
Staffing the Contemporary
Organization:

A GUIDE TO PLANNING,
RECRUITING, AND
SELECTING FOR

HUMAN RESOURCE
PROFESSIONALS,

Second Edition

Donald L. Caruth
Gail D. Handlogten

QUORUM BOOKS







Staffing
the Contemporary

Organization

A GUIDE TO PLANNING,
RECRUITING, AND SELECTING FOR

HUMAN RESOURCE PROFESSIONALS

Second Edition

Donald L. Caruth and
Gail D. Handlogten

QUORUM BOOKS

Westport, Connecticut • London



Library of Congress Cataloging-in-Publication Data

Caruth, Donald L.

Staffing the contemporary organization : a guide to planning,

recruiting, and selecting for human resource professionals. — 2nd

ed. / Donald L. Caruth, Gail D. Handlogten.

p. cm.

Rev. ed. of: Staffing the contemporary organization / Donald L.

Caruth, Robert M. Noe III, and R. Wayne Mondy. 1990.

Includes bibliographical references and index.

ISBN 1–56720–056–7 (alk. paper)

1. Personnel management. 2. Manpower planning. 3. Employee

selection. I. Handlogten, Gail D., 1954– . II. Title.

HF5549.C296 1997

658.3—dc21 97–8858

British Library Cataloguing in Publication Data is available.

Copyright � 1997 by Donald L. Caruth and Gail D. Handlogten

All rights reserved. No portion of this book may be

reproduced, by any process or technique, without the

express written consent of the publisher.

A paperback edition of Staffing the Contemporary Organization is available

from Praeger Publishers, an imprint of Greenwood Publishing Group, Inc.

(ISBN 0–275–95523–0).

Library of Congress Catalog Card Number: 97–8858

ISBN: 1–56720–056–7 (hc)

First published in 1997

Quorum Books, 88 Post Road West, Westport, CT 06881

An imprint of Greenwood Publishing Group, Inc.

Printed in the United States of America
TM

The paper used in this book complies with the

Permanent Paper Standard issued by the National

Information Standards Organization (Z39.48–1984).

10 9 8 7 6 5 4 3 2 1



Contents

Figures and Tables vii

Preface ix

1. Staffing: An Overview 1

2. Staffing Legislation and Regulation 18

3. Significant Federal Court Decisions 48

4. The Uniform Guidelines, Adverse Impact, and Affirmative Action

Programs 78

5. Job Analysis 102

6. Human Resource Planning 121

7. The Recruiting Process 140

8. The Selecting Process 161

9. Selection Tests 187

10. Employment Interviewing 206

11. Performance Appraisal 228

12. Career Planning and Development 256



vi Contents

13. Human Resource Administration 274

14. Evaluating the Staffing Function 298

Selected Bibliography 315

Table of Cases 319

Index 321



Figures and Tables

FIGURES

1.1 Human Resource Management System 5

1.2 The Staffing System 9

1.3 Environmental Context of Staffing 12

5.1 Job Description 115

5.2 Job Specification 116

6.1 The Human Resource Planning Process 124

6.2 Human Resource Forecasting Form 127

6.3 Scatter Diagram 130

6.4 Scatter Diagram with Regression Line 131

6.5 Extrapolated Regression Line 132

6.6 Staffing Table 133

7.1 A Model of the Recruiting Process 141

8.1 A Model of the Selecting Process 163

8.2 Employment Application 168

8.3 Example of a Weighted Application Blank Question 176

8.4 Comparison of Results: Typical versus Realistic Job Previews 185



viii Figures and Tables

9.1 Cut-off Score for a Validated Test 196

10.1 Applicant Evaluation Form 219

11.1 Typical Rating Scale 233

11.2 Typical Checklist 236

11.3 Forced Choice Checklist 237

11.4 Behaviorally Anchored Rating Scale 238

12.1 The Three Types of Career Paths 266

12.2 Typical Replacement Table 268

13.1 New Employee Orientation Checklist 278

13.2 Supervisor’s Orientation Checklist 279

TABLES

2.1 Summary of Major Staffing Legislation 40

3.1 Summary of Significant Supreme Court Cases 68

3.2 Summary of Significant Circuit Court of Appeals Cases 75

5.1 Types of Information Collected by Job Analysis 107

5.2 Job Analysis Schedule Worker Functions 118

6.1 Correlation and Regression Analysis Data 129

10.1 Selected Questions to Avoid in Interviewing 224

13.1 Why Employees Leave and What to Do About It 284



Preface

Staffing any organization today is a challenging, complex endeavor. Economic

changes, demographic shifts, increased multiculturalism, heightened global com-

petition, organizational restructuring, and extended legislation and a host of other

factors suggest that this activity will be even more crucial in the years to come.

As organizations enter the twenty-first century, it is readily apparent that the

acquisition and utilization of human resources is as vital to continued organi-

zational success as the advanced technology required for producing products

and providing services. Indeed, technology alone is insufficient since effective

use of it depends upon people—the right kinds of people, in the right numbers,

performing the right jobs, at the right times. Whether in the past, present, or

future, it is people—the catalytic resource of any institution—that have, do, and

will determine organizational success.

The uniqueness of this book is the integration of topics that are usually the

subjects of separate treatment: human resource planning, legal aspects of staff-

ing, recruiting, selecting, performance appraisal, career development, and so

forth. It is our belief that the entire range of activities associated with planning

for, obtaining, utilizing, and developing human resources must be viewed as an

integrated system called ‘‘staffing.’’ We believe that unless staffing is conceived

of as a system, or perhaps more accurately as a major subsystem of the entire

human resource management process, activities performed in one area of staffing

may negate activities performed in another area. While there are other books

that purport to deal with staffing in general, we have found none that takes the

encompassing systems view that we present to our readers.

This book is written as a working reference for human resource professionals,

operating managers, educators, students, and others seeking practical guidance

on staffing policies, procedures, techniques, problems, and issues. This book is
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based not only on thorough research, but also on our combined fifty-some years

of experience as managers, consultants, observers, students, and teachers of hu-

man resource management. Our main thrust is practicality—what has worked

or will work for organizations—not obtuse scholarship.

This book is written generically so that it can be used by practitioners in all

organizations, profit-making and nonprofit, from manufacturing to service. It is

also intended to be used as a text or supplement for college and university

courses in human research management and staffing.

A number of significant changes have occurred in human resource manage-

ment since the first edition of this book appeared in 1988. These changes have

further underscored the importance of staffing.

First, new federal legislation has made human resource management more

legalistic and complex. We have seen the passage of five critical pieces of

federal legislation: the Worker Adjustment and Retraining Notification Act of

1988, the Employee Polygraph Protection Act of 1988, the Americans with

Disabilities Act of 1990, the Civil Rights Act of 1991, and the Family and

Medical Leave Act of 1993. As we will discuss in Chapter 3, each of these Acts

has had an impact on staffing. As case law continues to develop we will un-

doubtedly see an even greater effect on human resource management.

Second, additional decisions by the Supreme Court and the Circuit Courts

have shed further light on the interpretations of various statutes. For example,

Meritor v. Vinson and Harris v. Forklift Systems have given us a clearer un-

derstanding of the courts’ position on sexual harassment, especially hostile en-

vironment harassment.

Third, concerned with potential employer liability associated with providing

references on former employees, many states have passed, and others are con-

sidering, reference checking laws to exempt employers from liability when they

provide reference information in good faith. These laws will make it easier for

employers to obtain more and higher-quality information about potential em-

ployees than is the case today.

Fourth, no one could have anticipated, in 1988, the plethora of employment

tort cases being filed in the mid-1990s. Their burgeoning numbers are cause for

concern that they possibly represent the new frontier in employment litigation.

Fifth, affirmative action was alive, well, and thriving in 1988. Today, its future

is cloudy and uncertain. The Supreme Court decision in Adarand v. Pena, the

Fifth Circuit Court of Appeals decision in Hopwood v. Texas, and the passage

of Proposition 209 by California voters have muddied the waters of affirmative

action. While it is still much too early to predict its ultimate fate, the events

that have occurred in the past few years seem to suggest that affirmative action

as we knew it in the past will be different in the future. Certainly, this is a

matter of concern for staffing specialists.

Sixth, strong and steady economic growth in the 1990s has produced the

lowest unemployment rate in over a decade. Consequently, the demand for qual-

ified personnel has intensified the pressure on the recruitment phase of the staff-
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ing function. Finding the right people with the right skills has become more and

more difficult.

Seventh, global competition has necessitated downsizing, reengineering, right-

sizing, fine tuning, and other efforts to turn domestic corporations into leaner,

more focused organizations. Additions to staff are increasingly made through

the use of temporary workers or independent contractors rather than permanent

employees because it is more cost effective to add staff in this manner. In this

regard, it is interesting to note that Manpower, Inc. is allegedly one of the largest

employers in the United States at the present time.

Eighth, technology has had its effect on staffing, too. Through such devices

as video conferencing interviews, faxed resumes, computerized testing, and tele-

phone interviews, even simple applications of technology have affected the man-

ner in which staffing is accomplished. Moreover, the widespread use of

technology across industry lines has intensified the competition for technically

skilled individuals. In fact, technical recruiters are today some of the highest

paid and most sought after of all human resource professionals.

Finally, in their quest for effective, efficient organizational management, cor-

porations are increasingly holding the human resource management function

accountable for producing results. Where human resource management cannot

produce the desired results at reasonable cost, personnel functions are being

outsourced to independent contractors who can perform these services on a cost-

effective basis. The emerging view seems to suggest that human resource man-

agement is coming to be viewed as a profit center that must justify its existence.

Obviously, human resource management must be increasingly concerned with

evaluating its performance and demonstrating its effectiveness to management.

All of the aforementioned developments and changes serve to reinforce the

central theme of this book, that staffing is a complex endeavor that must be

viewed as a system affected by developments both inside and outside the or-

ganization itself. Staffing, it seems reasonable to state, has increased in impor-

tance since the first edition of this book was published. We expect its importance

to grow even more in the years to come.

Any work such as this one depends upon the assistance, encouragement, co-

operation, learning opportunities provided by, and inspiration of many people.

While it is impossible to acknowledge everyone who, over the years, has had a

hand in influencing us, teaching us, and shaping our thinking about human

resources, we would especially like to express our appreciation to all of our

clients for the many human resource management challenges and experiences

they have provided us. A special debt of gratitude is owed to Dr. Frank M.

Rachel, Regents Professor of Management, University of North Texas—friend,

mentor, consulting partner, and sailing buddy of one of the authors for over 30

years.

This manuscript would never have seen the light of day were it not for Coletta

Wright, who worked diligently to get the draft manuscript on disk, and Kendra
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Ingram, who cheerfully labored through the changes and confusion of producing

the final manuscript. We owe the two of you more than we will ever admit.

We wish to thank our editor at Greenwood Publishing Group, Alan Sturmer,

for giving us those nudges that resulted in completion of this work. Thanks are

also due to our production editor, John Donohue, and to our copy editor, Jane

Wylen, for their invaluable assistance in assuring a coherent text.

We are deeply indebted to C. J., Faye, and Lynda Handlogten for the gift of

the computer on which most of the writing on this book was done. Your help

came at a time when we needed it the most!
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Staffing: An Overview

Broadly defined, staffing is the process of determining human resource needs in

an organization and securing enough qualified people to fill those needs. Staffing

is not, however, as simplistic as that definition implies. It is a complex endeavor

involving a number of diverse tasks, ranging from job analysis to performance

appraisal, from interviewing to career development, and from hiring to termi-

nation. Moreover, to properly execute staffing tasks, organizational members

charged with this responsibility must be knowledgeable about the legal, psy-

chological, and environmental contexts of staffing. The tasks that must be per-

formed, coupled with the contexts in which they must be accomplished, make

staffing a difficult and challenging activity in contemporary organizations.

The objective of the staffing process is to ensure that an organization contin-

uously has the right quality and quantity of employees in the right place at the

right time to successfully perform the work of the institution. Like the definition

of staffing, its objective appears to be simplistic, but achieving it effectively is

not easy. Diverse tasks must be integrated to create a process that functions

smoothly and operates in a timely fashion, and these tasks must be harmoniously

coordinated with the environments and contexts in which they occur.

Combining the broad definition of staffing with its objectives, we can define

staffing more specifically as the process through which an organization ensures

that it always has the proper number of employees with the appropriate skills

in the right jobs at the right time to achieve the organization’s objectives.

Except in small organizations that do not have a human resource department,

the responsibility for staffing is usually shared by line managers and human

resource specialists. Personnel professionals develop programs to recruit quali-

fied workers, but operating managers make the final hiring decisions. Staffing

specialists create the administrative procedures for such activities as promotions,
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demotions, transfers, and layoffs, but line managers determine which employees

will be promoted, demoted, transferred, or laid off. Human resource profession-

als design the performance appraisal system, but line managers actually evaluate

the workers. Consequently, staffing is best viewed as a joint activity wherein

human resource specialists contribute their knowledge, expertise, and counsel,

and line managers make the final decisions. Both groups must coordinate their

activities to ensure that the objective of staffing is fulfilled.

Effective staffing plays a crucial role in the short-term as well as the long-

term performance, growth, vitality, and success of contemporary organizations.

Indeed, it is only through effective staffing that any institution—regardless of

size, industry, scope, or objectives—can remain viable.

WHY STAFFING IS IMPORTANT

The activities performed in the staffing process are important to enterprises

of all types and sizes because of the relationship these tasks have to the orga-

nization’s goals, direct staffing costs, indirect staffing costs, organizational im-

pacts, and legal issues of staffing.

Organizational Goals

The most carefully formulated plans, the most logical organizational struc-

tures, the most sophisticated marketing programs, and the most advanced com-

puter systems will not, of themselves, assure an institution’s success. Plans,

structures, programs, and systems are not self-actuating; they can only be im-

plemented, maintained, and realized through people. It is people—the most cru-

cial of resources—who serve as the catalyst, the activating and energizing force,

making possible the utilization of all other resources and enabling an organi-

zation to achieve its goals. Without qualified human resources available in the

right numbers, at the right place, and at the right time, organizational goals and

objectives will not be reached. Even in a completely automated manufacturing

plant, it is people who press the buttons, program the computers, and make the

critical decisions. It is people who wait on customers, answer telephones, and

solicit new accounts in a highly computerized service enterprise. Despite com-

puters and automation, it is still people who accomplish objectives. Increasingly

today, the success of an institution is directly dependent upon the caliber of

human resources that are provided through the staffing process. Only by effec-

tive staffing can an organization fulfill its mission and achieve its goals.

Direct Costs

Direct staffing costs encompass such items as salaries of staffing specialists,

office and equipment expenses, employment advertising costs, employment

agency fees, testing expenses, physical examination costs, and relocation ex-
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penses. While it is difficult to ascertain with any degree of precision the actual

amount of out-of-pocket expenditures directly associated with the staffing pro-

cess in the average company, one can easily surmise that they are not insignif-

icant. A 1993 nationwide survey conducted by the Society for Human Resource

Management (SHRM), for example, ascertained that 19 percent of the human

resource management budget and 15 percent of human resource management

time is spent on staffing activities.1

Further indication of direct staffing costs can be inferred from a survey per-

formed by the Bureau of National Affairs. According to this survey, budgets for

the human resource or personnel departments in surveyed companies represent

a median of 1 percent of the total operating budget, or an average cost of $804

per worker.2 While these figures include all human resource management de-

partment expenses and not just staffing costs, it would seem safe to assume that

the portion of expenses directly attributable to performance of staffing activities

is substantial—especially in light of the survey results published by SHRM.

Staffing costs represent a sizable outlay for many organizations. Conse-

quently, staffing activities must be performed as effectively as possible to ensure

that the organization is deriving maximum benefit from these expenditures.

Indirect Costs

The staffing process also includes a number of hidden or indirect costs, such

as (1) the time operating managers spend interviewing prospective employees,

conducting performance appraisals, making promotion or termination decisions,

and documenting staffing actions; (2) the time supervisors or employees spend

training new workers or orienting new hires to the workplace; (3) the produc-

tivity lost by new employees while they are learning to perform jobs; and (4)

the scrappage or wasted materials resulting from new employees’ mistakes. Be-

cause these costs are buried in normal operating budgets, they are often over-

looked as staffing-related expenses. Nevertheless, they are as real as the direct

costs. Unfortunately, few studies have been conducted of the indirect costs of

the staffing process. It can be assumed, however, that indirect staffing expen-

ditures are considerable.

Organizational Impacts

Performance of the staffing function affects the overall organization in many

ways. Some of the obvious areas impacted include morale, employee turnover,

productivity, customer service, community relations, employee relations, and

corporate image. If staffing is performed effectively, morale will be high, turn-

over will be low, and productivity will be high. If staffing is performed inef-

fectively, customer service will suffer, community relations may be negatively

affected, corporate image could be tarnished, and employee relations may be

poor. Thus, it is extremely important that staffing activities be performed so as



4 Staffing the Contemporary Organization

to maximize positive impacts on the organization and minimize negative im-

pacts.

Legal Aspects

While all phases of human resource management have become increasingly

legalistic in recent years, staffing is the area that has been most affected by this

trend. Since 1964 the overwhelming majority of employment-related federal

legislation and court decisions have been directed to various parts of the staffing

process. Laws and regulations have imposed new requirements on staffing ac-

tivities. The potential liability for violations of the law has increased tremen-

dously. Staffing can no longer simply concern itself with securing the right

number and quality of employees to perform the work of the organization; it

must be carried out in conformance with a plethora of statutory guidelines.

Procedures, practices, and policies must conform to the law, or the organization

runs the risk of investigations or legal actions.

If legal action is brought against a company, the costs involved can be sub-

stantial; for example, the largest wrongful termination jury verdict in the United

States—$125 million—was awarded to a former corporate senior executive.3 In

1995, a jury awarded $50.3 million to a former employee of a major retail

department store on the grounds that profane and sexual comments from male

co-workers had created unbearable working conditions for her.4 Even if an or-

ganization escapes without a large settlement, the cost of a court battle can be

very expensive. In 1995, International Business Machines Corporation (IBM)

was hit with a jury verdict of $65,000 in a sexual harassment suit—an outcome

which IBM considered favorable. Unfortunately, IBM amassed $1.5 million in

attorney fees, the winning plaintiff’s attorney’s fees (which IBM had to pay)

were $600,000, and IBM’s liability for court costs was $70,000. In other words,

IBM incurred costs of more than $2 million in a suit the company considered

it had won.5

The importance of the staffing function should not be underestimated. It is

critical to the success of the organization; the direct and indirect costs are sub-

stantial; the organizational impacts are real; and the legal ramifications are po-

tentially great.

STAFFING AND THE HUMAN RESOURCE MANAGEMENT

SYSTEM

The human resource management system in an organization comprises all

processes, activities, and tasks concerned with the acquisition, utilization, de-

velopment, and rewarding of people in the workplace. Broadly speaking, all

managers in a company are human resource managers because they have direct

responsibility for people. The individual specifically designated as human re-

source or personnel manager is, in reality, the coordinator of the human resource
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Figure 1.1

Human Resource Management System

management system, providing advice, expertise, and assistance to other orga-

nizational managers. While the human resource manager is responsible for

proper functioning of the system, it is operating managers who implement and

use it.

The human resource management system is composed of six major subsys-

tems or processes, as shown in Figure 1.1. Staffing sets the other five processes

in motion; staffing also influences, and in turn is influenced by, the other five

processes. The relationship between staffing and the other five parts of the hu-

man resource management system is described in the following paragraphs.

Compensation

Compensation consists of all of the rewards—tangible and intangible, mon-

etary and non-monetary—that an organization provides its employees in

exchange for the work they perform. This definition suggests that compensation

is more than just pay, and indeed it is. The three components of compensation

are direct monetary rewards (wages and salaries), indirect financial payments

(benefits and services), and psychological satisfactions (such as status, recog-

nition, good working conditions, and meaningful work).

A firm’s compensation program exerts a major influence on staffing. An in-

equitable compensation program may make constant recruiting necessary be-
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cause employees leave the organization to take higher paying jobs elsewhere.

Moreover, a poor compensation plan may make it hard to find enough qualified

workers. On the other hand, an equitable compensation scheme can facilitate

recruiting and increase the likelihood of hiring and retaining well-qualified em-

ployees.

Staffing primarily affects the compensation system through the employees it

brings into the firm. If employees are consistently hired at the upper end of the

pay scale, the compensation plan may have to be changed frequently to maintain

internal equity and external competitiveness. If employees are consistently hired

at the lower end of the pay scale, the compensation plan will have to be altered

less frequently.

Training and Development

Training and development are concerned with improving the productivity of

individuals, groups, and the entire organization. Training normally involves the

imparting of skills that help workers perform their present jobs better. Devel-

opment helps employees realize their full potential. These two efforts begin

when an individual joins an organization and continue throughout the person’s

tenure with the firm.

Training and development have a significant impact on staffing. A company

that has gained a reputation for providing excellent training and development—

such as Hewlett Packard or Motorola—may find it easier to attract and retain

qualified employees. Turnover may also be reduced because workers are reluc-

tant to leave an organization that provides the necessary knowledge, skills, and

learning experiences for attaining personal goals. Additionally, productivity is

enhanced because employees are better able to perform their current jobs and

to assume positions of higher responsibility when these positions become avail-

able.

Safety and Health

Safety and health include those things an organization does to protect em-

ployees from on-the-job injuries or work-related illnesses and to promote the

general physical and mental well-being of employees. While progressive com-

panies have long been concerned with these factors, federal legislation, local

regulations, and the development of a health-conscious attitude among the gen-

eral population have heightened the interest of organizations in safety and health

matters.

How does safety and health relate to staffing? Different organizations, obvi-

ously, project different images in this area. Some merely adhere to the minimum

standards regarding safety and health while others respond vigorously to these

concerns. The image that an institution projects and the reputation it has earned

can either help or hinder the staffing process. A reputation for being concerned
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about safety and health facilitates staffing efforts; a reputation for lack of con-

cern increases the difficulty of finding sufficient numbers of qualified employees

to carry out the work of the company.

Employee and Labor Relations

Employee and labor relations are concerned with the way a company manages

its work force, and how it interacts with its union, if it has one.

Vitally important to every employee is the concept of fairness in the employ-

ment relationship. Although fairness may not mean the same thing to each in-

dividual, every employee is concerned, generally speaking, with equity in the

workplace. In matters of discipline, promotion, demotion, layoff, termination,

and pay, employees tend to place a high value on equity, fairness, and consis-

tency of treatment. Certainly, a firm’s reputation in employee relations either

facilitates or hinders the staffing process. How management deals with its em-

ployees soon becomes public knowledge that either enhances or tarnishes the

company’s image and consequently affects staffing.

Labor relations refers specifically to the organization’s interactions with its

union-represented employees. Again, it is reputation or image in this area that

impacts the staffing process positively or negatively.

Personnel Research

Personnel research is that human resource management function concerned

with the collection, analysis, and interpretation of data. It permeates all of the

other processes in the human resource system.

Personnel research provides information that may be used to improve the

staffing process. Data on the types of employees who have proven to be the

most successful with the organization, and on turnover ratios, attitudes, accident

frequencies, and productivity are often of assistance in personnel recruiting,

selecting, promoting, and planning. Information gathered through research may

be used to change staffing practices, revise procedures, or develop new policies

in an effort to increase the staffing effectiveness.

All parts of the human resource management system must be integrated so

that they function as a system. Staffing is affected by everything else that occurs

in human resource management and, through the people it brings into the or-

ganization, staffing affects all other human resource processes. Staffing actions

must be carefully thought through to assess their actual or potential impact on

other aspects of the effective management of people in the workplace.

THE STAFFING SYSTEM

Although staffing is closely related to other human resource management

functions, it can be viewed for purposes of analysis and study as a separate



8 Staffing the Contemporary Organization

system with its own activities and objectives. The basic components of staffing

are shown in Figure 1.2. Each of these components is briefly described below.

Job Analysis and Design

The activities associated with ascertaining the duties of a job and determining

the skills required to perform those duties are referred to as job analysis. Since

every process within the human resource management system utilizes and relies

upon the information provided by job analysis, this activity can be considered

to be the most fundamental of all personnel tasks and tools.

Job design is primarily concerned with how the work to be performed in an

organization should be divided into pieces or chunks that can be handled by

individual employees. Once work is analyzed to find out what has to be done

and the kinds of skills required to do it, job design takes over and determines

how specific tasks may be accomplished most effectively.

Job analysis answers the questions of ‘‘what specific duties must be per-

formed?’’ and ‘‘what human qualifications are needed to perform these duties?’’

Job design answers the question of how the work can best be performed. Chapter

5 discusses job analysis and design in detail.

Human Resource Planning

Determining the number of employees that an organization will need in the

future and the kinds of skills those employees must possess is the task of human

resource planning. Before many of the other staffing activities can be under-

taken, human resource planning must be successfully completed. Chapter 6 ex-

plores this crucial topic.

Recruiting

Recruiting consists of those activities undertaken to encourage sufficient num-

bers of qualified people to apply for employment with an organization. Its pri-

mary purpose is to ensure that there is an adequate supply of applicants available

at the appropriate time. Recruiting is the subject of Chapter 7.

Selecting

Choosing the most qualified applicant for a particular position is the goal of

selecting. Some basic considerations in selecting are presented in Chapter 8.

Because of their actual or potential importance in the selection of employees,

employment tests are examined in Chapter 9. Interviewing, the most widely used

selection tool, and the most imperfectly utilized selection device, is discussed

in Chapter 10.



Figure 1.2

The Staffing System
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Performance Appraisal

Performance appraisal is basically concerned with determining how well em-

ployees are carrying out their assigned tasks. It is also frequently used to identify

candidates for promotion or pay increases. Performance appraisal is an integral

part of the staffing process for two reasons. First, it is the means through which

employees are most often promoted to positions of higher responsibility. Second,

it provides feedback information that can be used to evaluate the effectiveness

of recruitment and selection activities, approaches, and procedures. Performance

appraisal is explored in depth in Chapter 11.

Career Planning and Development

Career planning and development is a formalized approach taken by an or-

ganization to ensure that people with the proper qualifications and experience

are available when needed. Its emphasis is on meshing the career aspirations of

employees with the needs of the company. This topic is the subject of Chapter

12.

Human Resource Administration

This portion of the staffing process involves handling a multitude of admin-

istrative details that begin when an employee is hired and continue throughout

his or her tenure with the organization. Among the activities included here are

promotions, demotions, transfers, resignations, terminations, retirements, and

layoffs. Human resource administration is covered in Chapter 13.

Effectiveness Evaluation

Does the staffing process do what it is supposed to do? How well are the

various activities carried out? Is staffing performed in a cost-effective manner?

These are the kinds of questions that evaluation seeks to answer. The evaluation

of staffing is discussed in Chapter 14.

Interrelationships within Staffing

Referring once again to Figure 1.2, we can see that each of the components

of the staffing process is related to successful accomplishment of staffing ob-

jectives. Job analysis is the most basic component because of its direct impact

on every other aspect of staffing. Human resource planning is dependent upon

job analysis, but it is also affected by the activities that occur in performance

appraisal, career planning and development, and human resource administration.

These activities determine the number and kind of employees who are available

for movement within the organization. Human resource planning forms the basis
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for recruiting additional employees, thus setting the recruiting activity in motion.

Recruiting sets the selecting component in motion. The employees a firm hires

then affect performance appraisal, career planning and development, and human

resource administration. Evaluation of the effectiveness of staffing is influenced

by all activities performed in each of the other staffing processes. In short,

anything that is done in any of the staffing components has an effect on what

is done and how well it is done in the other components. Consequently, to be

effective, staffing must be viewed as an integrated activity. Policies, procedures,

programs, and practices used in any particular component of the process cannot

be developed or implemented without carefully examining their potential impact

on other areas of the staffing process.

THE ENVIRONMENTAL CONTEXT OF STAFFING

The entire human resource management system, which includes staffing, is

affected by a series of external and internal environmental forces. The external

environment consists of those factors that affect a firm’s human resource system

from outside the boundaries of the organization. Major external forces include

the legal system, the economy, the work force and labor market, competitors,

customers, technology, unions, and society at large. The internal environment

consists of those factors within the organization that affect the human resource

system, including the mission and objectives of the organization, corporate pol-

icies, organizational climate, management philosophy, and other functional areas

within the company such as marketing and finance. Figure 1.3 depicts the var-

ious environmental forces.

The basic staffing tasks of an organization remain essentially the same no

matter what impact is exerted by the external or internal environment. However,

the manner in which these tasks are performed may be substantially altered by

either or both environments. The ways in which the various environmental

forces affect staffing are briefly examined below.

External Factors

Contemporary organizations are increasingly subject to and influenced by out-

side forces. To a great extent, the way an institution does business and conducts

its internal affairs is shaped or even determined, in large measure, by outside

influences. Staffing, in particular, is affected by such environmental factors.

The Legal System. The external force that has had—and will continue to

have—the greatest effect on staffing is the legal system. Procedures must con-

form to legally imposed guidelines; policies must reflect the spirit as well as the

letter of the law; practices must meet statutory standards; and treatment of em-

ployees must be free of tortious acts. The legal system has dramatically altered

the staffing process over the last 30 years. While the basic objective of staffing

remains the same—securing sufficient numbers of qualified people at the right
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Figure 1.3

Environmental Context of Staffing

time—it must now be accomplished in accordance with a number of externally

imposed requirements established by statutory as well as common law.

Further compounding the effect of various laws and regulations is the in-

creased willingness of employees or would-be employees to sue organizations

over alleged violations of employment rights. The courts also seem more in-

clined to look with favor upon the claims of employees as evidenced by the

number of cases won by employees and the large settlements that firms have

been ordered to pay. Therefore, people involved in staffing must be fully cog-

nizant of the legal system and the impact legal developments are having on the

staffing function.

The Economy. The economic health of the country has a direct bearing on

the accomplishment of staffing tasks. In times of vigorous economic growth, as

firms expand, competition for qualified employees intensifies and staffing activ-

ities must be increased. Job analysis and human resource planning become more

important as new jobs are added and plans must be made for future job increases.
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Recruitment efforts are accelerated in the quest for qualified applicants. Selection

becomes more difficult because of the wider range of employment opportunities

open to applicants. Career planning, with its traditional emphasis on upward

mobility in the organization, assumes greater importance as a means of attract-

ing, holding, and motivating workers. Human resource administration activities

increase, as more employees are hired, promoted, transferred, or leave the or-

ganization.

In times of poor economic health, staffing is also directly affected. Job anal-

ysis and human resource planning activities slow down. Recruitment efforts

decrease because of the greater number of job applicants available. Selection is

improved—at least potentially—due to the availability of a larger pool of ap-

plicants. Career planning loses some of its emphasis. Layoffs, retirements, and

transfers increase the workload for human resource administration.

In short, the state of the economy tends to increase or decrease the level or

intensity of staffing activities and change the priority or importance attached to

these activities.

The Work Force/Labor Market. The work force consists of the total number

of noninstitutionalized individuals, sixteen years of age and over, who are em-

ployed or unemployed but actively seeking employment. It represents the total

number of individuals potentially available to all employers within this country.

The work force also encompasses the mix of skills available as well as other

factors of importance to employers.

The work force is dynamic, changing in numbers and characteristics over

time. As these changes occur they affect the staffing process. Shortages of skills

in the work force make it more difficult to attract and hold sufficient numbers

of employees to perform the work of the organization. Surpluses simplify this

task. A scarcity of qualified younger workers alters recruitment, selection, and

career planning. An abundance of qualified older workers necessitates changes

in staffing practices, policies, and philosophies. As will be seen in a later chapter,

anticipating shifts in the work force is one of the tasks of human resource

planning. If organizations fail to recognize and plan for changes in the work

force, their staffing activities become more difficult.

The labor market is that geographical area—local, regional, national, or in-

ternational—from which workers are usually recruited by an employer, It is a

subset of the work force where supply of, and demand for, individuals with

specific skills interact; consequently, it is of critical importance to an organi-

zation. For example, if the demand for particular skills is high relative to supply

in a given labor market, an intensive recruiting effort may be required. Con-

versely, if supply exceeds demand, less vigorous recruiting tactics may suffice.

Since labor market conditions change frequently (much more rapidly, in fact,

than the work force), it is necessary to stay abreast of these changes to ensure

continued effectiveness of the staffing process.

Competitors. Unless an organization monopolizes the market it serves, it will

be forced to compete for sales with other institutions offering similar products
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or services. Likewise, unless an organization is the only user of particular skills

in its labor market, it will be forced to compete with other firms for the talent

needed to produce its goods or services. The degree of competition in the labor

market influences the way staffing is conducted. Intensive competition for work-

ers results in a rigorous approach to staffing; moderate competition produces a

much less intensive approach. Moreover, to remain competitive in the skills

marketplace, an employer may have to modify its staffing practices in response

to effective actions of competing labor market institutions.

Customers. The people who actually use a firm’s products or services are a

vital part of the external environment. An organization must ensure that its

employment practices do not antagonize the market it serves. In some instances

consumers have boycotted the products of organizations that paid substandard

wages or failed to employ adequate numbers of minority workers. To improve

customers’ perceptions of its employment practices, an organization may have

to revise its staffing practices.

Since customers are constantly demanding high-quality products and efficient

service, organizations must strive to employ workers who can provide these

products or service levels. Product or service quality is directly related to the

skills and qualifications of the institution’s employees. Sales may be lost or

gained depending upon the quality of a firm’s employees. Thus, customers exert

pressure on an organization and affect its staffing practices.

Technology. Technology refers to the processes by which an organization

converts inputs into goods and services. Computers and automation have dras-

tically changed the conversion processes in most enterprises over the last two

decades and will alter these processes even more in the future. Masses of un-

skilled or semiskilled workers have been replaced by fewer highly skilled work-

ers who program the computers and monitor the automated equipment. New

skills are needed today to meet the demands of new technology. These skills

are typically in short supply, and it is often difficult to recruit sufficient numbers

of qualified individuals for the jobs that are available. Competition in high-

technology jobs is intense and employee turnover is usually high. Staffing prac-

tices, as a result, have to be changed to ensure that an organization has, and

will continue to have, the right kinds of people available when they are needed.

Unions. Unions occupy the anomalous position of being both an external force

and an internal force. They are perhaps best viewed, however, as an external

force because they are a third party in their dealings with a company.

The manner in which staffing is conducted differs markedly in union and

nonunion firms. In a few heavily unionized industries recruiting and selecting

is done by the union itself. Human resource administration is often dramatically

altered when a company has a union: seniority is of paramount importance;

layoff procedures are rigidly specified; bumping, or job regression rights, are

defined; and terminations are more difficult. Also affected is performance ap-

praisal: many labor agreements preclude its use altogether.
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Although effective staffing is still of great importance in a unionized envi-

ronment, procedures, practices, and policies may be quite different from those

in a nonunionized firm and influence the way staffing is accomplished.

Society. Members of society also exert considerable influence on the staffing

process. The public at large is no longer content to accept without question the

actions of institutions. People have found that changes in organizational prac-

tices can be made through the pressure of their voices and votes. This influence

is evidenced by the number of regulatory statutes passed since the early 1960s.

The image a firm conveys to the general public can greatly influence staffing

effectiveness. A reputation for fairness and integrity in dealing with employees

can influence more and better qualified applicants to seek employment with a

firm. Likewise, a firm that produces safe, fairly priced products of reasonable

quality may attract more employees.

Society generally expects an organization to be a good corporate citizen. To

the extent that an organization fulfills this expectation, staffing activities may

be facilitated.

The external environment places a great deal of pressure on staffing. There

are expectations and demands to be satisfied; there are requirements to be met;

and there are challenges to be faced. It is important that the pressures brought

by external forces be recognized clearly and that staffing be carried out so as

to meet these external demands, pressures, requirements, challenges, and expec-

tations in a positive fashion.

Internal Environment

The internal organizational environment substantially influences how staffing

is accomplished. As indicated in Figure 1.3, significant internal factors include

mission and objectives, policies, organizational climate, management philoso-

phy, and the other functional areas in the organization.

Mission and Objectives. Mission refers to an organization’s overall reason for

existence, its general purpose as an entity. Objectives are specific results to be

achieved within a designated period of time. Mission and objectives define what

an organization does and how it goes about doing it. They provide direction for

an enterprise and thus influence and shape all other institutional activities.

Two very simplified examples illustrate how mission and objectives relate to

staffing. Company A has the goal of being a leader in its industry with respect

to technological advances. Growth is expected to occur through the pioneering

of new products and processes. Company B, on the other hand, has the goal of

conservative growth with little risk taking. Only after another company’s prod-

ucts have proven themselves in the marketplace will Company B commit itself

to producing similar products.

In Company A, the firm will need a creative environment that encourages

new ideas. Highly skilled, imaginative workers will have to be recruited and
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selected to bring about the desired technological advancements. On the other

hand, the basic staffing tasks remain the same in Company B, but the objectives

of the firm dictate that the tasks be altered considerably. A different kind of

work force will need to be recruited and selected. Highly creative individuals

are not essential to achieving Company B’s goals.

As these simple examples show, overall company mission and objectives in-

fluence the staffing process.

Policies. A policy is a general statement that guides thinking in decision

making. Organizational policies establish parameters that assist managers and

employees in the accomplishment of their jobs. Policies set the tone for what is

done in a company, as well as the manner in which it is done.

In a large organization policies are established for every area of operations—

marketing, finance, accounting, production, and engineering—but frequently

most policies relate to human resource management. Human resource policies

reflect the tone of other corporate policy statements and set forth the kinds of

actions to be taken relative to people. A company’s policies say a great deal

about the importance or lack of importance attached to staffing. For example, a

promotion-from-within policy underscores an organization’s commitment to pre-

paring its present employees for advancement. Absence of such a policy suggests

a lack of concern for employee advancement. In either case, policy or lack of

policy influences the emphasis given to staffing activities.

