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SCREENING
The initial screening should provide a fair, uniform, and consistent pre-employment process.  It helps you decide: 

· which applicants aren’t qualified; 

· which applicants meet minimum qualifications;

· which applicants are better qualified; and 

· which applicants you will invite to continue through the selection process.
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What do you do with 100 applications?

Are there selection tools that can turn this monumental task into a reasonable workload?

The most difficult and time-consuming aspect of screening stems from applicants not clearly stating their qualifications.  It’s hard for you to relate their education and experience to the job.  You have to decide who stays and who goes, based on rough ideas of what the applicants have done.  Job titles, degrees, number of years of experience, and salary give some idea of what they’ve done, but they don’t give you much idea of how well.  Application supplements help overcome these problems.

What are the benefits of using supplement questions in screening?

· Supplement questions are a tool for reliably evaluating an applicant's history. 

· Supplement questions and training and experience (TE) evaluations help both employers and applicants.

· They provide a relatively quick and cheap way to screen a lot of applicants.  

· Given the structure of supplements, you can review key information quickly.  You can consistently see if the applicant has critical competencies.

· You don’t have to guess about the duties and responsibilities an applicant has done in the past.

· Applicants understand the requirements of the job and have an equal opportunity to display their qualifications.  

· Applicants are more likely to feel they are evaluated on job‑related qualities, rather than on subjective qualities like personality.

· Understanding the job requirements, potential applicants won’t apply if they don’t qualify.  

· You get to screen applications against suggested responses.  

· You can rate applicant responses on a single form.   

· Based on ratings, you can group applicants – for example, best qualified, qualified, and unqualified.  The applicants in the best-qualified group are the most likely applicants to continue in your selection.  

(See “Chapter III – Developing Selection Procedures” for more information on application supplements.  Appendix 6 gives examples of supplemental questions.)

Any drawbacks to supplement questions?

You have no control how people prepare responses to supplement questions.  You can’t completely trust the integrity of the information.  That’s why it’s best to use this selection procedure as a screening tool.  It enables a good analysis of an applicant's qualifications, but you’ll need a lot more information before you decide who to hire.  Other selection procedures will help you get that information in controlled situations.  

The applicant shouldn’t have to do a lot of research to answer supplement questions.  For example, supplement questions aren’t the best way to assess an applicant's knowledge about a specific duty.  They can’t measure most skills.  Written communication is an exception, but then, you don’t really know who wrote the responses.   

Potential, qualified applicants might not bother to apply if they have to complete a supplement question.  This happens a lot when the supplement is too long or labor-intensive.  Develop the supplement with care.

What other types of application materials are you evaluating?

Your vacancy announcement may have asked applicants to submit several other types of information:

· application form

· résumé

· transcripts

· documentation of eligibility for preference in employment – DD-214, Public Health and Human Services disability certification, or other records; and

· licenses or certificates – or copies of those documents.

How do you interpret minimum qualifications?

You want everyone involved in screening to interpret minimum qualifications (MQs) consistently.  When assessing MQs, consider the following:

· Benefit of the doubt – Give all applicants the benefit of the doubt if you’re not sure whether they satisfy the MQs for the job.  This doesn’t mean you need to hire marginal performers.  Rather, it means you can delay your decision until you can better assess the applicant, using added information from other selection procedures.

· Equivalencies ​– Put your best intentions behind the stock phrase, “an equivalent combination of education and experience.”  Realize that applicants may have achieved MQs in a number of ways.  Applicants might qualify through any combination of:


(
academic courses
(
volunteer experience


(
vocational training
(
military experience


(
work experience 
(
personal experience 

When practical, a qualifying examination or a probationary period of employment also might show that the person has the minimum qualifications.

Equating education and experience  – There’s no magic formula for equating education and experience.  You should look at the complexity and level of the necessary competencies as the major basis for deciding equivalencies. 

It’s helpful if everyone involved in screening shares a common method of equating education and experience.  Here are a couple methods:

(
You might consider one to three months of experience equivalent to one academic course.  However, some experience might substitute for two or more courses at the same time.  For example, an applicant with enough experience as a manager in government might satisfy educational requirements for both management and government.

(
You might consider one and one-half years of relevant experience equivalent to one year of education.  Six years of experience would be equivalent to a four-year degree.  The trick is to be sure the experience is relevant enough to give you confidence the applicant has the MQs.  You’d still require the person to satisfy any “experience” qualification on top of the equivalency.


These might be equivalent qualifications for a job requiring a bachelor’s degree and two years of relevant experience:

· eight years of experience in the field, especially if it shows progress and growth;

· two years of college in a relevant area, plus five years of relevant experience;

· an associate’s degree in a relevant area, plus four years of relevant experience; or

· a master’s degree in a relevant area, especially if the job requires specialized knowledge.

· Definition of a "course" – In assessing MQs, you can consider most academic courses as equivalent.  Don’t get hung up on the number of class hours, length of course (e.g., semester, quarter), credit or non-credit status, type of educational institution, or accreditation status of the educational institution.

Whether a course carried credit shouldn’t be a big deal.  Credit for a course means only that the course counted toward a degree program, not that the course was superior.  What counts is whether the applicant gained relevant knowledge from the course.  You may consider grades on a transcript in deciding whether you accept the coursework.  

You can usually accept course work from accredited educational institutions at face value.  If you have any doubt about course work or a degree, don’t be shy about asking an applicant to verify it.  You should accept other course work only with some evidence that the course bore educational merit.  Certificates of completion based on a fee paid, rather than the course work completed or instruction provided, are unacceptable.  

