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ompanies can no longer afford the luxury of
making poor personnel selection decisions.
Organizational goals are clearly affected every
time a personnel selection decision is made. These se-
lection decisions include the hiring, transferring, promot-
ing and terminating of employees. Maximizing the
effectiveness of these decisions directly affects train-
ing time. turnover, absenteeism, safety and satis-
faction—in addition to job performance. Organiza-
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tions have historically used tests and other selection
procedures to assist in making these important per-
sonnel decisions.

Legal Developments Influencing Testing—
A Return to the Traditional Interview

There have been three major legal developments
that have severely influenced the use of testing in in-
dustry. First, Title VII of the Civil Rights Act of 1964,
as amended In 1972, prohibited employment dis-
crimination based on race, color, religion, sex or na-
tional origin. This Title does not prohibit the use of pro-
fessionally developed ability tests, but the tests must
not be designed, intended, or used to discriminate
against protected groups. This legislation laid the
groundwork for submitting testing to closer legal scru-
tiny.

The second legal development was the impact
of court cases that resulted from Title VII. Particularly
noteworthy of these were Griggs vs. Duke Power Co.?
and Albemarle Paper Co. vs. Moody.? The net conse-
guence of cases like these is that tests and other selec-
tion criteria are prohibited if they have an adverse im-
pact on protected minorities and are not directly job-
related.

The third legal development significantly” affect-
ing testing was the Uniform Guidelines on Employee
Selection Procedures.® These Guidelines define strin-
gent procedural and documentation requirements for
the design and implementation of selection systems.
In essence, these Guidelines operationally define job-
relatedness and validation.

The implication of all these legal developments is
that the test user, or potential test user, must be in-
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creasingly more sophisticated in the technical aspects
of personnel selection. Not only must the test user be
thoroughly knowledgeable about the details of test de-
velopment and validation, but must also keep up with
the rapidly changing legal and scientific milieu of per-
sonnel selection.

Due to the increased difficulty of developing and
1naintaining tests and other structured and validated

Many personnel specialists are returning
to the traditional subjective interview
as their only selection device.

selection procedures, and duz to the lack of aware-
ness of their cost/benefit utility, many nersonnel spe-
cialists are returning to the traditional (subjective) in-
terview as their only selection device. They apparently
feel that testing has too high a legal risk and that test
validation requirements are too extensive. What they
fail to realize is that traditional informal interviews are
considered as tests. They are subject to the same vali-
datior requirements and are accompanied probably
by a greater legal risk due to their subjective nature.

Problems with Traditiona! Interviewing

The traditional interview has a host of additional
problems aside from its being susceptible to the same
legal scrutiny as any other test. Early reviews on the
reliability and validity of the traditional selection inter-
view were not encouraging.® The reliability of the inter-
viewers was verv low, and evidence of validity was
either scarce or non-existent.

Research on the selection interview has attrib-
uted a large part of this poor performance to rating or
evaluation errors in the judgment of interviewee re-
sponses. The various types of errors identified and
studied include halo, first impression, contrast effect,
similarity, leniency or severity, central tendency and
stereotypes.

As noted earlier, the traditional interview may be
accompanied by a high degree of legal risk due to its
subjectivity and susceptibility to bias. In a recent anal-
ysis of unfair discrimination in the employment inter-
view it was concluded that, “‘the interview is highly
vulnerable to legal attack and one can expect more future
litigation in this area.”'®

Some of the disadvantages of the traditional,
informal selection interview are that:

It is highly susceptible to distortion and bias.

It is highly susceptible to legal attack.

It is usually indefensible if legally contested.

It may have apparent validity, but no real validity.
It is rarely totally job-related and may incorporate
personal items that infringe on privacy.

It is the most flexible selection technique, thereby
being highly inconsistent.

There is a tendency for the interviewer to look for
qualities that he or she prefers, and then to justify
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the hiring decision based on these qualities.

B Often, the interviewer does not hear about the
selection mistakes.

B There is an unsubstantiated confidence in the
traclitional interview.

The Structured Interview—
An Alternative

Given that the employment interview is here to
stay, probably has little operational utility in its present
form, and is likely to be the subject of much future legal
focus, improvement of the interview is a high-priority
personnel issue. Both the early research on the inter-
view® and more recent research’ have recommended
the use of a “structured” interview format since it in-
creases reliability and accuracy by reducing the sub-
jectivity and inconsistency inherent in the traditional,
informal interview. A structured interview may be de-
fined as a series of job-related questions with pre-
determinzd answers that are consistently applied
across all interviews for a particular job.