Organizational Climate. The psychological atmosphere prevailing in a com-

pany is referred to as its organizational climate. An infinite number of possible

climates exist. At one extreme is a negative, closed, and threatening climate. At

the other extreme is a positive, open, and nurturing climate. The prevalent psy-

chological atmosphere has a direct relationship to employee motivation, work

quality, turnover, and absenteeism. A positive climate enhances motivation, im-

proves work quality, decreases turnover, and reduces absenteeism. A negative

climate has the opposite effect. In general, a positive climate makes the task of

staffing easier while a negative climate makes it more difficult.

Management Philosophy. The prevailing values of management—often re-

ferred to as corporate culture—affect everyone and everything in an organiza-

tion. The way management feels about people and the actions it takes regarding

them speak much more loudly than platitudinous pronouncements and pompous

policies. Values, philosophy, and culture influence staffing and how it is carried

out. Management beliefs and actions that suggest a genuine interest in and con-

cern for employees have a positive impact on staffing. Beliefs and actions that

suggest lack of interest and concern have a deleterious effect.

Other Functional Areas. Marketing, finance, production, and all other func-

tional areas in an organization have an effect on the staffing process. For ex-

ample, if the work performed in the manufacturing area is boring, dirty, or

dangerous, staffing specialists may be forced to recruit continuously to ensure

that production has sufficient numbers of qualified people because turnover is

likely to be quite high. Or, if the product or service of the firm is difficult to
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sell, constant recruiting may be necessary to keep the marketing function at full

strength. Conversely, if the work performed in finance is challenging and ex-

citing, employee turnover is likely to be low, and there may be a ready pool of

applicants to fill any vacancies that do occur. Thus, the actual work that is

performed, the way it is performed, and the conditions under which it is carried

out may greatly influence the work of staffing.

The internal environment shapes and molds the way staffing is accomplished

in a firm; it influences the importance that is attached to each staffing task; it

determines to a large extent the effectiveness with which staffing will be per-

formed.
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Staffing Legislation and

Regulation

As mentioned in the previous chapter, one of the most important external forces

affecting an organization’s staffing policies and practices is the legal system.

Virtually every phase of staffing—from recruitment to selection, from compen-

sation to termination, and from performance appraisal to promotion—is covered

in some fashion by federal legislation, executive orders, or federal administrative

regulations. In addition, state and local laws often impact staffing. And increas-

ingly, common law provisions are being applied to staffing issues. The result is

that human resource professionals face a plethora of legal complexities. This

chapter examines the most prominent federal regulations and common law ap-

plications affecting staffing.

FEDERAL LEGISLATION

Prior to the 1930s, with few exceptions, organizations enjoyed wide latitude

in employment practices and employee relations. With the coming of the New

Deal under President Franklin D. Roosevelt, specific, but still limited, rights of

workers began to receive protection under federal legislation. The civil rights

movement of the 1960s ushered in a new age of federal protection for employees

and job applicants and produced a dramatic revision of staffing practices and

employee relations. The late 1980s and the early 1990s saw a resurgence in

federal legislation on staffing issues. Described below in chronological order are

the statutes that have made staffing the legalistic challenge that it is today.

Civil Rights Act of 1866

The oldest federal legislation affecting staffing is the Civil Rights Act of 1866,

which is based on the Thirteenth Amendment to the U.S. Constitution. Specif-
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ically, this act provides that all citizens have the same right ‘‘as enjoyed by

white citizens . . . to inherit, purchase, . . . hold, and convey . . . property, [and

that] all persons . . . shall have the same right to make and enforce contracts . . .

as enjoyed by white citizens.’’ As interpreted by the courts, employment as well

as membership in a union is a contractual arrangement. Thus, if a black is denied

employment, promotion, union membership, or any other employment advan-

tages or opportunities because of his or her race, the courts have held that the

right to make a contract has been violated. Whites and Hispanics are also cov-

ered by this act if they are discriminated against on the basis of race. Until 1968

it was assumed that the act was applicable only when action by a state or state

agency, and not by private parties, was involved. In 1968 the Supreme Court

overruled this assumption and broadened the interpretation of the act to cover

all contractual arrangements. The Civil Rights Act of 1866 has no statute of

limitations.1

Civil Rights Act of 1871

This act is based on the Fourteenth Amendment to the U.S. Constitution,

which guarantees all citizens the right to equal protection under the law. Orig-

inally referred to as the Ku Klux Klan Act, the Civil Rights Act of 1871 makes

it illegal for two or more persons to conspire to deprive any person, or class of

persons, of the right of equal protection under the law. It has been held by the

federal courts that where two or more officials of a corporation, the employer

and its employees, or two or more employees have conspired among themselves

to deny equal rights to a person or persons on the basis of race, a violation of

this statute has occurred. The act applies to private enterprises and parties as

well as states and local governments. While the act has no effective statute of

limitations, limitations provided for in Title VII of the Civil Rights Act of 1964,

or expressed in state tortious conspiracy laws, are normally followed.2

National Labor Relations Act of 1935

Commonly known as the Wagner Act, this legislation gives employees the

right to form unions and requires employers to recognize employee unions and

to bargain with them in good faith about wages, hours of work, and other terms

and conditions of employment. As specified in the act:

Employees shall have the right to self-organization, to form, join, or assist labor organ-

izations, to bargain collectively through representatives of their own choosing, and to

engage in other concerted activities, for the purpose of collective bargaining or other

mutual aid or protection.

The rights given to employees are protected against interference by employ-

ers. Specifically, employers are prohibited from (1) interfering with, restraining,
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or coercing employees in their exercise of the right to form unions; (2) domi-

nating a union or interfering in the affairs of a union; (3) discriminating against

employees in hiring, job tenure, or any condition of employment for the purpose

of encouraging or discouraging union membership; (4) discriminating against or

terminating an employee who has filed an unfair labor charge or has given

testimony under the act; and (5) refusing to bargain in good faith with its em-

ployees’ chosen representatives.3

The act created the National Labor Relations Board, which has the respon-

sibility for conducting elections to determine if employees wish to be repre-

sented by a union, determining which of two competing unions will be certified

as the bargaining agent for a group of employees, preventing unfair labor prac-

tices in unionization activities, and investigating reported claims of unfair labor

practices.

Social Security Act of 1935, as Amended

This act created the Social Security Administration and established the exist-

ing system of old age, survivors, disability, and unemployment compensation

insurance.4 Employees and employers share equally the cost of old age, survi-

vors, and disability insurance—those items that are commonly described as So-

cial Security. Employers pay the full cost of unemployment insurance, the

funding of which is accomplished through a payroll tax. Unemployment benefits

are paid through state agencies in each of the 50 states. The act also created a

minimum period of 26 weeks of unemployment compensation for employees

who meet the qualifications for such compensation.

Fair Labor Standards Act of 1938, as Amended

Popularly known as the Wage and Hour Act, this statute established a mini-

mum wage for the vast majority of workers in the private sector.5 It also estab-

lished the standard workweek of 40 hours. Workers covered by this statute are

divided into two categories: exempt and non-exempt. Non-exempt workers must

be compensated at a rate of one and one-half times their regular hourly rate of

pay for hours worked in excess of 40 during a given workweek. A workweek

is defined as a recurring period of 168 hours or seven consecutive 24-hour

periods. The workweek does not have to conform to the calendar week, and it

may begin at any hour of the day. Exempt employees—managers, administra-

tors, and professionals, for example—are excluded from the overtime pay re-

quirement. Additionally, the act set the minimum working age for covered

employment at sixteen; if the work is considered hazardous, the minimum work-

ing age is eighteen.
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Labor–Management Relations Act of 1947

This statute, an amendment to the National Labor Relations Act of 1935, was

enacted with the express intent of restoring a balance of power between unions

and management.6 Usually referred to as the Taft-Hartley Act, it altered union-

management relations by (1) protecting the right of employees to refrain from,

as well as engage in, union activity; (2) prohibiting the closed shop (an arrange-

ment that requires all workers to be union members at the time they are hired);

(3) narrowing the freedom of the bargaining parties to authorize the union shop

(under a union shop arrangement the employer is free to hire anyone it chooses,

but all new workers must join the union within a stipulated period of time or

they will be terminated); (4) granting the employer greater freedom of speech

when faced with an attempt to unionize workers; (5) granting management the

right to refuse to recognize or bargain with unions of supervisory personnel; (6)

giving employees the right to initiate decertification proceedings should they no

longer desire to be represented by a union; (7) providing for government inter-

vention to halt strikes for an 80-day ‘‘cooling off’’ period when such strikes

would create a ‘‘national emergency’’ detrimental to the welfare of the country;

and (8) giving states the power to enact so-called right-to-work laws precluding

the union shop arrangement.

A significant feature of the Labor–Management Relations Act was that it

extended the concept of unfair labor practices to unions. Previously, such prac-

tices had been limited to management alone. Under the act specific unfair labor

practices by unions consist of (1) restraining or coercing employees in the ex-

ercise of their collective bargaining rights, (2) causing an employer to discrim-

inate in any fashion against an employee in order to encourage or discourage

union membership, (3) refusing to bargain in good faith with an employer, (4)

engaging in certain types of strikes or boycotts, (5) requiring employees to pay

initiation fees or dues that are excessive or discriminatory, and (6) requiring an

employer to pay for services not performed by workers.

The act also created the Federal Mediation and Conciliation Service, which

assists employers and unions in negotiating new contracts when the parties have

reached an impasse in negotiations and maintains a panel of qualified arbitrators

to settle union-management grievances.

Equal Pay Act of 1963, as Amended

This act is an amendment to the Fair Labor Standards Act (FLSA) of 1938

and covers the same employers as FLSA.7 The statute makes it illegal for an

employer to discriminate in pay on the basis of sex where jobs require equal

skill, effort, and responsibility and are performed under similar working con-

ditions. Pay differentials between sexes are permitted when such differences are

based on seniority systems, merit systems, production-related pay plans (wage
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incentives), or factors other than sex. Premium pay differences for working

undesirable shifts are also allowed. In 1972 the act was amended to cover em-

ployees in executive, administrative, professional, and outside sales positions,

as well as employees in most state and local governments, hospitals, and schools.

Over the years, the act has become less significant because a violation of the

Equal Pay Act is also a violation of Title VII of the Civil Rights Act of 1964,

a broader and more powerful statute.

Title VII of the Civil Rights Act of 1964, as Amended

The statute that has had the greatest impact on human resource management

is Title VII of the Civil Rights Act of 1964, as amended by the Equal Employ-

ment Act of 1972.8 Under Title VII it is illegal for an employer to discriminate

in hiring, firing, promoting, compensating, or in terms, conditions, or privileges

of employment on the basis of race, color, sex, religion, or national origin.

Title VII covers employers engaged in or affecting interstate commerce who

have fifteen or more employees for each working day in each of 20 calendar

weeks in the current or preceding calendar year. Also included in the definition

of employers are state and local governments, schools, colleges, unions, and

private employment agencies that procure employees for an employer with fif-

teen or more employees.

Three notable exceptions to discrimination as covered by Title VII are bona

fide occupational qualifications (BFOQs), seniority and merit systems, and test-

ing and educational requirements. According to the act it is not

an unlawful employment practice for an employer to hire and employ employees . . . on

the basis of his religion, sex, or national origin in those certain instances where religion,

sex, or national origin is a bona fide occupational qualification reasonably necessary to

the normal operation of the particular business or enterprise.

Thus, for example, religious institutions, such as churches or synagogues, may

legally refuse to hire individuals whose religious persuasion is different from

that of the hiring institution. Likewise, a maximum security correctional insti-

tution housing only male inmates may decline to hire females as security guards.

The concept of bona fide occupational qualification was designed to be narrowly,

not broadly, interpreted and has been so construed by the courts in a number

of cases. The burden of proving the necessity for a BFOQ rests entirely on the

employer.

The second exception to discrimination under Title VII is a bona fide seniority

system such as the type normally contained in a union contract. Differences in

employment conditions among workers are permitted ‘‘provided that such dif-

ferences are not the result of an intention to discriminate because of race, color,

religion, sex, or national origin.’’ Even if a bona fide seniority system has an

adverse impact on those individuals protected by Title VII (i.e., it affects a class
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or group), the system can be invalidated only by evidence that the actual motives

of the parties to the agreement were to discriminate.

In the matter of testing and educational requirements, Title VII states that it

is not ‘‘an unlawful employment practice for an employer to give and to act

upon the results of any professionally developed ability test provided that such

test, its administration, or action upon the results is not designed, intended or

used to discriminate because of race, color, religion, sex, or national origin.’’

Employment testing and educational requirements must be job-related, and the

burden of proof is on the employer to show that a demonstrable relationship

exists between actual job performance and the test or educational requirement.

Persons not covered by Title VII include aliens not authorized to work in the

United States and members of the communist party. Homosexuals are also not

protected under Title VII. The courts have consistently ruled that where the term

sex is used in any federal statute that term refers to biological gender and not

to sexual preference.

The Civil Rights Act of 1964 also created the Equal Employment Opportunity

Commission (EEOC) and assigned enforcement of Title VII to this agency.

Consisting of five presidentially appointed members, EEOC is empowered to

investigate, conciliate, and litigate charges of discrimination arising under pro-

visions of Title VII. Additionally, the commission has the responsibility of is-

suing procedural regulations and interpretations of Title VII and the other

statutes it enforces. The most significant regulation issued by EEOC is the Uni-

form Guidelines on Employee Selection Procedures. This regulation will be dis-

cussed in Chapter 4.

When a charge is filed under Title VII, EEOC investigates the evidence to

determine if there is a possible violation of the statute. Where there is a state

or local agency similar to EEOC that meets EEOC standards, the complaint is

first referred to that agency.9 The state or local agency (the deferral agency)

then has at least 60 days of exclusive jurisdiction over the charge. After 60 days,

or if the deferral agency has terminated its proceedings or waived jurisdiction,

EEOC assumes jurisdiction over the complaint. Title VII requires deferral to a

state or local agency where one exists, and if EEOC fails to defer, it may lose

not only its jurisdiction but also its ability to conduct an investigation.

If after investigation, EEOC finds no probable cause, it ends its involvement

and notifies the complainant that he or she has the right to pursue the case in

federal court. The complainant always retains the right to pursue his or her case

in court at any time—before, during, or after EEOC or other agency involve-

ment. If EEOC’s investigation finds that there is probable cause for a discrim-

ination charge, the first attempt at settlement will be through conciliation—a

negotiated arrangement among the complainant, the employer, and EEOC that

is satisfactory to all parties, adequately compensates the victim or victims of

discrimination, and meets the standards set by EEOC.

Failing to achieve a settlement by conciliation, EEOC next has the option to

file suit against the employer in federal district court. Whether EEOC will pursue
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litigation is usually contingent upon five factors: (1) the number of people af-

fected by the alleged practice, (2) the amount of monetary settlement involved,

(3) the number of other discrimination charges brought against the employer,

(4) the type of charge, and (5) the opportunity to establish legal principle or

precedent in discriminatory matters. Because litigation requires the commitment

of considerable resources, EEOC’s court actions are generally limited to im-

portant cases that are likely to be favorable to the agency and have a far-reaching

impact on employment practices. In other words, EEOC does not take court

action lightly.

Under Title VII, charges may be filed by any of the EEOC commissioners,

any aggrieved person, or anyone acting on behalf of an aggrieved person: for

example, an attorney. The time limit for filing charges is 180 days after the

occurrence of the alleged discriminatory act. If the complainant is first required

to file the charge with a state or local agency, the time limit for filing with

EEOC is extended to 300 days.

The Civil Rights Act of 1964 also prohibits retaliation against employees who

have opposed an allegedly illegal employment practice. Anyone who testifies,

assists, or participates in discriminatory proceedings is also protected.

Currently the Equal Employment Opportunity Commission has a backlog of

almost 100,000 complaints.10

Age Discrimination in Employment Act of 1967, as Amended

This act protects individuals over the age of 40 from discrimination by em-

ployers in matters of hiring, job retention, job privileges, and other terms and

conditions of employment.11 Covered under the Age Discrimination in Employ-

ment Act (ADEA) are employers with 20 or more employees for 20 or more

calendar weeks (either in the current or preceding calendar year), unions with

25 or more members, employment agencies, and federal, state, or local govern-

ments.

A 1986 amendment to ADEA prohibits mandatory retirement of most private

sector employees at age 70; however, high-level executives may be retired at

age 65 if they are entitled to immediate, nonforfeitable pensions or deferred

compensation of at least $27,000 annually. A 1978 amendment had previously

eliminated the maximum retirement age of 70 for federal employees.

An exception to the provisions of the act provides that age may be used as a

bona fide occupational qualification in those instances where youth is reasonably

necessary for business operations or safety factors:12 for example, actors and

actresses required for youthful roles, persons employed to advertise or promote

the sale of products designed for youthful consumers, or intercity bus drivers.

Age is also a bona fide occupational qualification if federal statutory or regu-

latory requirements impose a compulsory age limitation. For instance, the Fed-

eral Aviation Agency requires a ceiling of age 60 for commercial airline pilots.

ADEA differs from Title VII in that it provides for trial by jury and there is
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a possible criminal aspect to an age discrimination charge. Trial by jury has

significant implications for employers because jurors may have sympathy for

older persons who have allegedly suffered discrimination. The punitive aspect

means that an employee may receive more than lost wages if discrimination is

proven. (Juries tend to perceive corporations, especially large ones, as deep

pockets and may not hesitate to award large settlements to an aggrieved em-

ployee.)

Rehabilitation Act of 1973, as Amended

This statute covers government contractors, subcontractors, or organizations

receiving federal monies in excess of $2,500.13 Individuals are considered hand-

icapped or disabled if they have a physical or mental impairment that substan-

tially limits one or more major life activities, have a past history of such

impairment, or are perceived by others as having such an impairment. Only

physical or mental impairments are covered by the act. Disadvantages arising

from environmental, cultural, or economic factors are not covered. Clearly pro-

tected, however, are such diseases and conditions as epilepsy, cancer, cardio-

vascular disorders, AIDS, blindness, deafness, mental retardation, emotional

disorders, and dyslexia. Under certain circumstances, alcoholism and narcotics

addiction are also protected.

The Rehabilitation Act is administered by the Office of Federal Contract Com-

pliance Programs (OFCCP), which investigates and attempts to settle (normally

through conciliation where possible, but through litigation if necessary) com-

plaints of discrimination. There is no private right of action under the act; con-

sequently, the complainant must file a complaint with OFCCP within 180 days

of the alleged discriminatory act, at which time OFCCP assumes responsibility

for all further action.

There are two primary levels of the act. All contractors or subcontractors

exceeding the $2,500 base are required to post notices that they agree to take

affirmative action (that is, positive steps over and above normal practices) to

recruit, employ, and promote qualified disabled individuals. If the contract or

subcontract exceeds $50,000, or if the contractor has 50 or more employees, the

employer must prepare a written affirmative action plan for review by OFCCP.

Vietnam Era Veterans Readjustment Assistance Act of 1974

This Act, administered by the Department of Labor, covers disabled and non-

disabled veterans of the Vietnam era.14 It applies only to contractors or subcon-

tractors with federal government contracts of $10,000 or more. Under the

provisions of this statute a contractor is precluded from discriminating against

any employee or applicant for employment because he or she is a disabled or

nondisabled veteran of the Vietnam era. The contractor must take affirmative

action to employ, promote, and avoid discrimination against covered individuals
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in all areas of employment practices. Honorably discharged veterans and other

veterans of the Vietnam era who served more than 180 days on active duty

between August 5, 1964 and May 7, 1975 are covered. Disabled veterans are

defined as those individuals with a compensable disability rated at 30 percent

or more by the Veterans Administration. Also included are those persons whose

discharge or release from active duty was for a disability incurred or aggravated

in the line of duty. In addition, the person must have separated from the military

service within 48 months prior to the alleged violation.

A major provision of the act is that covered organizations must list virtually

all job openings with the local state employment office. Organizations with 50

or more employees who have received contracts for over $50,000 must maintain

an affirmative action program. Because of the affirmative action requirement,

contractors must provide a schedule for review of all physical and mental job

qualifications. This requirement is intended to ensure that all job specifications

are actually job-related.

Pregnancy Discrimination Act of 1978

Passed as an amendment to Title VII of the Civil Rights Act of 1964, as

Amended, the Pregnancy Discrimination Act prohibits discrimination in em-

ployment based on pregnancy, childbirth, or related medical condition such as

an abortion.15 The basic premise of the act is that women affected by pregnancy

or related conditions must be treated the same as other applicants and employees

not so affected who have similar abilities to work. A pregnant woman, or one

affected by a related condition, is therefore protected from being refused a job,

denied a promotion, or fired, merely because she is pregnant, has recently de-

livered, or has had an abortion. An employer generally cannot cause a woman

to take a leave of absence as long as, according to her physician, she is able to

work. Likewise, an employer cannot require a woman who has delivered to

remain off work for a set period of time after delivery. If other employees on

disability leave are entitled to return to their jobs when they are able to work

again, the same right must be granted to women who have been unable to work

because of pregnancy and subsequent delivery.

In the benefits area—health insurance, sick leave, and disability coverage—

the same principle applies. A woman unable to work for pregnancy-related rea-

sons is entitled to disability benefits or sick leave on the same basis as employees

unable to work for other medical reasons. Any health insurance provided must

cover expenses for pregnancy-related conditions on the same basis as expenses

for other medical conditions. However, health insurance for expenses arising

from abortion is not required, except when the life of the mother would be

endangered if the fetus were carried to term, or when medical complications

arise from an abortion.

The net effect of the pregnancy discrimination amendments to Title VII has

been to raise the cost of employee benefit plans and potentially penalize em-
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ployers who have vigorously pursued affirmative action plans to hire more fe-

male employees.

Immigration Reform and Control Act of 1986

Extremely sweeping in scope, this statute applies to every employer (even

those with only one employee) and every employee (full-time, part-time, tem-

porary, or seasonal) in the United States. It was enacted to regulate the increas-

ing flow of illegal immigrants into the United States and to protect legal

immigrants against discrimination.

Employers must require all new hires to complete a Form I–9 and provide

documentation establishing both identity and authorization to work legally in

the United States. The Form I–9 lists the various documents or combination of

documents accepted as proof of identity and work authorization. Documents that

establish both identity and employment eligibility are United States passports,

Certificates of United States Citizenship, Certificates of Naturalization, unexpi-

red foreign passports with attached Employment Authorizations, and Alien Reg-

istration Cards with photographs. Documents used to establish identity only are

a state-issued driver’s license or a state-issued identification card with a pho-

tograph or identifying information, including name, sex, date of birth, height,

weight, and color of eyes; a U.S. Military identification card; or other similar

documents. Documents that establish employment eligibility only are an original

Social Security Number Card; a birth certificate issued by a state, county, or

municipal authority bearing a seal or other certification; and an unexpired Im-

migration and Naturalization Service (INS) Employment Authorization. Any

document establishing identity may be combined with any document establish-

ing employment eligibility to satisfy the Form I–9 requirements. Employers must

retain Form I–9 for three years from the date of the employee’s hiring or one

year after the employee’s termination, whichever is longer.

Failure to comply with the Immigration Reform and Control Act (IRCA)

requirements may result in penalties ranging from a minimum of $100 for failure

to document a worker’s identity and eligibility, to $10,000 for multiple offenses

of hiring illegal aliens. An employer may also be required to rehire and provide

back pay to any worker who is the victim of illegal discrimination. An employer

who is found guilty of consistently hiring illegal aliens is subject to imprison-

ment of up to six months and a $3,000 fine for each worker hired. In a 1989

South Carolina case, the government imposed a record fine of $580,000 against

a pillow manufacturing company, and a federal grand jury indicted its owners

and nine managers on charges of recruiting and hiring 117 illegal aliens. The

maximum sentence for these offenses is 653 years in prison, plus fines of $5.1

million.16

Employers with four to fourteen employees may not discriminate on the basis

of citizenship or national origin. Employers with fifteen employees, as previ-

ously discussed, are already prohibited from national origin discrimination under
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Title VII. However, an employer may give preference to an applicant who is a

U.S. citizen over an alien when the two applicants are equally qualified.

Worker Adjustment and Retraining Notification Act of 1988

This act requires covered employers to give employees, their representatives

(if the employees are unionized), state dislocated worker units, and local gov-

ernment officials a 60-calendar-day notice of plant closings or mass layoffs. The

purpose of the Worker Adjustment and Retraining Notification Act (WARN) is

to provide workers and their families time to adjust to the loss of employment,

obtain other jobs, or enter job retraining programs. An additional purpose is to

allow state agencies that deal with dislocated workers an opportunity to provide

prompt assistance.

An employer is subject to the provisions of this act if it employs 100 or more

employees, excluding part-time workers, or if it employs 100 or more employees

who work aggregate total of at least 4,000 hours per week, excluding overtime.

Under WARN, an employer is defined as a business enterprise, company, firm,

or business consisting of one or more employment sites under common own-

ership or control. Nonprofit organizations are considered employers, but federal,

state, and local governments are not.17

A plant closing is defined as the permanent or temporary shutdown of a single

site of employment, or one or more facilities or operating units within a single

site of employment, if the shutdown results in an employment loss at the single

site of employment during any 30-day period for 50 or more employees, ex-

cluding part-time employees. A mass layoff must meet two conditions for the

act’s notification requirement to apply: it must be a reduction in force that is

not a plant closing, and the reduction must result in an employment loss at a

single employment site that affects at least 50 full-time employees who comprise

at least 33 percent of the full-time work force, or a minimum of 500 full-time

employees.

There are several exceptions to the 60-calendar-day notice requirement. If the

plant closing was caused by a natural disaster, there is obviously no notice

requirement. The closing of a temporary facility, or completion of a project for

which employees were hired with an understanding that their employment was

temporary, requires no advance notification. Problems caused by strikes, lock-

outs, or permanent replacement of economic strikers are not subject to the no-

tification requirement. Nor does the notification requirement apply if the

employer is, reasonably and in good faith, forced to shut down the plant quickly

to obtain needed capital or business or to cope with unanticipated business

circumstances.18

Any employer who does not furnish appropriate notice of a plant closing or

mass layoff is liable, in a civil action, for one day’s back pay for each affected

employee for each day of violation up to 60 days, plus the value of medical
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expenses and other benefits paid directly to affected employees and the value

of all actual payments made to third parties on behalf of affected employees.

Employers are also subject to fines of up to $500 per day payable to the appro-

priate local government if the employer does not continue to pay benefits as

required.19

Employee Polygraph Protection Act of 1988

Once used in American industry as a screening device, the polygraph test was

the subject of a study by the Congressional Office of Technology in 1983. In

this study, the office found scientific evidence to indicate that the polygraph was

not valid for employment screening purposes. Its accuracy rates were estimated

to range from 50 percent to 90 percent.20 Moreover, the results of polygraph

tests have never been allowed in courtrooms as evidence of guilt or innocence—

which casts further doubt on their efficacy as valid and reliable tests.

A polygraph measures three physiological indicators: rate and depth of res-

piration, cardiovascular activity, and perspiration. Inaccuracies in polygraph re-

sults, including a number of false positives, led to passage of the Employee

Polygraph Protection Act of 1988, thus effectively putting an end to polygraph

use as a selection device and greatly restricting its use for other employment

functions.21

The act precludes an employer from (1) directly or indirectly suggesting,

requesting, or causing an employee to submit to a polygraph or any other similar

test; (2) using, accepting, referring to, or inquiring about the results of any

polygraph test of any job applicant or current employee; or (3) discharging,

disciplining, discriminating against, denying employment or promotion to, or

threatening to take adverse action against any current employee or job applicant

who refuses to take a polygraph test, or who fails such a test.22

Certain employers are exempt from these regulations: private employers

whose primary business is to provide security services; employers involved in

the manufacture, distribution, or dispensing of controlled substances; and fed-

eral, state, and local governments.23 Polygraph tests may also be administered

to current employees in private industry under the following conditions: the test

is given in conjunction with an ongoing investigation of an economic loss, the

employee had access to the property in question, the employer has reasonable

suspicion that the employee was involved, and the employee is provided with

a statement of the economic loss and the basis for the employer’s suspicion.

The results of the test may be used to discharge an employee only if the em-

ployer has additional evidence of the employee’s guilt.24

Violations of the Polygraph Act are subject to fines as high as $10,000 per

violation. The employee must be reinstated, promoted (if applicable), and given

back pay and benefits. The act is administered by the Department of Labor

through its Wage and Hour Division.
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Americans with Disabilities Act of 1990

The Americans with Disabilities Act (ADA) became effective in July 1992

and originally covered employers with 25 or more employees. Since 1994, like

Title VII, it has applied to employers with 15 or more employees. It is estimated

that 43 million Americans are protected by this act.

The act defines as disabilities (1) a physical or mental impairment that sub-

stantially limits one or more of the major life activities of an individual, such

as walking, talking, seeing, hearing, or learning; (2) a record of such an im-

pairment; or (3) an assumption by the employer that the individual has such a

disability.

Various obligations are imposed on employers under this legislation: (1) em-

ployers cannot deny an individual a job if the individual is qualified and can

perform the essential functions of the job, with or without reasonable accom-

modation; (2) the employer must make reasonable accommodation for a quali-

fied individual to perform the job, unless this would result in undue hardship

for the employer; (3) employers are not required to lower performance standards

to accommodate an individual if the standards are job-related and uniformly

applied to all employees; (4) selection criteria that screen out or tend to screen

out applicants on the basis of disability must be job-related and consistent with

business necessity; (5) tests or procedures used to evaluate qualifications must

reflect skills and abilities rather than impairments in sensory, manual, or speak-

ing skills, unless these skills are job-related; (6) pre-employment physicals after

a conditional offer of employment is extended are permissible only if all em-

ployees must have them; (7) medical information on employees must be kept

separate from other personal information; and (8) employers cannot make in-

quiries about an applicant’s past workers compensation claims or disabilities.

Employers may continue to use pre-employment and random drug and alcohol

tests, inasmuch as these tests are not considered to be medical examinations.

Rehabilitated drug and alcohol abusers are protected. Current drug abusers are

not and may be terminated. Alcoholics, however, are protected and must be

given the choice of seeking treatment or facing termination.

One of the big impacts of ADA on the human resource function has been in

job analysis and job descriptions. Employers must carefully analyze jobs to

ascertain essential job and marginal job functions and clearly indicate these items

on job descriptions.

Civil Rights Act of 1991

During its 1988–1989 term, the Supreme Court rendered six employment

discrimination decisions of such magnitude that a Congressional response was

provoked.25 The result was passage of the Civil Rights Act of 1991, a statute

some have described as ‘‘the most sweeping amendment to employment dis-

crimination regulation since Title VII.’’26 The House of Representatives report
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accompanying the bill identified two primary purposes of the Act: (1) ‘‘to re-

spond to recent Supreme Court decisions by restoring the civil rights protections

that were dramatically limited by those decisions,’’ and (2) ‘‘to strengthen ex-

isting protections and remedies available under federal civil rights laws to pro-

vide more effective deterrence and adequate compensation for victims of

discrimination.’’

The Act amended five statutes: (1) the Civil Rights Act of 1866; (2) Title VII

of the Civil Rights Act of 1964, as Amended; (3) the Age Discrimination in

Employment Act of 1967, as Amended; (4) the Rehabilitation Act of 1973; and

(5) the Americans with Disabilities Act of 1990. The key provisions of the act

are described below.

Monetary Damages and Jury Trials. Individuals who feel themselves to be

victims of intentional discrimination predicated on race, gender (including sexual

harassment), religion, or disability can seek compensatory damages for pain and

suffering and punitive damages as well. These damages are available only from

private sector employers and are not applicable to adverse impact cases. (See

Chapter 4 for a discussion of adverse impact.) Alleged victims of intentional

discrimination have the right to demand a jury trial. The damages that can be

awarded depend upon the size of the employer’s workforce and range from

$50,000 for employers with 15 to 100 employees to $300,000 for employers

with 500 or more employees.

Adverse Impact. In an adverse impact case (i.e., one affecting a group or class

of people), the plaintiff must identify a specific employment practice as the cause

of discrimination. If the employee is successful, the burden of proof then shifts

to the employer who must ‘‘demonstrate that the challenged practice is job

related for the position in question and consistent with business necessity.’’

Protection in Foreign Countries. The act amends Title VII and the Age Dis-

crimination Act by extending protection from employment discrimination to

U.S. citizens working in a foreign facility owned or controlled by a U.S. com-

pany. The employer is not required to comply with U.S. discrimination laws,

however, if to do so would violate the law of the host country.

Racial Harassment or Other Post-hiring Conduct. The Civil Rights Act of

1866 was amended to broaden the term ‘‘make and enforce contracts’’ to en-

compass not only the making, performance, modification, and termination of

contracts but also the enjoyment of all benefits, privileges, terms, and conditions

of the contractual relationship.

Challenges to Consent Decrees. Challenges to consent decrees or other orders

by individuals who had notice of the proposed judgment, a reasonable oppor-

tunity to present objections, and whose interests were adequately represented

and protected by another party who challenged the decree on the same grounds

are barred. In other words, non-parties to the original suit cannot mount a legal

challenge to previously decided enforcement actions.

Mixed Motive Cases. Under the Civil Rights Act of 1991, a finding of dis-

crimination is not negated even though the employer demonstrates that the same



32 Staffing the Contemporary Organization

decision would have been reached without the influence of the discriminatory

factor. However, in these cases, the court may not assess damages or require

rehiring, reinstatement, or promotion of the plaintiff.

Seniority Systems. Under the act, seniority systems that intentionally discrim-

inate can be challenged within 180 days at any of three points: (1) when the

system is adopted, (2) when a protected class member becomes subject to the

system, or (3) when a person is actually injured by the system.

Race Norming. The act makes it unlawful ‘‘to adjust the scores of, use dif-

ferent cutoff scores for, or otherwise alter the results of employment-related tests

on the basis of race, color, religion, sex, or national origin.’’

Expert Witness Fees. Expert witness fees are recoverable, along with attor-

neys’ fees, under Title VII and are not considered separate elements of litigation

expenses.

Protection of U.S. Senate Employees and Appointed Officials. The act extends

employment discrimination protection to protected class employees of the U.S.

Senate, political appointees of the President, and staff members employed by

elected officials at the state level.

Glass Ceiling Commission. The Civil Rights Act of 1991 established a Glass

Ceiling Commission and charged it with the responsibility of investigating the

barriers to advancement of women and minorities in the workplace and making

recommendations for the purpose of eliminating those barriers.

The Family and Medical Leave Act of 1993

The Family and Medical Leave Act (FMLA) was the first piece of legislation

signed by President Clinton after taking office. Congress had twice passed sim-

ilar legislation, which President Bush had on each occasion vetoed it.

To be eligible for leave under FMLA, an employee must have been on the

job for at least one year and have worked a minimum of 1,250 hours during

the preceding twelve-month period. A company may exempt from FMLA cov-

erage the top 10 percent of its highest paid employees. The act guarantees up

to twelve weeks of unpaid leave per year for birth or adoption of a child; caring

for an ill child, spouse, or parent; or the employee’s own serious health con-

dition. Where practical, employees must give the employer a 30-day notice of

intent to take leave. Employers may require that covered employees use vacation

and sick leave first, before the period of unpaid leave begins, provided that

vacation and sick leave are compensated at normal company rates. Employers

must maintain health insurance benefits during the leave period. Additionally,

employees are guaranteed the right to return to the same or a comparable job.

Employers can require workers to provide medical certification of serious in-

juries as well as a second medical opinion.

There are four methods of determining the twelve-month period during which

FMLA leave may be taken: any calendar year, any fixed-month leave year, such

as a fiscal year; the twelve-month period as measured by the employee’s first
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FMLA leave; or a rolling twelve-month period measured backward from the

date an employee uses any FMLA leave. The calculation method selected must

be applied consistently and uniformly to all covered employees.

FMLA applies to private sector firms that employ 50 or more workers, in-

cluding part-time workers, within a 75-mile radius (i.e., the employees do not

all have to work at the same job site for an employer to be covered). Public

sector employers, as well as the federal government, are also covered.

It is estimated that only 5 percent of U.S. employers are affected by FMLA.

Approximately 40 percent of all employees are covered.27

As the foregoing review has indicated, the field of human resource manage-

ment has become quite legalistic. Consequently, a general awareness of the

statutory framework is imperative for human resource personnel—especially

staffing specialists—to avoid illegal employment practices.

EXECUTIVE ORDERS

An executive order is a directive issued by the President of the United States,

without legislative authority, stipulating the terms and conditions under which

the federal government will do business with private sector employers or reg-

ulating the employment practices of the government itself. Executive orders

cover only private employers who do business with the government and have

thus entered into a contract whereby they agree, as a condition of the contract,

to abide by the terms and conditions set forth by the government.

The executive order that has had the most significant impact on employment

practices of firms doing business with the federal government is Executive Order

11246 as amended by Executive Order 11375.