· Hours of training – Formal training from vocational schools, employers, or other organizations may not stack up to a full academic course.  You can consider 80 to 100 hours of training as roughly equivalent to one course.  You can usually accept training from accredited schools or major employers at face value.  Try to verify other training if you have any doubt about its value.  You can do this by asking the applicant or contacting the training provider.

· Paid versus unpaid work – There is no reason to evaluate paid and unpaid work experience differently when assessing MQs.  Be sure you can verify the information.  Unpaid work experience often matches up to paid work in terms of the competencies people gain.  Statistically, more women do unpaid work than men.  Failing to consider this type of experience may result in sex discrimination.

· Personal experience – You might accept documented personal achievements (e.g., awards, publications, patents) as evidence that an applicant meets the MQs.  However, this tends to be a judgment call.  It’s a good idea to require that at least two evaluators independently agree the applicant meets the MQs.

How do you screen applications?

You can use the applicant screening form shown in Appendix 9.  You sort and evaluate training, experience, supplements, and other application information for each applicant.  

List each minimum qualification across the top of the form.  List applicants' names, or coded numbers, in the left-hand column.  Rate each applicant on each MQ.  You can use a “plus-check-minus” (+ √  –) for each area. 

· Best Qualified – A (+) means the applicant exceeds the minimum on that qualification (best qualified or above standard).  The applicant has the competencies required at entry and would also bring “desirable qualifications” to the job.  These applicants probably would perform above average in the job.

· Qualified – A (√) means the applicant meets the minimum on that qualification (qualified or standard).  The applicant has the competencies required at entry, but has few or none of the desirable qualifications.  These applicants probably could do the job adequately. 

· Unqualified – A (–) means the applicant does not meet the minimum on that qualification (unqualified or unacceptable).  The applicant doesn’t have the necessary competencies the job analysis shows are needed at entry on the job.  

Make sure you are comparing each applicant to each stated qualification.  Don’t compare applicants to each other.  That step comes later.  Once you have compared each applicant to the minimum qualifications, you then put applicants into broad groups of similar qualifications.

This approach has several elements:

· You put applicants into groups, based on their similar job-related competencies.   

· You label the groups to distinguish the applicants – for example, unqualified, qualified, best-qualified, or unacceptable, standard, above standard.

· Within a group, you consider applicants to be substantially equal.

· You apply appropriate employment preferences among applicants who are substantially equally qualified.

Are there other ways to screen applicants?
You also can use numerically scored procedures to screen applicants at any stage of the screening process.  Using this method, you assign a numerical value to each applicant for each qualification.  

As with any selection procedure, you need a rating scale to help assign scores.  For each qualification, design a scale with suggestions for each point value.  For example, one part of a scale for the Human Resource Technician job might look like this:

Minimum qualification: equivalent of three years’ related work experience, with an emphasis on customer service, public relations, organizational, and computer skills.

5 three or more years of experience in human resources, including

recruitment and customer service

4 three or more years’ experience in human resources, payroll, or 


benefits 

3 three years of experience in an area emphasizing customer service, organizational, and computer skills, but without a strong link to human resources

2 more than two, less than three years of experience in human resources, payroll, or benefits

1
less than three years of experience, if no part of the experience has a relationship to human resources 

Consider these ideas when using numerically scoring procedures:

· Total possible points should add up to 100.  This enables you to easily set the score in terms of a percentage.  In addition, it makes it simple to apply percentage points for Veterans' Preference, when appropriate.

· Assign points to each qualification before starting screening.

How do you incorporate employment preference into screening?
As noted in Chapter I, you may need to consider several types of employment preference. 

The Persons With Disabilities Employment Preference Act – You must prefer an eligible applicant with a disability over other applicants with substantially equally qualifications who aren’t eligible.  An eligible applicant must be certified by the Department of Public Health and Human Services to receive this preference.  This applies only to people applying for an initial hiring with the state.  

Substantially equally qualified doesn’t mean two or more applicants are exactly equal.  It means a range in which the applicants stack up to be substantially equal in qualifications for the job.  That range may differ for each job.  A job expert must determine the range.    

The Veterans' Employment Preference Act – Whenever using a scored procedure, you have to add a percentage of points to the applicant’s score.  This applies only to people applying for an initial hiring with the state.  Eligible veterans receive an additional five percent of the total possible points.  Disabled veterans and eligible relatives receive an additional ten percent.  

You don’t have to use numerically scored selection procedures.  When using a selection procedure other than a scored procedure, you must give preference in the following order:  

1. disabled veteran

2. eligible relative 

3. veteran 

In this case, preference is a “tie-breaker.”  The qualified veteran would get the job over non-veterans that have substantially equal qualifications.  
Substantially equally qualified doesn’t mean two or more applicants are exactly equal.  It means a range in which the applicants stack up to be substantially equal in qualifications for the job.  Qualifications include job-related competencies.  

Indian Employment Preference – A state agency operating within an Indian reservation must give a preference in hiring to an Indian resident of the reservation who is substantially equally qualified for the job.

What next?

Now that you have done the screening, you will move the most qualified applicants to the next step in the process.  This usually includes the structured interview, which is addressed in the next chapter.  You should also notify the applicants who didn’t pass the “screen test.”  You can find “Guidelines for Preparing Selection Decision Letters”  in Appendix 15.
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