The structured interviewing process can be de-
scribed as having the following characteristics. It

B Is based exclusively on job duties and require-
ments that are critical to job performance.

W Has four different types of questions which may
be used: situational questions, job knowledge ques-
tions, job sample/simulation questions and worker
requirements questions.

® Is actually a selection test and may include three
soctions: oral, written and physical. Each job re-
quirement is measured in one or more of these
three sections depending on the most appropriate
assessment mode.

B Has sample answers to each question deter-
mined in advance. Interviewee responses are rated
on a 5-point scale defined explicitly in advance.

W Has an interview committee so that interviewee
responses are evaluated by multiple raters. Com-
mittee members might include managers from dif-
ferent levels of supervision above the job to be filled,
job incumbents, and personnel representatives
thoroughly familiar with the job.

B [s consistently applied to each applicant. For ex-
ample, the same committee members are used; one
member asks all the questions each time; and the
same scoring method is used. All procedures are
consistently followed to insure that each applicant has
exactly the same chance as every other applicant.

B Is documented for future reference and in case
of legal challenge. Components of the process which
should be documented include the completeness of
the job analysis, the job-relatedness of the questions,
the fairness and consistency of application, and
other important components of the process.

Job Analysis

The objective of the job analysis is to generate a
description of the job in terms of job duties, required
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knowledge, skills, abilities and other worker characteris-
tics (KSAOs). Job analysis is not only essential to test
development, but the legal guidelines® surrounding
employee selection procedures require some form of a
job analysis as a necessary component of all types of
validation. Further, there is evidence that a selection
system developed on the basis of job analysis is more
valid and less biased against minorities than a selec-
tion procedure developed without the benefit of job
analysis.®

The actual techniques used to collect job informa-
tion, such as questionnaires, interviews or observa-
tions, depend on the specific job and selection situa-
tion. However, the following points should be noted
about any job analysis. Firstly, do not randomly recruit
job analysis participants. Select them on the basis of
their extensive knowledge of the job. Inclusion of both
supervisors and incumbents is often useful. Also, since
the same job may vary slightly with respect to location
or shift, make sure that the participants are familiar
with all aspects of the job. Secondly, produce specific
job-duty and iob-requirement information. Job duties
and requirements that are too general (for example,
assists the machine operator or requires knowledge of
data processing) are of little use. Thirdly, the purpose
of the job analysis is to get a picture of the job as it
exists at the present time, not how the job could be
changed or improved. Fourthly, identify all the job re-
quirements which are needed to perform all the spe-
cific job duties. This latter step is necessary since once
the job duties are evaluated on relevance to the job,
there must be a means of identifying which KSAOs
are required to perform each of the job duties.

Evaluating the Job Duty Information

The Uniform Guidelines on Employee Selection
Procedures require that KSAOs assessed in a selec-
tion procedure be necessary prerequisites to perform-
ance of critical work.'® In order to determine the im-
portance of the work, the job duties could be eval-
uated by using a job duty information form. Essen-
tially, each job duty is rated on its importance to job
success and In terms of the amount of time required
to perform it compared to other tasks. These two rat-
ings constitute an evaluation of importance. Several
supervisors and incumbents should provide these rat-
ings in order to obtain assessments from different
perspectives.

When combining the multiple evaluations, a sum-
mary rating is developed by calculating an average-
importance rating and an average-time-spent rating
for each job duty. This summary importance rating
would be displayed on the job duty chart. The job duty
chart is divided into four sections:

# The number of the job duties which are impor-
tant and which consume a large amount of time.

B The number of the job duties which are impor-
tant, but do not consume a large amount of time.

B The number of the job duties which are lower
in importance, but do consume a large amount
of time.
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s The number of the job duties which are lower in
importance and do not consume a large amount
of time.

Since these sections are ranked from the most
critical to the least critical, they provide assistance in the
development of the interview questions.

Development of Interview Questions

The employees who helped to develop and eval-
uate the job duties and requirements are used in the
development of interview questions. Interview ques-
tions are based on the job requirements which cor-
respond to the important job duties. The important
job duties are identified on the job duty chart.