Executive Order 11246, as Amended by Executive Order 11375

Executive Order 11246 was signed by President Lyndon Johnson on Septem-

ber 24, 1965.28 This Executive Order made it the policy of the government to

provide equal opportunity in federal employment for all qualified persons. Dis-

crimination in employment because of race, creed, color, or national origin was

prohibited. The order also required the promotion of equal employment oppor-

tunity in the federal sector through a positive, continuing program of affirmative

action in each executive department and governmental agency. The policy of

equal opportunity applies to every aspect of federal employment policy, pro-

cedure, and practice. The Secretary of Labor established the Office of Federal

Contract Compliance Programs (OFCCP) and gave it the power and responsi-

bility for administering and enforcing Executive Order 11246.29

A major provision of Executive Order 11246 requires that all executive de-

partments or agencies that issue contracts to employers, or that administer a

program involving federal financial assistance to employers, must make certain

those employers adhere to a policy of nondiscrimination in employment as a
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condition for the approval of a contract, grant, loan, insurance, or guarantee.

The ‘‘equal opportunity clause’’ in the contract or grant stipulates that the em-

ployer (1) will not discriminate against any applicant or employee because of

race, creed, color, or national origin; (2) will take affirmative action to increase

the number of minorities or protected classes in the employer’s work force; (3)

agrees to follow the rules, regulations, and requirements set forth by Executive

Order 11246; (4) will furnish all information that may be required; (5) will state

its policy of nondiscrimination in employment advertisements; (6) will notify

any union with which it has a labor agreement of its policy of nondiscrimination

and its intention to follow the requirements of the order; and (7) will include

an equal opportunity clause in each subcontract that it issues.

Employment practices covered by this regulation include recruitment, em-

ployment advertising, selections, promotions, demotions, transfers, layoffs, ter-

minations, rates of pay and other compensation, and selection for training,

including apprenticeship programs. Employers are also required to post notices

in conspicuous places, such as employee bulletin boards, describing their non-

discriminatory policies.

In the event of noncompliance, contracts can be canceled, terminated, or sus-

pended in whole or part, and the contractor may be declared ineligible for further

government contracts.

In 1968, Executive Order 11246 was amended by Executive Order 11375.

The word ‘‘creed’’ was changed to ‘‘religion,’’ and sex discrimination was

added to the other prohibited forms of discrimination.

All first- or second-tier government contractors with contracts in excess of

$10,000 are covered under this regulation. Contractors with contracts of $50,000

or more must also file EEO–1 reports (to be discussed in chapter 4) and develop

a written affirmative action plan. These affirmative action requirements are not

established by the Executive Order itself, but by OFCCP regulations. Contrac-

tors having contracts of $1 million or more must meet all of the previous stip-

ulations and undergo an on-site pre-award compliance review.

The OFCCP has set forth regulations that apply to both federal contractors

and subcontractors. Under Executive Order 12086, issued by President Carter

in 1978, OFCCP has the responsibility for conducting equal employment op-

portunity compliance reviews for contracts issued by the Department of Defense,

the General Services Administration, Housing and Urban Development, the De-

partment of Transportation, the Department of the Interior, the Environmental

Protection Agency, the Treasury Department, the Department of Commerce, and

the Small Business Administration. When there is reason to believe that a con-

tractor has violated the equal opportunity clause in a contract, the director is

empowered to institute proceedings to correct the violation. The contractor must

be given a full hearing in front of an administrative law judge before OFCCP

can impose any sanctions. As previously stated, OFCCP can cancel or suspend

contracts for failure to comply with equal opportunity requirements. OFCCP
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also has the power to prohibit federal agencies from entering into new contracts

with contractors who have been declared ineligible.

COMMON LAW TORTS

Today’s aggrieved employees are increasingly turning to common law torts

as a vehicle for redress of their complaints against employers. When the first

edition of this text was published in 1988, tort causes of action in employment

cases were not typical: most suits were filed under federal or state statutes.

Currently common law employment tort cases are no longer unusual. Conse-

quently, human resource professionals must become familiar with yet another

facet of the complex, rapidly changing environment of employment law. Com-

mon law originated in England and was later applied in the United States. It is

based on judicial precedents rather than legislative statutes. Common law is

derived from ‘‘comprehensive principles based on justice, reason, and common

sense [rather than] absolute, fixed, and inflexible rules.’’30 The principles of

common law ‘‘have been determined by the social needs of the community and

have changed [as] conditions, interests, relations, and usages’’ have altered in

society.31 Common law is dynamic and subject to modification as the expecta-

tions of society expand. Thus, it is an area of employment law that is expected

to be used more widely in the future.

A tort is defined as a non-contractual

private or civil wrong or injury resulting from a breach of a legal duty that exists by

virtue of society’s expectations regarding interpersonal conduct. . . . The essential ele-

ments of a tort are . . . a legal duty owed by a defendant to a plaintiff, breach of that

duty, and a causal relation between defendant’s conduct and the resulting damage to

plaintiff.32

As applied in employment situations, a tort is a private or civil wrong inflicted

by an employer on an employee as a result of a breach of societally imposed

obligations owed by the employer to the employee.

Employment torts are of particular concern to human resource managers be-

cause not only the organization but also individual managers may be held liable

for compensatory, consequential (i.e., damages caused by an injury but not nec-

essarily a result of the injury), and punitive damages.

Types of Employment Torts

There are a number of employment torts frequently used as causes of action

by aggrieved employees. Some of the more commonplace are assault, battery,



36 Staffing the Contemporary Organization

false imprisonment, invasion of privacy, defamation, negligence, and intentional

infliction of emotional distress.

Assault. Assault is defined as ‘‘an attempt or threat, with unlawful force, to

inflict bodily injury upon another accompanied by the apparent present ability

to give effect to the attempt if not prevented.’’33 Even a threat intended as a

joke may be considered an assault if the victim is placed in reasonable fear. For

example, if a supervisor pulls back a fist and says to an employee, ‘‘I’m going

to knock some sense into you,’’ the supervisor has committed an assault if the

employee perceives the gesture as a threat accompanied by an ability to carry

it out and experiences reasonable fear of harm. In instances of sexual harass-

ment, gestures and statements may be construed as assault.

No actual touching or physical injury is needed to establish an assault. Le-

gally, an assault may be both a civil and a criminal offense.

Battery. This tortious act is defined as the touching of another person, will-

fully or in anger, against his or her wishes. Battery also extends to ‘‘anything

so closely attached that it is customarily regarded as part’’ of the person34 (e.g.,

the person’s clothing, the person’s automobile, or the person’s desk). Offensive,

but harmless, touching may entitle the person touched to nominal damages. A

manager who slams an item down on an employee’s desk, or who purposely

knocks an item off that desk, may be committing battery. As in assault, battery

is both a criminal and a civil offense.

False Imprisonment. False imprisonment occurs when a person is intention-

ally and unjustifiably detained. Mere obstruction, stopping a person, or locking

a person out of his or her office is not sufficient to constitute false imprisonment.

The restraint must be so total that it amounts to imprisonment; however, the

duration of such restraint may be of any appreciable period of time. The use of

physical force is not required to establish a cause of action. If the victim rea-

sonably believes that he or she has been restrained against his or her will, a

cause of action has occurred. No actual damages have to be proved in a false

imprisonment case.

Invasion of Privacy. Although the U.S. Constitution does not specifically

guarantee the right to privacy,35 tort law protects an individual’s private concerns

against wrongful intrusion by other individuals or the government. Unwarranted

exploitation of personal information, or publicity that causes mental suffering

or humiliation, is actionable under tort law. In general, employers are entitled

to intrude on an applicant’s or employee’s ‘‘personal life no more than is nec-

essary for legitimate business interests.’’36 Areas in which employers may find

themselves violating an employee’s privacy include credit reports, drug tests,

medical records, off-the-job behavior, and unreasonable searches of lockers.

Defamation. The publication of anything injurious to a person’s reputation or

good name or anything that tends to bring a person into disrepute constitutes

defamation. A defamation in writing is a libel; a defamation delivered orally is

a slander. While technically ‘‘there is no legal cause of action called defama-

tion,’’37 libel and slander as actual causes of action are based on defamation.
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Although establishing ‘‘a prima facie case of defamation requires a false state-

ment, even a vague statement that casts doubt on the reputation of an individual

by inference can cause difficulties for an employer if it cannot be substanti-

ated.’’38 Furnishing references is the primary area where employers are at risk

for violations of this type. Self-compelled disclosure is another form of defa-

mation that has been more frequently invoked in the past few years. When an

employee is given a false or defamatory reason for his or her termination and

is subsequently required to reveal this reason to prospective employers, defa-

mation is deemed to have occurred.

Negligence. Negligence is the ‘‘failure to exercise that degree of care which

a person of ordinary prudence would exercise under the same circumstances.’’39

In other words, negligence is conduct that does not provide for the proper pro-

tection of others against reasonable risk of harm.

Of particular importance to human resource professionals are the five forms

of negligence that have been used as causes of action in cases involving staffing

activities: negligent hiring, negligent retention, negligent training, negligent su-

pervision, and negligent referencing.

An employer has a continuous and nondelegatable duty to furnish an adequate

force of competent workers for performing the duties of the workplace with

relative safety. If an employer hires an individual who is incompetent or unfit

for the position for which he or she was hired and thereby poses a potential risk

of injury to other workers, other employers, customers, or vendors, the employer

runs the risk of a negligent hiring claim. Staffing specialists must exercise due

diligence in checking the references and backgrounds of all prospective em-

ployees. In the absence of due diligence or reasonable care in hiring, an em-

ployer may be open to claims of negligence.

Another possible negligence claim is negligent retention: the failure to ter-

minate an employee once it has come to light that the person poses a risk to

others. For example, a taxicab company that knowingly retains a cab driver

previously convicted of sexual assault may be liable for negligent retention

because the company failed to assume its obligation to transfer, retrain, reassign,

reschedule, or discharge an employee who in his present position posed a po-

tential danger to others.

Negligent training may arise in situations in which an employer has provided

insufficient training to enable an employee to safely perform job duties without

posing a risk to others. Assume that an employee is given 2 hours of training

in how to operate a piece of heavy equipment and the normally prescribed

training period is 40 hours. Further assume that in using the equipment the

employee injures a fellow employee. The employer may be held liable for neg-

ligent training because the employer had reason to believe that the shortened

training period was insufficient and that injuries could occur if an operator was

improperly trained.

Negligent supervision may occur when supervisors fail to provide reasonable

care and protection for employees. In one particular case, a supervisor failed to
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take steps to prevent ‘‘a vicious case of racial harassment’’ by co-workers of a

minority employee. He was held liable because he knew or should have known

about the harassment and did not take steps to end it.

Negligent referencing involves the giving of false or misleading information

about a former employee when the former employer knew that the information

was incorrect and that, if hired by another employer, the former employee would

pose a danger to others in the new workplace. For example, if the referencing

company fails to reveal that the previous employee has a history of violence,

including violence on the premises of the past employer, the company providing

the information may be held liable for negligent referencing inasmuch as it knew

that it was withholding important information and thereby putting others at risk.

Intentional Infliction of Emotional Distress. This common law tort involves

intentional conduct on the part of the employer that is so ‘‘extreme and outra-

geous’’ as to cause the employee emotional distress. In one case, an employer

and an individual supervisor were held liable for intentional infliction of emo-

tional distress after describing an employee’s sales meetings as ‘‘cult-like’’ and

‘‘satanic.’’ An employer exercising its legal right to take action against an em-

ployee—such as in a discipline or termination situation—does not intentionally

inflict emotional distress even though the employer knows that its actions will

cause emotional harm. In other words, an employer’s conduct must be patently

egregious for its actions to constitute an intentional infliction of emotional dis-

tress.

STATE AND LOCAL LAWS

In addition to federal legislation, administrative regulations, and common law

torts governing staffing practices, there are numerous state and local laws that

affect human resource management.40 Some states, such as Michigan, Wiscon-

sin, Illinois, New York, and California, frequently serve as trendsetters, passing

state statutes on employment rights well before Congress enacts similar federal

legislation. At times, state legislation is even more stringent than federal legis-

lation. For example, in New York the protected age group is eighteen years of

age and older, and an employer cannot discriminate against anyone in that group

on the basis of age. Age-based retirement is illegal except in a few occupations.

In California there is no top limit on age. However, in the majority of instances,

federal legislation sets the pattern for subsequent state statutes.

A number of states and even some cities have passed fair employment practice

laws that prohibit discrimination on the basis of race, color, religion, sex, or

national origin. Some cities, such as San Francisco, have ordinances that protect

individuals from sexual-orientation discrimination. Several states also have an-

tidiscrimination laws protecting the disabled. When federal legislation conflicts

with state or local fair employment practices regulations, the law that most

favors the employee or the protected class of employees will be followed. In

the majority of cases, federal statutes are followed.



Staffing Legislation and Regulation 39

Because state and local laws vary greatly, it is outside the scope of this book

to attempt to examine or compare them. It is important, though, that human

resource personnel (and staffing specialists in particular) familiarize themselves

with the numerous state and local regulations covering employment practices in

the jurisdictions where their companies do business. Failure to do so may make

an already complicated legal environment even more difficult to contend with.

Several commercial loose-leaf reference services, such as Clark Boardman Cal-

laghan’s Employment Coordinator, discuss state regulations in detail. Some of

these reference works are also available on CD-ROM.

SUMMARY

This chapter has dealt with a number of federal laws and regulations that are

often confusing. To alleviate some of this confusion and to help the human

resource professional sift through the complexity involved, Table 2.1 presents

a capsule summary of the federal legislation and executive orders that have been

discussed. This table shows the major provisions of each regulation, who is

covered by each regulation, and the federal agency responsible for enforcement.
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Significant Federal Court

Decisions

Because law is dynamic and changes as the courts interpret, reinterpret, and

apply it in various cases, human resource practitioners must know much more

than just the letter of the law as expressed in employment statutes. They must

also understand the spirit of the law as defined by the courts. Interpretation of

the law is revised continuously as court decisions are rendered, even though the

statutes in question may not have been altered by further legislative action.

Consequently, it is imperative for human resource professionals to understand

how the courts have applied and interpreted the law in previous situations. Thus,

it is appropriate to review some of the more significant federal court decisions

and indicate the requirements imposed by these decisions. We will first examine

decisions handed down by the Supreme Court and then consider those rendered

by the various federal circuit courts.

SUPREME COURT DECISIONS

As the final interpreter of the law, the Supreme Court decides how federal

statutes will be applied. Decisions rendered by the Court become, in effect, the

law of the land and are binding on all entities in the country. It is vitally im-

portant, therefore, to understand how the Court has ruled on the application of

federal statutes relative to staffing. A review of several major cases will illustrate

the Court’s interpretation of what it sees as the spirit of the law in employment

situations.

Griggs v. Duke Power Company

Decided by the Supreme Court in March 1971, Griggs is the landmark case

in human resource management and has had the most far-reaching impact on
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employment practices of any case decided by the Court. At issue was the ques-

tion of whether Duke Power Company could use a high school diploma and a

passing score on a standardized intelligence test as bona fide requirements for

employment or promotion. The plaintiff was able to demonstrate that, in the

relevant labor market for the company, 34 percent of white males had a high

school diploma, as opposed to only 12 percent of black males. The plaintiff was

also able to establish that there were people who were successfully performing

the job in question who did not have a high school diploma. Additionally, the

plaintiff was able to prove that there was no demonstrable relationship between

test scores and job performance.

As it often does, the Court used Griggs to broadly interpret existing laws and

specify legal principles.1 The decision affirmed the following points:

• It is not necessary to prove that an employer intended to discriminate in order to

substantiate the existence of discrimination. The result of an employment practice, and

not the employer’s intention, is sufficient to establish the existence of discrimination.

• Employment practices that appear neutral on the surface, or that appear neutral in intent,

are illegal if their effect on protected classes is unequal.

• Tests or other employment practices must be eliminated if they discriminate on the

basis of race or any other protected classification.

• Tests or other measuring devices can be used only when they can be shown to have a

demonstrable relationship to actual job performance.

• It is the responsibility of the employer to show that tests are job-related.

The immediate impact of the Griggs decision was felt in the area of pre-

employment testing. Many employers abandoned the use of tests altogether;

others retained industrial psychologists or psychometrists to establish a statistical

relationship between employment tests and actual job performance. Concomi-

tantly, employers began to examine other pre-employment practices that had a

tendency to eliminate higher percentages of minorities and women than of white

males from hiring consideration.

Overlooked to a great extent in the immediate concern with pre-employment

practices was the fact that the Court had laid down requirements for all em-

ployment practices. Any employment practice, as clarified in later Court

decisions, must meet job-relatedness and nondiscriminatory standards.

Phillips v. Martin Marietta Corporation

In another 1971 decision, the Court ruled that Martin Marietta had discrimi-

nated against a female because she had young children. This was the first de-

cision involving the issue of sex-plus discrimination (i.e., discrimination on the

basis of sex due to a subset of gender).

The company had a rule of not hiring women with school-age children; no
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such rule was imposed on males. The company argued that it did not preclude

all women from job consideration; in fact, the company’s work force was 75

percent female. Martin Marietta contended that the rule was a business necessity

because women with school-age children were likely to be absent more fre-

quently than those without children.

The Court rejected the company’s argument and ruled that an employer cannot

have one hiring policy for women and another for men. The major implications

of this decision are that hiring standards must be uniform for both sexes and

that an employer cannot use a subset of sex (such as having children) unless it

is applied equally to both men and women.

Espinoza v. Farah Manufacturing Company

In 1973 the Court ruled that Title VII does not prohibit discrimination on the

basis of lack of citizenship. The Equal Employment Opportunity Commission

had previously said that it was discriminatory to refuse to hire anyone who was

a noncitizen since this selection standard was likely to have an adverse impact

on individuals of foreign national origin. Inasmuch as 92 percent of the em-

ployees at the Farah facility in question were Mexican Americans or native

Mexicans who had become American citizens, the Court held that the company

had not discriminated on the basis of national origin when it refused to hire an

Hispanic who was not a U.S. citizen.

Albermarle Paper Company v. Moody

In this 1975 case, the Court reaffirmed its position on the use of employment

tests by ruling that

• Any test used in selection or promotion must be validated if its use has been shown

to discriminate against a protected class.

• The burden of proof for demonstrating that a test is valid rests entirely upon the em-

ployer.

• Any selection device used by an employer must be shown to measure what it actually

alleges to measure.

• Performance appraisals that do not have a job-related content base have a built-in bias.

• A job analysis conducted by an employer is admissible as evidence that the employer

has made an attempt to validate selection and promotion tests.

• Performance appraisals by supervisors that are based on vague and inadequate standards

of job-relatedness are open to subjective interpretations and do not meet the guidelines

for test validity.

The decision in this case makes it clear that (1) tests must be job-related, (2)

performance appraisal is an employment test, and the system of appraisal used
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must be validated in terms of actual job content, (3) the employer must sub-

stantiate the job-relatedness of any test, and (4) job analysis can be used as

evidence to show that performance appraisal, or any other test, measures what

it actually purports to measure.2

Washington v. Davis

In 1970 two black police officers in the District of Columbia filed suit alleging

that the promotion policies of the District’s police department were racially

discriminatory. To be accepted by the department and enter an intensive sev-

enteen-week training program, a police recruit was required to satisfy certain

physical and character standards, to be a high school graduate or the equivalent,

and to receive a grade of at least 40 on Test 21, an examination developed by

the Civil Service Commission and widely used throughout the federal service.3

The validity of Test 21, designed to measure verbal ability, vocabulary, read-

ing, and comprehension, was the issue in question. However, the district court

noted that, since August 1969, 44 percent of new police recruits had been black.

This percentage represented the proportion of blacks on the police force and

was roughly equivalent to the percentage of 20- to 29-year-old blacks in the

population residing in the department’s 50-mile recruiting radius. The district

court rejected the contention that Test 21 was culturally biased to favor whites

over blacks. It found the test to be reasonable and directly related to the re-

quirements of the police recruit training program and that it was neither designed

nor used to discriminate against blacks. The test sampled material that recruits

would be exposed to in the training program. Moreover, a positive relationship

was found to exist between success in the training program and success on the

job. However, blacks and women failed the test at a much higher rate than white

males.

The court of appeals overturned the district court ruling and held that lack of

discriminatory intent was irrelevant because four times as many blacks than

whites failed the test—a disproportionate impact that demonstrated the existence

of discrimination.

In 1976 the Supreme Court reversed the decision of the court of appeals and

upheld the decision of the district court. It ruled that there was no indication

that the test was racially biased, or that it had been used for the purpose of

excluding blacks from the police force. A major conclusion in this case is that

if a test is specifically job-related and racially neutral, it may be used as a

selection device even though it has a disproportionate impact on protected clas-

ses.

Dothard v. Rawlingson

In this 1977 case the Court addressed minimum height and weight require-

ments. Rawlingson, a 22-year-old female college graduate whose major course
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of study had been correctional psychology, was denied employment as a cor-

rectional counselor trainee because she failed to meet the state of Alabama’s

minimum weight requirement of 120 pounds for the position of correctional

counselor. The Court held that minimum height and weight requirements have

a discriminatory impact on females where there is no evidence to attest to the

necessity of these requirements for satisfactory job performance.

Regents of the University of California v. Bakke

This highly publicized 1978 case was the first Supreme Court case to address

the issue of reverse discrimination.4

The medical school at the University of California at Davis had an admissions

program wherein a minimum number of places in the first year medical class

were reserved for racial minorities. Allen Bakke, a white male, was denied

admission to the medical school even though he scored higher on the admission

criteria than some minority group members who were admitted. Bakke filed suit

in state court charging that he had been discriminated against because of his

race. In 1976, ruling in Bakke’s favor and issuing a decree requiring his ad-

mission to the medical school, the California Supreme Court held that a pref-

erential selection program was unconstitutional. The U.S. Supreme Court, acting

on a request from the regents of the University of California, agreed to review

the state court’s decision.

The Court reached its decision on June 28, 1978. In a 5-to-4 decision, the

university was ordered to admit Bakke to medical school. He subsequently re-

ceived his degree in 1982.

Although deciding in Bakke’s favor, the Court failed to clarify or settle the

issue of reverse discrimination. On the question of whether or not the racial

quota system at the university was acceptable in deciding who should be ad-

mitted, four of the Justices said yes. On the question of whether or not an

applicant’s race can ever be considered in admission decisions, five of the

Justices said yes. Apparently, affirmative action programs that require govern-

ment contractors covered by Executive Order 11246 to utilize racial hiring goals

and timetables to correct the past effects of discriminatory practices are accept-

able, but individual decisions to discriminate against specific white applicants

to remedy past effects of employment practices are not. Rather than saying that

no consideration of race is acceptable in hiring or admission programs, the Court

seemed to suggest that race may be taken into consideration as a factor as long

as it is not the sole factor in making a selection decision.

Weber v. Kaiser Aluminum Corporation

In 1974 the United Steelworkers of America and Kaiser Aluminum and

Chemical Corporation entered into a master collective bargaining agreement

covering the terms and conditions of employment at fifteen Kaiser plants. The
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agreement contained an affirmative action plan designed to eliminate racial im-

balances in Kaiser’s almost exclusively white craft work force. Hiring goals for

black craft workers were set at each Kaiser plant. The hiring goals were equal

to the percentages of blacks in each of the respective labor markets for the fifteen

plants. To enable the plants to meet these goals, on-the-job training programs

were initiated to train unskilled production workers, both black and white, in

the skills needed to become craft workers. The plan agreed to reserve 50 percent

of the openings in these newly created in-plant training programs for blacks.

In 1974 only 1.83 percent of the skilled craft workers at the Gramercy, Lou-

isiana, plant were black, although the work force in the local labor market was

approximately 39 percent black. Thirteen craft trainees were selected from Gra-

mercy’s production work force for the new training program—seven blacks and

six whites. The most junior black selected for the program had less seniority

than several of the white workers whose bids for admission were rejected. Brian

Weber, one of the rejected white workers, subsequently filed a class action suit

alleging that Kaiser and the United Steelworkers had discriminated against him

and other white workers.

Although the lower courts agreed with Weber’s allegation of discrimination,

the Supreme Court did not and reversed the rulings of the lower courts. In

reaching its decision, the Court relied heavily upon what it considered to be the

underlying intent or spirit of Title VII—the opening of job opportunities for

blacks. The Court recognized that, while there was no history of discrimination

against blacks at the company, there was a serious underutilization of blacks in

the craft work force. Also, the plan had been voluntarily entered into by Kaiser

and the United Steelworkers and did not, per se, create a bar to employment or

advancement of white workers. Moreover, the plan was temporary in nature and

would terminate when the percentage of black workers in the crafts equalled

the percentage of blacks in the labor market. Under these conditions, the Court

felt that there was no violation of Title VII.5

American Tobacco Company v. Patterson

This 1982 decision allows seniority and promotion systems established under

Title VII to stand even if they unintentionally affect minority workers adversely.

Under Griggs a prima facie violation of Title VII may be established by policies

or practices that are neutral on their face and neutral in intent but that never-

theless discriminate against a particular protected class. A seniority system

would fall under the Griggs rationale were it not for Section 703(h) of the Civil

Rights Act of 1964. That section provides that

Notwithstanding any other provision of this subchapter, it shall not be an unlawful em-

ployment practice for an employer to apply different standards of compensation, or dif-

ferent terms, conditions, or privileges of employment pursuant to a bona fide seniority

or merit system . . . provided that such differences are not the result of an intention to
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discriminate because of race, color, religion, sex, or national origin, nor shall it be an

unlawful employment practice for an employer to give and to act upon the results of any

professionally developed ability test provided that such test, its administration or action

upon the results is not designed, intended, or used to discriminate because of race, color,

religion, sex, or national origin.

Thus, the Court ruled that a bona fide seniority system adopted after Title

VII may stand even though it has a discriminatory impact. The Supreme Court

has generally taken a hands off position where bona fide labor agreements be-

tween company and union are involved as long as the agreement does not intend

to discriminate.

County of Washington v. Gunther

At issue in this case was the question of whether or not employees who fail

to satisfy the ‘‘equal pay for equal work’’ standard of the Equal Pay Act are

precluded from pursuing action under Title VII on a claim of sex-based pay

discrimination.

A group of women who were employed as guards in the female section of

Washington County Jail in Oregon filed suit for back pay and other relief claim-

ing, among other things, that they had been paid lower wages than male guards

in the male section of the jail and that part of this differential was attributable

to intentional sex discrimination. Based on the county’s own wage and salary

survey, male guards were compensated at a rate of 100 percent of the evaluated

worth of their jobs. Female guards were compensated at a rate of 70 percent of

the evaluated worth of their jobs even though the county had previously deter-

mined that their jobs should be compensated at a rate of 95 percent of their

evaluated worth. The district court rejected the female guards’ claim, ruling that

a sex-based wage discrimination charge cannot be brought under Title VII unless

it satisfies the ‘‘equal pay for equal work’’ standard of the Equal Pay Act. ‘‘The

District Court found that male guards supervised more than ten times as many

prisoners per guard as did the female guards, and that females devoted much of

their time to less valuable clerical duties.’’ Since ‘‘equal pay for equal work’’

was not in question because the jobs were unequal, the female guards’ claims

were rejected.

The 9th Circuit Court of Appeals reversed the decision, holding that persons

alleging sex discrimination ‘‘are not precluded from suing under Title VII to

protest . . . discriminatory compensation practices’’ simply because their jobs

were not equal to higher paying jobs held by members of the opposite sex.

The Supreme Court ruled on June 8, 1981 in 5-to-4 decision that ‘‘claims of

discriminatory undercompensation are not barred by . . . Title VII merely be-

cause respondents do not perform work equal to that of male jail guards.’’ In

essence, the Court’s decision clearly indicates that gender-motivated pay differ-
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ences are a violation of Title VII, even if the work of males and females is not

‘‘equal’’ within the meaning of the Equal Pay Act.

Connecticut v. Teal

In a 1982 decision in which the Court split 5 to 4, the majority opinion stated

that ‘‘Connecticut’s nondiscriminatory ‘bottom line’ was no answer, under the

terms of Title VII, to respondents’ prima facie claim of employment discrimi-

nation.’’ In this case, four black employees of the Department of Income Main-

tenance of the State of Connecticut had been provisionally promoted to positions

as Welfare Eligibility Supervisors and had served in that capacity for almost

two years. To attain permanent status as supervisors, however, they had to par-

ticipate in a selection process that required a passing score on a written exam-

ination. On the examination, 54.17 percent of the black candidates and 79.54

percent of the white candidates passed. The four blacks who had been provi-

sionally promoted failed. In April 1979, they filed suit alleging that Title VII

had been violated by the state’s requirement, as an absolute condition for pro-

motion consideration, that applicants pass a written test that disproportionately

excluded blacks. They further alleged that the test was not job-related.

More than a year after the suit was filed, and approximately one month before

the case went to trial, promotions were made from the eligibility list generated

by the written examination. In choosing persons for that list, past work perfor-

mance, recommendations from the candidates’ supervisors, and seniority were

considered. As a result, 22.9 percent of the identified black candidates and 13.5

percent of the identified white candidates were promoted. Connecticut argued

that it is this ‘‘bottom line’’ result, more favorable to blacks than to whites, that

should be considered.

The Court ruled against Connecticut and stated that each step of the hiring

process is open to scrutiny and that the final result of the selection process—

the ‘‘bottom line’’—is not sufficient evidence to prove nondiscrimination. In

short, the Court ruled that each step in the selection process could be examined

to show adverse impact on protected classes.6

Newport News Shipbuilding & Dry Dock Co. v. EEOC

In September 1979, one of the male employees at Newport News Shipbuilding

& Dry Dock filed a charge with EEOC alleging that the company had unlawfully

refused to provide full insurance coverage for his wife’s pregnancy hospitali-

zation. A month later the United Steelworkers of America filed a similar charge

on behalf of other employees. The company then filed suit against EEOC, the

male employee, and the United Steelworkers, challenging EEOC’s guidelines

relative to health care coverage, which state that ‘‘Where an employer provides

no coverage for dependents, the employer is not required to institute such cov-

erage. However, if an employer’s insurance program covers the medical ex-
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penses of spouses of female employees, then it must equally cover the medical

expenses of spouses of male employees, including those arising from pregnancy-

related conditions.’’ EEOC in turn filed an action against Newport News Ship-

building alleging discrimination on the basis of sex against male employees in

the provision of hospitalization benefits.

After passage of the Pregnancy Discrimination Act of 1978, the company had

revised its health insurance plan to provide its female employees with full hos-

pitalization coverage for pregnancy-related conditions. It differentiated, how-

ever, between female employees and spouses of male employees in its provision

of pregnancy-related benefits. Female employees were completely covered,

while spouses of male employees were fully covered for all reasonable and

customary delivery and anesthesiologists’ charges but were reimbursed for only

$500 of their hospitalization expenses.

The company contended that Title VII did not extend to pregnant spouses

because that statute applies only to discrimination in employment and the

spouses affected were not employees of the company. The district court upheld

the lawfulness of the company’s benefit plan and dismissed EEOC’s complaint.

On appeal, the 4th Circuit Court of Appeals overturned the lower court’s de-

cision and ruled that ‘‘the pregnancy limitation in petitioner’s amended health

plan discriminates against male employees.’’

On appeal, the question facing the Supreme Court was whether or not the

company discriminated against its male employees relative to their compensa-

tion, terms, conditions, or privileges of employment because of their sex. The

Court ruled that the company’s benefit plan did, in fact, discriminate against

male employees on the basis of their sex. According to the Court,

There is no merit to petitioner’s argument that the prohibitions of Title VII do not extend

to discrimination against pregnant spouses because the statute applies only to discrimi-

nation in employment. . . . The Pregnancy Discrimination Act has now made clear that

. . . discrimination based on a woman’s pregnancy is . . . discrimination because of her

sex. And since the sex of the spouse is always the opposite of the sex of the employee,

it follows inexorably that discrimination against female spouses in the provision of fringe

benefits is also discrimination against male employees.

Arizona Governing Committee for Tax Deferred Annuity and

Deferred Compensation Plans v. Norris

A female employee of an Arizona state agency filed a class action suit alleging

that the State’s deferred compensation plan for its employees discriminated on

the basis of sex. Under the plan, employees were given the opportunity to post-

pone a portion of their wages until retirement. By doing so, participating em-

ployees could delay paying federal income tax on the amounts deferred until

after retirement. The State selected several insurance companies to participate

in this plan. Employees had to select one of the approved insurance companies.
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Many of the companies offered three payout options at retirement: (1) a single

lump-sum payment, (2) periodic payments of a fixed sum for a fixed period of

time, and (3) monthly annuity payments for the remainder of the employee’s

life. All of the companies selected to participate used sex-based mortality tables

that paid larger monthly amounts to males than to females, even when the

amount of deferred compensation and retirement age were the same.

The Supreme Court held that this practice constitutes discrimination on the

basis of sex and is a violation of Title VII. Several statements from the Court’s

majority opinion may help clarify its reasoning: (1) ‘‘We have no hesitation in

holding . . . that the classification of employees on the basis of sex is no more

permissible at the pay-out stage of a retirement plan than at the pay-in stage’’;

(2) ‘‘An employer that offers one fringe benefit on a discriminatory basis cannot

escape liability because he also offers other benefits on a nondiscriminatory

basis’’; (3) ‘‘Title VII requires employers to treat their employees as individuals,

not as simply components of a racial, religious, sexual, or national class’’; (4)

‘‘If it would be unlawful to use race-based actuarial tables, it must also be

unlawful to use sex-based tables’’; (5) ‘‘A scheme that uses sex to predict lon-

gevity is based on sex; it is not based on any other factor than sex’’; (6) ‘‘Con-

gress has decided that classifications based on sex, like those based on national

origin or race, are unlawful’’; and (7) ‘‘An individual woman may not be paid

lower monthly benefits simply because women as a class live longer than men.’’

It is abundantly clear from Arizona v. Norris that employers cannot offer any

benefit to one protected class that is not offered on an equal basis to all other

protected classes. Furthermore, broadly interpreting the Court’s logic in this

case, it would appear that any preferential treatment accorded to one protected

group cannot be provided at the expense of other protected groups.

Firefighters Local Union No. 1784 v. Stotts et al.

In this 1984 decision the Supreme Court reaffirmed its position that bona fide

seniority plans entered into by an employer and a union, in the absence of intent

to discriminate, are solid and binding.

In 1977 a black firefighting captain in the Fire Department of the City of

Memphis, Tennessee, filed a class action suit charging that the department and

certain city officials ‘‘were engaged in a pattern or practice of making hiring

and promotion decisions on the basis of race in violation of . . . Title VII.’’ The

district court combined this suit with that of another black who claimed he had

been denied a promotion because of his race. A consent decree was approved

and entered by the district court in April, 1980.

The stated purpose of the decree was to remedy hiring and promotion prac-

tices of the fire department with regard to the employment of blacks. The city

agreed to promote 13 individuals as well as provide back pay to 81 employees

of the department. While not admitting to any past violations of applicable laws,
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regulations, or rules, the city agreed to adopt a long-term goal of increasing

minority representation in each job category in the fire department. An interim

departmental hiring goal was established that 50 percent of all new employees

hired would be black. Moreover, it was agreed that the department would at-

tempt to promote blacks at a rate of 20 percent in each job category. Unfortu-

nately, the decree did not contain any provisions for layoffs or reductions in

force.

When, subsequently, the city announced that budget deficits necessitated a

reduction in the number of employees, the district court issued an order enjoin-

ing the city from following the seniority system outlined in its labor agreement

with the Firefighters Union. The court stated that adhering to that system would

have a racially discriminatory impact (more blacks than whites would be laid

off) and declared that the seniority system was not a bona fide one. A modified

layoff plan was approved whereby white employees with more seniority would

be laid off rather than black employees with less seniority. The 6th Circuit Court

of Appeals, despite holding that the district court had erred in declaring the

seniority system in the labor agreement not bona fide, affirmed the lower court’s

decision.

The Supreme Court, in a 6-to-3 ruling, reversed the decision of the circuit

court. Justice White, delivering the majority opinion, stated that:

Title VII protects seniority systems [and] since neither the union nor the white employees

[affected] were parties to the suit when the consent decree was entered, the entry of such

decree cannot be said to indicate any agreement by them to any of its terms.

In effect, the Court held that a bona fide seniority system cannot be arbitrarily

overturned by a consent decree. All affected parties—employer, union, and em-

ployees—must agree to the terms of the decree whenever changes are made in

a bona fide seniority plan. Again, the Court clearly stated that labor-management

agreements, in the absence of intent to discriminate, must be given great def-

erence.

Meritor Savings Bank, FSB v. Vinson

Mechelle Vinson was hired by Meritor Savings Bank in 1974 as a teller

trainee. The supervisor who hired her was also branch manager for that office.

Vinson later testified that during her probationary period the branch manager

‘‘treated her in a fatherly way and made no sexual advances. Shortly thereafter,

however, he invited her out to dinner and, during the course of the meal, sug-

gested that they go to a motel to have sexual relations. At first she refused, but

out of what she described as fear of losing her job she eventually agreed.’’

Vinson ‘‘estimated that over the next several years she had intercourse with him

some 40 or 50 times.’’ Additionally, she claimed that the branch manager ‘‘fon-

dled her in front of other employees, followed her into the women’s restroom
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. . . exposed himself to her . . . forcibly raped her on several ocoasions [and]

touched and fondled other women employees of the bank.’’ The supervisor’s

actions toward her ceased in 1977 when Vinson began regularly dating someone

else.

In the district court, where it was subsequently ruled that the plaintiff ‘‘was

not the victim of sexual harassment . . . and was not the victim of sexual dis-

crimination [because the] relationship was a voluntary one having nothing to do

with her continued employment . . . or her advancement or promotions,’’ the

branch manager denied all allegations and maintained that he had never had

sexual relations with Vinson.

The district court also held that the bank was not liable for the conduct of its

supervisor since it had no knowledge of the alleged behavior. The Circuit Court

of Appeals for the District of Columbia reversed the decision of the lower court

on grounds that the impact of a hostile sexual environment had not been con-

sidered. The lower court had considered only quid pro quo sexual harassment.

