerical score by the added weight.  This benefits applicants who perform better in more important areas.  You can assign weights to (+  (  –) ratings, as well as numerical scores.  

Should you give more weight to some procedures?

You can apply weights not only to individual questions, but also to all aspects of the selection process.  For example, if performance test results are twice as important as a physical test in predicting success on the job, those results should represent a greater percentage of the total score. 

When you are using several selec​tion procedures, list them and clearly define their weight. Give weight to each procedure according to its value in the selection process.  Here’s an example:


Training and experience evaluation
25%


Performance test
30%


Physical test
15%


Interview
30%


Reference check
P/F       (pass-fail)


TOTAL
100%
Keep this in mind: applying weights to selection procedures needs to happen before you review any applications or qualifications.

Apply your procedures consistently 

When administering selection pro​cedures, treat all applicants consistently at each step in the process.  Consistent treatment applies to these elements:

· content of the procedure applied

· sequence of procedures

· people involved in administering the process

· maximum amount of time allotted for timed procedures

Consistent treatment doesn’t have to mean identical treat​ment.  For example, you might interview one applicant by phone if she couldn’t come in for an interview in person.  You’d still interview the rest of the applicants in person.

Document your procedures well 

Documenting each element of the selection process is your best defense against a challenge to your decision.  Documentation is necessary to respond a grievance or to charges of unlawful discrimination.  Properly documenting the process as it happens can save time, maybe even money.  Trying to reconstruct events at a later time seldom presents the best evidence in a grievance or in court.

What should you keep to document the hiring process?

Starting with the job request to fill a position, keep a copy of everything you develop during recruit​ment and selection.  Check with your personnel/human resource office to determine what your agency requires you to maintain.

The “State of Montana General Records Retention Schedule” requires that you keep application forms and related materials for three years.  Ideally, you will retain the following information gathered during recruitment and selection:

· job analysis information;

· notes documenting the people involved in the selection process, especially the job experts;

· a copy of the vacancy announcement, newspaper advertisements, and a list of all recruitment sources you used;

· a copy of the selection planning work​sheet;

· all application forms and related materials you received;

· a copy of the training and experience evaluation or a copy of any criteria you used to screen applications, such as supplemental questions;

· Interview questions and suggested responses or other written criteria;

· score sheets for applicants, written tests responses, and summary score sheets;

· notes from reference and other background checks; 

· notes documenting how you applied preference; and

· a copy of any letters notifying applicants who had preference that they were unsuccessful, plus any other communications to applicants.

You can keep documentation in a central location.  Check with your personnel/human resource office.  (See “Chapter VIII – Making the Final Decision and Documentation” for more information on documenting the entire process.)

Developing selection procedures

Here are some guidelines for developing the various selection procedures.  You’ll also find tips on when it’s helpful to use each of them.

How and when do you use supplemental questions and TE evaluations?

The training and experience (TE) evaluation looks at applicants' education and experience as they relate to the minimum qualifications for the job.  It’s best to use the TE evaluation on information you get from supplemental questions.  You can find “Guidelines for Developing Supplemental Questions” in Appendix 15. Also see  Appendix 6 – “Supplemental Questions Examples”; there are different formats, depending on the job).
Supplemental questions give applicants specific guidelines to describe the competencies they gained through training and experience.  Each question should relate to a specific duty or responsibility, KSB, and MQ.  

Here are a couple sample supplemental questions.  The first set relates to a Human Resource Technician.  The second set relates to a Training Program Manager.  Both sets include suggested responses, which describe acceptable answers and superior answers.

Human Resource Technician

1. A major duty of this position is to support recruitment efforts of the department.  This includes providing general and specific information to applicants and hiring authorities, providing strong customer service:

· Develops in-depth understanding of the customer’s needs in order to be more helpful

· Proactively informs customers; resolves problem and issues with them

· Follows up to make sure that the customer’s expectations have been met.

A. Please describe your experience and training in customer service.  Give clear examples.  (Customers include internal as well external people you served.)
B. Please describe any experience and training you have in methods of recruiting.

Remember, you’re using supplemental questions to evaluate minimum qualifications for the job.  When developing questions and suggested responses, try to call on at least two job experts who are familiar with the position.  They’re usually experienced coworkers, supervisors, or the incumbent.  Job experts know the job and understand the needed experience and qualifications.  Develop suggested responses for each item on the supplement. 