A structured Interview typically contains the fol-
lowing four types of questions:

B Situational questions. These are questions that
pose a hypothetical job situation io the applicant.
The applicant must respond with what he or she
would do in the situation. The critical incident job
analysis technique'® readily lends itself to the de-
velopment of this type of question. Recent empiri-
cal evidence has validated interviews based ex-
clusively on this type of quesiion (for both super-
visory and entry level production jobs)."? Situational
questions are usually oral.

N Job knowledge questions. These questions assess
job knowledge that Is both essential to job perform-
ance and must be known prior to entering the job.
These questions often deal with the technical as-
pects of the job or basic knowledge that is essential
to learn the job. Depending on the level of the job
and its requirements, these questions may merely
assess basic educational skills such as reading, writ-
ing and mathematics, or they may assess very
complex scientific or managerial skills. Questions of
this nature are often posed in a written form as
well as orally.

M Job sample/simulation questions. In general, the
closer the questions approximate the content of the
job, the more valid the selection instrument be-
comes. Sometimes it is possible to have the appli-
cant aclually perform a sample task from the job.
When carefully developed and properly standard-
ized, job samples'® are apparently valid and lack
racial bias.!* Frequently, however, an actual job
sample is not possible, and a simulation of critical
acpects of the job, therefore, becomes an alterna-
tive. Job simulation questions may range from
mock-ups of job samples to questions using the ierm-
inology of the job. In fact, most questions should be
developed In such a way as to represent, in con-
tent and language, example job tasks. Job sample
and simulation questions may require some phys-
ical activity. Therefore, questions of this nature are
often administered in the physical section of the
structured interview.

B Worker requirements questions. These usually take
the form of “‘willingness” questions. Exaraples often
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include questions on the applicant’s willingness to
work in various environmental conditions, willing-
ness to do repetitive physical work, and willingness
to travel or relocate. These questions are frequently
placed at the beginning of the oral section of the in-
terview, since they act as good ‘‘warm-up” ques-
tions and help put the applicant at ease. Further-
more, since these questions often refer to the char-
teristics and duties of the job, they serve as a realis-
tic job preview for the applicant and may aid self-
selection.

There are seven essential criteria for the devel-
opment and evaluation of interview questions:

B Questions must be accurate, complete and un-
ambiguous. Having to clarify questions during the
interview reduces standardization and introduces
bias.

® Questions must be strictly and clearly job-re-
lated. “‘Nice to know" questions are not permitted.

B Questions must assess only KSAOs that are
needed at entry into the job. KSAOs which will be
learned during training on the job should not be as-
sessed. However, KSAOs that are necessary in
order to be able to learn the job should be assessed.

Ml Questions must assess only job requirements di-
rectly related to job duties which are significant in
terms of importance and the amount of time spent
on them.

B Questions should reflect as nearly as possible the
content of the job. For example, questions can
often be stated in terms of example job tasks to in-
crease job-relatedness. Further, job terminology can
often be used when it is a prerequisite to learning
the job.

B Questions should be geared to the appropriate
complexity level of the job. In other words, the
questions should assess the job requirements at the
same level as the job requirements needed on the
job.

B Questions must be carefully reviewed to elim-
inate any bias that might tend to make them dis-
criminatory.

Every question must be developed with these
criteria in mind, and every question should be re-
viewed by independent job experts with respect to
these criteria. Also, care should be taken to avoid any
questions that can be answered with a simple yes or
no.

As discussed, structured interviews can contain
written and physical sections, as well as an oral section.
The interview developer should be aware that certain
types of quazstions are more appropriately admin-
istered in one way rather than in another. To the ex-
tent that reading and writing ability may bias (positively
or negatively) scores on u written question which is not
intended to measure reading or writing, that question
should be revised or placed in the oral section. Con-
versely, if speaking ability might affect scores on an oral
question which is not measuring speaking, that ques-
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tion shouid be revised or placed in the written sec-
tion. The choice of the most appropriate section in
which to place a question depends ultimately on the
job duties and requirements, and on the nature of the
question.

Development of Sample
Answers to Interview Questions

It is advisable to develop the sample answers to the
interview questions as the questions themselves arz -
developed. For each question, a 5-point answer rat-
ing scale is constructed with specific samples developed
for a “good” answer (a 5 rating), a “‘marginal”’ an-
swer (a 3 rating), and a “poor” answer (a 1 rating).
One way to develop the answers is through group
brainstorming.