The circuit court also maintained that if the evidence indicated that the super-

visor made Vinson’s toleration of sexual harassment a condition of her employ-

ment, her voluntariness had no materiality whatsoever.

In a June 1986 unanimous decision the Supreme Court upheld the concept of

hostile environment sexual harassment regardless of whether or not such ha-

rassment is connected to possible economic gain or loss. Under Title VII em-

ployees are entitled to a work environment ‘‘free from discrimination,

intimidation, ridicule, or insult.’’ However, for hostile environment harassment

to occur, such harassment must be sufficiently ‘‘severe or pervasive’’ to alter

the victim’s conditions of employment. The Court further stated that ‘‘mere

utterance of an . . . epithet which engenders offensive feelings in an employee’’

is not sufficient in itself to alter an employee’s terms or conditions of employ-

ment.

Once the victim of harassment has indicated that sexual advances are inap-

propriate, voluntary participation by the victim is no longer an issue. Vinson’s

notice to the supervisor that his advances were unwelcome constituted notice to

the bank, inasmuch as he was an agent for the bank. According to the Supreme

Court, ‘‘the fact that sex-related conduct was voluntary in the sense that the

complainant was not forced to participate against her will, is not a defense to a

sexual harassment suit brought under Title VII.’’ In determining whether or not

sexual harassment has occurred courts must examine ‘‘the record as a whole

[and consider] the totality of circumstances.’’ The Court also held that a charge

of hostile environment sexual harassment was actionable under Title VII, thus

establishing the validity of hostile environment claims in addition to quid pro

quo causes of action.

In Meritor the Supreme Court applied concepts of common law agency prin-

ciples to determine the culpability of an employer. If an employer has specific

policies against sexual harassment and definitive procedures to address any com-

plaints in this area—provided they do not include an initial step of reporting
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the harassing behavior to the harasser—the company is absolved from liability.

Vinson had not followed the bank’s grievance procedure (which was also not

specific about sexual harassment) because the first step involved reporting any

complaints to her supervisor, who in this instance was also the cause of the

problem.

UAW v. Johnson Controls, Inc.

The Supreme Court, in this 1991 decision, reaffirmed its previous position

that BFOQs must be narrowly rather than broadly interpreted. At issue was a

fetal protection policy Johnson Controls implemented in its battery manufactur-

ing process after eight of its employees became pregnant while maintaining

blood lead levels exceeding the standards of the Occupational Safety and Health

Administration.

The Court held that ‘‘Title VII, as amended by the Pregnancy Discrimination

Act (PDA), forbids sex-specific fetal protection policies.’’ It went on to state

that ‘‘by excluding women with childbearing capacity from lead-exposed jobs,

the respondent’s policy creates a facial classification based on gender and ex-

plicitly discriminates against women on the basis of their sex.’’ Johnson Con-

trols’ policy, according to the Court, was not neutral because it did not apply

to males in the same way as females despite evidence about the debilitating

effect of lead on the male reproductive system.

The company’s fetal protection policy was not based on the ability or inability

of women to perform the job in question: it was based on pregnancy or the

ability to become pregnant—a violation of the Pregnancy Discrimination Act.

Moreover, the Court dismissed any safety issues by asserting that concern for

the unborn fetus was not relevant because the question of safety did not involve

third parties or customers. Reiterating its earlier opinion in Dothard v. Rawlin-

son, the Court stated that ‘‘danger to a woman herself does not justify discrim-

ination.’’ Citing other previous cases, it also maintained that fetal safety is best

left to the mother not the employer.

Harris v. Forklift Systems, Inc.

Teresa Harris was an equipment rental manager for Forklift Systems, Inc.

from April 1985 until October 1987. During her tenure with the company, as

established by the district court, the company’s president often insulted her be-

cause of her gender and made her the target of sexual innuendoes. On several

occasions, the president, in front of other employees, stated, ‘‘You’re a woman,

what do you know?’’ or ‘‘We need a man as the rental manager.’’ He once told

her she was ‘‘a dumbass woman.’’ In front of others he also suggested that the

two of them ‘‘go to the Holiday Inn to negotiate [Harris’s] raise.’’ Furthermore,

it was established that the president occasionally asked Harris and other female

employees to retrieve coins from his front pants pockets, threw objects on the
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ground in front of Harris and other female workers and asked them to pick the

objects up, and made sexual innuendoes about Harris’s and other women’s cloth-

ing.

In August 1987, Harris complained to the company president about his be-

havior. He was surprised that she was offended, claimed that he had only been

joking, apologized for his conduct, and promised it would stop. In September,

the president’s previous behavior surfaced again. In front of other employees,

as well as one of Forklift’s customers with whom Harris was arranging a deal,

he asked her, ‘‘What did you do, promise the guy some [sex] Saturday night?’’

On October 1, Harris collected her paycheck and quit.

Harris filed suit in federal district court claiming that the president’s treatment

of her constituted an ‘‘abusive work environment in violation of Title VII.’’

The court, however, concluded that the comments in question did not create an

abusive environment because they were not ‘‘so severe as to . . . seriously affect

[Harris’s] psychological well being’’ or lead her to ‘‘suffer injury.’’ The 6th

Circuit Court of Appeals affirmed the decision of the lower court.

On November 9, 1993, in a unanimous decision, the Supreme Court held that

‘‘to be accountable as abusive work environment harassment, conduct need not

seriously affect . . . psychological well-being or lead the plaintiff to suffer in-

jury.’’ The Court further stated that

Title VII is violated when the workplace is permeated with discriminatory behavior that

is sufficiently severe or pervasive enough to create a . . . hostile or abusive working en-

vironment. . . . This standard requires an objectively hostile or abusive environment—

one that a reasonable person would find hostile or abusive—as well as the victim’s

subjective perception that the environment is abusive. . . . Whether or not [such an en-

vironment exists] can be determined only by looking at all the circumstances [which

include] frequency of the . . . conduct; its severity; whether it is physically threatening

or humiliating, or a mere offensive utterance; and whether it unreasonably interferes with

an employee’s work performance. . . . But while psychological harm, like any relevant

factor, may be taken into account, no single factor is required.

The Court’s decision was intended to offer a middle ground between conduct

that is merely offensive and conduct requiring proof of psychological injury. A

mere offensive remark is not enough to constitute a cause of action under Title

VII, nor must a person wait until psychological damage has been done before

filing a complaint or suit. According to the Court, for conduct or behavior to

create a hostile or abusive working environment it must be ‘‘severe or perva-

sive.’’ Additionally, the conduct must be of such a nature that a ‘‘reasonable

person’’ would find it hostile or abusive. The Court did not, however, define

what a reasonable person is. In his concurring opinion, Justice Scalia expressed

concern that what a reasonable person would fine hostile or abusive was not a

very clear standard and would open more ‘‘expansive vistas of litigation.’’
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SIGNIFICANT FEDERAL CIRCUIT COURT OF APPEALS

DECISIONS

After a case is tried in federal district court, if any party to the case is dis-

satisfied with the decision, normally the next step is to appeal the decision to a

federal circuit court of appeals. There are twelve such courts in this country,

and each state, and the District of Columbia, is assigned to one of the circuits.

Rulings at this level have a significant effect on employment practices since the

Supreme Court hears only the cases it elects to hear. Thus, a circuit court ruling

may or may not be open to further appeal. While circuit court decisions are

binding only in that particular circuit, they are often used as precedents. Some

of the more important decisions to come from these courts are discussed below.

Diaz v. Pan American World Airways

This 1971 decision ruled that being a female is not a bona fide occupational

qualification for the position of flight attendant. The Diaz ruling established the

concept of business necessity as the basis for a BFOQ as opposed to business

convenience or customer preference. Discrimination based on sex is valid only

when the essence of the business operation would be undermined by not exclu-

sively hiring members of one sex. In addition, the court stressed the importance

of making judgments about the qualifications of people as individuals, not as

members of a group.

According to the court:

The primary function of an airline is to transport passengers safely from one point to

another. While a pleasant environment, enhanced by the obvious cosmetic effect that

female stewardesses provide as well as, according to the finding of the court trial, their

apparent ability to perform the non-mechanical functions of the job in a more effective

manner than most men, may all be important, they are tangential to the essence of the

business involved. We do not mean to imply, of course, that Pan Am cannot take into

consideration the ability of individuals to perform the non-mechanical functions of the

job. What we hold is that . . . Pan Am cannot exclude all males simply because most

males may not perform adequately.

Spurlock v. United Airlines, Inc.

In this case the 10th Circuit Court held that United Airlines could use a

college degree and a minimum of 500 hours’ flying experience as selection

criteria even though these requirements eliminated a greater percentage of black

applicants than white applicants. United’s contention, supported by statistics,

was that applicants who have a greater number of flight hours are more likely

to succeed in its rigorous training program. The court agreed. The court also

accepted United’s argument that the high cost of the training program rendered
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it necessary to have as many individuals as possible who enter the program

complete it. The court also agreed with this line of reasoning as an example of

business necessity. Moreover, United was able to show a direct correlation be-

tween having a college degree and successfully completing the training program.

The court ruled that the airline ‘‘met the burden of showing that its requirement

of a college degree was sufficiently job related to make it a lawful pre-

employment standard.’’

Spurlock illustrates that the courts will accept rigorous pre-employment re-

quirements if those requirements are logical and are supported by factual evi-

dence; they will not, however, accept requirements based on subjectivity,

intuition, and generalizations.

Richardson v. Hotel Corporation of America

This case, decided by the 5th Circuit Court in 1972, addressed the matter of

considering conviction records for specific crimes as a selection criterion. The

court found that a hotel did not discriminate on the basis of race when it dis-

charged Richardson, a newly hired black bellhop, after learning that he had

previously been convicted of theft and receiving stolen property. The hotel had

a policy of rejecting applicants for employment in ‘‘security sensitive’’ positions

if they had been convicted of a serious crime. As a bellhop the complainant

would have had keys to the rooms in the hotel. The court ruled for the hotel on

grounds of business necessity, in spite of the contention that more blacks than

whites are convicted of serious crimes and that discharge based upon criminal

record is therefore inherently racially discriminatory.

According to the court, (1) people who have been convicted of serious crimes

are more likely to engage in future criminal conduct than those who have never

been convicted, (2) it is reasonable for the company to require persons having

access to valuable property of others to be relatively free from convictions re-

lated to theft of property, (3) the hotel applied its policy to both blacks and

whites, (4) similar requirements are not imposed on employees who do not have

access to property, and (5) the hotel has had an excellent record of providing

equal opportunity in jobs at all levels to minority group members.

In short, conviction records can be used as selection criteria or grounds for

dismissal if they are job-related.

Rowe v. General Motors Corporation

This 1972 case decided by the 5th Circuit Court involved performance ap-

praisal. The company’s evaluation system was used as the basis for determining

promotions, with the immediate supervisor’s recommendation on promotability

the key factor. The appraisal standards used were vague, and supervisors were

given no written instructions for conducting the appraisals. The decision reached

in this case emphasized the following points:
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• Subjective, unstructured evaluation systems that result in a disparate adverse effect on

minorities have been unanimously condemned by the courts and found discriminatory.

• Objective measures of performance accomplish the goals of performance appraisal bet-

ter than subjective means such as interviews or vague evaluations by supervisors.

• Written instructions on the use of appraisal criteria and the qualifications for promotion

should be furnished to the evaluators.

• Where all of the appraisers are white and all of those being appraised are minority

group members, the appraisers cannot be expected to fairly evaluate the performance

of those being evaluated. As the court stated, ‘‘We and others have expressed a skep-

ticism that black persons dependent on decisive recommendations from whites can

expect non-discriminatory action.’’

• A review process whereby evaluations given by supervisors are examined by the next

level of management provides a safeguard in performance appraisal that may avert

discriminatory practices.

Interpreting Rowe broadly, it would appear that a firm’s performance appraisal

system, if it is to avoid potential discrimination, must be objective, provide

written instructions to appraisers, establish a review procedure by another level

of management, and exercise care to see that evaluators are not all from one

class while those being evaluated are all from another, protected class.7

Brito v. Zia Company

In this 1973 case performance appraisals were used as the basis for laying

off employees. In a reduction in force, fifteen employees were laid off on the

basis of unsatisfactory performance. Twelve had Spanish surnames, and three

were whites without Spanish surnames.

The decision by the court indicated that

• Performance appraisals were based on the best judgments and opinions of the eval-

uators and not on any identifiable quality or quantity of work criteria.

• The subjective appraisal system adversely affected a protected class in determining

who would be laid off.

• No performance records were maintained by the company, and there was no docu-

mentation to substantiate the ratings given to employees.

• Performance of the employees was not observed on a daily basis by the evaluators.

• Evaluations were neither administered nor scored in a controlled and standardized fash-

ion; thus, they were susceptible to subjective interpretation.

• The company failed to validate its performance appraisal system under EEOC guide-

lines for test validation.
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It is apparent from Brito that face or even content validity (see Chapter 9) is

not sufficient evidence to demonstrate the validity of a performance appraisal

system; the system must be validated in terms of job requirements and content.

Hodgson v. Greyhound Lines, Inc.

In 1974 the 7th Circuit Court ruled that Greyhound did not violate the Age

Discrimination in Employment Act when it refused to hire persons 35 years of

age or older as intercity bus drivers. The court found that Greyhound had a

rational basis in fact to believe that the elimination of its hiring age policy would

increase the likelihood of risk or harm to its passengers. The company provided

statistical evidence showing that the company’s safest drivers are those with

between 16 and 20 years of driving experience with the company who are

between 50 and 55 years old—a blend of experience with the company and age

that could never be attained by hiring applicants who were 40 years old or older.

Greyhound also presented evidence concerning degenerative physical and sen-

sory changes that humans undergo at about age 35 that have a detrimental effect

upon driving skills and are not detectable by physical tests. Thus, age can be a

bona fide occupational qualification where it is reasonably necessary to the es-

sence of the business and the employer has a rational or factual basis for be-

lieving that all or substantially all people within the age class would not be able

to perform satisfactorily.

Hillebrand v. M-Tron Industries, Inc.

Ernest Hillebrand, a 60-year-old Vice President of Operations for M-Tron

Industries, was terminated by the company as part of an alleged reduction in

force. Prior to his termination, he had no knowledge of any plans to reduce the

size of the workforce. No other top level manager was discharged in 1984, the

year of Hillebrand’s termination. His responsibilities were assumed by the com-

pany’s Comptroller, a 40-year-old male who, by his own admission, was not

experienced in manufacturing or plant operations.

Hillebrand filed suit under the Age Discrimination in Employment Act of

1967 maintaining that the company’s reason for terminating him was ‘‘pretex-

tual’’ inasmuch as no other high-level manager was terminated. He cited in-

stances in which he had been referred as ‘‘a gray-haired old man,’’ a person of

‘‘questionable usefulness’’ to the company, and an individual who had ‘‘outlived

his usefulness’’ to the organization.

The district court granted summary judgment in favor of the defendant stating

that the plaintiff had not established a case of age discrimination.

The 8th Circuit Court overturned the lower court’s decision and remanded

the case back to the district court for trial. According to the circuit court, ‘‘know-

ing that discrimination is difficult to prove by direct evidence, the Supreme

Court has interpreted employment discrimination cases as requiring simplified
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proof from a claimant in order to create an inference of discrimination and

thereby establish a prima facie case.’’ The court went on to state that:

Once the inference is created, the law is clear that the burden of proof is placed on an

employer to show a non-discriminatory reason, [and] in proving a prima facie case, the

plaintiff is not required to adopt as part of his case the reason given by the employer as

to the discharge.

The circuit court also ruled, in an age discrimination case, that ‘‘a plaintiff

need not be replaced by a person outside the protected age group to make out

a prima facie case under ADEA; the plaintiff need only be replaced by a younger

person.’’

This case clearly indicates, first, that neither a preponderance of evidence nor

definitive evidence of discriminatory intent is requisite for a person to establish

a cause of action in a discrimination case. All the plaintiff need do is establish

‘‘an inference’’ of possible discrimination. Once this inference is created, the

burden of proof then shifts to the employer to show that there was no discrim-

inatory intent or impact. Second, in an age discrimination case, the fact that a

terminated individual was replaced by another person in the same protected class

is insufficient proof for refuting an age discrimination charge.

Wade v. Mississippi Cooperative Extension Service

Unlike most discrimination cases, Wade was not filed under contemporary

employment statutes; it was filed under the equal protection clause of the Four-

teenth Amendment. At issue was the Extension Service’s performance appraisal

system. In its decision the 5th Circuit Court ruled that

• In a performance appraisal system, general characteristics such as ‘‘leadership, public

acceptance, attitude toward people, appearance and grooming, personal conduct, out-

look on life, ethical habits, resourcefulness, capacity for growth, mental alertness, [and]

loyalty to [the] organization [are] susceptible to partiality and to the personal taste,

whim, or fancy of the evaluator [as well as] patently subjective in form and obviously

susceptible to completely subjective treatment’’ by those conducting the appraisals.

• The agency had not consistently used performance evaluation ratings as a basis for

promoting employees or adjusting their salaries.

• Trait-rating performance appraisal systems are subjective and biased because they are

not usually based on a study of job content.

• When a trait is used in an appraisal system there must be a clear relationship between

that trait and the work performed in the job.

• When subjected to legal challenge, the employer must be able to demonstrate the

relationship between the performance appraisal instrument used and job content.
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Wade emphasizes the requirement for specifically relating performance ap-

praisal factors to actual job content. Broadly speaking, this case also stresses

the importance of job analysis, since it is through job analysis that job content

is determined.8

SUMMARY

This chapter has presented a number of court decisions that illustrate how the

law has been applied in specific staffing situations. Table 3.1 summarizes the

Supreme Court cases reviewed, showing the key points of each decision and its

implications for staffing. Table 3.2 shows the same items for the circuit court

of appeals cases. These two summaries will help the reader in reviewing and

comparing the various decisions of the federal courts.
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The Uniform Guidelines,

Adverse Impact, and

Affirmative Action Programs

While an understanding of employment legislation, executive orders, and federal

court decisions is imperative for staffing specialists, additional knowledge is

required to ensure that employment practices, policies, and procedures are im-

plemented and followed in a manner that reflects not only the letter but also the

spirit of the law. Staffing specialists must have a thorough understanding of the

Equal Employment Opportunity Commission’s guidelines for lawful employ-

ment practices, the definition and interpretation of adverse impact, and the mean-

ing and application of affirmative action programs. These three broad areas are

the subject of this chapter.

UNIFORM GUIDELINES ON EMPLOYEE SELECTION

PROCEDURES

Prior to 1978, employers had to comply with several different sets of em-

ployment and selection guidelines promulgated by different federal agencies. To

eliminate this confusing situation and provide employers with a single set of

standards, in 1978 the Equal Employment Opportunity Commission (EEOC),

the Office of Personnel Management (formerly the Civil Service Commission),

the Department of Justice, and the Department of Labor adopted and issued the

Uniform Guidelines on Employee Selection Procedures. The Guidelines cover

the major federal equal opportunity statutes and Executive Orders. They do not

apply to the Age Discrimination in Employment Act of 1967, as Amended; the

Rehabilitation Act of 1973; or the Americans with Disabilities Act of 1990.

While the courts are not bound by the Guidelines, they do tend to afford these

interpretive rules ‘‘great deference’’ in their decisions.1

The Guidelines set forth a single set of principles designed to assist employ-
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ers, labor organizations, employment agencies, and licensing and certification

boards in complying with requirements of federal law prohibiting employment

practices that discriminate on the basis of race, color, religion, sex, and national

origin. They are designed to provide a framework for determining the proper

use of tests and other selection devices and procedures. The Guidelines provide

a basis for making lawful employment decisions about hiring, promotion, de-

motion, referral, retention, licensing, and certification. Recruiting procedures,

under the Guidelines, are not considered selection procedures and are therefore

not covered;2 however, inferences can be made from the Guidelines that suggest

what is proper or improper practice in recruiting.

One of the most important clarifications contained in the Guidelines is the

definition of an employment test:

Any measure, combination of measures, or procedures used as a basis for any employ-

ment decision. Selection procedures include the full range of assessment techniques from

traditional paper and pencil tests, performance tests, training programs, or probationary

periods and physical, educational, and work experience requirements through informal

or casual interviews and unscored application forms.3

Under this broad, comprehensive definition, virtually any factor used in mak-

ing any employment decision is a test. From the time a person’s resumé or

application crosses the organization’s threshold to the time that person leaves

the institution, any evaluation for any purpose—hiring, promoting, appraising,

rewarding, training, terminating—is, in fact, an employment test under the

Guidelines. Unfortunately, many organizations apparently have not fully grasped

EEOC’s all-inclusive definition of employment test.

Prior to the issuance of the Guidelines, the only means for establishing the

job-relatedness of a test was through validation of each test used. The Guidelines

do not require validation in all cases. The fundamental principle underlying the

Guidelines is that employer policies or practices that have an adverse impact on

employment opportunities for classes of individuals protected under Title VII

or Executive Orders are illegal unless justified by business necessity. Adverse

impact occurs when members of a protected class receive unequal consideration

for employment. As specifically defined by the Guidelines, adverse impact oc-

curs if protected groups are not hired at a rate of at least 80 percent of the rate

for the best achieving group. This 80 percent selection factor is also known as

the four-fifths rule. Groups identified for analysis in determining if adverse im-

pact has occurred are (1) blacks, (2) American Indians, (3) Asians, (4) Hispanics,

(5) females, and (6) males.

Assuming that adverse impact has been shown, employers have two avenues

available to them if they still desire to use a particular selection device, proce-

dure, or standard. First, employers may validate the selection device to show

that it is indeed a predictor of success on the job. When the device has been

proven to be a valid, reliable indicator of on-the-job performance, an employer
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has established business necessity. If the firm’s selection tool has not been val-

idated, business necessity may be demonstrated in another manner. The em-

ployer can show that there is a strong relationship between the selection device

and job performance and that, without using this specific selection procedure,

the firm’s training costs would be prohibitive.

The second avenue available should adverse impact be shown is the bona fide

occupational qualification (BFOQ) defense. The BFOQ defense means that cer-

tain qualifications are needed for job performance, and that the majority of the

members of one or more protected classes cannot reasonably be expected to

possess the necessary qualifications. The BFOQ defense has been narrowly in-

terpreted by the courts because it has often been based on stereotyping and vague

generalizations. For example, the courts have rejected the contention that, since

most women cannot lift 150 pounds, all women can be excluded from consid-

eration for a job involving such lifting requirements. Employers electing to use

the BFOQ defense for their selection procedures must have significant evidence

to substantiate their position.

Creators of the Guidelines adopted, in essence, a ‘‘bottom line’’ approach in

assessing whether a firm’s employment practices are discriminatory. If a number

of selection procedures are used in making a selection decision, for example,

the enforcement agencies are likely to focus (notwithstanding Connecticut v.

Teal) on the result of the combined practices to determine the existence of

adverse impact. Essentially, EEOC is more concerned with what is occurring—

the ‘‘bottom line’’—than with how it occurred. Admitting that discriminatory

practices may exist that cannot be validated by an employer, EEOC’s focus

tends to be on the net effect produced by the procedures.

ADVERSE IMPACT

Three approaches have been developed to determine the existence of adverse

impact: the four-fifths rule, the standard deviation method, and the Chi-Square

test.

The four-fifths or 80-20 rule is outlined in the Guidelines and should generally

be used first since it is accepted in most instances by both EEOC and OFCCP.

If adverse impact is shown under the four-fifths rule, other statistical methods

may then be used. It should be remembered that the 80-20 rule is itself a rule

of thumb; it is not a hard-and-fast criterion. Some courts have adopted it as an

appropriate standard, while ‘‘others have criticized the rule as an arbitrary stan-

dard that fails to take into account deficiencies in sample sizes and test results

in the applicant population.’’4 The Supreme Court clearly stated in Watson v.

Fort Worth Bank and Trust Co. that it has never relied on mathematical preci-

sion to determine adverse impact but that it does rely on significant statistical

evidence.

A second method for assessing adverse impact is the standard deviation ap-

proach. This method was tested in the Supreme Court decision in the case of
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Hazlewood School District v. United States. The Chi-Square Test, the third pos-

sible method of measuring adverse impact, has not yet received widespread

judicial acceptance, but it is a test of statistical significance that may be used

by employers.

Establishing Job Pools

The first step in conducting an adverse impact analysis is to establish job

pools. A job pool is a group of jobs having essentially the same minimum level

of qualifications. An organization may decide to create separate pools for ac-

countants, systems analysts, machine operators, or salespeople. The key to es-

tablishing a reliable job pool is the similarity of minimum qualifications for each

job in the pool. Computer operator and computer programmer jobs, for example,

would not be placed in the same pool because qualifications for these two types

of jobs are dissimilar.

Once pools have been identified, the second step is to collect data on (1) the

total number of qualified applicants in the pool, (2) the number of applicants

selected, (3) the number of applicants classified as to protected class status and

majority status (usually whites), and (4) the number of applicants selected by

protected class status and majority status. These data are then analyzed to de-

termine the existence or nonexistence of adverse impact.

Four-Fifths Rule

The general formula for computing adverse impact using the four-fifths, or

80-20, rule is

Protected Group Selection Rate
� Protected Group Selection Ratio

Best Achieving Group Selection Rate

The selection rate for protected class applicants is determined by dividing the

number of protected class members hired by the total number of qualified pro-

tected class applicants within a given period of time. Selection rates should be

calculated for all protected classes for the same periods of time.

To illustrate how the four-fifths formula for calculating adverse impact works,

assume that during a twelve-month period 400 individuals were hired for the

job of machine operator. Of the total number hired, 300 were white males and

100 were black males. There were 1,500 applicants: 1,000 white males and 500

black males. The selection rate for white males is 30 percent (300 � 1,000 �

.30), and the selection rate for blacks is 20 percent (100 � 500 � .20). Applying

these numbers to the formula for calculating adverse impact we arrive at a

selection ratio of 66.67 percent for the protected class.
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Protected Group Selection Rate
� Protected Group Selection Ratio

Best Achieving Group Selection Rate

20%
� � 66.67%

30%

Inasmuch as the selection ratio for black males is 66.67 percent of the selec-

tion ratio for white male machine operators, adverse impact exists under the

four-fifths rule, which requires a selection ratio for protected classes of 80

percent of the selection ratio for the best achieving group.

Evidence of adverse impact is, obviously, more than the number of protected

class workers hired. The number of applicants is also important. Assume, for

instance, as a second example of the four-fifths rule, that 300 black applicants

were hired and 300 white applicants were hired, but that 1,500 blacks and 1,000

whites applied for job openings. Using these numbers we see that adverse impact

still exists:

300
� 20% Black Selection Rate

1,500

300
� 30% White Selection Rate

1,000

20%
� 66.67% Protected Group Selection Ratio

30%

Even though 200 more blacks were hired in the second example than in the

first example, there were 1,000 more black applicants. Thus, the selection ratio

indicates that black applicants still are not hired at a rate that approaches 80

percent of the selection rate for white males. The total number of protected class

members hired is insufficient evidence to refute a claim of adverse impact.

EEOC is concerned with the comparative rate, not the sheer numbers, at which

protected class members are hired.

It must be emphasized again that the four-fifths rule is intended to be a guide-

line, not a hard-and-fast indicator of adverse impact. Protected class selection

ratios well below 80 percent may be acceptable in some cases, while selection

ratios considerably above 80 percent may not be acceptable in other cases. Ac-

cording to the Guidelines:

Smaller differences in selection rate may nevertheless constitute adverse impact, where

they are significant in both statistical and practical terms or where a user’s actions have

discouraged applicants disproportionately on grounds of race, sex or ethnic group. Greater

differences in selection rates may not constitute adverse impact where the differences are

based on small numbers and are not statistically significant, or where special recruiting

or other programs cause the pool of minority or female candidates to be atypical of the

normal pool of applicants from the group.5
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For all practical purposes, EEOC reserves the ‘‘right to excuse an employer

that fails the four-fifths rule or hold in violation an employer that satisfies the

four-fifths rule.’’6

What determines how the rule will be applied? In essence, it is the number

of applicants involved. When the number is small, statistical chance alone may

produce a violation of the four-fifths rule. But, with a large number of applicants,

adverse impact may exist even if the selection ratio for protected classes is

considerably above 80 percent.7 In the latter instance, EEOC may conclude that

systemic discrimination is present in the organization and adversely affects a

significant number of people in protected classes. Consequently, an employer

must pay attention not only to the rate at which protected class members are

selected but also to the overall number hired, using the four-fifths rule as a

baseline for the likely acceptance of selection practices by EEOC.

Standard Deviation Formula

As previously indicated, the standard deviation formula has been court-tested

as a method for determining adverse impact. The standard deviation approach

uses the following formula:

Total Black Applicants Total White Applicants
Standard Deviation � �� Total Applicants Total Applicants

� Total Number of Workers Selected

This formula is known as a two-tailed standard deviation formula in that it

indicates whether there has been discrimination against either the protected

group or the group used as the basis for comparison.8 The expected number

plus or minus two standard deviations constitutes the acceptable hiring range

for employers. Two standard deviations are used because, statistically speaking,

the possibility of error due to chance is reduced to 4.6 times out of 100 occur-

rences. The Guidelines suggest that at least a .05 error rate be used; conse-

quently, two standard deviations are within the suggested range of error.

An example will illustrate how this formula is applied in actual practice.

Assume that there were 300 applicants for a particular job. Of the total number

of applicants, 100 were black and 200 were white. Assume also that 90 indi-

viduals were hired: 25 blacks and 65 whites. Inserting these numbers into the

formula we would arrive at the following:

100 200
Standard Deviation � � � 90�300 300

� 20�

� 4.47
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The number of blacks we would expect this employer to hire, on the basis

of the indicated selection ratio, is 30. (90 � 300 � 100 � 30). Therefore, the

acceptable hiring range would be 30 � (2 � 4.47), or 21.06 to 38.94. Since

the actual number of blacks hired was 25, a number that falls within the ac-

ceptable range, no adverse impact exists. If the number hired was less than 21,

the conclusion would be that adverse impact exists. Because two standard de-

viations are used, if the number of blacks hired was outside the range of 21.06

to 38.94, there would be less than a 5 percent probability that it was due to

chance.

Chi-Square Test

When the Chi-Square test of adverse impact is used, the selection rates of

various subgroups are compared. This test assists in determining if differences

exist between the selection rates for subgroups. An advantage of the Chi-Square

approach is that it is sensitive to differences in sample size. Unfortunately, the

four-fifths rule does not distinguish between a selection rate of 10 out of 20 or

1,000 out of 2,000.9

In using Chi-Square, a contingency table is prepared that shows the number

of individuals in the various subgroups. Such a table might look like the fol-

lowing:

Selected Not Selected

Men A B

Women C D

The formula for calculating Chi-Square would be:

2N(AD � BC)
Chi-Square �

(A � B)(C � D)(A � C)(B � D)

Assume that, for the position of machine operator, 50 men and 50 women

apply. Of this total number of applicants, 9 men and 6 women are hired. Using

these figures in the Chi-Square Test would result in the following:

Selected Not Selected Total

Men 9 41 50

Women 6 44 50

Totals 15 85 100

2100(396 � 246)
Chi-Square � � 0.71

(50)(50)(15)(85)
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The calculated value must be interpreted based upon degrees of freedom,

which may be found in most statistics textbooks. For one degree of freedom,

Chi-Square values of less than 3.84 are not considered to be statistically signif-

icant at the .05 level since 5 times out of a 100 the difference may be due solely

to chance. Because the Guidelines advocate a .05 significance level and the Chi-

Square value in this example is less than 3.84, it is apparent that the selection

rates for men and women are not significantly different. Therefore, there is no

indication of adverse impact.

ADDITIONAL GUIDELINES

After the publication of the Uniform Guidelines in 1978, a number of mod-

ifications were made to the stipulated regulations. Some of these changes re-

sulted from Supreme Court decisions; others were made in an attempt to clarify

further, or add to the interpretation of, the Guidelines. Topics covered in these

modifications include sexual harassment, discrimination based on national ori-

gin, and religious discrimination. Each of these three subjects is addressed in a

separate set of Guidelines.

Interpretive Guidelines on Sexual Harassment

The Equal Employment Opportunity Commission published its Guidelines on

Discrimination Because of Sex in 1980. The Office of Federal Contract Com-

pliance Programs issued similar guidelines in 1981. The EEOC developed these

sexual discrimination guidelines because of the belief that sexual harassment is

a widespread problem in the workplace.10 Attesting to this problem is one study

that reported that 59 percent of the female employees surveyed said they had

experienced one or more incidents of sexual harassment in the workplace.11 This

particular issue is of growing concern today and is anticipated to remain an area

of major importance in the years to come because of the increasing numbers of

women in the workplace.

Sexual harassment is defined by EEOC as:

Unwelcome sexual advances, requests for sexual favors, and other verbal or physical

conduct of a sexual nature . . . when (1) submission to such conduct is made either ex-

plicitly or implicitly a term or condition of an individual’s employment, (2) submission

to or rejection of such conduct by an individual is used as the basis for employment

decisions affecting such individual, or (3) such conduct has the purpose or effect of

unreasonably interfering with an individual’s work performance or creating an intimi-

dating, hostile, or offensive working environment.12

As further clarified by the courts and the EEOC, sexual harassment may take

one of two forms: quid pro quo or hostile environment. In quid pro quo (a Latin

term meaning something for something), the employee is forced to engage in
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some form of sexual activity in exchange for some benefit such as promotion,

pay increase, training, or continued employment. This is a direct form of ha-

rassment that is not difficult to recognize. Hostile environment sexual harass-

ment is an indirect form of harassment that produces a work climate that is

offensive or abusive. Obscene jokes, loud and vulgar remarks, sexual references

to anatomy, and displays of pin-up calenders are some of the elements that may

create a hostile environment. For the courts to uphold a finding of hostile en-

vironment, several conditions must be met: (1) the harassment must be unwel-

come, (2) it must be based on gender, (3) it must be severe or pervasive enough

to create an abusive work environment, (4) it must affect a term or condition

of employment, and (5) the employer knew of the hostile environment and took

no action.

According to the Guidelines, employers are totally responsible for the acts of

their supervisors and managers with respect to sexual harassment, regardless of

whether the employers were aware of such acts. Where co-workers are con-

cerned, the employer is responsible for acts of sexual harassment if it knew or

should have known of the harassment conduct, unless the employer can show

that it took immediate and appropriate corrective action to deal with the problem

once it was made known.

Another interesting aspect of the Guidelines is that employers may also be

responsible for sexual harassment acts committed in the workplace by non-

employees—such as vendors, consultants, and delivery people. To be held re-

sponsible for the acts of non-employees, however, the employer or its

supervisors must have knowledge of the conduct or should have known that

such conduct was occurring and failed to take immediate corrective action. In

determining the liability of the employer for the acts of non-employees, EEOC

will take into consideration ‘‘the extent of the employer’s control and any other

legal responsibility which the employer may have with respect to the conduct

of such non-employees.’’13

There have been a number of court cases involving sexual harassment in the

workplace. In Miller v. Bank of America, the U.S. Court of Appeals for the 9th

Circuit held the employer to be liable for a supervisor’s sexually harassing be-

havior, even though the employer had a policy prohibiting such conduct and

had no knowledge of the harassment. The Court ‘‘reasoned that, just as an

employer is liable for the negligence of its employees in operating motor ve-

hicles, an employer should be held liable for adverse action taken by its super-

visors because of sexual harassment.’’14 In Barnes v. Costle, the Circuit Court

for the District of Columbia ruled that the employer was not entitled to exon-

eration because the supervisor’s behavior was, in the eyes of the employer, a

‘‘personal escapade.’’ The importance of immediate and appropriate action in

dealing with sexual harassment once the employer has knowledge of it was

underscored in Tompkins v. Public Service Electric & Gas Co. The 3rd Circuit

Court held that the employer’s failure to take action was a sufficient basis to

establish a claim against the company. In Meritor Savings Bank, FSB v. Vinson,
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the first sexual harassment case to reach the Supreme Court, the Court affirmed

the use of hostile environment as the basis for sexual harassment claims. Hostile

environment was more recently addressed in Harris v. Forklift Systems, Inc., in

which the Supreme Court ruled that the standard for determining hostile envi-

ronment was what a ‘‘reasonable person’’ would find offensive; however, the

Court did not articulate a definition of reasonable person.

In general, the courts have held that sexual harassment in and of itself is a

violation of Title VII. Victims, moreover, are not required to prove that they

resisted sexual harassment or that they were penalized if they did offer resis-

tance.15

Company policy statements and training programs dealing with sexual ha-

rassment are essential. According to the Guidelines:

Prevention is the best tool for the elimination of sexual harassment. An employer should

take all steps necessary to prevent sexual harassment from occurring, such as affirma-

tively raising the subject, expressing strong disapproval, developing appropriate sanc-

tions, informing employees of their right to raise and how to raise the issue of harassment

under Title VII, and developing methods to sensitize all concerned.16

Firms must investigate all formal and informal complaints alleging sexual

harassment and, after investigation, take prompt and appropriate action to correct

the situation.17

An interesting question that has yet to be clearly resolved is whether or not

a member of one sex can harass a member of the same sex. Although in 1995,

fifteen federal district court decisions ruled that same-sex harassment is not

prohibited under Title VII, a decision of the U.S. District Court for Southern

New York in the same year ruled that for a supervisor to harass an employee

of the same gender is just as hostile and abusive for him or her as it would be

for someone of the opposite sex.18 Until this matter is resolved, employers would

be wise to consider same-sex harassment as a form of sexual harassment.