For example, you might design the suggested response for the supplemental item, “customer service orientation,” for the Human Resource Technician job like this:


EXCELLENT (+)

Gave customer service examples covering all the following areas:

· Showed that applicant developed in-depth understanding of the customer’s needs in order to be more helpful

· Showed that applicant proactively informed customers and resolved problem and issues with them

· Followed up to make sure that the customer’s expectations had been met.
GOOD (()

Gave customer service examples that covered the first two areas but didn’t follow up:

· Showed that applicant developed in-depth understanding of the customer’s needs in order to be more helpful

· Showed that applicant proactively informed customers and resolved problem and issues with them
NOT QUALIFYING (–)

Gave customer service examples that did not cover any of the areas below:

· Showed that applicant developed in-depth understanding of the customer’s needs in order to be more helpful

· Showed that applicant proactively informed customers and resolved problem and issues with them

· Followed up to make sure that the customer’s expectations had been met
You could use a similar rating scale to evaluate an applicant’s Training and Experience.  
NOTE:  Even though this position supports recruitment, you wouldn’t necessarily look for experience in giving recruitment information to customers as a minimum qualification.  That would be too narrow.  Knowing about methods of recruiting could come through education or training.  Or it might come from other jobs that involved recruiting but not customer service.


Training Program Director

1.
A major duty of this position involves developing a statewide managerial training program.  Please respond to the following:

Describe your training and experience that you believe has given you a thorough knowledge of managerial and supervisory theory and practice.

The suggested response to rate the applicants’ responses looks like this:
EXCELLENT (+)
ADVANCE \d6Relevant advanced academic degree in management, e.g., MBA, MPA, or industrial psychology, PLUS two years of management experience.
- OR -

Two years of mid- or executive-level managerial experience with some management development experience in a training program.

- OR -
Either the education or the management experience if it includes training experience.

GOOD (()

The appropriate advanced degree by itself.

- OR -

Some academic preparation – perhaps Bachelor degree – with a good cross-section of managerial coursework and experience in a training program.

- OR -

Two years of mid- to executive-level management experience.

- OR -
Extensive experience developing management training (three or more of the relevant areas).


You can find more examples of supplement questions in Appendix 6.

How and when should you use other tests?

Several selection procedures provide a way to test qualified applicants.  These include: 

· written tests

· performance tests

· physical tests (depending on the type of job)

What about written tests?

Written tests can be good selection tools, but they aren’t always practical.  Written exams cost a lot of time and money to develop.  It’s critical to ensure that tests are valid; that is, that they measure job-related knowledge in a way that is also job-related.   

Consider this:  Taking the test in itself requires a level of skill and knowledge.  Do you need that level of skill or knowledge on the job?  Does the job require similar “test-taking” behaviors?  You might disqualify otherwise capable applicants just because they “test poorly,” yet don’t need that competency on the job.  Written tests also may have an adverse impact on some protected classes because of cultural biases in test design.
What are performance tests?

Performance tests involve having an applicant perform small samples of an actual duty.  Examples include:

· Taking typing test for a clerical job.

· Responding in writing to a situation that an employee may have to answer on the job.

· Operating a piece of equipment under controlled conditions.

Because they closely resemble what an employee does on the job, performance tests are usually more job-related than other selection procedures.  


How do you design a performance test?
You should apply the same guidelines for supplemental questions to designing a performance question or test.

· Base the performance test on the job analysis

· Develop rating criteria or suggested responses in advance;  rank the applicants' responses against the criteria.

· Give the test consistently to each applicant

Some examples of performance tests can be found in Appendix 7.  These are samples and should only be used to assist you in developing your own performance tests.

When should you use performance tests?

It’s a good practice to use performance tests in these situations:

· You can’t reliably measure a knowledge, skill, or behavior through regular interview questions.  Such competencies as typing skill, writing ability, or computer knowl​edge are prime examples.  Some other areas include:

· budget​ing 

· planning 

· analytical thinking 

· mathematical competency

· mechanical skills, using the same equipment as on the job

· public speaking or presentation skills

With a little creativity, the possibilities are vast.  You just need to ensure that the test is valid and that you can reliably assess applicants’ performance.

· You need an example of the applicant’s writing competence.

How do you score performance tests?

Develop suggested responses or other written criteria to evaluate performance.  For example, what’s acceptable on a typing test?  What level of words-per-minute is excellent?  Acceptable?  Unacceptable?  Set these levels before giving the test or looking at any results of testing.  An unacceptable score typically disqualifies an applicant.