The answers to the questions must be scaled to
the requirements of the job. For example, the very best
possible answer may be far above what is required for
the job and would distort the evaluation of the appli-
cants. It should also be noted that occasionally ques-
tions will only have one correct answer (for example,
a mathematics question). This is most likely to occur

for written questions.
The sample answers should not be scaled so that

additional job requirements which have not previously
been included become a part of the answer. This is
distorting the question in order for a “nice to have”
requirement to be included. For example, business
school (or equivalent training or experience) may be a
necessary requirement for an executive-secretary
position, Listing a college education as a #5 answer
and iisting a business school education as a #3 an-
swer to an education question would be incorrect.
This would clearly be altering the job requirements.

The development of the sample answers is an
evaluative measurement of the question. If there is
difficulty in determining what any of the answers
should be for a particular question, then the question
should be reviewed for possible refining, restructuring
or eliminating.

Interview Committee and Implementation

An interview committee should consist of 3 to 6
members. The committee members are preferably
the same employees who participated in the job anal-
ysis and the construction of the interview questions
and answers. Members of the committee may be
from levels of supervision above the job to be filled, or
include the job incumbent, peers and personnel repre-
sentatives familiar with the job. The same interview
members should be used throughout the interview-
ing for a single job.

The interview committee is assembled well in ad-
vance of the first interview. During this time, it is
trained in how to conduct the interview. The com-
mittee has no need to review application forms; in
fact, reviewing these forms prior to interviewing could
bias the members.

Firstly, the job duties, the requirements, the ques-
tions, and the interview answers are distributed to
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the committee members and reviewed. Secondly, the
group discusses the various types. of rating errors that
can bias ratings, and how to avoid them by concen-
trating on accuracy and adhering to the rating-scale
anchor points. Finally, the interview committee mem-
bers are divided according to the parts of the inter-
view. The three parts of the interview are adminis-
tered as follows:

B Oral —is administered by a panel of three or more
of the committee members in a quiet, comfort-
able room. The interview setting should be casual
and nonstressful. One selected. member of the
panel introduces the applicant to the panel mem-
bers. The introductions should serve to relax the ap-
plicant. The same (selected) panel member asks
the questions with all the applicants and conducts
every interview to insure consistency. There must
be no cues, questioning or confirmation after the
applicant has responded. The question may, how-
ever, be reread at the applicant’s request. All panel
members record and rate the applicant’s answers on
the rating scale sheet. This recording must be ex-
actly as the applicant responded, but clear abbrevia-
tions are acceptable. This recording becomes a
critical part of the documentation, and it must be
possible to reconstruct any applicant’s response to
any question. Between interviews, the panel mem-
bers must not discuss the questions, the answers
or the applicants.

B Written—is administered by one of the committee
members in a quiet room away from distractions.
Any necessary supplies must be secured in ad-
vance. Time limits are usually not applied to the
written questions. “‘Extra help” is not allowed for
applicants who do not understand the questions.
Complete standardization must be maintained.
The scoring of thz written questions may be done
by one of two methods: either the committee mem-
ber administering this part may score each answer
based on a pre-determined answer key, or the
questions may be given an independent rating
by each committee member based on the pre-
determined answers which were developed prior to
the interview.

B Physical —is administered by two or more of the
committee members on the work site or in a nearly
identical (job-simulation) setting. Each member re-
cords observations, applicant statements and per-
formance levels, and rates all items independently
using the pre-determined answers.

After all the oral, written and physical questions are
administered, a total score is determined by averag-
ing across all the raters to get one score for each item,
and then averaging across all items to get a total score.
This procedure gives equal weight to each item in the
structured interview. Note that if it is determined that
a particular job requirement is more critical than others,
it is befter to write more than one item on that job
requirement than differentially to weight items in the
total score.

At the conclusion of the final phase of the struc-
tured interview, each applicant should be directed to
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someone who explains fcllow-up procedures and an-
swers any questions that the applicant may have.
There are three additional topics that are related
to the structured interviewing process. The first deals
with cut scores. Cut scores are usually essential to mak-

Don’t forget 3 important elements: cut
scores, performance appraisal and
documentation.

ing testing decisions, and there are a number of pro-
cedures and considerations relevant to them. Sec-
ondly, performance appraisal is an essential second step
in the personnel selection process. It not only provides
a follow-up and evaluation of the selection system, but
it is also critical to employee motivation and counseling.
A third topic in the selection system development proc-
ess is documentation, If the selection system is ever
challenged legally, alack of documentation of the validity
of the selection procedure will be interpreted as indicat-
ing that the selection procedure has no validity at all.
Further, documentation of the development process
?rovides a check on the adequacy of the validation ef-
orts.