Interpretive Guidelines on National Origin Discrimination

Guidelines on Discrimination Because of National Origin was issued by the

Equal Employment Opportunity Commission in 1980. Title VII, while estab-

lishing national origin as a protected class, does not define what is meant by

the term; thus, between 1964 and 1980 there was confusion as to discrimination

on the basis of national origin. It was this confusion the EEOC sought to elim-

inate with its new interpretive Guidelines, which broadly define national origin

discrimination as including, but not limited to, the denial of equal employment

opportunity because of an individual’s, or his or her ancestor’s, place of origin;

or because an individual has the physical, cultural, or linguistic characteristics

of a national origin group.19

Both EEOC and the courts have interpreted national origin protection under

Title VII as extending far beyond discrimination against individuals who came
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from, or whose forebears came from, a particular country. National origin pro-

tection also covers (1) marriage or association with a person of a specific na-

tional origin; (2) membership in, or association with, an organization identified

with or seeking to promote the interests of national groups; (3) attendance at,

or participation in, schools, churches, temples, or mosques generally used by

persons of a national origin group; and (4) use of an individual’s or spouse’s

name which is associated with a national origin group.20

Because height and weight requirements tend to exclude some applicants on

the basis of national origin, employers must evaluate these items for adverse

impact. In effect, height and weight requirements are exceptions to the ‘‘bottom-

line’’ concept normally adhered to by EEOC.

Two other selection criteria that may be discriminatory on the basis of national

origin are fluency in English and training or education requirements.

Certainly, a questionable practice is denying employment opportunities to

individuals because of their accent or inability to communicate fluently in En-

glish. In instances where this practice is continually followed by employers,

EEOC’s position is that the practice is a presumed violation of Title VII war-

ranting further investigation. An employer may require, however, that employees

speak only in English at certain times if it is necessary to the performance of

the employee’s duties and thereby constitutes a business necessity.

Denying employment opportunities to individuals because of their foreign

training or education or requiring individuals to be foreign trained or educated

may also be the basis for a charge of discrimination on grounds of national

origin, if adverse impact on a particular national origin group can be shown,

and if the requirements are not job-related.

Harassment on the basis of national origin, such as ethnic slurs or derogatory

remarks, is also interpreted as a violation of Title VII if such conduct has the

purpose or effect of creating an intimidating, hostile, or offensive working en-

vironment, interferes with an individual’s job performance, or adversely affects

an individual’s employment opportunities with an organization.21 Generally

speaking, the same standards are applied to national origin harassment as are

used in sexual harassment.

Interpretive Guidelines on Religious Discrimination

The third set of guidelines issued by the Equal Employment Opportunity

Commission in 1980 was Guidelines on Discrimination Because of Religion.

Under the 1972 amendments to Title VII, ‘‘the term ‘religion’ includes all as-

pects of religious observance and practice, as well as belief.’’ EEOC defines

religious practices as including moral or ethical beliefs that are held with the

strength of traditional religious views.22

The 1972 amendments to Title VII also require that employers make reason-

able accommodations for employees’ religious practices and observances unless



Affirmative Action Programs 89

the employer can demonstrate that accommodation would place undue hardship

on conducting the business.

In determining whether an accommodation would constitute undue hardship,

EEOC will give consideration to the size and operating costs of the employer

as well as the number of individual employees who actually need the accom-

modation. The Guidelines recognize that regular payment of premium wages in

the form of overtime compensation would constitute undue hardship, whereas

such payments on an infrequent or temporary basis would not. Undue hardship

would likewise exist if the accommodations required the employer to deviate

from its seniority system under the terms and conditions of a bona fide union

contract.

The Guidelines identify several methods for accommodating religious prac-

tices. Some of the methods suggested are (1) voluntary substitutes (one em-

ployee electing to work in the place of another employee who needs time off

for religious purposes); (2) flexible scheduling that allows an employee to take

a particular day off and work another day in its place; (3) lateral transfers to

units where work schedules do not interfere with religious observances; and (4)

changes in job assignments.

Some collective bargaining agreements include a provision that each em-

ployee must join the bargaining unit or pay the union a fee equivalent to the

amount of dues for the union’s bargaining services. When an employee’s reli-

gious practices or beliefs do not permit compliance with this provision, the labor

union should make an attempt to accommodate the employee by allowing him

or her to donate an equivalent amount to a charitable organization of the indi-

vidual’s choosing in lieu of union dues.

DISPARATE TREATMENT AND ADVERSE IMPACT

Unlawful employment discrimination, as established through various Supreme

Court decisions, can be divided into two broad categories: disparate treatment

and adverse impact. Disparate treatment is the most easily understood form of

discrimination. An employer simply treats some people less favorably than oth-

ers because of race, religion, sex, national origin, or age. For example, males

are treated differently than females; whites are treated differently than blacks.

The crux of disparate treatment is different treatment on the basis of some non-

allowable criterion. It may be thought of as direct discrimination. Common

forms of disparate treatment include selection rules with a racial, sexual, or other

premise; prejudicial actions; unequal treatment on an individual basis; and dif-

ferent hiring standards for different groups.

McDonald v. Santa Fe Trail Transportation Company offers an excellent

example of disparate treatment. Three of the company’s employees, two whites

and one black, had allegedly misappropriated 60 gallons of antifreeze. Santa Fe

took disciplinary action against the workers by terminating the two whites, but

not the black employee. The discharged white workers filed suit against the
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company, charging that their termination violated both Title VII and the Civil

Rights Act of 1866. The Supreme Court, in a 1977 decision, agreed with the

plaintiffs that they had been the recipients of unequal treatment on the basis of

their race.

Central to disparate treatment is the matter of proof. The plaintiff must first

establish a prima facie case, and second, establish that the employer was acting

on the basis of a discriminatory motive.

Adverse impact or disparate impact, as discussed throughout this chapter,

occurs when facially neutral or neutrally applied employment procedures affect

different groups differently. Unlike disparate treatment, adverse impact does not

require proof of a discriminatory motive or intent on the part of the employer.

It is only necessary to show that employment practices affect different groups

differently.

RECORD-KEEPING REQUIREMENTS

Employers are required to maintain considerable records as a result of the

Uniform Guidelines. Even if no adverse impact exists, employers with 100 or

fewer employees are required to have certain records available for each year.

As specified in the Guidelines, the following data must be maintained and avail-

able: (1) The number of persons hired, promoted, and terminated for each job,

by sex, and where appropriate by race and national origin; (2) the number of

applicants for hire and promotion by sex, and where appropriate by race and

national origin; and (3) the selection procedures utilized (either standardized or

unstandardized).23

Employers with more than 100 employees are required to maintain records

showing whether their selection process has had an adverse impact on any job

groups. Adverse impact analysis must be conducted annually for each protected

class that constitutes at least 2 percent of the labor force in the relevant labor

market or 2 percent of the applicable workforce. However, it is not necessary

to maintain records by race or national origin if one race or one national origin

group in the relevant labor market does not comprise at least 2 percent of the

labor force.

EEOC suggests that required records be kept for a minimum of two years.

Certainly, it is in the best interest of an employer to have adequate documen-

tation on hand that can be used to refute a potential discrimination claim.

Simply because certain records must be maintained for a stipulated period of

time does not mean that the employer has to keep these records under active

consideration or in an active file. For example, employment applications must

be retained, but the employer has no obligation to continue active review of

them beyond its customary period of 30 to 60 days.

Moreover, because documents must be maintained does not mean that all of

the documents ‘‘should be made available to any investigator from any

agency.’’24 An EEOC investigator who is examining a claim of sex discrimi-
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nation is not automatically entitled to see company records pertaining to racial

composition of the workforce, promotion rates by race, or other relevant factors.

AFFIRMATIVE ACTION

The term affirmative action was first used informally during President Dwight

Eisenhower’s administration. The first official use of the term occurred in March

1961, when President John Kennedy signed Executive Order (EO) 10925 di-

recting all federal contractors to ‘‘take affirmative action to ensure that all ap-

plicants are employed, and that employees are treated, during employment,

without regard to their race, creed, color, or national origin.’’25

The Civil Rights Commission currently defines affirmative action ‘‘as encom-

passing any measure . . . to provide opportunities to a class of qualified individ-

uals who have either historically or actually been denied these opportunities,

and to prevent the recurrence of discrimination.’’26 The Commission’s definition

unequivocally refers to ‘‘a class of qualified individuals.’’ Consequently, affir-

mative action should not be viewed as either a mandate to employ the unqual-

ified or to afford preferential treatment for one protected class at the expense of

another protected class. An affirmtive action plan, therefore, is any program

undertaken by an organization to improve job opportunities for and increase the

utilization of protected classes in its work force. Such a program may be orig-

inated voluntarily by a company (or a company and its union) or imposed by

federal regulations, court order, or EEOC action.

An organization may elect, on its own, to initiate an affirmative action plan

to correct imbalances in its work force such as underutilization of minorities in

certain jobs or occupations. By doing so, the organization is not admitting to

discriminatory practices; rather, it is attempting to correct deficiencies in the

hiring and promotion of women and minorities that have resulted from legitimate

selection procedures. A voluntary program is likely to be based on an employer’s

recognition of its social responsibility to the community in which it operates.

There is, however, a risk attached to a voluntary affirmative action plan: the

possibility of reverse discrimination. While as discussed in Chapter 3 the Su-

preme Court has addressed the issue of reverse discrimination twice (Regents

of the University of California v. Bakke and Weber v. Kaiser Aluminum Cor-

poration), it has yet to give a clear-cut answer on this issue. Nevertheless, the

majority opinion in Weber would appear to lay down certain principles to which

voluntary affirmative action plans must adhere:

• The plan must be remedial in nature and designed to open job opportunities in occu-

pations that have traditionally been closed to minorities.

• The plan must not ‘‘trammel’’ the interests of white employees.

• The plan must not create a bar to the advancement of white employees.
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• The plan must not require the discharge of whites to create job openings for minorities.

• The plan must be temporary in nature.

Inasmuch as Weber addressed the issue of reverse racial discrimination, the

terminology used by the Court in specifying plan requirements reflects racial

considerations. It seems clear, however, that the guidelines promulgated in the

majority opinion apply equally to other protected classes.

While the potential for charges of reverse discrimination exist in any volun-

tary affirmative action plan, the charges are almost certain to come from majority

employees since ‘‘employers can be sure the federal government is not going

to prosecute them for reverse discrimination because it has never done so.’’27

The vast majority of affirmative action plans are originated under mandatory

requirements. There are three situations that require employers to develop such

plans: (1) the employer is a government contractor with a contract of $50,000

or more, in which case the need for such a plan is mandated by EO 11246, as

amended by EO 11375; (2) the employer has been found guilty of discrimination

and ordered by a federal court to develop and implement a plan; or (3) a dis-

crimination suit brought against the employer by EEOC shows the existence of

discrimination, and the employer has entered into a consent decree with EEOC

whereby the employer will establish an affirmative action plan.

CONTENTS OF AN AFFIRMATIVE ACTION PLAN

The procedures established by the Office of Federal Contract Compliance

Programs (OFCCP) for developing and implementing affirmative action pro-

grams were published in the Federal Register on December 4, 1974. These

regulations are known as Revised Order Number 4. OFCCP is very specific as

to what should be included in an affirmative action plan. Although the following

discussion is based on the requirements for affirmative action outlined by

OFCCP, the same requirements would generally apply to plans mandated under

different regulations or by other agencies.28

Development and Reaffirmation of Equal Opportunity Policy

The organization’s policy statement should reflect the employer’s attitude re-

garding equal employment opportunity, assign overall responsibility for equal

employment opportunities (EEO) within the company, and provide for moni-

toring and reporting procedures. The policy should state the firm’s intentions to

recruit, hire, train, and promote persons in all job titles without regard to race,

color, religion, sex, age, disability, veteran status, or national origin, except

where sex is a bona fide occupational qualification. It should also state that all

employment decisions will be made in accordance with equal employment op-

portunity principles. Moreover, the policy should ensure that promotion deci-
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sions are based on valid requirements. Finally, the policy should guarantee that

all personnel actions in such areas as compensation, benefits, transfers, layoffs,

returns from layoff, company-sponsored training, education, tuition assistance,

and social and recreational programs will be administered without regard to

protected class status.

Dissemination of Policy

Revised Order No. 4 is quite specific about the dissemination of an organi-

zation’s equal employment opportunity policy. The organization should:

• Include it in the company’s personnel manual and its policy manual.

• Conduct special meetings with executive, management, and supervisory personnel to

explain the intent of the policy and individual responsibility for effective implemen-

tation and clarify the chief executive officer’s attitude on equal opportunity.

• Schedule special meetings with all other employees to discuss the policy and explain

individual employee responsibilities.

• Discuss the policy thoroughly in both employee orientation and management training

programs.

• Meet with union officials to inform them of the policy and request their cooperation.

• Include non-discrimination clauses in all union agreements and review all contractual

provisions to ensure that they are non-discriminatory.

• Publish articles in company publications covering EEO programs, progress reports,

promotions, and other relevant issues concerning protected classes.

• Post the policy on company bulletin boards.

• Feature both minority and non-minority men and women in product or consumer ad-

vertising, employee handbooks, or similar publications.

• Ensure that all employees are aware of the organization’s affirmative action program

and have the opportunity to avail themselves of its benefits.

There are also additional requirements for disseminating the policy externally.

These are:

• Inform all recruiting sources, verbally and in writing, of the organization’s policy,

stipulating that the organization will actively recruit and refer protected classes for all

positions listed.

• Incorporate the equal opportunity clause in all purchase orders, leases, and contracts

covered by Executive Order 11246, as amended, and its implementing regulations.

• Notify minority and women’s organizations, community agencies, community leaders,

secondary schools, and colleges of company policy, preferably in writing.

• Ensure that prospective employees are aware of the organization’s affirmative action

program and have the opportunity to avail themselves of its benefits.
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• Picture both minority and non-minority men and women in consumer or help-wanted

advertising.

Responsibility for Implementation

An individual should be appointed as director or manager of the organiza-

tion’s equal employment opportunity program. This person should be accorded

the necessary top management support to effectively accomplish this assignment.

Revised Order No. 4 specifies the minimum level of responsibility associated

with the task of EEO manager. These tasks include:

• Developing policy statements, affirmative action programs, and internal and external

communication techniques.

• Assisting in the identification of problem areas.

• Assisting line management in arriving at solutions to problems.

• Designing and implementing audit and reporting systems.

• Serving as liaison between the organization and the enforcement agencies.

• Serving as liaison between the company and minority organizations, women’s organ-

izations, and other community action groups concerned with employment opportunities

for protected classes.

• Keeping management informed of the latest developments in the field of equal em-

ployment opportunity.

Revised Order No. 4 also imposes some requirements on an organization’s

line management. These include:

• Assistance in the identification of problem areas and establishment of local and unit

goals and objectives relative to equal employment.

• Active involvement with local minority organizations, women’s organizations, com-

munity action groups, and community service programs.

• Periodic audits of training programs and hiring and promotion patterns to remove im-

pediments to the attainment of goals and objectives.

• Regular discussions with local managers, supervisors, and employees to ensure that the

company’s equal opportunity policies are being followed.

• Review of the qualifications of employees to ensure that protected classes are given

full opportunities for transfers and promotions.

• Career counseling for all employees.

• Periodic audits to ensure that each location or company facility is in compliance with

the affirmative action plan.

• Ensuring that supervisors understand that their work performance is evaluated on the

basis of their equal employment opportunity efforts and results as well as other criteria.
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• Ensuring that supervisors understand that it is their responsibility to take action under

the affirmative action program to prevent harassment of employees assigned to their

units.

Utilization Analysis

An acceptable affirmative action program must include an analysis of areas

where the organization is deficient in its utilization of protected classes. The

first step in conducting a utilization analysis is to complete a work force analysis.

Each job title is listed as it appears in applicable collective bargaining agree-

ments or payroll records and ranked from the lowest-paid job to the highest-

paid job within each department or other similar organizational unit. For each

job title, the total number of incumbents for each of the following groups must

be given: black males and females, Spanish-surnamed American males and fe-

males, American Indian males and females, and Oriental males and females.

The wage rate or salary range for each job title must also be given.

The second step involves an analysis of all major job groups at each facility

or location at which the company operates, with an explanation if minorities or

women are underutilized. A job group, for this purpose, is defined as one or

more jobs, or groups of jobs, having similar content, wage rates, and opportu-

nities. Underutilization is defined as having fewer minorities or women in a

particular job group than would reasonably be expected by their availability in

the labor market. Utilization analysis is important to the affirmative action con-

cept because the percentage figure calculated will determine whether underutil-

ization exists. For example, if the utilization analysis determines the availability

of blacks for a certain job group to be 30 percent, then the organization must

have at least 30 percent blacks in that job group. If at least 30 percent of the

job group is not black, underutilization exists, and the company must set a goal

of reaching the 30 percent utilization level.

In determining whether there is underutilization of minorities, the Office of

Federal Contract Compliance Programs states that the organization should con-

sider the following factors:

1. The minority population of the labor market surrounding the facility.

2. The extent of minority unemployment in the surrounding labor market.

3. The percentage of the minority work force compared to the total work force in the

immediate labor area.

4. The general availability in the immediate area of minorities with requisite skills.

5. The availability of minorities with requisite skills in the geographical area from which

the company can reasonably be expected to recruit.

6. The availability of promotable and transferable minorities within the organization.

7. The existence of training institutions capable of training people in the requisite skills.
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8. The degree of training the company is reasonably able to conduct to make all job

classes available to minorities.

In determining whether there is underutilization of women, OFCCP takes a

slightly different approach and considers the following factors:

1. The size of the female unemployed work force in the labor area surrounding the

facility.

2. The percentage of the female work force compared to the total work force in the

immediate area.

3. The general availability in the immediate area of women with requisite skills.

4. The availability of women with requisite skills in the geographical area from which

the company can reasonably be expected to recruit.

5. The availability of women seeking employment in the labor market or recruiting area

of the organization.

6. The availability of promotable and transferable female employees within the organi-

zation.

7. The existence of training institutions capable of training people in the requisite skills.

8. The degree of training the company is reasonably able to conduct to make all job

classes available to women.

If underutilization of minorities or women is occurring, a further study should

be made to identify the cause of the problem. Revised Order No. 4 identifies

nineteen possible types or causes of underutilization:

• Underutilization of minorities or women in specific job groups.

• Lateral and/or vertical movement of minority or female employees occurring at a rate

lower than that of non-minority or male employees.

• A selection process that eliminates a significantly higher percentage of minorities or

women than non-minorities or men.

• Application forms or other pre-employment forms not in compliance with federal leg-

islation.

• Job descriptions that are inaccurate in relation to actual job duties and functions.

• Formal or scored selection procedures that are not validated as required by the Uniform

Guidelines.

• Test forms that are not validated by location, work performance, and failure to include

minorities and women in the sample.

• Referral ratio of minorities or women to the hiring supervisor or manager that indicates

that a significantly higher percentage are being rejected as compared to non-minority

or male applicants.

• Minorities or women excluded from or not participating in company-sponsored activ-

ities or programs.
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• De facto segregation that is still in existence in some facilities.

• Seniority provisions that contribute to overt or inadvertent discrimination; that is, a

disparity by minority group status or sex between length of service and types of jobs

held.

• Nonsupport of company policy by managers, supervisors, or employees.

• Minorities or women underutilized or significantly underrepresented in training or ca-

reer improvement programs.

• No formal techniques established for evaluating the effectiveness of EEO programs.

• Lack of access to suitable housing that inhibits recruiting efforts or employment of

qualified minorities.

• Lack of suitable transportation, either public or private, to the workplace.

• Failure to notify labor unions and subcontractors of their responsibility for affirmative

action efforts.

• Purchase orders not containing an EEO clause.

• Equal employment opportunity posters not prominently displayed.

Establishment of Goals and Timetables

Central to any affirmative action program is the concept of goals and time-

tables. These goals and timetables represent minority and female hiring or pro-

motion levels that are realistic and attainable in terms of the organization’s

utilization deficiencies and its affirmative action program. In establishing goals

and setting timetables, the organization should consider the results that it can

reasonably expect to achieve by putting forth good faith, positive efforts to

increase the size and utilization of its minority and female work force.

Both human resource managers and line managers should be involved in the

process of developing goals and timetables. There are two goals that must be

established regarding underutilization: an annual goal and an ultimate goal. The

annual goal is one that moves toward elimination of underutilization, whereas

the ultimate goal is, of course, the abolishment of any underutilization. Both of

these goals should be specific in terms of planned results and related to realistic

timetables for their accomplishment. However, goals should not be so rigid that

inflexible quotas are established. Rather, they should be reasonably attainable

targets that can be met through positive action by the employer.

Development and Execution of Programs

Employers should conduct detailed analyses of job descriptions to ensure that

they accurately reflect job requirements and content. In other words, an effective

affirmative action program requires a comprehensive job analysis program. Ad-

ditionally, all job specifications should be validated in terms of the job. Special

attention should be given to academic background, experience, skills, and phys-

ical requirements. If a job specification screens out a disproportionate number
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of protected class members, the requirement must be validated in accordance

with the procedures specified in the Universal Guidelines.

When a job opening occurs, all members of management who are involved

in the recruiting, screening, selecting, and promotion process should be notified.

Also, any individual involved in recruiting, screening, selecting, promotion, dis-

ciplinary actions, and related processes should be carefully trained so as to

eliminate bias in any personnel action.

The organization’s entire selection and employment process should be care-

fully evaluated to ensure freedom from discrimination or bias. Any procedures

that adversely affect the hiring of protected classes must be scrutinized, and

revised or eliminated if there is a possibility that such procedures result in unfair

discrimination or exclusion of these classes from employment opportunities.

Particularly important in an effective affirmative action program are efforts

to increase the number of protected class members who apply for job openings.

Revised Order No. 4 suggests some techniques that are designed to improve

recruitment efforts and increase the flow of minority and female applicants.

These actions include:

• Identifying referral organizations for minorities and women.

• Holding formal briefing sessions with representatives of referral organizations.

• Encouraging minority and female employees to refer applicants to the company.

• Including minorities and women on the human resource staff.

• Encouraging minorities and women to participate in career days, youth motivation

programs, and related activities in their community.

• Actively participating in job fairs and giving company representatives the authority to

make on-the-spot commitments to qualified minorities and women.

• Actively recruiting at schools having predominantly minority or female enrollments.

• Utilizing special approaches to recruit minorities and women at other schools.

• Using special employment programs, such as co-op programs, after school jobs, work-

study jobs, and summer employment, that increase employment opportunities for pro-

tected classes.

• Using pictures of minorities and women in recruiting brochures.

• Placing help-wanted ads in minority news media and women’s interest media.

To ensure that minorities and women are given equal opportunity for pro-

motion within the organization, OFCCP suggests that companies do the follow-

ing:

• Post or otherwise announce promotional opportunities.

• Inventory current minority and female employees to determine academic backgrounds,

skills, and experience levels.

• Initiate necessary remedial, job training, and work-study programs.
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• Develop and implement formal employee evaluation programs.

• Validate all job specifications in terms of job-related performance criteria.

• Require supervisory personnel to submit written explanations when apparently qualified

minorities or females are passed over for promotion.

• Establish formal career counseling programs.

• Review seniority practices and seniority clauses in union agreements to ensure that

such practices or clauses are non-discriminatory and do not have a discriminatory

effect.

• Ensure that facilities and company-sponsored social and recreational activities are in-

tegrated and actively encourage all employees to participate in all company-sponsored

events and activities.

• Encourage child care, housing, and transportation programs appropriately designed to

improve employment opportunities for minorities and women.

Internal Audit and Reporting System

Organizations should monitor records of referrals, placements, transfers, pro-

motions, and terminations at all levels to ensure that a non-discriminatory policy

is carried out. Additionally, the company should require formal reports from

unit managers on a regularly scheduled basis specifying the degree to which

corporate or unit goals and timetables for affirmative action are met. Report

results should be reviewed with all levels of management.

RECENT DEVELOPMENTS IN AFFIRMATIVE ACTION

In the mid-1990s three events occurred that will undoubtedly affect affirma-

tive action plans in the coming years. First, in 1995 the Supreme Court held in

Adarand Constructors, Inc. v. Pena that, in federal government affirmative ac-

tion programs, race preferences created by the government will be subjected to

‘‘the strictest judicial standard,’’ and programs that do not meet the standard of

‘‘compelling governmental interest’’ violate the Constitution. While the decision

in Adarand does not apply to private organizations and thus has limited practical

significance for the private sector, it suggests that the courts may in the future

be more willing to apply strict standards to other affirmative action plans.

Second, on June 10, 1996 the Supreme Court refused to hear an appeal of

the 5th Circuit Court’s decision in Hopwood v. State of Texas and thus let stand

a decision that prohibits consideration of race in higher education admissions,

scholarships, and loans. Cheryl Hopwood, a white female, and three white males

had sued the University of Texas claiming that the Law School’s admission

process violated the Fourteenth Amendment by giving raced-based preferences

exclusively to blacks and Mexican Americans. The circuit court agreed. Al-

though the decision applies only to states in the Fifth District—Texas, Louisiana,

and Mississippi—it may eventually have broader implications.
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Third, on November 5, 1996 voters in the state of California approved, by a

margin of 57 percent to 43 percent, Proposition 209, an initiative to end state-

sponsored race and sex preferences in public hiring, contracting, and education.

According to the Wall Street Journal:

The California Plan, if upheld by the courts, could spawn similar measures in other states,

[and] given California’s position as the nation’s most populous state and its reputation

as a bellwether for political change, the results are bound to influence politics elsewhere.29

At the present, the enactment of Proposition 209 has been enjoined by the court

system.

While no definite conclusion can be drawn from these three events, it seems

safe to suggest that affirmative action will be the subject of continued discussion

in the coming years.
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Job Analysis

Broadly defined, job analysis is the process of collecting, interpreting, and re-

porting pertinent facts about the nature of a specific job. A job analyst deter-

mines job duties and responsibilities; identifies the skills, abilities, knowledge,

experience, and other attributes required of a worker to perform the job; and

prepares job descriptions and job specifications.

Job analysis is the most fundamental of all human resource management ac-

tivities because all other personnel functions, and especially staffing, depend to

a large extent on the successful execution of this one activity. Human resource

planning requires job analysis data to determine the types of jobs and skills that

will be needed by the organization in the future. Recruiting needs job analysis

information to be able to attract people with the proper experience and skill

mix. Since selection of employees, for logical as well as legal reasons, must be

based on job-related criteria, job analysis is essential to effective selection. Ca-

reer planning and development, performance appraisal, and human resource ad-

ministration also require information provided by job analysis.

OVERVIEW OF THE JOB ANALYSIS PROCESS

Before considering the job analysis process, an explanation of some of the

terminology used in this activity is necessary. Three terms that warrant definition

are task, position, and job.

A task is a duty; it exists whenever effort must be expended for a specific

purpose such as typing a letter. A position is a group of tasks assigned to one

employee. In any organization, there are as many positions as there are workers.

A job, on the other hand, is a group of positions that are identical as far as their
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major or significant tasks are concerned. In a small organization, where every

position differs from every other position, a position is also a job.1

Job analysis, in essence, consists of four major components: (1) identification

of each job in the organization; (2) collection of information about the duties,

responsibilities, and working conditions of the job, including delineation of es-

sential functions and marginal functions; (3) determination of the human qual-

ifications needed to perform the job; and (4) preparation of job descriptions and

job specifications.

Job Identification

Before any job can be analyzed, it is necessary to determine how many and

what kind of jobs exist in the organization. To do this, a list of all positions is

compiled. In a large organization the list would be assembled department by

department; in a small organization, the list would be compiled for the entire

company. There are several ways this list can be constructed: by studying the

organizational chart, by reviewing payroll records, by examining personnel di-

rectories, by talking to supervisors and managers, or by observing the actual

work performed in each organizational unit. The final list of positions should

equal the total number of employees in each department, if it has been compiled

department by department; or it should equal the total number of employees in

the organization if it has been compiled in aggregate fashion.

Once the list of positions has been completed, the next step is to develop a

list of jobs. If, for example, an organization has six employees who function as

accounting clerks and they all perform the same duties, it is clear that accounting

clerk constitutes one job. But, if an organization has three individuals designated

as engineer and one performs electrical engineering duties, one carries out me-

chanical engineering duties, and the other performs chemical engineering duties,

it is clear that there are three separate jobs, not one. Should any doubt exist as

to whether two or more positions are actually similar in nature, they should be

listed as separate jobs pending further analysis.

After the tentative list of jobs has been completed, it is good practice to

standardize job titles so that they conform to universally accepted and recog-

nized titles. Frequently, organizations create job titles that are unique to the

organization and have little or no meaning outside the institution. The Dictionary

of Occupational Titles, a publication of the U.S. Department of Labor, contains

a list of standardized, commonly used, and widely accepted job titles. Whenever

possible, these titles should be used.

Collection of Data on Job Duties and Responsibilities

After determining which jobs exist in an organization, the major task of anal-

ysis begins—ascertaining the specific duties, responsibilities, essential functions,
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and marginal functions of each job. Techniques for accomplishing this vital

function are examined in subsequent sections of this chapter.

Determination of Needed Human Qualifications

One of the most difficult parts of job analysis is determining the skills, abil-

ities, experience, and other qualifications needed to perform a job. A great deal

of judgment, discretion, and expertise is required of the individual performing

the job analysis. While input from supervisors and managers is helpful, there is

a tendency for these individuals to describe the qualifications that an ideal job

incumbent should possess. Employees, especially those who have been perform-

ing a job for a while, also tend to overstate the qualifications needed. The task

of the job analyst is to sort through preferred qualifications and determine the

minimally appropriate level of skills needed for successful job performance.

Preparation of Job Descriptions and Job Specifications

The final phase of job analysis is to prepare written documents that enumerate

the duties, responsibilities, and functions of the job (job descriptions) and specify

the skills, abilities, and other qualifications needed to perform the job (job spec-

ifications).

The following sections cover the purposes and uses of job analysis informa-

tion. Later sections examine in greater detail how the information is gathered

and reported.

PURPOSES AND USES OF JOB ANALYSIS

As a basic tool of human resource management, job analysis provides infor-

mation that can be used in a number of ways to satisfy organizational purposes.

The information provided through this activity can be used to:

• Assist in human resource planning. Through job analysis, data relative to future skills

needs are collected. The organization knows not only what jobs will be needed in the

future but also the qualifications individuals will need to successfully fill these jobs.

• Establish definitive criteria for making staffing decisions. Under the provisions of Title

VII and the Uniform Guidelines, all selection standards and procedures must be job-

related. Job analysis is the vehicle through which this is accomplished.

• Indicate the need for training of present as well as future job incumbents in the per-

formance of job duties and responsibilities.

• Establish a basis for appraising the performance of employees in terms of actual job

duties.

• Assist in the career planning and development process by identifying the qualifications

employees must have to progress to positions of greater responsibility.
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• Reallocate work from one job to another if the workload is too heavy in one job or if

it could be performed better in another job.

• Correct unsafe or undesirable working conditions before such conditions cause injury

or illness to workers.

• Identify the jobs that are exempt from the requirement to pay overtime

• Evaluate jobs relative to each other, thereby establishing a system of internal equity

that can be used for compensation purposes.

• Establish groups or classes of similar jobs for compensation or performance appraisal

purposes.

• Create a factual basis for determining promotions, transfers, terminations, or demotions.

• Establish a basis for research efforts that attempt to distinguish successful from less

successful employees.

• Protect the organization in the event of legal challenge. The courts have typically held

that a job analysis made in good faith is admissible as evidence that the organization

has attempted to validate certain of its personnel procedures and practices.2

The preceding list is intended to be illustrative rather than exhaustive. How-

ever, it demonstrates that there are a number of reasons why all organizations

should perform job analysis. Not only is this process a useful tool for human

resource management, it is also the first line of defense for legal challenges to

employment practices.

IMPACT OF THE AMERICANS WITH DISABILITIES ACT

ON JOB ANALYSIS

The Americans with Disabilities Act of 1992 (ADA) has had a significant

impact on the preparation of job descriptions. This act requires that essential

functions of a job be differentiated from marginal functions. Essential job func-

tions are those job duties that are intrinsic to the position. They are, in essence,

the reasons a position exists. Evidence of an essential function in a particular

job would include the following: (1) the employer’s judgment of its essentiality,

(2) written job descriptions that suggest the essential nature of a job function,

(3) the amount of time a job incumbent spends performing the specified function,

(4) the consequences of not requiring the employee to perform the function, (5)

the work experience of previous employees in the job, and (6) the current work

experience of employees in similar jobs.3 Marginal functions of a job may be

performed but are not important aspects of the job.

The ADA precludes employers from discriminating against qualified individ-

uals with disabilities who can, with or without reasonable accommodation, per-

form the essential functions of the job. Therefore, since its enactment, it has

become incumbent upon employers to separate essential job functions from mar-

ginal job functions. As stated in Section 101(8) of the ADA,
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Consideration shall be given to the employer’s judgment as to what functions of a job

are essential, and if an employer has prepared a written job description before advertising

or interviewing applicants for the job, this description shall be considered evidence of

the essential functions of the job.

Well-written, comprehensive job descriptions that separate essential from mar-

ginal job functions help protect an organization from charges of disability dis-

crimination in hiring, promotion, transfer, or other employment decisions.

TYPES OF JOB ANALYSIS INFORMATION

A thorough, effectively performed job analysis can collect a wealth of infor-

mation. The specific information generated depends largely upon its potential

uses. As a general rule, it is preferable to collect as many job facts as possible

so as not to overlook any important items. Table 5.1 presents examples of the

types of data, by category, that can be gathered.4

Job duties, responsibilities, essential functions, and marginal functions are the

most crucial items that must be identified, but it is also important to identify

job qualifications, as well as the relationships and contexts in which the job is

performed.

TRADITIONAL JOB ANALYSIS METHODS

Over the years, four traditional methods of job analysis have evolved: (1)

questionnaires, (2) interviews, (3) observation, and (4) some combination of the

preceding methods. These approaches, despite their deficiencies, are still the

ones most commonly used by organizations.

Questionnaires

One of the simplest and quickest ways to collect a substantial amount of data

on many jobs simultaneously is to administer a structured questionnaire to em-

ployees. Questionnaires may also be the most economical data collection

method. With this approach each employee in a job—or if there are many em-

ployees performing the same job, a representative sample of employees—is

given a questionnaire and instructed to provide certain kinds of information

about his or her job. While the specific data requested depend upon how the

organization plans to use the job analysis, the worker is typically asked to elab-

orate on the types of information shown in Table 5.1.

Administering a job analysis questionnaire to employees is done in one of

three ways: (1) the job analyst meets with all employees of a work unit and

explains how to complete the questionnaire; (2) the job analyst meets with work

unit supervisors to explain how to complete the instrument and the supervisors,

in turn, explain it to their employees; or (3) the questionnaire is distributed with
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an accompanying memorandum that contains instructions for completing it.

From an effectiveness standpoint, the first approach would seem to be the best

since it offers the greatest opportunity to answer questions, provide clarification,

and eliminate problems that may affect the quality or quantity of information

collected. Once the employee completes the questionnaire, it is usually reviewed

by his or her supervisor for completeness and accuracy and then returned to the

job analyst.

Designing a questionnaire that will produce the data needed for a thorough

analysis of jobs is not easy. The types of information needed, how the infor-

mation will be used, and other factors must be considered before a sound in-

strument can be constructed. In many instances, one questionnaire cannot be

used for all the jobs in an organization; several may be required. It may be

necessary, for example, to design one questionnaire for production workers,

another for clerical employees, and another for technical personnel.

Obviously, the questionnaire approach to job analysis has some disadvan-

tages: (1) it may interfere with normal work routine because employees will

typically complete it during working hours; (2) it may produce inaccurate in-

formation due to the tendency of employees to overstate the importance of their

jobs; (3) it may generate insufficient data if employees completing the instru-

ment are not verbally facile; (4) it may be viewed by some employees as an

imposition or interference with their normal work; and (5) it may, if used for a

large number of jobs at once, produce a mass of data for a job analyst to

examine, interpret, synthesize, and report in meaningful fashion.5 Nevertheless,

the questionnaire remains a widely used job analysis method.

Interviews

The second traditional method of conducting job analysis is to interview em-

ployees performing the work. When this method is used, a structured interview

guide is utilized so that the same questions are asked of each job incumbent.

Such a guide is especially critical when several individuals will be doing the

interviewing. In effect, the interview method is much like the questionnaire

approach, except that the information is given to the analyst orally instead of in

writing.

Job analysis interviews may be conducted in several different ways. They

may be held with an individual employee, a group of employees performing the

same job, the supervisor of a section or department, the individual employee

and then the supervisor, or a group of employees and then the supervisor.6 The

most common procedure is to interview the job incumbent individually and then

verify the information received by interviewing the worker’s supervisor.

Interviews can be a very effective means of collecting job analysis informa-

tion because most workers enjoy talking about their jobs. A skillful interviewer

can often probe a worker in much greater depth than could ever be achieved

through a questionnaire approach.
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Interviews have certain limitations: (1) they are time-consuming and therefore

more expensive than questionnaires; (2) the quality of the information gathered

is highly dependent upon the interviewer’s skill; (3) they are often disruptive to

the work routine because they take employees away from their assigned tasks;

(4) they may be viewed as threatening by employees; and (5) even though the

interviewer may be highly skilled, the quality and quantity of information ob-

tained may suffer if the employee is not articulate.7 Yet in most instances, the

information provided by interviews may be superior to that collected by ques-

tionnaires.