In testing a mechanical skill, like tuning up a truck, you could develop a checklist of the necessary steps.  Then develop a scale that lays out excellent, acceptable, and unacceptable performance based on (1) critical steps completed, (2) overall steps completed, and (3) the quality and pace of work.

For a performance test on writing, your criteria might include a suggested response and rating scale on the content of the result.  In addition, you could devise a rating scale on “mechanical” areas like punctuation, grammar, and style.  As with all selection procedures, develop your criteria before reviewing any qualifications or giving any tests.

What are physical tests?

Some jobs require rapid reflexes or a high degree of speed, coordination, dexterity, endurance, or strength.  Physical testing gives you a way of assessing these skills.  

Employers can’t use arbitrary physical standards to bar employment opportunities.  However, physical tests are appropriate when: 

· the job analysis shows physical tasks are part of the job, and 

· the test reflects the physical demands of the job.

Arbitrary physical standards may result in discrimination if the standards routinely screen out members of a protected class.  

· minimum height or weight – This likely discriminates against women and certain minorities.  The employer must show that the minimum is necessary to successfully do the job.

· lifting a set weight, such as 100 pounds –  If employees lift only 40 pounds in any task on the job, then the physical test should target that weight.

To develop a physical test, you will need to complete several steps: 

· prepare a job analysis;

· work with job experts to define valid physical demands;

· collect data that show the total quantity of work; 

· measure the weight and dimensions of the materials; and 

· observe current employees doing the actual work. 

The Americans with Disabilities Act warns employers that physical tests must be job-related and necessary.  In addition, remember that there might be reasonable accommodations that would allow the person with or without a disability to perform the essential functions of the job.  (See “Chapter I – Discrimination, Preferences, and Other Laws.”)

What about medical tests?

An employer can ask limited questions about an applicant's physical fitness or condition.  The questions are limited to determining if the applicant can perform the essential functions of the job.  Any questions must be linked to requirements of the job.  If you think you need to require a medical examination, you may require it only after offering the job to the applicant.

If you require a medical examination, ask yourself these questions:

· Is this medical examination related to doing the job?  If not, don’t require it.

· Will this medical examination reveal whether person can do the essential functions of the job, with or without reasonable accommodations?  You can deny employment only if the medical examination reveals a medical condition that would prevent the person from doing the essential functions of the job, with or without reasonable accommodation.

· Is this medical examination taking place only after you have offered the applicant the job?  You can make the job offer conditional on satisfactory results from the medical examination.  You can’t require the medical examination before offering employment. 

· Do you require a medical examination for everyone offered employment in that job?  If you require a medical exam as a condition of employment, you must require it of all applicants who would do the same type of work.  

· Is your agency willing to pay for the medical examination?  State law requires it.  If you require a medical exam as a condition of getting or keeping the job, your agency must pay all costs.  (Section 39-2-301, MCA) 

· Can you ensure confidentiality?  The information you get from a medical examination must go into separate medical files.  It may not go into the employee's personnel file.  You must make sure that everyone who has any knowledge of the information treats it as strictly confidential.

A physical test often serves as a good alternative to a medical examination.  Giving a well designed physical test under controlled conditions will tell you if the applicant can perform the essential job functions ably and safely. 

What about work samples? 

A work sample is some tangible thing an applicant has produced.  It should represent the applicant's level of competence in a specific area.  You could ask applicants to submit the specified work sample when they apply or when they come for an interview.  This means you have no control over it; it’s possible that someone else produced part or all of the work sample.  You could ask applicants to produce the sample under conditions you control; this assures the applicant is doing the work, but it might not represent real working conditions.  Here are some examples:

· A budget or a work plan that the applicant prepared; 

· A legal brief or computer program the applicant wrote;
· A thesis or paper the applicant wrote in school; and
· A “portfolio” of articles or artwork or photographs.
You can use written work samples to evaluate an applicant’s writing skills, when appropriate, as well as the relevant job knowledge.

As with any other selection procedure, design a rating scale for evaluating each type work sample.  These means you need a clear idea of what you’re looking for in a work plan, for example.  Your criteria should point out the difference between excellent, acceptable, and unacceptable results.  You need a tool that all raters can use reliably.
Important Considerations

Again, all selection procedures must be:

· based on job-related information (job analysis;

· developed by people familiar with the job (job experts);

· developed with written criteria for evaluating applicants’ performance (suggested responses and rating scales);

· applied consistently; and

· documented well.

Now that you have developed the selection procedures, you’re ready to recruit for the job.
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