Cut Scores

There are two possible ways of making selection
decisions on the basis of structured interview (or any
test) scores. One can either rank the candidates and
choose those with the highest scores, or one can deter-
mine a cut score above which all candidates are quali-
fied. There are at least four reasons why the latter is
the preferred method. Firstly, ranking candidates
usually leads to the greatest degree of adverse im-
pact.’® Conversely, using a cut score above which all
candidates are qualified allows a place for affirmative
.ction goals to enter the selection decision. Secondly,
the Uniform Guidelines on Employee Selection Pro-
cedures' and the courts'’ have suggested that rank-
ing candidates is an inappropriate selection strategy
for reasons of content validation. Thirdly, for union line-
of-progression promotions many union contracts stip-
ulate that the “most senior qualified”” be accepted. The
determination of ‘‘qualified”” on a selection instrument
ultimately translates into a cut score. Finally, a cut score
requires management to stipulate in advance their
definition of minimum qualifications for the job in ques-
tion. This makes the selection process fairer and less
susceptible to bias.

Unfortunately, there is no single best way of set-
ting a cut score. In a recent review of the cut score liter-
ature, Buck discussed 10 different methods for set-
ting cut scores for criterion-referenced tests and de-
scribed them as a mere “sampling of a varety of
modeis and procedures.”’*® Setting a cut score always
involves a value judgment. The critical features behind
setting a cut score are that it be objective, based on a
solid rationale and preferably set in advance of testing.

Two techniques (among many) have been effec-
tively used with structured interviews. The first tech-
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nique involves judging the minimum acceptable per-
formance level on each interview item, and the aver-
age across the items is used as the cut score. Related
to this method, a cut score is often built into the items
when they are written by developing the rating scale
anchor points in such a manner that a particular level
{for example, a 3 or “‘marginal” rating) represents the
minimum acceptable level. Another method of deter-
mining a cut score is to test a few of the job incum-
bents on the interview. A suggested strategy here is
to base the cut score on the score received by the least
satisfactory employee. After cetermining a cut score,
its appropriateness may be verified by testing the ap-

Cut scores must take into account
potenrial adverse impact.

plicants, arrangin3 their scores from highest to low-
est and examining the distribution. It is important to
keep the applicants’ names separate frem their scores
at this point in the process to prevent any bias.

Two final points should be made concerning cut
scores. Firstly, thev should be established in light of both
a reasonable, expected level of resulting job perform-
ance and the pctential adverse impact that may re-
sult for females and minorities. Secondly, it is usually
advisable to set cut scores at a minimum acceptable
level to allow for the influence of other important selec-
tion factors such as seniority, other qualifications or
affirmative action goals.

Performance Appraisal

Performance appraisal is a natural follow-up to any
selection decision. It provides an evaluation of the
accuracy of the selection procedures; it develops infor-
mation that is useful for employee counseling; and it
generates documentation for corrective action when
selection mistates are made. Furthermore, accurate
performance data may allow for an estimate of the pre-
dictive validity of the selection procedure by statistically
relating job performance scores to structured interview
scores.

A detailed discussion of performance appraisal
techniques is too large a topic to be addressed here.
However, it should be noted that the job analysis in-
formation collected to develop the structured inter-
view is an ideal resource base for developing a per-
formance appraiszl instrument. Further, if ratings are
to be used to collzct performance information, some
form of rater training is advisable. It has been dem-
onstrated that training can significantly reduce rating
errors.'”

Documentation

Documentation is another essential component
in the development and implementation of any selec-
tion system. Tais includes the maintenance of written
records of the steps involved in the job analysis and the
development of the structured interview and perform-
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ance appraisal, as well as records of interview scores
and job performance and any unusual occurrences or
exceptions. Documentation is especially important
for the demonstration of validity. When content vali-
dation is employed, documentation must exist for
the content relationships between the structured inter-
view and job tasks and requirements. With criterion-
related validation, documentation must be kept to
demonstrate the accuracy of the performance apprai-
sal and the relationship between performance apprai-
sal scores and structured interview scores.

In terms of a guide to the format and extent of
the documentation required, the Uniform Guidelines
on Employee Selection Procedures® are very explicit
concerning the documentation necessary to demon-
strate validity. In conciusion, documentation is essen-
tial and the potential test user is well advised to main-
tain documentation of walidity during the develop-
mental process, rather than trying to reconstruct it at a
later point in time. |
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