Observation

Job analysis can also be conducted by observing employees as they perform

their jobs. The analyst simply watches the worker and records information about

the various tasks being performed and the kinds of skills used to perform them.

To avoid missing infrequent or irregular tasks, the analyst may observe many

work cycles over an extended period of time. The biggest advantages of obser-

vation are that the analyst can see firsthand the conditions under which the work

is performed, note the level of complexity or difficulty involved, and may gain

greater insight into the job than with other methods.

On the other hand, relying solely upon observation as a job analysis method

has serious drawbacks: observation requires a highly trained individual who can

recognize task difficulties and variations of skill requirements; it is easy to over-

look infrequently performed job duties that require greater skill and effort than

those performed on a daily basis; observation can be very time-consuming and

thus expensive; observation can be threatening to employees; and observation

may disrupt normal work routine, not only for the worker being observed but

also for others in the work unit who are uncomfortable with an outside observer

in their midst.

Certainly, there is a place for observation in the collecting of job analysis

information, but its place is secondary rather than primary.

Combination

Of all the traditional approaches to job analysis, a combination method is

probably the best because it minimizes the disadvantages and maximizes the

advantages of any one approach used by itself. Of the possible combination

approaches, the most common are (1) questionnaires and interviews, and (2)

questionnaires, interviews, and observations.

As indicated earlier, one of the advantages of the questionnaire is that it

produces a lot of data rather quickly. But the job analyst often has trouble

analyzing or interpreting questionnaire data. Employees may use jargon, shop

talk, or technical terms that mean little to the analyst. In addition, employees

may provide very sketchy information that has little or no value to an outsider.
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Interviews, conducted with the questionnaire in hand, give the analyst an op-

portunity to seek clarification or obtain additional job information.

The interview itself can be conducted more expeditiously when workers have

already supplied written material because the analyst does not have to cover

every aspect of each job but only those parts where additional explanation is

needed. Interview time is likely to be 50 percent less when the discussion with

the worker is conducted from a completed job analysis questionnaire.8

A job analysis that combines questionnaires, interviews, and observation of

the job and physical environment collects the most complete information. Ob-

servation often reveals factors about a job that may not be uncovered through

questionnaires or interviews: for example, poor lighting, an inefficiently de-

signed workstation, excessive or irritating noise, or unusual physical motions

required for task performance.

Utilizing questionnaires, interviews, and observations provides the advantage

of seeing a job from different perspectives; consequently, the information ob-

tained in this fashion not only tends to be more complete but also more valid.

THE PRODUCTS OF JOB ANALYSIS

Two major written products result from job analysis: a job description and a

job specification. The job description delineates duties, responsibilities, essential

functions, and marginal functions; the job specification sets forth the human

skills and qualifications needed to perform a specific job. In actual practice, job

specifications are commonly included as a section in the job description. How-

ever, it is beneficial from a conceptual viewpoint to envision these two end

products as separate items that serve different purposes. By doing so, greater

emphasis is placed on describing the job and accurately specifying the skills

required for job performance.

Job descriptions and job specifications are crucial to effective staffing; they

serve as guidelines for hiring that ensure an organization is selecting the right

kinds of individuals to perform the work of the institution. Additionally, job

descriptions establish a factual basis for determining rates of pay and establish-

ing performance standards.

Job Descriptions

‘‘Writing a good job description is not a simple matter. A job description

must be specific, concise, complete, accurate, meaningful, and readable.’’9 Who-

ever writes the description—job analyst, manager, or supervisor—must have an

understanding of the content needed, the manner in which the information is to

be presented, and effective writing techniques.

Content. The specific content of a job description varies from company to

company, depending upon the uses to be made of the description, the format

selected, and the nature of the job being described. Despite content differences,
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three requisites must be satisfied: job identification, job definition, and job de-

lineation.

Job Identification consists of information that differentiates one job from an-

other. Commonly used identifiers include job title, departmental location, spe-

cific unit assignment, exempt or nonexempt status, and title of the position to

which the job reports. In large organizations additional identifiers may also be

used: for example, job number, labor grade or job class, and number of job

incumbents.

Careful thought should go into selecting a job title since it is the primary job

identifier. The title chosen should reflect as clearly as possible the nature of the

work performed, be distinct enough to differentiate the job from other similar

jobs, and be consistent with other titles used in the organization. Job titles,

unfortunately, are often misleading. An executive secretary in one organization

may be little more than a highly paid keyboardist, while a job with the same

title in another organization may identify an incumbent who is an administrative

assistant to a chief executive officer and does little or no keyboarding. One

source of information that can be of invaluable assistance in standardizing job

titles is the Dictionary of Occupational Titles (DOT) published by the U.S.

Department of Labor. This book contains almost 25,000 standardized job titles

as well as job descriptions. Each job title includes a numeric code that catego-

rizes a job by different dimensions, such as major job category; subsection of

the major category; the job’s relationship to data, people, and things; and an

alphabetical listing within the job category. Wherever possible, an organization

should use the titles and codes contained in the DOT.

Job definition is usually accomplished through a summary of the job that sets

forth the purpose or nature of the job, why it exists, and how it relates to other

organizational jobs. A good job summary provides, in about two to four sen-

tences, a succinct statement of the job’s function and assists in differentiating it

from other jobs in the company.

Job delineation is the actual heart of the job description; it is the section in

which duties, responsibilities, essential functions, marginal functions, reporting

relationships, and other tasks or functions are enumerated. It is, obviously, the

longest part of the overall description. Sufficiently detailed information must be

provided about actual job duties, but the temptation to be verbose or pompous

must be vigorously resisted. The job should be described so that duties, respon-

sibilities, essential functions, and marginal functions can be clearly understood

by users of the job description.

Format. There is no universal job description format; nevertheless, the three

requisites for job content—job identification, job definition, and job delinea-

tion—provide a reasonable indication of the basic format that should be fol-

lowed.

Variations in job description format are most frequently found in the job

delineation portion. Often, duties, responsibilities, and functions are subdivided

into several sections to provide clarity and call attention to important job fac-
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tors—financial responsibility, decision-making authority, controls over work,

and interactions with others, for example. This is a sound practice because it

not only clarifies duties, responsibilities, and functions but also improves the

readability of the job description.

The format should be consistent from job to job for each particular group of

jobs; for instance, all production jobs should be described according to the same

format, and all managerial jobs should be described according to the same for-

mat. Additionally, the format used should parallel the use for which the descrip-

tion is intended. If the job description is to be used as the basis for job

evaluation, each compensable factor in the job evaluation plan must be clearly

addressed in the job description; if the job description is meant to be used as a

basis for performance evaluation, each performance factor must be covered.

Writing Techniques. Many job descriptions are poorly written; they are wordy,

imprecise, or difficult to read. A job description should be an action-oriented

document that states precisely, concisely, and clearly the duties performed and

responsibilities carried out in a particular job. Careful attention to clarity is

absolutely essential. The following guidelines should be followed when writing

a job description:

• Start each duty or responsibility statement with an action verb such as analyze, cal-

culate, compute, file, issue, prepare, reconcile, sort, tabulate, or transmit. Words of

this kind identify what is actually done in a job.

• Avoid imprecise terminology. Words such as handles, coordinates, or deals with are

vague and open to different interpretations by different readers.

• Avoid shop talk, jargon, or acronyms because they are confusing to people who are

not intimately familiar with the job.

• Use short, easy-to-read sentences.

• Use a style that specifies who does what, when it is done, why it is done, where it is

done, and how it is done.

• Be detailed but not wordy. Verbiage not only tends to confuse but may also imply a

degree of complexity that does not exist in a job.

• Use an outline form. With the exception of the job summary, which is normally in

paragraph form, a job description is not a narrative. Each job duty, responsibility, or

function-identification statement should make a specific point.

• Enumerate each duty and responsibility in the general order of its overall importance

to the job.

• Accurately differentiate essential from marginal functions.

• Keep the user in mind. In the staffing process one of the key users of the job description

is likely to be the screening interviewer, who must make a quick decision as to whether

an applicant is sufficiently qualified for further consideration. If the job description is

not clear, qualified candidates may be eliminated, and unqualified candidates may be

recommended for further consideration.10
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Figure 5.1 presents a job description that follows the preceding guidelines.

While the job described is not specific to any organization, the same style and

format can be used for almost any job.

Job Specifications

Job specifications outline the minimum qualifications, such as education, ex-

perience, or skills, a person should possess to perform a job satisfactorily. Job

specifications should always reflect the minimum, not the ideal, qualifications

for a particular job. Because the information on job qualifications is usually

gathered from supervisors or employees, organizations tend to overstate quali-

fications. Supervisors may describe the ideal candidate, while employees may

describe their own skills. Several problems may result if specifications are in-

flated. First, if specifications are set so high that they systematically eliminate

minorities, women, individuals with disabilities, or other protected class mem-

bers, the organization runs the risk of discrimination charges. Second, compen-

sation costs will increase because ideal candidates have to be compensated more

than candidates with minimum skills. Third, job vacancies will be harder to fill

because ideal candidates are more difficult to find than minimally qualified can-

didates.

Ascertaining the appropriate qualifications for a job is undoubtedly the most

difficult part of job analysis. It requires much probing by the job analyst as well

as a broad understanding of the skills needed to perform varieties of work.

Because of the problems associated with job specifications, it is preferable for

an organization to underspecify rather than to overspecify qualifications.

Figure 5.2 shows the specifications for the position of Administration, Human

Resources that was described in Figure 5.1.

OTHER JOB ANALYSIS METHODS

Although the majority of organizations in the United States use the traditional

approaches to job analysis described earlier in this chapter, there have been

attempts to develop more systematic, standardized approaches to improve the

quality and consistency of job analysis information Three of these approaches—

the Position Analysis Questionnaire (PAQ), the Job Analysis Schedule (JAS),

and Functional Job Analysis (FJA)—are described in this section. Other new

approaches have been developed; however, the PAQ, JAS, and FJA are the most

widely recognized and frequently used nontraditional job analysis methods.

Position Analysis Questionnaire

The PAQ was developed at Purdue University. It is the result of more than

ten years of research by psychologists who studied thousands of jobs.11 The

PAQ is a structured job analysis questionnaire that uses a checklist to identify
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job elements. It is based on 194 job descriptors that relate to job-oriented or

worker-oriented elements. Proponents of the PAQ believe that the ability of the

checklist to identify job elements, behaviors required of job incumbents, and

other job characteristics makes it possible to use this procedure for virtually any

type of job.12

The 194 job elements in the PAQ are grouped into 27 division job dimensions

and 5 overall job dimensions. These 32 dimensions are further divided into 6

major job activities: information input, mental process, work output, relation-

ships with other persons, job context, and other job characteristics. Each job

descriptor is evaluated on a specified scale such as extent of use, importance of

job, possibility of occurrence, and applicability.

With a computer, each job can be scored very quickly on the 32 job dimen-

sions. The overall score represents a profile of the job that can be compared

with standard profiles to group the job into known job families, that is, jobs of

a similar nature. In essence, the PAQ identifies significant job behaviors and

classifies jobs. Using the PAQ, job descriptions can be prepared based on the

relative importance and emphasis given to various job elements.

The PAQ is completed by an employee or employees familiar with the job

being studied—typically an experienced job incumbent or the immediate su-

pervisor. The profiles and job descriptions are then prepared by job analysts. As

can be deduced from this brief description, the PAQ is a comprehensive, com-

plex form of job analysis that requires an individual trained in its use if it is to

produce the desired results.

Department of Labor Job Analysis Schedule

For many years, the U.S. Department of Labor has worked on the develop-

ment and refinement of a systematic instrument for analyzing and classifying

job content: the Job Analysis Schedule (JAS)13 Many federal, state, and local

governmental agencies as well as private enterprises use this approach or some

variation of it.

The JAS is an instrument for gathering data on five categories that can be

used to define satisfactory job performance: worker functions; work fields; ma-

chines, tools, equipment, and work aids; materials, products, subject matter, and

services; and worker traits.

Worker functions are what workers do, in the performance of a job, with data,

people, and things. The JAS includes a scale of values that ranks the complexity

of worker functions. The 24 identifying activities for the three worker function

areas are shown in Table 5.2. The highest combination of the three areas estab-

lishes the relative importance of the job. Normally, reading down a column,

each successive function incorporates each lower function. For example, in the

column Data, if the highest activity identified was compiling, it would be as-

sumed that the job also required computing, copying, and comparing. Note that

the numerical values assigned to the functions are the reverse of what might be
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Table 5.2

Job Analysis Schedule Worker Functions

expected in a typical value scale. With JAS, the lower the numerical value, the

higher the level of activity.

The work fields, which are classified into 99 different categories, describe the

mechanical, technological, or socioeconomic requirements of the job. The cat-

egory of machines, tools, equipment, and work aids identifies the instruments

and devices of a mechanical nature that are used to carry out the job. The

category of materials, products, subject matter, and services describes the type

or kind of materials worked on, the end products, the knowledge required to

perform the job, and the nature of the services rendered. Worker traits are pri-

marily concerned with job specifications. They are divided into five components:

training time, aptitude, temperament, interests, and physical demands.

Obviously, effective use of the JAS requires a highly trained and skilled job

analyst.

Functional Job Analysis

This approach to job analysis, a modification of the JAS, is a comprehensive

approach that concentrates on the interactions among the work, the worker, and

the work organization.14 Functional Job Analysis (FJA) is a worker-oriented

approach to job analysis that identifies what a worker actually does, rather than

what the worker is responsible for.

FJA utilizes a modified version of the worker functions scales contained in

the job analysis schedule. In fact, the two scales are almost identical except that
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the FJA adds a no significant relationship to the data, people, and things cate-

gories of worker functions and reverses the numerical coding.

The basic premises and fundamental elements of FJA are:

1. A distinction is made between what gets done and what a worker must do to get it

done. As far as job analysis is concerned, it is probably more important to know the

latter. For example, an airline pilot does not fly passengers; he or she performs a

multitude of tasks to take an airplane from one location to another.

2. What a worker does in a job is related to only three basic elements: data, people, and

things. These are, in fact, the materials, as well as the results, of all work that is

performed.

3. In relation to data, people, and things, workers function in unique ways. In essence,

data draw on mental resources; people draw on interpersonal resources; and things

draw on physical resources.

4. Every job requires that a worker relate to data, people, and things.

5. Although worker behavior or task performance can be described in an almost infinite

number of ways, there are only a few definite and identifiable functions connected

with data, people, and things. These basics are shown in Table 5.2.

6. The functions performed by workers proceed from the simplest to the most complex.

For instance, the least complex form of people activities would be serving while the

most complex would be monitoring. Consequently, if an upper-level function is re-

quired, all of the lower-level functions are also required.

7. The three hierarchies for data, people, and things provide two measures for a job:

level and orientation. Level is a measure of complexity in relation to data, people,

and things. Orientation is a measure of involvement with data, people and things.15

Proponents of the FJA claim that, in addition to being a useful means of

analyzing jobs, it also establishes criteria that can be used to evaluate the worth

of a job (set compensation rates) and appraise the performance of workers in

each job.

As with the other newer approaches to job analysis, FJA is more complex

than the traditional methods and requires a well-trained job analyst.
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Human Resource Planning

In far too many instances human resources do not receive the same meticulous

attention that management devotes to other organizational resources. Nowhere

is this more evident than in planning for future personnel needs. Physical and

financial resources are usually planned for well in advance. The need for new

facilities, equipment, or capital may be anticipated years ahead of the time they

will actually be required. Costs will be calculated, sources will be determined,

rates of return will be computed, and other analyses will be performed. But

when it comes to people resources, it is common to find many organizations

relying on the ‘‘faith principle’’—the assumption that sufficient quantities and

qualities of human resources will be available as needed to staff the new facil-

ities and operate the new equipment. In most cases, people planning occurs after

the fact. The new plant is opened, the new machinery is installed, and the

scramble is on to find employees to staff the facility and operate the equipment.

To neglect planning for human resources, however, is to invite disruptions and

delays if sufficient numbers of properly trained people do not materialize when

they are needed.

Fortunately, a number of organizations have recognized, and others are be-

ginning to recognize, the essentiality of planning for personnel needs. The rea-

son, according to one author, is that ‘‘strategic planning for human resources

makes good business sense [because many institutions] have at least half of their

financial resources continuously committed to the acquisition, development,

maintenance, and use of human resources.’’1

DEFINITION OF HUMAN RESOURCE PLANNING

Human resource planning may be defined in several ways. It may be thought

of as (1) ‘‘the process of analyzing an organization’s human resource needs
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under changing conditions and developing the activities necessary to satisfy

these needs’’;2 (2) ‘‘a systematic process for setting policies governing the ac-

quisition, use, and disposition of personnel in order to achieve organizational

objectives’’;3 or (3) ‘‘the process of systematically reviewing human resource

requirements to ensure that the required number of employees, with the required

skills, are available when they are needed.’’4 Some common threads are apparent

in each of these definitions. First, human resource planning is a process, that is,

an ongoing activity. Second, the purpose of human resource planning is to aid

the organization in reaching its goals and objectives. Third, human resource

planning is not haphazard; it is a systematic, analytical activity. And fourth, the

goal of human resource planning is to have the right people in the right jobs at

the right time.

By combining these definitions and their common elements, human resource

planning can be more specifically defined as a systematic, ongoing activity that

ensures that an organization has the right number and kind of people in the right

jobs at the right time so that the institution can achieve its stated objectives.

STRATEGIC BUSINESS PLANNING AND HUMAN

RESOURCE PLANNING

The determination of future personnel requirements logically stems from the

organization’s strategic business plan—the document that identifies the direction

in which the firm intends to move, in the long run as well as the short run.

Through strategic business planning, the institution clarifies its mission and

purpose, sets its goals and objectives, and develops courses of action that it

hopes will lead to goal accomplishment and mission fulfillment. In the past, it

was not unusual for the human resource manager to be left out of the strategic

planning process or for human resource planners to forecast personnel require-

ments without referring to the business plan. Nor was it unusual for management

to formulate goals and strategies without explicit information on the potential

availability of human resources to carry out the firm’s plans. Today, this situ-

ation is changing. More organizations are recognizing that well-formulated

business plans cannot be developed without input from human resource profes-

sionals. Strategic planning and human resource planning are being increasingly

viewed as interactive processes that rely heavily upon each other. To construct

viable plans, strategists need information on the availability of personnel; to

forecast requirements and availability of personnel, human resource planners

need information on anticipated expansions or contractions of the organization.

Only through an interactive linkage can both strategic planning and human re-

source planning become truly effective.

In recent years many organizations have wrestled with the issue of determin-

ing the appropriate size for the institution. Downsizing, restructuring, and most

recently, rightsizing have become commonplace terms in management journals

and newspapers. By whatever term they may be called, changes in size are a
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result of organizational efforts to create effective, efficient, streamlined organi-

zations that employ the right number of people—no more and no less—needed

to achieve established goals. As a result, human resource planning has increased

in importance as a vehicle for ascertaining appropriate institutional size.

THE HUMAN RESOURCE PLANNING PROCESS

Figure 6.1 shows a generalized model of the human resource planning pro-

cess. After the organization’s strategic plan has been developed—with the full

participation of the human resource department—the determination of specific

future personnel needs can begin.

As the model indicates, there are three basic phases in human resource plan-

ning. The first phase is concerned with identifying the number and kind of

employees the firm will need in the future. This is the requirements forecasting

stage. The strategic business plan may necessitate the creation of new jobs, the

elimination of existing jobs, no changes in jobs, or increases or decreases in

organizational positions (that is, number of employees). Additionally, the re-

quirements forecast must consider the number of employees who will be lost

through normal attrition, such as terminations and retirements. After all the fac-

tors that influence requirements have been considered, and the human resource

planners have ascertained the personnel required to accomplish the business

plan, the anticipated organizational structure of the future is created.

The second phase of human resource planning entails the determination of

the availability of qualified people to staff the organization of the future. Here

planners must look inside the enterprise to identify individuals who could be

promoted or transferred to new jobs or positions; they must also look outside

the firm, through the examination of demographic data and other factors, to

forecast the number of qualified individuals who will be available to meet future

staffing needs. Personnel requirements are then matched with personnel avail-

ability. Although all steps in the human resource planning process are crucial,

comparing needs and availability is especially important because it identifies the

staffing situation that will confront the organization in the future and suggests

actions that will have to be taken to equate the demand for and supply of human

resources.

The final phase of human resource planning is the development of specific

courses of action to assure the institution that it will have the appropriate number

and kind of people in the right places at the right time to carry out the strategic

business plan.

Each phase in the human resource planning process requires careful thought

and analysis. Some steps are very complex and require the use of statistical

methods. Other steps are highly subjective and depend upon the exercise of

creativity. Different approaches to planning may be used at different times or

by different organizations. In some instances, planning may be carried out en-

tirely by specialists. In other cases, operating management may bear the bulk
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The Human Resource Planning Process
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of the responsibility. The following sections examine the human resource plan-

ning process in greater detail.

REQUIREMENTS FORECASTING

A requirements forecast is an estimation of the number and kind of employees

the organization will need at future dates to meet its objectives. It is important

to remember two points about forecasting personnel requirements. One, while

estimating the total number of employees that will be needed is necessary, a

forecast that provides only a total number and does not furnish a breakdown of

that number, job by job, is an incomplete forecast. The mix of jobs is critical;

the combination of needed skills lays a foundation upon which effective staffing

activities can be built. Although the discussion of forecasting presented in this

chapter will tend, for the sake of clarity and simplicity of presentation, to center

on obtaining a single number, in reality forecasting results in a series of job-

by-job numbers that reflect the diversity of future personnel requirements. Two,

even with the most sophisticated computerized statistical techniques, forecasting

is an imprecise endeavor at best. There is no generalized procedure or set of

techniques that automatically produces usable results. Judgment plays a sizable

role in forecasting and influences the usefulness of the results.

Human resource forecasting techniques may be divided into two broad cate-

gories: subjective and quantitative. Subjective techniques rely heavily on qual-

itative information supplied by managers, supervisors, human resource planners,

and others to develop an estimation of personnel needs. Quantitative approaches

utilize mathematical procedures to predict requirements.

Subjective Techniques

Managerial estimates and zero base forecasting are two subjective approaches

used by organizations to forecast human resource requirements. The most widely

used is managerial estimates. While both of these techniques depend on in-

formed judgment, they may also employ quantitative data to substantiate or

support subjective findings.

Managerial Estimates. This is essentially a bottom up approach to determining

personnel requirements. It is based on the premise that each individual manager

in an organization is the person most knowledgeable about the number and kind

of people needed to run his or her unit effectively at various levels of activity.

Beginning with the lowest-level work units in the organization, each unit man-

ager makes an estimate of human resource needs for the period of time encom-

passed by the planning cycle. As the process moves upward in the company,

each successively higher level of management in turn makes its own estimates

of needs, incorporating the input from each of the immediately preceding levels.

The result, ultimately, is an aggregate forecast of needs for the entire organi-

zation. This process is often highly interactive; estimated requirements from the
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previous level are discussed, negotiated, and reestimated with the next level of

management as the forecast moves upward through the institution. The inter-

active aspect of managerial estimating is one of the advantages of this procedure

because it requires managers to justify their anticipated staffing needs.

Figure 6.2 is an illustration of a typical form used at the work unit level to

estimate personnel needs. This example deals only with total requirements. In

actual practice, estimates would be made for each job in the unit and then

combined into one document that enumerates requirements job by job, as well

as by total work unit. The supervisor or manager, in order to make realistic

estimates, will have to have information about such factors as future production

levels, changes in products or functions, and turnover rates. The needed infor-

mation will normally come from the strategic business plan and from human

resource specialists.

In Figure 6.2 the supervisor of the unit in question anticipates losing seven

employees over the course of the planning period—six through normal attrition

and one through a reduction in the number of positions in the unit. At the same

time, however, changes in products or services will result in the creation of two

new jobs. Since the supervisor anticipates that one employee will be transferred

into the unit and another one will be promoted into the unit, three additional

employees will have to be hired to achieve the projected staffing level of 37

employees.

Admittedly, this example is very simple, but it does indicate the basic thrust

of managerial estimating. If supervisors and managers have sufficient informa-

tion on which to base their anticipated requirements, and the process is inter-

active and adequately justifies projected staffing levels, this approach can

provide an organization with reasonably accurate forecasts of human resource

requirements.

Zero Base Forecasting. This technique uses the organization’s current staffing

level as the starting point for estimating future requirements.5 The key to zero

base forecasting is the necessity of justifying, quantitatively or otherwise, the

filling of any vacant position or the creation of any new positions or jobs. If

any employee leaves the organization for any reason, the vacant position is not

automatically filled. The supervisor or manager must conduct an analysis and

offer substantive justification for filling the position. Likewise, when a new

position is created, justification for its existence must be provided, or the position

will not be approved. The primary advantage to this approach is the thorough

analysis of human resource needs required for additions to staff or replacements

to current staffing.

As yet, this technique has not become a popular procedure for forecasting

human resource requirements. It is more commonly used in combination with

other approaches.
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Human Resource Forecasting Form
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Quantitative Techniques

Although the use of judgment in forecasting human resource requirements

has been pointed out in this chapter, quantitative approaches can provide a more

solid basis for making good judgments. The primary quantitative technique used

in organizations is correlation and regression analysis. Some large institutions,

because of the number of jobs and the complexity of forecasting requirements,

use computer simulation models to predict personnel needs.

Correlation and Regression Analysis. Correlation measures the relationship

between two or more variables. Regression analysis measures the value of one

variable in terms of the value of another variable. Because there is often a direct

relationship between employment levels and a firm’s sales, output, or assets,

correlation and regression analysis can be used to determine the degree of re-

lationship and forecast the number of employees that will be required at different

levels of sales, output, or assets.

An example will show how these statistical procedures work. Assume that a

firm believes its staffing requirements are dependent upon total sales. The first

step is to test that assumption to determine whether there is a direct relationship

between the dependent variable (number of employees) and the independent

variable (sales). This is done through correlation. The degree of relationship is

expressed as a coefficient of correlation (r) in terms of a value of 1.0. A coef-

ficient of 0 would indicate no relationship exists between the variables while a

coefficient of �1.0 or �1.0 would indicate a perfect relationship—the first com-

pletely positive and the second completely negative.

Table 6.1 contains all of the data that will be used in this correlation and

regression analysis example. The first two columns contain data on the number

of employees and sales volumes for ten periods. The other columns contain

calculations that will be used in the correlation and regression formulas.

The statistical formula for calculating the coefficient of correlation is

n(ΣXY) � (ΣX)(ΣY)

2 2 2 2r � [n(ΣX ) � (ΣX) ][n(ΣY ) � (ΣY) ]�

Inserting the values from Table 6.1 into this equation would result in: r �

�0.91488. Inasmuch as a perfect positive correlation has a value of �1.0, we

now know that there is an extremely strong positive relationship between sales

and the number of employees; that is, the number of employees the firm needs

is linked very closely to variations in sales volume. Thus, sales dollars are likely

to be a good predictor of human resource requirements for this organization.

Having established the usefulness of sales as an indicator of personnel needs,

the next step is to calculate a regression line that establishes the linear relation-

ship between changes in sales and employee requirements. To do this a scatter

diagram such as the one shown in Figure 6.3 is constructed. Then a line of best
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Table 6.1

Correlation and Regression Analysis Data

fit is computed to graphically show the relationship of employees to sales. The

most frequently used method for determining this line is the least squares

method, which minimizes the sum of the squares of the distance between each

unit of data and its corresponding point on the assumed line. The basic formula

for a straight line is

Y � a � bX

where

Y � number of employees

a � the point of origin of the line

b � the rate of change

X � sales

To solve for a and b the following formulas are used:
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Figure 6.3

Scatter Diagram

ΣY � bΣX
a �

n

n(ΣXY) � (ΣX)(ΣY)
b � �

2 2n(Σ ) � (ΣX)

Using the data in Table 6.1 to solve these equations, we would find that

a � �3.58725

b � 1.037697

A line can now be drawn through the data as shown in Figure 6.4.

Once the regression line has been statistically fitted to historical data it can

then be extrapolated into the future to show potential staffing needs at different

sales levels. Figure 6.5 shows that when sales reach $6 million, 60 employees

will probably be needed.

Although the calculations for correlation and regression analysis seem labo-

rious (in fact, they are if done manually), statistical software packages put this

approach to forecasting human resource requirements within the reach of prac-

tically every manager. (All of the calculations used in the preceding example,
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Figure 6.4

Scatter Diagram with Regression Line

including the scatter diagram and the regression line, were generated on a per-

sonal computer and printed in hard copy within a matter of minutes.)

The principal disadvantage of correlation and regression analysis as a fore-

casting technique is that staffing projections are based on the assumption that

the future will resemble the past. In many cases, because of technological

changes, economic conditions, strategic maneuvers, or a host of other factors,

this may not be a valid assumption. Yet statistical forecasting does establish a

sound point of departure upon which anticipated staffing changes can be based.

Simulation

Simulation relies on the use of models to forecast human resource require-

ments. A model, defined quite simply, is a representation of reality that includes

key features or variables of what it purports to represent. In simulation, a com-

puter is used to assist in duplicating a real-world situation through mathematical

logic and manipulating important variables so that an approximation of reality

under varying conditions can be predicted and analyzed. Simulation assists hu-

man resource planners in answering ‘‘What if’’ questions. Typical questions of

this nature which impact the numbers of people employed are ‘‘What if sales

increase by 15 percent?’’; ‘‘What if 20 percent of the work force is put on

overtime?’’; ‘‘What if a policy of no new hiring is implemented?’’ By devel-
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Figure 6.5

Extrapolated Regression Line

oping a model that shows the many complex interrelations between a variety of

variables, human resource planners can obtain insights into many staffing situ-

ations before they actually occur. However, the quality of these insights depends

on the sophistication of the model and the identification and quantification of

the variables that influence staffing levels.

Simulation is not an approach that can be used by all organizations. It requires

a powerful computer to manipulate a number of variables under different con-

ditions. Furthermore, the process of building an accurate model is time-

consuming and expensive, and it depends on the expertise of individuals skilled

in both human resources and computer programming. More widespread use of

this approach is expected in the future, but at the present it remains primarily a

forecasting option for large institutions.

The Pro Forma Organization Structure

After human resource requirements have been determined, the next logical

step in the forecasting process is to develop an organizational structure or series

of structures that reflects the form the enterprise will assume in the future. The

strategic business plan may necessitate creation of new departments or geograph-

ical units, elimination of existing offices, or a variety of other changes. The

purpose of the pro forma structure is to show not only these changes but also
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Figure 6.6

Staffing Table

the human resource needs required to accommodate them. While the organiza-

tional structure of the future may resemble the traditional organizational chart,

effective human resource planning carries the chart one step further: it identifies,

function by function, department by department, and unit by unit, the number

and kind of jobs made necessary by the future structure. To accomplish this

task, staffing tables, such as the one presented in Figure 6.6, are often created

for each existing or anticipated organizational unit.

Even though the staffing table shown is simple, close examination reveals its

usefulness in identifying the points at which jobs will be created, or additional

employees will be needed for existing jobs. This knowledge permits an orga-

nization to begin its requisite staffing activities well in advance of actual need,

thereby ensuring that sufficient qualified people will be available when needed.

AVAILABILITY FORECASTING

The requirements phase of the human resource planning process provides the

organization with knowledge of how many and what kind of employees will be

needed and when they will be needed. But the organization must also determine

if it will be able to obtain employees with the necessary skills and from what

sources these individuals may be secured. This is the task of availability fore-

casting. The demand for employees may be met by obtaining people from within

the company or resorting to external sources of supply, or both.
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Internal Sources

Many of the employees who will be needed for future positions are already

employed by the institution. Through transfer and promotion these individuals

can be shifted laterally to other jobs or elevated to positions of greater respon-

sibility. The major problem for large firms is being able to identify available

internal talent so this talent can be matched with the company’s needs. Two

approaches that are valuable in the identification and matching process are skills

inventories and management inventories.

Skills Inventories. Information maintained on nonmanagerial employees about

their availability and preparedness to move into higher-level or lateral positions

is referred to as a skills inventory. The purpose of the inventory is to enable

the organization to readily determine which employees may be shifted from one

job to another to meet the changing employment needs of the firm. Essential

data maintained in such a record would include, but not be limited to, the fol-

lowing:

• Educational background.

• Work experience in the organization or elsewhere.

• Specific work skills, such as the ability to operate particular pieces of equipment.

• Licenses or certifications held.

• Biographical data, including protected class status.

• Previous performance appraisal evaluations.

• Internal or external training programs completed.

• Career goals and aspirations.

Essential information on employee skills can easily be maintained and updated

on computerized human resource information systems; in smaller organizations

it can be maintained on manual systems. With this information, the organization

is not likely to overlook the best source of employees for future positions—

those already employed by the enterprise.

Management Inventories. Managerial talent is a critical resource for every

organization. Thus it is more common for firms to maintain data on managers

than it is for them to keep the same detailed records on lower-level employees.

A management inventory, defined very simply, is a collection of data that is

used in determining the potential of present managers to progress to positions

of greater responsibility.6 Essentially, this type of inventory provides information

for replacement and promotion decisions. It differs from a skills inventory pri-

marily in terms of the amount of information maintained and the detailed nature

of that information. Typically included in a management inventory would be

data pertaining to
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• Work history and experience.

• Educational background.

• Assessment of strengths and weaknesses.

• Developmental needs.

• Promotional potential at present or with further development.

• Current job performance.

• Field of specialization.

• Job preferences.

• Geographical preferences.

• Career goals and aspirations.

• Anticipated retirement date.

• Personal history, including any psychological assessments.

As with the employee skills inventory, this information can be maintained

electronically or manually.

Both skills and management inventories are valuable tools that assist a com-

pany in making the best use of its present human resources. Effectively utilized,

inventories can also have a positive effect on morale because they signify an

organization’s interest in, and commitment to, a promotion-from-within policy.

Inventories help ensure that talented employees will not be overlooked when

promotional opportunities become available. For these tools to function properly,

however, the informational databases must be kept current through frequent

updating.

On-going Training and Development Programs. Where organizations have

various training programs in operation, program graduates can fill new job open-

ings. While these programs are frequently technical in nature and designed for

operative-level employees, on occasion in-house programs are used to develop

new supervisors or lower-level managers.

External Sources

Since not all demands for human resources can be met internally, the orga-

nization will, from time to time, have to resort to external sources for skilled

workers. Anticipating the number and kind of skilled people who will be avail-

able is no easy task for human resource planners. Many environmental factors

influence the potential availability of employees. Planners must carefully analyze

each factor and assess its likely impact on the supply of workers the firm may

need. Among the items that must be considered are:

• Population changes.

• Population shifts from one part of the country to another.
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• Changes in the total work force.

• Composition of the work force.

• Increasing educational levels.

• Societal attitudes toward particular careers, industries, and institutions.

• Economic conditions.

• Technological changes.

• Political conditions.

• Governmental regulations.7

Much of the needed information is available from federal agencies such as

the U.S. Bureau of Labor Statistics, which publishes monthly, quarterly, and

annual reports on current and expected conditions in various labor markets; or

the U.S. Census Bureau, which issues periodic reports and projections on pop-

ulation changes and many other items of interest to human resource planners.

Many trade associations also publish data on trends in specific industries. The

task of the human resource planner is to sift through a tremendous amount of

information to determine how the future availability of personnel for a particular

organization is likely to be affected by changes in the overall environment. Of

necessity, forecasting availability of employees is a continuous function of hu-

man resource planning. Rapid employment of new employees is difficult; con-

sequently, a firm must be capable of determining not only the number of

employees required but also where and when they can be obtained. Specific

external sources of supply are discussed in detail in the following chapter.

Requirements and Availability Comparison

Although a rather simple step in the planning process, the requirements-

availability comparison is nevertheless quite important because it reveals the

staffing situation that will confront the enterprise in the future. Knowledge of

the impending situation then sets the stage for taking appropriate action to ensure

that the organization will have the right number and kind of individuals in the

right jobs at the right time.

The comparison may reveal that (1) the demand for employees will be equal

to the supply, (2) the demand for personnel will be less than the supply, or (3)

the demand for human resources will be greater than the anticipated supply.

Since the basic purpose of human resource planning is to equate labor demand

to labor supply, each of these three situations calls for developing different

courses of action. Specific actions that may be taken are described in the fol-

lowing section.

EQUATING HUMAN RESOURCE DEMAND TO SUPPLY

The first two phases of human resource planning are analytical and concep-

tual. The third phase is action-oriented; steps are formulated and implemented
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to obtain a balance between the number and kind of employees needed and the

number and kind available.

Demand Equals Supply

Should labor demand equal labor supply—a situation that could occur in very

small firms operating in a stable environment but is not likely to happen in large

organizations facing dynamic conditions—no action need be taken. The com-

pany can simply continue doing what it is doing; nothing else is required, at

least in the short run. No intensification of recruiting is needed; no layoffs are

necessary; no additional training programs have to be implemented; no early

retirements have to be encouraged. Maintenance of the status quo is sufficient.

Demand Is Less Than Supply

As more and more large organizations down-size, restructure, right-size, and

streamline to cut costs, increase efficiency, improve productivity, and remain

competitive,8 the potential for the demand for employees to be less than the

available supply is a distinct possibility. In such a situation, a firm must focus

on maintaining sufficient people in the organization to produce its goods or

services, while simultaneously reducing the total number of employees. Several

methods are available for equating demand and supply when faced with this

condition.

