Unit 8, Session 2

Criterion-based Hiring

Strategic Staffing starts at the beginning
Page 366, Exhibit 1 again.  Good ideas, but too narrow.  Algorithms can be dangerous.  People can't be put into boxes this neat. 

What we want is called  "Criterion-Based Hiring"

An algorithm for the PROCESS of hiring, not for the people:

Step 1. What is the job?


What are the criteria for success?


How do you know when an employee is successful?


If you have successful employees, what makes them successful?

Step 2:  Recruiting


How do the job criteria influence your recruiting?


Where do you recruit?


How do you recruit?


Willy Sutton on robbing banks.

Step 3.  Selecting


Criterion Based selection—how do you find the best person?



Empirical testing


Do what is necessary to find the right one. 


We will talk about various methods next week

Step 4.  Integration


Probationary period—why good, and why bad?


Corporate Citizenship—indoctrination.


Job skills—training.



Education is not training.

Step 5.  Career ladder


Tracks—Peter Principle , The Dilbert Principle


Facilitation—education support


Career planning

How do we do it?
Hiring

Peter Drucker, the great management guru, once told this anecdote (I am paraphrasing): "When I was in management I concluded that my hiring skills were not very good.  About half of the people I hired were good, and the other half were bad.  I decided to take a class in human resources.  It really helped.  After taking the class, instead of getting half good people, I got 50%!" (Laugh now). 

Obviously, Drucker was exaggerating, but if you have been in management, look at your personnel decision record.  Are you any better than Drucker?  If you have not hired before, how many times have you asked, "Why did management hire THAT guy???" The answer is, somebody thought he would make a good employee.  If you don't understand this kind of bad decision, you have never been in the situation where you must make that choice.  Personally, I look back over my 30 years as an administrator and still shudder at some of the people I have hired.  How could I have missed it so badly? After this class, some of you might be asking the administration of the University of Maryland the same question about their hiring of professors! 

How do you stop yourself from hiring somebody who will end up bringing a gun to work--come to think if it, many of you DO bring a gun to work, as part of your job (bad example). But, you know what I mean. It is not easy to pick the right people.  Let's look at some of the standard tools: 

1.  The interview. This is probably the most frequently used instrument for hiring, and the one that is the least effective.  Research shows this, but we don't need the research to tell us something this obvious.  I am not even going to discuss why the interview is so bad at predicting success.  You already know, and if you have ever interviewed, you have almost certainly utilized the "technique."  In advertising, it is called, "puffing."  In the interview, you are not lying, but putting the most positive spin on situations--not unlike the picture of the Wendy's hamburger on the TV commercial.  If they showed you what the hamburger REALLY looks like (squashed bun, leathery meat), you would never buy it.  There may have been, at some time, a Wendy's hamburger that actually looks like the one in the ad, so this isn't really a lie.  When we go to a job interview, we dress up our lives as well.  

The question is, why do we even bother with an interview?  The only answer I can think of is that job candidates expect it, and they feel cheated if they don't get one.  So do we. Personally, I would probably not feel comfortable hiring somebody I had not interviewed, even though I know that it is contributing virtually nothing to the quality of my choice. It is irrational, but we do it anyway.  We also have to watch ourselves.  An interview is an emotion-laden experience--we have face-to-face contact with another human being.  The risk of making prejudicial decisions based on looks, gender, physical features, sympathy, or other irrelevant (and sometimes illegal) factors, is very high.  If there were ever a time to "manage affect," it is during an employment interview.  

2.  Testing. Testing is widely used in American industry.  It is also relied upon by the U.S. Government (the Civil Service Exam, the Foreign Service Exam, etc.) as well.  Testing can be effective, BUT Testing can be prejudicial.  A good test will have been designed to remove racial, culture and gender bias--e.g. no obscure sports analogies which rely upon knowledge of the sport to get the answer right.  The test must be reliable.  Test reliability is a very specific concept:  does the test measure the same way every time?  Are the questions and problems worded in such a way that everybody understands them the same way?  This is not easy to achieve, and even more difficult to measure.  The test must be valid.  Does the test actually measure what it is intended to measure?  

One approach to testing that addresses some of these issues is "empirical testing." The basic idea is that, in a particular job, successful people have a unique set of behaviors, skills and attitudes that make them successful.  If I measure these aspects of successful employees, and then administer the same tests to candidates, I should be able to isolate the same skills in the candidates.  In its extreme form, empirical testing doesn't really even care if the test is directly related to the work being done. 

Testing must be used carefully.  There are serious moral, ethical and legal considerations in testing that go beyond the scope of this class.  On the other hand, well-conceived tests that have been checked for reliability and validity can be very useful.  

 
3.  References.  You have to have them, right?  I suppose so, but how much good are they?  Let's face it--if you were applying for a job, would you provide me a reference from the bank where you were just fired for embezzlement?  I don't think so.  Most of us can come up with people who will write a recommendation.  Even Hitler had friends.  A qualitative reference doesn't mean a lot.  

4.  Biographical Information. This is otherwise known as the "application form." Relying too heavily on this form can be a source of bias.  Much of the biographical information you collect is not predictive of success.  Age, for example, is not a predictor of the ability to learn the job. Most other traits, such as gender, race, or age, are not correlated with success on the job either. The most useful part of the application form is probably for payroll purposes--you need the address and Social Security Number of the applicant, so you know where to send the check.  You must have it, but you don't need to read more into the content than is actually there. 

5.  Educational transcripts or training documentation.  Transcripts serve a very useful purpose.  They give you an assurance that the applicant possesses a standard set of skills. Furthermore, they demonstrate that the candidate finished something that was hard to do. The ability to stick to a task is a valuable asset in most jobs.  

6.  Patterned Interviews. This is a version of interviewing, but one with very different outcomes than the standard interview procedure.  A patterned interview differs from the standard one in its methodology.  In a patterned interview, an interviewer, or groups of interviewers ask all candidates the same questions.  The questions are generally not biographical, but deal with issues that are predictive of success in the job. For example, if I were attempting to hire a customer service representative in a travel agency, I would ask each candidate to describe what he or she would do if a customer wanted to go to Urumqi (Western China).  The interview follows a strict protocol.  The interviewers are instructed to talk very little.  The questions should be "open ended," requiring the applicant to think, and express complex opinions or ideas. 

7.  Role Playing. This is much like the patterned interview, except taken to the extreme of actually having the candidate interacting in a simulated work environment. A panel of judges who observe, but do not interact with the applicant usually grades role-playing exercises.  Often role-playing brings several applicants together in a group simulation.  

8. Assessment Centers.  Assessment centers are a combination of all of the above. Assessment centers will often combine tests, patterned interviews and role-playing.  The candidate is put through a battery of exercises, which are scored or rated by observers. At the end of the assessment center, the scores are tallied for each candidate, and selection is made on the basis of the scores