Restricted Hiring. A simple way of reducing the number of employees, pro-

vided the surplus is not too great, is to let normal attrition take its course and

not replace employees who leave the company. Knowledge of the attrition rate

would indicate how long it should take to achieve the desired reduction in force

by this method. Exceptions will, of course, have to be made to a no-hiring

policy. The criticality of the position is the deciding factor in determining which

departing employees will be replaced. For example, the loss of one production

worker would likely pose no problem because the slack could be picked up by

other workers. But the departure of a tool and die maker might cause disruptions

in the production process. Workers essential to maintaining company operations

would be replaced under a hiring freeze, others would not. Where the surplus

of personnel is large, other measures will have to be taken in addition to re-

stricted hiring to reduce the firm’s employment level.

Reduced Hours. Reductions in hourly workers can be effectively accom-

plished without cutting the work force by simply reducing the number of hours

worked. Instead of continuing a standard workweek of 40 hours, a workweek

of 35 hours could be instituted. A cut in working hours of this magnitude is

tantamount to a 12.5 percent decrease in the total number of salaried employees.

Job Sharing. A relatively new approach to achieving work force reductions

is job sharing wherein two employees work half-time to staff one position. An

obvious drawback to this approach is the drastic reduction in income each
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worker experiences; consequently, this approach is best used only in short-term

situations.

Early Retirement. Reductions in the number of employees can also be accom-

plished through the use of incentives that encourage employees to retire at an

earlier than normal age. An additional advantage to this approach is that em-

ployees who are eligible to retire early are generally higher-paid employees;

consequently, the organization not only reduces the number of workers but also

reduces its higher personnel expenses.

Layoffs. When faced with an acute surplus of personnel, an organization may

have no choice other than a layoff. Layoffs may be used in an across-the-board

fashion (commonly referred to as a reduction in force)—in which case a stip-

ulated percentage of employees in each department is laid off—or used only to

reduce the number of workers in specific departments where excess personnel

can be readily identified. In nonunionized firms, layoffs can be used at the

discretion of the employer; in unionized companies, strict procedures, as spelled

out in the labor agreement, must be followed.

Personnel reductions are extremely sensitive matters that may affect an or-

ganization’s future staffing efforts. They should always be approached carefully

and deliberately so as to minimize the potential impact of unsought conse-

quences.

Demand Is Greater Than Supply

Faced with a shortage of personnel, an organization must intensify its efforts

to obtain the necessary supply of people to meet the needs of the firm. Several

actions may be taken.

Creative Recruiting. A shortage of personnel may mean that new approaches

to recruiting will have to be tried. The organization may have to recruit in

different geographical areas than in the past, explore new methods, and seek

different kinds of candidates. Creative recruiting may take many forms. For

example, a large builder of single-family homes in the Southwest, faced with a

serious shortage of construction workers, experimented with several approaches.

This company broadened its recruiting area for skilled workers from its normal

local area to locations across the country where there were surpluses of workers.

The company advertised its hiring needs on radio stations and billboards. These

efforts, unusual for a local construction company, secured employees who oth-

erwise might not have applied for jobs with the organization.9

Compensation Incentives. With other firms competing for skilled workers in

a short-supply, high-demand situation, a firm may have to rely on compensation

incentives. Premium pay is one obvious method; however, this approach may

trigger a bidding war that the organization cannot sustain for an extended period.

More subtle forms of rewards may be required to attract employees to a firm,

such as four-day workweeks, flexible working hours, telecommuting, part-time
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employment, and child care centers. The number of incentives that could be

offered is limited only by the imagination of human resource specialists.

Training Programs. Acute shortages of personnel may necessitate the imple-

mentation of special training programs to prepare previously unemployable in-

dividuals for positions with a firm. Remedial education and skills training are

two types of programs that may help attract individuals to a particular company.

The construction company mentioned above, in addition to its creative recruiting

efforts, also implemented its own in-house ten-week training program to satisfy

the need for bricklayers to build its tract homes. This unique effort, reported in

the media and spread by word of mouth, resulted in additional applicants seeking

employment with the company to take advantage of its skills-training program.

Different Selection Standards. Another approach to dealing with shortages of

required human resources is lowering of employment standards. Selection cri-

teria that screen out contain workers may have to be altered to ensure that

enough people are available to fill jobs. This means of coping with a personnel

shortage may be coupled with training programs to ensure that employees are

qualified to perform the jobs for which they are hired.

SUMMARY

Human resource planning is a complex but essential endeavor for organiza-

tions in today’s uncertain environment. Admittedly, this chapter has only

scratched the surface of what is involved with anticipating personnel require-

ments and ensuring that those requirements are met. The pivotal point is that

requirements must be anticipated and actions taken to ensure that an organization

will have the requisite human resources on hand when they are needed. All

other staffing activities depend upon the accuracy of information on personnel

requirements.
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The Recruiting Process

Recruiting involves locating individuals, with appropriate qualifications and in

sufficient numbers, and encouraging them to apply for jobs with a particular

organization. The basic purpose of recruiting is to ensure a sufficient pool of

applicants from which the most qualified individuals may be selected. Recruiting

is an essential activity for any firm regardless of size. In most medium and large

organizations, the human resource department is responsible for all recruiting

activities. In small companies, individual managers often conduct their own

recruiting efforts. Whether conducted by operating managers or staffing spe-

cialists, effective recruiting is crucial because sufficient qualified applicants are

needed to ensure that selection can be successfully accomplished.

A GENERALIZED RECRUITING MODEL

Figure 7.1 depicts a basic model of the recruiting process. The need to recruit

is triggered by either the human resource planning function or the human re-

source administration function. The former provides information on the number

and kind of new positions to be filled, while the latter identifies existing posi-

tions that must be filled due to terminations, promotions, retirements, and the

like. New or open positions may be filled from inside or outside the organization,

or by using alternative methods, such as overtime, contracting, or temporary

employees secured from external agencies. If positions cannot be filled from

within, or if alternative methods are not feasible, the organization must look to

the labor market for the people it needs. Sources of employees must be identi-

fied, methods to reach these sources must be selected, and qualified individuals

must be encouraged to apply for job openings in order to create a sufficient pool

of applicants.



Figure 7.1

A Model of the Recruiting Process
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Typically, the first step in filling a position is for a department manager to

initiate an employee requisition. This document specifies relevant details, such

as job title, department, date employee is needed, and justification for filling the

position. A copy of the job description and job specifications is often attached

to the requisition, particularly if the position is new. This information then sets

in motion the series of actions leading to filling the job.

ALTERNATIVES TO RECRUITING

When there is a need for additional or replacement employees, a firm may

explore alternatives to recruiting. Recruitment costs can be high. Moreover, once

employees are placed on the payroll, they may be difficult to remove, even if

their performance is marginal. Consequently, an organization is well advised to

consider alternatives to adding full-time staff members. Three viable options are

increasing the use of overtime; contracting work to other organizations (fre-

quently today, the use of outside contractors, subcontractors, and consultants is

referred to as outsourcing); and utilizing temporary employees provided by firms

specializing in this service.

Overtime

The most common approach to meeting requirements for additional personnel,

especially when the need is generated by short-term increases in work volume,

is overtime. Both employer and employee may benefit from overtime: the em-

ployer avoids the cost of recruiting, selecting, and training, while the employee

gains an increase in compensation.

Overtime, however, is not without its disadvantages. Many managers feel,

and justifiably so, that when employees are required to work extra hours over

an extended period of time, the organization pays more, and receives less, pro-

duction per hour in return. This situation may become worse if excessive over-

time is required; employees may become fatigued and lack the energy to perform

at normal levels.

Two other potential problems are related to prolonged overtime. First, con-

sciously or unconsciously, employees may pace themselves during normal hours

so they can get overtime. Second, employees tend to become accustomed to the

added income and, as a result, may elevate their standard of living. When over-

time is no longer required and the paycheck shrinks to its normal level, em-

ployees may become disgruntled at what they perceive as a cut in pay.

Today many employees, particularly those who are young, do not want to

work more than 40 hours a week. Due to changes in values, leisure time is more

important to a growing number of workers than the prospect of earning addi-

tional income by working longer hours.

Despite its potential drawbacks and unpopularity among some workers, over-
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time offers an alternative to increasing an organization’s full-time staff and

should be carefully considered when the need for additional employees arises.

Contracting

When faced with an increased demand for its goods and services, an orga-

nization may decide against expanding its work force and opt to contract work

to another company. This alternative becomes particularly attractive when the

increased demand is expected to be short-term. Even in the long run, contracting

can be an effective way to avoid hiring more workers.

Two essential considerations in the use of contracting are the costs involved

and the maintenance of quality standards. To be a feasible alternative, contract-

ing should be cost-effective; that is, it should cost less than the salaries the

employer would have to pay new employees to perform the same work. The

contractor must also be capable of maintaining the quality levels specified by

the using organization. It would be self-defeating to attempt to save staffing

costs if the result was an inferior product or service.

Increasingly today, American companies are contracting out all or most of

their manufacturing operations because they can be performed at lower costs in

other countries. Nike, Inc., one of the most widely recognized athletic apparel

and footwear companies in the United States, does not manufacture a single

item of apparel or a single pair of shoes; all manufacturing for Nike is done by

other companies.

Many organizations use contracting not only for major products or services

(including the entire human resource management function) but also for ancillary

activities such as in-house cafeteria operations, security work, and custodial

services—functions that are frequently performed more efficiently and inexpen-

sively by outside firms. Increasingly too, professional services such as human

resource management are being contracted out or outsourced.

The use of consultants on a project basis is another form of contracting that

enables a firm to keep from expanding its core workforce. Consultants can be

retained to provide a specialized service such as development of a salary ad-

ministration plan or installation of a computer system. They bring needed ex-

pertise to an organization, focus on a specific assignment, and leave when the

assignment is completed.

Temporary Employees

Another alternative to work force expansion, especially in the short run, is

the use of temporary help. It is estimated that as many as nine out of ten com-

panies in this country have used temporary help firms as sources of employees.1

Temporary help companies usually assist their client organizations by assigning

their own employees to handle excess or special workloads for the client. Tech-

nically, the employee works for the temporary help firm, but he or she does not
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get paid until given an assignment with a client. The temporary help firm fulfills

all employer obligations. The user organization avoids the expense of recruit-

ment and the cost of employee benefits as well as absenteeism and turnover.

Not all aspects of using temporary help are positive. Temporary employees

may lack required specialized training. Providing this training may take more

time than can be justified and also cause feelings of resentment among regular

employees who have to conduct the training. Moreover, since temporaries are

not on the client’s payroll, their loyalty or commitment to the organization may

not be as strong as that of regular employees.

One very positive benefit of using temporaries, however, is that it gives the

company an opportunity to preview and evaluate the performance of individuals.

Many companies end up hiring temporaries as regular employees. In 1995 about

6.5 million workers moved into permanent positions from temporary jobs, and

for more than 5.5 million workers their new jobs were full-time. Over 50 percent

of these workers felt that their temporary experience was directly responsible

for helping them move into permanent positions.2

A variation of the temporary help firm is the job shopper—an independent

worker who takes assignments with organizations on a contractual basis. The

job shopper is usually a skilled professional, such as an engineer, draftsperson,

systems analyst, or computer specialist, who is willing to work on a temporary

basis because of the high rate of pay. Job shoppers are very prevalent in aero-

space, defense, and high-technology industries, where companies often face the

need for additional highly skilled employees on a short-term basis to meet proj-

ect deadlines or demands.

Temporaries, job shoppers, subcontractors, and consultants comprise approx-

imately 25 percent of the country’s labor force today. It is estimated that by the

year 2000, at least half of American workers will have joined the ranks of the

contingent work force.3

INTERNAL ENVIRONMENTAL RECRUITMENT FACTORS

An organization’s internal practices and policies affect the recruiting process.

A major factor in the success of a recruiting program is whether the firm engages

in human resource planning. In most instances, an organization cannot attract

sufficient job applicants with the required skills overnight. It takes time to de-

termine appropriate sources for applicants and the most productive methods for

encouraging individuals to apply for open positions. Once the best alternatives

have been identified, recruiting plans may be made. Thus, effective human re-

source planning that indicates in advance when employees will be needed and

what kinds of skills they must possess greatly facilitates recruiting efforts.

An organization’s promotion policy can also have a significant impact on its

recruiting program. Basically, there are two approaches an organization may

follow. It can either stress a policy of promotion from within or a policy of
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filling the majority of positions from outside the company. There is a logical

rationale for each approach.

When an organization emphasizes promotion from within, its employees have

an increased incentive to strive for advancement. As they witness promotions

occurring within the company, employees become increasingly aware of their

own opportunities. Consequently, a promotion-from-within policy enhances mo-

tivation and leads to a relatively high level of morale. However, a strictly applied

promotion-from-within policy is not always possible or practicable because a

firm may need fresh ideas or new skills that can be obtained only from outsiders.

In any event, a promotion policy that first considers insiders, before looking at

outsiders, boosts morale and motivation and should be standard practice for all

organizations.

A distinct advantage of filling positions internally is that the institution is

already aware of its employees’ capabilities. While past performance in a given

job may not, by itself, be a reliable criterion for promotion, nevertheless, a

current employee has established a track record with the company. An outsider

is always an unknown quantity to some extent.

Yet it is unlikely that any firm can, or would, desire to rigidly adhere to a

practice of promotion from within; such a practice eventually leads to inbreed-

ing, a lack of new ideas, and a lack of creativity. Management may believe that

new blood is badly needed to provide new ideas and innovation. In such cases,

even organizations that emphasize internal promotion have to periodically look

outside for new talent.

Another problem of promotion from within is that it may trigger a series of

promotions, thus necessitating additional efforts to fill other positions vacated

by promoted individuals. If so, the organization is faced with the need of iden-

tifying not just one, but two or more candidates for vacant positions. In addition,

every time a person is promoted, he or she has to be trained in the new job.

Promotion from within may create the need for training several individuals in

their new job duties.

METHODS USED IN INTERNAL RECRUITING

Management must be able to identify current employees who are capable of

filling higher-level positions as these positions become available. Helpful tools

used for internal recruitment include management and skills inventories and job

posting and bidding procedures. As mentioned in Chapter 6, management and

skills inventories permit organizations to determine whether needed qualifica-

tions are possessed by current employees. As an internal recruitment device,

these inventories have proven to be extremely valuable to organizations in lo-

cating talent, provided that inventories are maintained on an up-to-date basis.

Also, their use strongly supports the concept of promotion from within.

Another excellent internal recruiting approach is a job posting and bidding

system. The purpose of job posting is to communicate job openings to employ-
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ees. Job bidding permits individuals in the organization to apply for any job for

which they believe they have the qualifications. Some firms provide their em-

ployees with a weekly list of jobs available within the organization. Typically

today, this is done through computers or automated telephone job lines. Other

firms post lists of job openings on bulletin boards. Job posting and bidding

minimizes the complaint commonly heard in many companies that insiders never

hear of an opening until it has been filled with an outsider. Many organizations

require a job to be posted for a specified length of time, usually two weeks,

before any effort is made to fill the vacancy from outside.

When properly administered, a job posting and bidding system reflects a man-

agement philosophy of openness and genuine interest in the advancement of its

employees. Additionally, this system can often assist in outside recruitment ef-

forts because it demonstrates a firm’s interest in career advancement and indi-

vidual growth of its employees. Job posting and bidding also increase upward

mobility opportunities for an institution’s protected classes.

EXTERNAL SOURCES OF JOB APPLICANTS

Inevitably, an organization must look to outside sources for additional em-

ployees. This is especially true when a company is permanently expanding its

work force. The following circumstances generally necessitate external recruit-

ing: (1) creation of new entry-level jobs, (2) vacancies in entry-level jobs created

by internal promotions, (3) need to acquire skills not possessed by current em-

ployees, (4) desire for new ideas, (5) opening of additional facilities, (6) expan-

sion into new product or service lines, and (7) expansion into new geographic

areas.

Some of the most common sources of new employees are high schools, com-

munity colleges and vocational schools, colleges and universities, competitors

and other organizations, and unsolicited applicants.

High Schools

High schools are one of the major sources of applicants for entry-level or

unskilled positions. Many schools sponsor career days in which local area em-

ployers visit the school and explain career opportunities in their organizations.

Cooperative education programs, in which a student goes to school part of the

day and works the remainder of the day, also afford employers the opportunity

to tap this source of employees. Some companies find it advantageous to fa-

miliarize high school counselors with job opportunities.

Community Colleges and Vocational Schools

Typically, community colleges serve two functions: preparing students for

completion of a four-year degree program, or preparing students for a specific
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occupation such as auto mechanic, draftsperson, secretary, or computer pro-

grammer. Many of these colleges have done an outstanding job of defining the

employment needs in their areas and have designed programs that produce stu-

dents to fill these needs. Often, these colleges work in conjunction with local

employers so that the courses students take fit the needs of specific occupations.

Employers frequently offer internship programs to enable students to gain prac-

tical work experience. For many entry-level jobs, community colleges are an

excellent source of potential employees.

Vocational schools train individuals for specific occupations. Because they

normally offer placement assistance to their students, vocational schools main-

tain working relationships with local employers, thus functioning as a good

source of trained applicants for entry-level positions—especially in technical

jobs.

Colleges and Universities

Colleges and universities represent a major source of recruitment for many

organizations. A substantial number of entry-level professional, technical, and

managerial employees are found in these institutions. College recruiters who

visit campuses on an annual or semiannual basis are commonly used to reach

this source of potential employees. Because schools differ widely in curricula

and specifications, it is important to determine which colleges or universities

provide the proper training or educational experiences to fulfill the organiza-

tion’s employment needs.

Placement directors, faculty, and administrators are potentially helpful to or-

ganizations attempting to take advantage of this source of applicants. For in-

stance, the large retailer, Bloomingdale’s, has improved its credibility on college

campuses by making personal contacts with business professors, providing

grants for studies, and offering internships. The company has also used alumni

to establish relationships with college placement offices and recruit students.4

Since college recruitment is mutually beneficial, both employers and univer-

sities should take steps to develop and maintain close working relationships.

Once a company has established a college recruiting program, it is important

that contacts and visits be continued year after year to ensure an effective re-

lationship.

Competitors and Other Organizations

Competitors and other organizations in the industry or in the area are the most

important sources of applicants for positions requiring experience. It is estimated

that at any given time about 5 percent of the working population is actively

seeking, or is receptive to, a change in employment. Furthermore, one out of

every three currently employed people—especially managers and profession-
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als—change jobs every five years.5 These facts underscore the importance of

other employers as a potential source of applicants.

Even where promotion from within is the rule, organizations are sometimes

forced to raid other organizations to fill important positions or acquire expertise

that is not available internally. This practice is not a rare occurrence nor is it

an unethical one, per se. Small firms in particular look for employees who have

been trained by larger organizations with the resources to support extensive

training and development programs.6

It is common for organizations to recruit professionals and managers from

the public accounting and management consulting firms that provide services to

these organizations. As one executive with an international accounting firm once

confided to one of the authors, ‘‘We run the world’s largest employment agency.

We didn’t plan it that way. It just happened.’’ Accountants or consultants fa-

miliar with an organization are, potentially, a good source of employees.

Unsolicited Applicants

If an organization is well known, has high visibility, or a reputation as a good

place to work, it will usually be able to attract prospective employees without

engaging in extensive recruiting efforts. High-quality individuals may seek out

a specific company on their own initiative to apply for a job. Unsolicited ap-

plicants often prove to be a valuable source of potential employees for positions

ranging from entry-level to top-level managers. However, it is not advisable for

an organization to rely on this source exclusively. Unsolicited applications are

likely to be an intermittent source; they may not appear when employees are

needed or they may appear in great numbers when an organization has no job

openings.

EXTERNAL RECRUITING METHODS

An analysis of recruitment sources enables organizations to determine where

potential job applicants are likely to be found. Recruiting methods are then used

to encourage potential candidates to seek employment with the company. Re-

cruiting methods such as advertising, employment agencies, and employee re-

ferrals may be effective in attracting virtually any type of candidate. College

recruiting programs, job fairs, and internships are basically designed to attract

entry-level professionals, although job fairs may also be used for high-level

technicians and professionals. Executive search firms and professional associa-

tions are helpful for recruiting managerial and professional employees.

Advertising

One of the most widely used recruiting methods is advertising, primarily in

newspapers. The answers to several questions provide the basis for successful

employment advertising planning. These questions include:
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• Who does the organization want to hire?

• How many applicants must be attracted to ensure a sufficient applicant pool?

• When will the new employee(s) be needed?

• What message should the advertising convey?

• Which journals or publications should be used?

• What has been the organization’s previous experience with advertising?

• What is the anticipated cost-effectiveness of advertising?

Job descriptions and specifications answer the first question. The organiza-

tion’s past experience, based on the typical ratio of hires to qualified applicants,

assists in determining the number of responses needed to achieve an adequate

applicant pool. While advertising produces a number of applicants, not all of

them will be qualified; thus, previous experiences relating to the number of

qualified applicants is more important than simply the total number of responses

produced.

When employees will be needed is contingent upon human resource planning

or the existence of vacancies within the organization. Recruitment through ad-

vertising should be planned well in advance of anticipated openings, when pos-

sible, to avoid the crisis situation of needing employees yesterday. Selections

made under the pressure of time often result in poor employment decisions.

In determining the content of the advertising message, an organization has to

decide upon the image it wants to project. Obviously, prospective applicants

should be given a clear and honest picture of the job and the organization—

something that may be difficult to achieve in a short piece of advertising copy.

At the same time, the organization should design the advertisement to appeal to

the self-interest of potential applicants. The advertisement must communicate to

the prospect why he or she should be interested in the job and the organization.

The message should also clearly indicate how the applicant is to respond; that

is, in person, by submitting a resume, by telephone, by letter, or by fax.

The advertising medium to be used is purely an organizational decision. The

firm’s previous experience with various media suggests which publications to

use, and which approaches to take, for specific kinds of jobs.

Newspaper advertising is usually the most cost-effective approach; it is in-

expensive and typically generates the most responses. The biggest problem with

this approach, however, is the number of responses from individuals who are

not qualified for the position. However, although each response will have to be

evaluated, an organization will not have to respond to each individual if it uses

a blind box number in its advertisement. But with a blind box number the

organization does not have the advantage of using its name in the advertisement.

An effective employment advertisement should avoid generalities and provide

concise information about the job, the organization, and possibilities for career

mobility. It is not enough to simply say that the company has a particular po-
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sition open; advertisements must be written with considerable thought if they

are to be effective in producing sufficient responses from qualified applicants.

Advertisements placed in publications such as the Wall Street Journal are

reserved for managerial, professional, and high-level technical positions. The

reading audience of this periodical is largely composed of individuals who are

likely to be qualified for these kinds of positions. Consequently, there is less

likelihood of receiving responses from marginally or even totally unqualified

applicants when this publication is used for these types of job openings.

Virtually every professional group publishes a journal or newsletter that is

widely read by its members. When advertising for human resource executives,

for example, HR Magazine and Resource, both publications of the Society for

Human Resource Management, are excellent media for reaching the desired

target audience.

Trade journals are widely used for employment advertising, but this medium

is not without problems. For example, since regional editions are not usually

available, these journals may not be very useful to employers desiring to avoid

relocation expenses. Also, journals lack scheduling flexibility: deadlines for

black and white copy are usually 30 days prior to the issue date and may be

even further in advance for four-color copy. Since staffing needs cannot always

be anticipated far in advance nor can long delays be tolerated in filling positions,

the use of trade journals for recruiting may at times be inappropriate.

Recruiting advertisers assume that qualified employment prospects read news-

papers and trade journals and that they are somewhat dissatisfied with their jobs.

This is not always the case, particularly for those individuals who are not cur-

rently considering a job change. Therefore, in high-demand situations, a firm

should consider all available media, not just newspapers and journals.

Other advertising media that can be used for recruiting purposes include radio,

billboards, handbills, television, and increasingly, the Internet. While some of

these approaches may be more expensive than newspapers or journals, they have

been used quite successfully in certain situations.7 A regional medical center,

for instance, was able to attract registered nurses by using billboards. A large

manufacturing firm was successful in attracting production trainees with radio

spot advertisements. An electronics firm used television advertising to attract

experienced engineers when the company opened a new facility and needed a

number of engineers immediately. In situations where hiring needs are urgent,

radio and television can provide much faster results than print media. However,

radio broadcasting used alone may not be sufficient. It can alert people to the

fact that an organization is seeking recruits, but it is limited in its ability to

provide data such as company address, telephone number, and contact person

because many people are not prepared to write these items down when they are

listening to the radio. For this reason, broadcasting and print are often used in

conjunction with each other.

While most organizations use advertising in their recruiting efforts, evidence
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suggests that it may be somewhat ineffective. It is estimated that less than 40

percent of all job openings are filled through recruitment advertising.8

Private Employment Agencies

A private employment agency is a company that assists firms in recruiting

employees and, at the same time, aids individuals in their attempts to locate

jobs. Agencies perform many recruiting and selecting activities for employers,

such as advertising job openings, reviewing resumes, helping prospective em-

ployees fill out application blanks, conducting screening interviews, and testing.

Private agencies are used by companies for filling virtually every type of job

opening, although they are best known for their role in recruiting white-collar

personnel. Although the private employment agency industry has an unfavorable

reputation in some respects, there are a number of highly reputable agencies

that have been in operation for decades. However, there are few industry stan-

dards. The quality of a particular agency is dependent upon the professionalism

of its management and employment counselors.

Regardless of problems, private agencies are a method for bringing qualified

applicants and job openings together. Because of the recruiting and selecting

functions it performs, an agency can save an employer a great deal of time in

finding potential employees.

Agencies work on a fee basis, charging either the company or the individual

a certain percentage of annual gross salary of the position being filled. In the

past, this fee was normally paid by the employee, but increasingly today em-

ployers pay the fee.

In using private agencies, organizations may list job openings with several

agencies or use one agency exclusively. Using several agencies tends to broaden

the scope of recruiting efforts. Working with a single agency allows a company

the opportunity to develop a relationship that may lead to better referrals from

the agency since the agency comes to know more about the company and the

kinds of employees it needs.

Public Employment Agencies

While public employment agencies are operated by each state under guide-

lines set by that state, they receive overall policy direction from the U.S. Em-

ployment Service. Historically, public employment agencies have been best

known for their efforts in recruiting and placing individuals in blue-collar jobs.

Recently they have become increasingly involved with filling technical, profes-

sional, and managerial positions. Thus, public agencies now represent a good

source of applicants for all types of positions—a source that should not be

overlooked by employers in their recruiting efforts.

Public agencies perform many of the same recruiting and selecting activities

for employers as are performed by private agencies. In some instances comput-
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erized job matching systems are used to facilitate the recruiting process. The

services provided by public agencies are supported by payroll taxes levied on

employers. The employer pays no additional charge for listing job openings and

securing employees through this source. The services are provided free of charge

to job seekers.

Company Recruiters

The most common use of company recruiters is with vocational schools, com-

munity colleges, and colleges and universities. The key contact for the recruiter

is usually the director of student placement at the school. The placement director

assists the recruiter by identifying qualified candidates, scheduling interviews,

providing interviewing facilities, and, in some cases, maintaining student files

that include resumés, references, and other relevant information.

The company recruiter obviously plays a vital role in attracting applicants.

The recruiter’s actions may be viewed by students as reflecting the attitudes,

philosophy, and character of the company the recruiter represents. If the recruiter

is dull, the company represented may be considered dull; if he or she is apathetic,

discourteous, or vulgar, all of these negative characteristics may well be attrib-

uted to the firm. It is imperative that both company and recruiter be aware of

the potential impact that may be made when recruiting on school campuses.

Recruiters determine which individuals possess the required qualifications and

encourage them to continue exploring job opportunities with the organization.

In achieving this purpose, the recruiter becomes involved in a two-way com-

munication process when providing information about the company, its products

or services, its general organizational structure, its policies, the duties and re-

sponsibilities of the job to be filled, and compensation and benefits.

Considering the importance of the occasion, the campus interview is often

extremely short, averaging about 30 minutes. Thus, it is important that:

• The interview begin on time.

• The recruiter be well prepared.

• The interview take place in an area free from distractions.

It is important that recruiters be thoroughly trained to seek useful information

from applicants and keep the interview focused on obtaining this information.

The recruiter should gather information on personal attributes, such as aptitude,

motivation, judgment, analytical ability, and interpersonal skills.9

Special Events

The two most commonly used special events in recruiting are job fairs and

open houses. Job fairs are normally sponsored by a group of organizations that
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pool their efforts to bring together a large number of applicants at the same time

and place in a convention-like atmosphere. The advantage to the job seeker is

obvious: he or she can visit with a variety of institutions in a short time. The

advantage to employers is that more applicants are generated than could be

generated by any one employer alone. Newspaper ads, radio spots, and bill-

boards are the normal vehicles for announcing a job fair.

An open house is a special event conducted by a single company. Typically,

an open house is held on a Saturday to ensure maximum turnout of applicants.

Company representatives from different departments are available to explain

various job opportunities. Newspaper ads and radio spots are also used to alert

applicants to an open house.

Special events are best suited for use as recruiting methods when a company

needs to employ substantial numbers of people relatively quickly.

Internships

Internships are recruiting methods that have value not only to the firm in-

volved, but also to students and schools. Internships may consist of temporary

jobs during the summer, part-time jobs during the school year, or alternating

periods of employment and school attendance, in which case the internship is

called a co-op arrangement. Often, interns are paid for the time they work; in

some instances, they are not. During the period of working with a company,

students are given the opportunity to learn something about a particular business

as well as make a contribution to the company by performing needed tasks.

Through this relationship, the student can determine whether the organization

would be likely to be a suitable employer after graduation. Likewise, the or-

ganization can make a better judgment about the qualifications of the individual

because it has the opportunity to evaluate the person in the work situation.10

This method of recruiting is limited in scope since any one organization can

utilize only a limited number of interns at one time. Moreover, it is not feasible

for many types of jobs. It can be highly effective, however, where it is practi-

cable.

Executive Search Firms

Executive search firms are used by organizations to locate experienced pro-

fessionals and top-level executives. These firms ‘‘are retained to search for the

most qualified executive available for specific positions, only on assignment

from the company seeking a specific type of individual.’’11

Over the past quarter of a century, the executive search industry has evolved

from a basic recruitment service to a highly sophisticated profession filling a

greatly expanded role. Search firms are now serving as sounding boards to assist

organizations in determining their human resource needs, establish compensation

ranges, and provide advice concerning organizational structures.12
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Executive search firms differ from employment agencies in that they do not

work for individuals; they are retained and compensated by the client organi-

zations they serve. Firms in this business often visit their clients’ offices to

interview company management. This enables them to gain a clear understand-

ing of company goals, requirements of the position, and qualifications needed

by a candidate. After this information is obtained, the search firm seeks out

potential candidates, reviews their resumés, conducts interviews, and performs

background checks. As a general rule, the best three or four candidates will be

referred to the client organization for the actual selection decision.

The search firm’s fee is usually a stipulated percentage of the individual’s

annual income. However, the manner in which the fee is earned may differ from

firm to firm. Some firms operate on a contingency basis, receiving their fee only

if the organization hires one of the referred candidates. Other firms agree to

furnish three or four well-qualified candidates, and the organization agrees to

pay the search fee regardless of whether or not it actually hires one of the

candidates. Some firms charge an hourly rate for the actual hours expended on

the search. Expenses incurred in the search are customarily added to any agreed

upon fees.

Perhaps the key problem in executive searches is poor communication be-

tween the client and the search firm. Reaching agreement on job specifications

and qualifications is absolutely essential if the search firm is to do its job effec-

tively.

Professional Associations

Associations in business professions such as finance, marketing, computer

systems, and human resources frequently provide placement services on a na-

tional, regional, or local basis for their members. (For example, the Dallas Hu-

man Resource Management Association provides a Resume Book Service for

its members wherein members seeking employment send copies of their resumés

to a central source for consideration by member companies seeking human re-

source professionals.) Associations act as clearinghouses and maintain lists of

positions that member companies are attempting to fill and lists of individual

members seeking new jobs. The association’s role is limited to one of simply

providing information. Where an opening needs to be filled in a specific pro-

fession, companies may want to consider this low-cost method of recruiting.

Employee Referrals

Many organizations have found that their employees can assist in the recruit-

ment process by actively soliciting applications from friends and associates.

Some organizations reward referrals by paying the referring employee a bonus

if the applicant is hired and stays on the job for a stipulated length of time.

Although more research is needed to substantiate this finding, some studies
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indicate that employee referrals are among the best sources of long-tenure em-

ployees.13

One potential problem with referrals is that they tend to perpetuate the current

composition of the work force; that is, if the present work force is largely

composed of white males, the majority of referred applicants will be white males

because people tend to refer others who are similar to themselves.14 As one

company discovered to its dismay in a groundbreaking case, relying solely on

referrals can result in a situation that has discriminatory impact even though

there is no intent to discriminate.15

MATCHING METHODS TO SOURCES

Organizations differ widely and, because they do, the types and qualifications

of workers needed to fill various positions also differ. Recruitment efforts, if

they are to be successful, must be tailored to meet the specific needs of an

organization. Realistically, each job opening may require identifying different

sources of potential employees and using different methods of recruiting.

A staffing specialist must first identify the source—where people are likely

to be found—before the methods—how to attract people to the organization—

can be chosen. Suppose, for example, that a large firm has an immediate need

for a computer systems manager with a minimum of five years’ experience in

managing a substantial computer operation. Studying the sources, it is clear that

this individual must come from competitors or other companies. Once the source

of recruiting has been identified, the staffing specialist must next choose the

method or methods of recruiting that will have the best chance of encouraging

qualified candidates to apply for the job. Several choices are available in this

example: (1) an advertisement in the employment section of the Wall Street

Journal, (2) an ad in Computerworld, (3) attending meetings of professional

associations, (4) an executive search firm, or (5) employment agencies that spe-

cialize in computer systems management personnel. Some methods would not

be appropriate for trying to fill this position: public employment agencies, col-

lege recruiters, special events, internships, and employee referrals.

On the other hand, suppose that a firm has a need for an entry-level machine

operator, and the firm is willing to train the person to operate the equipment.

High schools, vocational schools, and unsolicited applicants are likely recruiting

sources. Effective recruiting methods might include newspaper advertisements,

public employment agencies, employee referrals, and recruiter contact with

schools.

The specific methods used in recruiting also depend upon external environ-

mental factors, such as labor supply and demand. Because of the differences in

companies, some methods may prove satisfactory for one organization but vir-

tually useless for another. To effectively match methods to sources, each or-

ganization should maintain records on recruiting efforts and conduct research to

determine the best methods for specific job categories.
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RECRUITMENT RESEARCH

If a company has information revealing where its employees were recruited,

statistics on present and past employees may be used to indicate the best sources

of recruiting. For instance, a firm may discover that graduates from a particular

college or university adapt well to the firm’s environment. One large farming

equipment manufacturer has achieved excellent results by recruiting from

schools in rural areas. Managers in this firm believe that since many of the

students in these schools come from a farming environment, they can adapt

more quickly to the firm’s operations.

Other organizations have identified sources of employees by determining

where their current employees live. This type of research, however, is likely to

be more revealing where entry-level production or clerical workers are con-

cerned. If a firm discovers that the majority of its lower-level employees reside

within 20 miles of the workplace, recruiting efforts for this kind of employee

should be concentrated within that geographical area.

Recruiting research can assist not only in identifying sources of employees

but also in predicting which types of individuals are more likely to succeed in

the organization. When a regional medical center, located in a small town en-

vironment, reviewed its personnel records, it discovered that registered nurses

who were born and raised in smaller towns adapted better than those who grew

up in large metropolitan areas. Based on this study, the hospital modified its

recruiting efforts.16

Examples of improper recruiting are numerous. Managers of a large conven-

ience store, for example, were disturbed about their high employee turnover.

Upon analyzing their recruiting efforts, they learned that the majority of short-

term employees had merely seen a sign in the store window advertising a job

opening. The individuals hired in this manner were often unemployed and highly

transient. The source of supply and the recruiting method practically ensured a

high turnover rate. Once this was discovered, new sources of supply and new

methods were used, and employee turnover decreased significantly.

Because recruiting is expensive—in terms of both direct and indirect costs—it

is essential that organizations conduct research in this area to ensure that re-

cruiting efforts are as effective as possible.

EQUAL EMPLOYMENT OPPORTUNITY AND RECRUITING

Although recruiting is not expressly mentioned in Title VII of the Civil Rights

Act of 1964, as Amended, the manner in which recruiting is carried out can

potentially lead to discrimination or to the perpetuation of historical patterns of

discrimination. When an organization operates under an affirmative action plan,

the recruiting effort must not only be free from discrimination, but it must also

include actions greater than those normally employed to attain sufficient utili-

zation of protected classes in the work force.
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Analysis of Recruiting Procedures

To ensure that its recruiting program is non-discriminatory, a firm must thor-

oughly analyze its recruiting procedures and practices. It might, for example, be

unwise to use employee referrals as a primary method and unsolicited applicants

as a main recruitment source. These actions tend to perpetuate the traditional

composition of an organization’s work force. Particularly where protected clas-

ses are not well represented at all organizational levels, the courts have ruled

that reliance on these practices is discriminatory.

In identifying sources of continuing discrimination, it is helpful to develop a

record of applicant flow. (Such a record may be a requirement if an organization

has to file an EEO–1 Report, has been found guilty of discrimination, or operates

under an affirmative action plan.) This record should include minority status and

job-related data concerning each applicant; it should indicate whether a job offer

was extended. If no job offer was made, a written explanation must be provided.

Records including this kind of information facilitate the analysis of recruiting

practices that affect protected classes and enable an organization to modify these

practices.

Utilization of Protected Classes

Each individual who engages in recruiting must be trained to use objective,

job-related standards, such as specific skills and work experience. Recruiting

based on objective standards goes a long way toward eliminating discrimination.

Recruiters play a critical role in encouraging protected class members to apply

for employment. Therefore, qualified minorities and women should be utilized

as much as possible in key recruiting activities. Using minorities as college

recruiters or in job fairs and open houses is a way of suggesting to other minority

group members that they are also potential candidates for employment with the

organization. Pictures of protected class employees in employment advertise-

ments and recruiting brochures also help an organization establish credibility as

an equal employment opportunity employer.

All of these things must, however, be underscored by a genuine commitment

on the part of management to increase protected class participation.

Advertising

With few exceptions, jobs must be open to all individuals. Consequently, all

advertisements must be free from discriminatory preferences unless the reason

for preferring a particular type of individual has been firmly established as a

bona fide occupational qualification. Some of the terms that must be avoided in

employment advertising are:
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• Young

• Boy

• Girl

• Age 25 to 35

• Age over 50

• Attractive lady

• Real sharp girl

• Career-minded men

• College student

• Recent college graduate

• Retired person

The courts have ruled that each of the preceding terms is discriminatory either

on the basis of sex or age.17 The Equal Employment Opportunity Commission

has issued policy statements concerning age and sex referent language in em-

ployment advertising. The use of both blatant and subtle trigger words in ad-

vertising is banned. Junior executive, energetic, meter maid, and patrolman are

examples of words and phrases that would discourage potential applicants from

applying because of their age or sex.18

To ensure that advertisements reach enough minorities, organizations must do

more than place a help-wanted ad in the major local newspaper; they must

advertise in places and through media that will reach the target group. Potentially

effective media include ethnic newspapers, urban contemporary radio stations,

and Hispanic radio stations.

All advertising copy used in print media should also contain the phrase

‘‘Equal Opportunity Employer, M/F’’ to convey the message that job opportu-

nities are available not only to traditional minorities but also to women. Many

people have the mistaken impression that ‘‘EEO Employer’’ suggests only racial

non-discrimination.

Employment Agencies

An organization should emphasize its non-discriminatory recruitment prac-

tices when placing job orders with employment agencies. Inasmuch as employ-

ment agencies are covered under Title VII, the potential employer cannot go so

far as to say, ‘‘We want a black, or an Hispanic, or a woman, or someone over

50, for this position.’’ By specifying the protected class status desired for a job

opening, the organization is open to discrimination charges. Likewise, the

agency that screens individuals on this basis is engaging in discriminatory prac-

tices. Complete non-discrimination must be the rule in recruiting.

Jobs at all levels should also be listed with the local state employment agency.
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Often, these agencies can provide valuable assistance to organizations seeking

to fulfill affirmative action goals.

Other Affirmative Action Recruiting Approaches

Personal contacts should be made with counselors and administrators at high

schools, vocational schools, and colleges with large minority or female enroll-

ments to indicate that an organization is actively seeking minorities and females

for job openings. The possibilities of internships and summer employment for

students of these schools should be carefully explored and provided wherever

possible.

Organizations engaged in affirmative recruitment should develop positive

working relationships with minority, women’s, ethnic, and other community

organizations. While the most productive sources may vary in each locality,

some helpful organizations to contact include the National Association for the

Advancement of Colored People, the National Urban League, the League of

United Latin American Citizens, the American Business Women’s Association,

the American Association of University Women, the Federation of Professional

Women’s Talent Bank, the National Council of Negro Women, and the local

office of Veterans Affairs. Regional offices of the Equal Employment Oppor-

tunity Commission will assist employers in locating appropriate agencies.
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The Selecting Process

Selecting is the process of choosing from a group of applicants that individual

deemed to be best qualified for a particular job opening. An organization’s

success in its recruiting activities significantly affects the efficiency and effect-

iveness of selection. An adequate pool of applicants provides an organization

greater latitude in choosing employees; an inadequate pool reduces latitude and

may result in the employment of marginally qualified candidates.

Selecting is, at best, a difficult process because it requires making judgments

about people. Three essential questions must be answered if the most qualified

person is to be selected: ‘‘What is the applicant’s can do ability?’’; ‘‘What is

the applicant’s will do ability?’’; ‘‘How well will the applicant fit into the or-

ganization?’’ Can do ability refers to the experience and education required to

perform a specific job; will do ability refers to the level of motivation the person

will actually exhibit in performing the job; fit refers to how well the individual

will conform to the sociopsychological environment or culture of the organi-

zation. Making these determinations requires skill, effort, and time. Moreover,

in an effective selecting process, such decisions are carefully made.

Mistakes in selecting can be costly. Hiring individuals who cannot, or will

not, do their jobs leads to output and quality problems, and ultimately to em-

ployee turnover. Hiring individuals who do not fit into the organization well

leads to the same problems and may also adversely affect the morale of other

employees. Consequently, selecting must be done carefully in order to minimize

potential negative impacts, financial and otherwise, on the organization.

As emphasized throughout this book, the entire human resource management

function operates in an increasingly legalistic environment. Nowhere is it more

open to potential discrimination charges and lawsuits than in selection. The

challenge to an organization in selecting employees thus is twofold: one, to
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select the best qualified individual and two, to make the selection decision in

accordance with the letter and spirit of the law.

Selecting is such an important activity that three chapters of this book are

devoted to it. This chapter presents an overview of the entire selecting process.

The following two chapters examine crucial elements of the process: testing and

interviewing, respectively.

A GENERALIZED SELECTING MODEL

A generalized model of the selecting process is depicted in Figure 8.1. Se-

lection begins where recruitment ends—with the applicant pool—and proceeds

through five stages: initial screening, secondary screening, candidacy, verifica-

tion, and final decision. Selection procedures vary from organization to orga-

nization; consequently, the steps outlined may not be followed in the described

sequence by every firm. Moreover, an applicant may be rejected at any point

during the first four stages. The purpose of the model is to illustrate the basic

steps, in a logical sequence, that are typically followed in evaluating and ulti-

mately hiring a job applicant.

Once individuals are interested in applying for employment, they may do so

by submitting a resumé (a common procedure for technical, professional, or

managerial positions) or by completing an employment application (standard

procedure for entry-level, operative, clerical, or other non-exempt positions).

The majority of applicants will be screened out at this point based on an indi-

vidual evaluation of the resumé or the employment application. Applicants who

submitted a resumé may be asked to complete an employment application if

their credentials survive the initial review.

The two components of Stage II are the screening interview and testing. The

purpose of the screening interview is to eliminate from further consideration

those individuals whose qualifications, although passing preliminary inspection,

do not measure up to the standards of the position. Based on the screening

interview, applicants for certain types of positions may be asked to take em-

ployment tests. Applicants passing the screening interview who have not yet

completed an employment application will be asked to do so at this stage. On

occasion, applicants may move from completion of the employment application

in Stage I directly into employment testing before the screening interview takes

place—a common procedure for keyboardists or machine operators. If the test

results are favorable, the screening interview then takes place.

Since the vast majority of applicants are eliminated in Stages I and II, if

selection procedures are working effectively, only genuinely qualified candidates

enter Stage III. The basic component of this stage is the employment interview

or series of employment interviews, which focus on an in-depth evaluation of

the applicant’s qualifications. In some organizations, individuals successfully

completing their employment interviews are sent to an assessment center where

they may complete batteries of tests and engage in various simulations to further
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A Model of the Selecting Process
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assess their capabilities. Applicants completing Stage III are potential employ-

ees.

Stage IV is concerned with verifying the reference information furnished by

the applicant. Due to the increasing number of negligent hiring cases, organi-

zations must be careful to exercise due diligence in verifying and documenting

references.

Stage V is the decision-making stage. The information furnished by the ap-

plicant and gathered by the organization is evaluated. If the information is fa-

vorable, a job offer is made; if the information is unfavorable, no job offer is

extended. The tentative job offer is subject to a physical examination (typically

including a drug screen) and a background investigation. If the candidate suc-

cessfully completes these two final hurdles, a final job offer is made. The phys-

ical examination is delayed until this stage so as to avoid any possible

discrimination based upon disability. The background investigation is delayed

for similar reasons—to avoid any potential charge of discrimination based on

non–job-related factors.

In reviewing the generalized selecting model, note that the least time-

consuming, least expensive selection activities are performed first. The most

time-consuming, most expensive activities are performed later in the process.

This sequencing helps assure the cost-effectiveness of selection.

FACTORS AFFECTING THE SELECTING PROCESS

While a generalized selection model is helpful in showing the series of logical

steps that are usually taken in choosing employees, specific procedures vary

from firm to firm. Additionally, there are other organizational variables and

influences, as discussed below, that may affect the process.

Organizational Hierarchy

The selection process would be greatly simplified if a single standardized

procedure could be developed—and followed—for all applicants. Deviations

from predetermined steps, however, are often necessary to accommodate specific

situations. In particular, variations are appropriate, even required, when filling

positions at different levels in the organizational hierarchy. For instance, con-

sider the differences that exist in hiring a top-level executive as opposed to a

secretary. Exhaustive interviewing of the potential executive followed by exten-

sive background checks to verify experience, education, and personal impec-

cability are essential for a senior-level position. On the other hand, an applicant

for a secretarial position may only take a keyboarding test and be subjected to

a short employment interview.

As a general rule, the higher, or the more sensitive, the position, the more

involved and complicated the selection process. The lower the position, the less

likely the full series of steps specified by the model will be followed.
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Speed of Decision Making

The time available for making a selection decision can also exert a major

influence on the selecting process. Suppose, for instance, that a firm’s only two

quality assurance technicians terminate without advance notice. Filling these

positions immediately is a matter of critical importance. Consequently, the al-

gorithmic steps in the selection process are likely to be truncated. Since speed

is of the essence, a few telephone calls and two short interviews may comprise

the entire selection process. Conversely, when the need for filling a position is

known well in advance, more time can be spent rigidly following the normal

selection procedure steps.

Applicant Pool

The number of applicants for a particular job also affects the selecting process.

An organization can be highly selective if there are many applicants for a spe-

cific position. It cannot be as selective, or uncompromising in its requirements,

if few applicants are available. In the latter case, selection becomes largely a

matter of choosing whoever is available.

The number of persons hired for a particular job compared to the number of

qualified individuals in the applicant pool is known as the selection ratio. This

ratio is determined as follows:

Number of individuals hired for a particular job
� Selection Ratio

Number of qualified applicants available

A selection ratio below 1.0 indicates that there are more qualified applicants

than there are jobs; a selection ratio above 1.0 indicates that there are more jobs

than there are applicants. Obviously, the lower the ratio, the more choice an

organization has; the higher the ratio, the less choice it has. Thus, the applicant

pool generated by recruiting has a significant impact on selection.

Type of Organization

The specific kind of enterprise in which individuals are to be employed—

private, not-for-profit, or governmental—can also affect the selection process.

A business in the private sector is profit-oriented, and prospective employees—

especially professionals and managers—are likely to be screened with regard to

potential contributions they can make toward helping the organization achieve

its profit objectives. Profit-making enterprises, consequently, are apt to be more

stringent in their selection criteria.

Governments—federal, state, and local, but especially federal—typically

identify qualified applicants through competitive examinations. Often, the hiring
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manager is permitted to select only from the three top qualifying applicants for

a given position. A manager in the governmental sector may not have the pre-

rogative to interview candidates other than the top scorers on the competitive

examination.

In not-for-profit organizations, such as the American Heart Association, the

Boy Scouts of America, or the YWCA, the situation is different. Because salary

levels in these types of organizations are not normally competitive with those

in industry or government, selection must focus not only on the applicant’s

qualifications for job performance but also on an assessment of the applicant’s

dedication to the kind of work the institution does.

Clearly, the type of organization involved affects both the sorts of individuals

who will be attracted as well as the selection criteria that will be used in making

a hiring decision.

Probationary Period

Many organizations use a probationary period that provides for evaluation of

an employee’s ability to perform, before longer-term employment is offered.

The probationary period may be a substitute for, or supplement to, the use of

other selection procedures. The rationale for using a probationary period in lieu

of other selection measures is that if a person can successfully perform the job

during the trial period, tests or other predictors of success are not needed. How-

ever, accurate measures of performance are essential to use of a probationary

period.

Even though a firm may be unionized, a new employee typically is not pro-

tected by the labor-management agreement until after completing a probationary

period—usually 30 days. During this time, the employee may be terminated

with minimum justification. However, once the probationary period is over, it

may prove to be quite difficult to terminate even a marginal employee who

belongs to a union. Selection under these conditions requires careful identifi-

cation of qualified workers and realistic evaluation of their performance during

the probationary period.

EMPLOYMENT APPLICATIONS

For the majority of positions, the selecting process begins with the prospective

employee completing an application form. The application is then reviewed (ei-

ther by someone in the human resource department or by the hiring manager,

depending upon how selection is carried out in a particular organization) to

determine if there appears to be a possible match between the applicant and the

open position.

The specific types of information requested on employment applications vary

from company to company, and even by job groupings within an organization.

Sections of an application typically include personal data such as name, address,
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and telephone number; educational background; work experience; specific job

qualifications; and possibly military service. It is becoming increasingly impor-

tant, because of possible legal ramifications, to include several consent or

acknowledgment statements on the application just above the applicant’s sig-

nature. These items are (1) an acknowledgment of job status as employment-at-

will (i.e., the organization has the right to terminate employees at any time); (2)

consent to drug and alcohol testing prior to employment or during employment;

(3) consent to undergo physical testing where the job has physical requirements

that are essential to effective performance; (4) permission for the organization

to conduct a background investigation; (5) permission to conduct a credit in-

vestigation (provided that an applicant’s credit record is directly related to the

job); and (6) an acknowledgment that any false, inaccurate, omitted, or mis-

leading statements or information are grounds for rejection of an application or

termination of employment.1

The employment application must reflect the firm’s informational needs and

also adhere to federal legislation and the Equal Employment Opportunity Com-

mission’s (EEOC) Guidelines. An illustration of a properly designed application

is provided in Figure 8.2. Note that many traditional informational requests that

are potentially discriminatory have been eliminated. Among the missing items

are such things as sex, race, age, number of children living at home, and credit

references. Questions relating to a person’s arrest record are illegal, and if they

appear on an application they may be regarded as a prima facie violation by

EEOC. While there are no other questions that are illegal per se, there are

numerous informational requests and questions that may expose an organization

to discrimination charges. Some of the items and questions that should be con-

sidered inappropriate for an employment application are:

• Race

• Sex

• National origin

• Religion

• Disability status

• Date of birth

• Height

• Weight

• Number of children

• Dependents other than children

• Physical defects

• Past or present injuries

• Hearing impairments

• Vision impairments



Figure 8.2

Employment Application
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Figure 8.2 (continued)
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Figure 8.2 (continued)
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Figure 8.2 (continued)



Figure 8.2 (continued)
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• Spouse’s position

• Length of time on job for spouse

• Marital status

• Credit references

• Nature of military discharge

• Native language

• Date graduated from high school

• Date graduated from college

The information in a completed employment application should be compared

with the job description and job specifications to determine the degree of match

between applicant and job. This is often a difficult task. Applicants may exag-

gerate their qualifications to present themselves in a more favorable light. Also,

it is hard to compare duties and responsibilities of previously held positions with

those of the position the applicant is seeking. Job titles can also be misleading.

A person who has the title of vice president in one organization, for example,

may actually perform few managerial tasks, while a person with the same title

in another organization may have extensive managerial responsibility.

The purpose of reviewing the application is not, however, to make a selection

decision. It is to eliminate from further consideration those applicants who do

not possess the minimum qualifications.

RESUMÉ ANALYSIS

Resumés often play a significant role in the selection process. For managerial,

professional, and technical positions they are commonly the first information

received from job applicants. A resumé is a relatively short, detailed account of

the candidate’s work history, educational background, and other qualifications.

A common mistake in reviewing a resumé is to assume that all of the data

shown are factual.2 In fact, it is estimated that as many as four out of every five

resumés contain false job history information, and about 30 percent provide

inaccurate educational data. Seminars attended, for example, may show up on

a resumé as certifications. Consequently, resumé reviewers should not accept a

resumé at face value. Rather, they should examine it carefully, note any incon-

sistencies or questionable data, and identify other items that warrant later veri-

fication.

There are several things that should be viewed as red flags in a resumé sig-

• Speech impediments

• General physical condition

• Spouse’s name

• Spouse’s place of employment
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nalling the need for a closer inspection of the information (or lack thereof)

presented.

Among the most prominent of these red flags are:

• Incomplete information

• Gaps in employment history

• Frequent job moves

• Several job moves for lesser pay

• Short periods of employment

• Regression in job titles or job duties

• Obscure colleges or universities attended

• Questionable certifications

• Non-pertinent certifications or degrees

• Poor presentation: appearance, paper quality, grammar, non-reverse chronology, or mis-

spellings

Each of these items is an indication that the resumé should be examined very

closely. Their existence is not, however, a sign that the applicant should not be

considered for employment.

The major thrust in reviewing a resumé is the same as for an employment

application: does the applicant apparently possess the necessary qualifications

for the job? Job descriptions and job specifications are used to compare the

person’s experience and background with the requirements of the position for

which he or she is applying.

A resumé should also be viewed as an advertising brochure. The reviewer

should evaluate how well the applicant presents himself or herself in print. Thus,

there are some other considerations the reviewer should note to determine if the

resumé is worthy of in-depth review.3 These are:

• Positive image conveyed. Does the applicant present positive factors first? Is the overall

tone positive or is it negative? What is the general appearance of the resumé?

• Evidence of contributions. Does the applicant emphasize the contributions he or she

has made to previous organizations? Or does the applicant simply list job duties?

• Logical presentation. Are the data presented in a logical, easy to follow manner? Is

work history listed in reverse chronological order so that most recent experience is

shown first?

• Carefully written. Is the resumé carefully written and free of grammatical mistakes and

typographical errors? Or does it appear to be hastily compiled with little thought given

to writing style?

• Specifics rather than generalities. Does the resumé deal with previous experience in

terms of specifics, or does it deal with experience in vague generalities that could be

interpreted several ways?
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THE SCREENING INTERVIEW

The purpose of the screening interview is to identify tentatively viable em-

ployment candidates. A review of the employment application or the resumé

eliminates many applicants; those not eliminated by this review process are then

screened to see if they do, in fact, possess the necessary qualifications. The

screening interview reduces the number of applicants to a more manageable

number.

The typical screening interview is relatively short. In fact, one of the authors

once witnessed a screening interview that could not have lasted over fifteen

seconds. At the end of the interview, the applicant was referred to the hiring

supervisor for a final interview and employment decision. A few straightforward

questions are asked: ‘‘Do you know how to—? Have you ever operated a—?

What is your experience with—? Do you have a—?’’ If the applicant does not

have the required experience, know-how, or background, any further consider-

ation in the employment process would benefit neither the individual nor the

organization.

In addition to quickly eliminating obviously unqualified job applicants for

specific positions, screening interviews may produce other positive benefits. It

is likely that the position for which the individual is applying is not the only

one available. In the process of screening for one position, a skilled interviewer

may be able to identify prospective employees for other open positions. The

fact that the applicant does not qualify for one job does not mean that he or she

is not qualified for other jobs. For example, an applicant may be obviously

unqualified to fill the position of senior programming analyst but may well

possess the necessary skills to work as a computer operator. The person doing

the screening must remember that his or her responsibility is not only to elim-

inate candidates for one position but also to identify candidates for other posi-

tions. Recognizing this dual responsibility, the interviewer can build goodwill

for the employer as well as maximize recruiting and selecting efforts.

EVALUATING BACKGROUND AND BIOGRAPHICAL DATA

Over the years, there have been many studies of the relationship between

application form data and success or failure in particular jobs. These studies

suggest that the employment application can be a valuable predictive device for

certain types of positions. Personal factors such as hobbies (if not related to sex,

race, religion, national origin, or age, years of education, and work experience

have been found to be predictive of length of service and success on a job. One

large firm, for example, discovered that the single most reliable indicator of a

college graduate’s success in the organization was the person’s rank in his or

her graduating class. Additionally, this firm found that class ranking was even

more important as a predictor than the actual college attended.4 The weighted
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Figure 8.3

Example of a Weighted Application Blank Question

application blank and regression analysis, two specific approaches to evaluating

background and biographical data, are discussed below.

Weighted Application Blank

The oldest and perhaps best known technique for identifying factors that dif-

ferentiate between successful and less successful employees is the weighted

application blank (WAB). When the WAB is used, an attempt is made to identify

factors on the application that differentiate between long- and short-term em-

ployees, productive and less productive employees, or satisfied and less satisfied

employees. One such variable, ‘‘years on last job,’’ is shown in Figure 8.3.

Although any of several techniques can be used for calculating the weights

to be used, the simplest approach is the horizontal percent method.5 In using

this method, a large sample of current employees is used to construct weights

which are then used as means of assessing later applicants for employment.

Examining Figure 8.3, we can see how the calculations are made. The two

groups of employees are classified as to the length of time spent with their

previous employer. Short-term employees are those who left previous organi-

zations after a limited tenure, usually within the first year of employment, or

possibly, the first two years. Long-term employees are those who stayed on the

job longer than one or two years. The percentage of long-term employees is

then determined by years spent on last job. In this example, we see that only

14 percent of the long-term employees were with their last employer less than

one year, whereas 52 percent had three or more years of job service with their

last employer. The weight for each category of years on last job is determined

by moving the decimal point one place to the right; thus, less than one year on



The Selecting Process 177

the previous job has an actual weight of 1.4. To simplify weighting, the number

is customarily rounded off to the nearest whole number.

Once weights for all variables on the application blank have been computed,

applicants can be screened based on the point total they receive on the WAB.

Applicants with the highest point totals are considered to have the highest po-

tential for success on a particular job or with the organization.

In specific instances, the WAB has been very accurate; at other times it has

been only marginally useful. Consequently, the vast majority of companies con-

tinue to use the traditional application form rather than the WAB.

Regression Analysis

Regression analysis, mentioned in Chapter 4 as a human resources planning

technique, has also been used successfully for evaluating employment applica-

tion data. Regression analysis establishes the relationship between two or more

variables so that one variable can be predicted from the other variables.6

In some instances organizations may desire to determine if employee pro-

ductivity can be estimated from information on the employment application. In

regression analysis terminology, the productivity level, in this example, is re-

ferred to as the dependent variable. Any item or items on the application used

to predict or estimate the productivity level are called independent variables.

Commonly used independent variables that may be predictive of productivity

are work experience and education.

Although the potential for successful use of regression analysis in the selec-

tion process appears to be significant, it is used by few organizations. One

limitation of regression analysis is that a significant database is required for

statistical significance to be established. Moreover, since regression analysis

should be conducted on specific jobs or job categories, only very large com-

panies are able to accumulate sufficient data.

Another problem of regression analysis is that a model developed for one

company cannot be used by another company; the model must be tailored to fit

each organization. When utilized in different geographical areas, a regression

model becomes less accurate because of cultural or labor market factors. The

model must also be continually updated with current employment applications

data or its accuracy is likely to diminish. Despite the problems associated with

this analytical tool, it can be of assistance in making selection decisions.

EMPLOYMENT TESTING

Testing is frequently used early in the selecting process to determine if an

applicant is qualified for a particular job. Keyboarding or other work sample

tests are commonly used for lower-level positions. Because of the complex is-

sues involved in employment testing, the following chapter is devoted to an
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examination of this area. As a step in the selection process, testing may help

verify specific skills.

THE EMPLOYMENT INTERVIEW

One of the most critical steps in the selection process is the employment

interview. Applicants reaching this step are considered to be qualified for a

position; unqualified or marginally qualified applicants have already been elim-

inated from serious consideration. The employment interview is essentially an

in-depth probing of the candidate’s background that provides substantial evi-

dence upon which to base the hiring decision. Employment interviewing is ex-

amined in chapter 10.

ASSESSMENT CENTERS

An assessment center is a selection technique for identifying management

potential. Because of its expense, this technique is primarily utilized as an in-

ternal selection and development device for managerial positions. However, it

is sometimes employed in the selection of external candidates.

In assessment centers, candidates are subjected to a variety of exercises con-

structed to simulate the job for which they are applying. These exercises, which

include test batteries on occasion, are developed through thorough job analyses

of positions. Candidates participate in a series of activities similar to those they

may be expected to encounter in the actual job. Commonly used activities in-

clude in-basket exercises, management games, leaderless discussion groups,

mock interviews, and other simulations. A team of assessors observe and eval-

uate the participants.

The time and costs involved severely limit assessment centers as a means for

selecting new employees. It is estimated that the cost of an assessment center

is between $750 and $1,000 per hire.7

REFERENCE CHECKS

As indicated earlier, job applicants sometimes record inaccurate information

on employment applications and resumés to present a more positive image. The

purpose of reference checks is to verify the accuracy of the data furnished.

Typically, applicants are required to furnish names of previous supervisors or

names of several business references. Checks on these references are then made

by letter or telephone. Because of possible legal ramifications, reference infor-

mation provided by one organization to another organization is usually limited

to neutral information such as job title, dates of employment, and possibly pay.

When conducted by telephone, other information may be furnished: for example,

absentee record, promotions and demotions, compensation, and stated reasons

for termination. Even though limited information may be obtained through ref-
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erence checking, it is essential that an organization make a good faith effort and

exercise due diligence in checking all employee references to protect itself

against possible lawsuits from employees alleging negligent hiring and negligent

referencing.

Employers are very concerned about the legal ramifications of providing in-

formation about the performance of former employees, fearing that release of

sensitive information could lead (as it often has) to charges of defamation or

self-compelled defamation by previous employees who receive a less than sat-

isfactory recommendation. Several states have recognized this employer

dilemma and have passed legislation to exempt employers from liability in pro-

viding information as long as they are acting in good faith. Delaware, Illinois,

Wisconsin,8 Idaho, Michigan, South Dakota,9 Alaska,10 Florida, and Oklahoma11

have passed legislation protecting employers from civil liability in releasing

reference information when they act in good faith. Georgia also has a reference

checking law, but it is limited to hospitals, health care institutions, schools,

public health facilities, day care programs, and child care centers.12 Rhode Is-

land, Kentucky, and South Carolina are considering similiar legislation.13

Since the passage of the Federal Privacy Act of 1974, a person who has been

employed by the federal government has the legal right to review reference

checks that have been made concerning his or her employment unless the person

has waived this right. There have been instances where applicants have sued

and won court cases when it was proven that the reference information given

out was biased or incorrect. Because of the possible extension of the Privacy

Act to the private sector, many firms and individuals are now reluctant to pro-

vide negative reference information about former employees or business asso-

ciates.

Another problem with references is that the applicant normally provides them.

Applicants may selectively choose their references to ensure that only positive

information is furnished. It is unlikely, except where the names of previous

supervisors are requested, that an applicant would list anyone who might give

an unfavorable report. Thus, references tend to be biased in a positive manner.

Because some individuals are reluctant to state their opinions about former

employees or colleagues in writing, many organizations prefer to use the tele-

phone when checking references. Since there is no written record of the con-

versation, more information may be collected. However, there is still a potential

problem with bias—the individual providing the reference is just as likely to

offer a negatively biased as a positively biased opinion.

Some suggestions for improving the reference checking process are:

• Train employment specialists. Telephone interviewing techniques, how to ask ques-

tions, and how to probe for information are some of the topics that should be covered.

• Communicate preferences to applicants. Indicate the kind of references preferred, for-
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mer supervisors or business colleagues. Tell the applicant how references will be con-

tacted.

• Communicate preferences to recruiting sources. Outside parties such as employment

agencies can often obtain additional reference information on applicants if they know

the kind of information the organization is seeking.

• Provide feedback to references. Thank-you letters build goodwill for the company and

help ensure cooperation from those who may be regular suppliers of reference infor-

mation.14

THE SELECTION DECISION

After all information has been obtained from appropriate selection devices,

the most critical step in the entire process—the decision to hire or not to hire—

takes place. The other stages in the selecting process have been used to narrow

the number of candidates. The final decision is made from among those indi-

viduals who are still being considered after reference checks, background in-

vestigations, physical examinations, and drug and alchol screening have been

completed.

The human resource department is normally involved in all phases leading

up to the final employment decision. The selection decision is usually the pre-

rogative of the operating manager, who may or may not seek the advice of

staffing specialists. The rationale for permitting the manager or supervisor to

make the final selection decision is obvious: this is the individual who will be

responsible for the new employee. Yet there are times when it is a collective

decision, most notably when an employee will have to interface with others

across organizational lines.

In some cases, the human resource manager may have a strong influence on

the decision. If the organization is attempting to meet minority hiring goals

under an affirmative action plan, a recommendation from the personnel manager

may have considerable bearing on the candidate hired. It is important that the

human resource manager refrain from exerting too much pressure on the deci-

sion because this may undermine the operating manager’s authority.

Making a Job Offer

Once the decision to hire has been made, the candidate is customarily notified

by telephone and then sent a letter confirming in writing all of the aspects of

the job offer, such as starting date and rate of pay. If the individual is currently

employed by another firm, the reporting date must be set far enough in advance

so that the person can give his or her current employer sufficient notice of

termination—two weeks in most cases, but possibly much longer for high-level

professional or managerial positions. Even after this notice, the individual may

need some personal time to prepare for the new job, especially if the job requires

moving to another city.
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The firm may also want to delay the date of employment. If the new em-

ployee’s first assignment upon joining the firm is to attend a particular training

school, the organization may request that the person delay joining the firm until

perhaps a week before the school begins. This prevents having idle, non-

productive, and potentially bored employees on the payroll.

Because there is no guarantee that the person offered the job will accept, the

organization should make sure that it has placed candidates in rank order. If the

first candidate declines the offer, the offer can then be extended to the second-

ranked applicant.

Rejecting Candidates

Applicants may, of course, be rejected at any stage of the selection process.

If the process is functioning properly, only a few candidates—ideally three to

six—will reach the selection decision stage.

When an individual makes an application for employment, he or she is es-

sentially saying, ‘‘I think I am qualified for this job. Will you hire me?’’ Tension

increases as the applicant progresses through the selection process. If the person

is eliminated early in the process, there is likely to be only a minimum amount

of ego damage to the individual. The company, in fact, may even be able to

inform the individual of other jobs in the organization that better match his or

her qualifications.

For many people, the employment interview is not a pleasant experience.

Taking tests that affect a person’s career can also cause high anxiety. Suffering

through all of these experiences only to be told at the end, ‘‘There does not

appear to be a proper match between your qualifications and our needs,’’ may

be extremely painful. Many firms recognize these facts and take deliberate ac-

tions to protect the applicant’s self-esteem. Still, it is quite difficult to tell people

that they are not going to be hired.

All organizations should recognize that both firm and candidate have invested

considerable time in the selection process. Rejected candidates are entitled to

some explanation as to why they were rejected. Form letters or callous expres-

sions that imply don’t call us, we will call you must be avoided. The treatment

afforded a rejected applicant can have an impact on company goodwill as well

as on future recruiting efforts. Organizations should remember that today’s re-

jected candidate may be tomorrow’s stellar employee.

Rejections can be handled effectively in one of three ways: personal confer-

ence with the applicant, telephone conversation, or personalized letter. The most

effective practice is the personal conference. It is also the most time-consuming

and expensive. At times, it may not even be practicable because of the geo-

graphical separation between applicant and company. When it can be used, it

offers the opportunity to carefully explain why the applicant was not hired. It

provides information to the applicant that may be useful in further job searches,
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and it suggests the organization’s genuine interest in people. Unfortunately, this

approach is the very rare exception rather than the rule in American industry.

Personal telephone calls serve essentially the same purposes as the conference

approach, offering an opportunity for explanation and building goodwill for the

company.

If for some reason applicants must be rejected by letter, the letter should be

personalized; it should be written so as to reduce the stigma of rejection and

lessen the chance that the applicant will resent the firm’s actions. Postcard no-

tices of rejection, which have become very common, should be avoided at all

cost because they make rejection a matter of public knowledge, especially in

small communities where postal employees may read them.

No matter which rejection method is used, rejected candidates should be no-

tified as quickly as possible so that they may pursue other employment oppor-

tunities. All too often, organizations keep candidates in a state of suspense before

informing them they will not be hired.

PHYSICAL EXAMINATIONS

One of the final steps in the selecting process is the physical examination. (In

fact, under current legislation it is advisable to use physical examinations only

after a tentative job offer has been made.) This examination serves three pur-

poses. First, it screens out individuals who have contagious or communicable

diseases that make them unfit for the work to be performed—an applicant for

the position of salad chef who has hepatitis or tuberculosis, for example. Second,

the examination assists in determining if an applicant is physically capable of

performing the work. In the construction industry, where some jobs involve

considerable bending, stooping, lifting, and carrying, spinal x-rays are custom-

arily taken to see if the applicant’s back is free of defects that might preclude

performing the job. Third, physical examination information can be used to

determine if there are certain physical capabilities that differentiate between

successful and less successful performers. Because of the requirements of Title

VII and the Americans with Disabilities Act, if a physical quality is specified

in the job description, it must be shown to be job-related. The examination is a

means of collecting data to make this sort of determination.

Physical examinations are increasingly being used for drug and alcohol

screening, particularly in the federal government and the defense industry. Ap-

plicants for positions that require the operation of public vehicles—taxis, buses,

trains, trucks, ships, and airplanes—are also required to be screened for drug

usage at the time of employment and on a random basis thereafter.15 The intent

of such testing is to eliminate applicants who potentially pose a risk to them-

selves or to others, or who pose a risk to security. Drug and alcohol screening

has become an issue of major national importance. It is likely that in the near

future the majority of private sector organizations in this country will require
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such testing for all applicants, either as a pre-employment requirement or as a

condition of continued employment.

BACKGROUND INVESTIGATIONS

Although a reference check often provides information to verify certain state-

ments on an employment application or resumé, there are times when it does

not. Often, it is necessary to perform a background investigation of the appli-

cant’s past employment history. Two key reasons for conducting background

investigations are to (1) verify the accuracy of all information provided by the

applicant, and (2) uncover derogatory information such as a criminal record, a

bankruptcy, or a suspended driver’s license.16 This investigation may be helpful

in determining if past work experience is related to the qualifications needed for

the new job. As noted previously, job titles are quite deceptive when attempting

to evaluate past work experience.

In the defense industry, background investigations are required if the individ-

ual must have a security clearance to perform job duties. This type of investi-

gation is quite thorough and includes checking into the personal life and habits

of the person. The federal government also conducts extensive background

checks for many of its positions.

Background investigations have become more important lately because of the

increasing number of incidents of credential fraud.17 It is estimated that between

7 and 10 percent of job applicants are not what they present themselves to be,

claiming degrees, certifications, and other credentials that they do not possess.18

Many employers, unfortunately, still accept such misrepresentations even when

simple logic might suggest otherwise. For example, in a particular governmental

agency, a person reporting directly to the president of that institution claimed

to have a certification in employment law even though the person was not an

attorney and had, in fact, only attended a five-day seminar open to the general

public and received a certificate of completion. The facts, in this instance, should

have spoken for themselves inasmuch as one cannot have a legal certification

of any kind without first having a law degree and passing a state bar exam.

Background investigations are useful in combating this kind of misrepresenta-

tion.

JOB OFFER

After completion of the physical examination and background investigation,

the organization, if the applicant passes both of these requirements, finalizes its

job offer to the candidate. If the applicant does not pass one of the two exam-

inations, the tentative job offer is rescinded and the candidate is not offered

employment. Placing the physical examination and background investigation at

the end of the selection process protects the organization from charges of dis-

crimination that might arise if physical limitations or other non–job-related items



184 Staffing the Contemporary Organization

were taken into consideration before the extension of a tentative job offer. In

effect, the organization first makes a hiring decision based on the applicant’s

qualifications and then extends a final job offer after physical limitations or other

background factors have been eliminated.

REALISTIC JOB PREVIEWS

Many candidates have unrealistic expectations about a prospective job or em-

ployer.19 These inaccurate perceptions can have negative consequences for an

organization if such candidates are hired: for example, job dissatisfaction, ab-

senteeism, and turnover. Unrealistic expectations are often created by hiring

organizations as they attempt to portray the company and the job in the most

favorable light possible. To correct this situation, at some point in the selection

process applicants should be afforded a realistic preview of both job and com-

pany. This preview may take place either before or during the employment

interview. It is crucial, however, that it occur before a job offer is made.

A realistic job preview conveys important job and organizational information

to an applicant in an unbiased manner so that both positive and negative aspects

of the job and company are presented objectively. Describing negative and pos-

itive features allows applicants to develop a more accurate perception of the job

and the firm. Research studies indicate that newly hired employees who receive

realistic job previews have greater job survival and higher job satisfaction rates.

At the same time, this approach does not reduce the flow of qualified applicants.

A comparison of the results of traditional job preview procedures with those of

realistic job preview procedures is shown in Figure 8.4. Certainly, every orga-

nization desires to present itself in a positive manner. But it should not over-

emphasize positive aspects nor should it downplay negative features. Realism

in describing the employment situation must always be the objective.
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Selection Tests

Psychological tests are objective, standardized measures of samples of behavior.

The types of behavior measured may range from general intelligence to interests,

from aptitudes to levels of achievement, from personality to eye-hand coordi-

nation. When used in the selection process, tests measure behavior that indicates

which individuals possess the needed skills or qualifications for specific jobs.

The extent to which psychological tests are used in the private sector as selection

aids is not known. However, the use of such devices had been declining until

the mid-1990s because rigid government standards concerning tests created a

situation in which potentially useful instruments had been discarded along with

the poor ones. Because of the more recent concern with workplace violence,

there is some reason to believe that tests have reemerged as potentially useful

selection devices.

Passage of the Civil Rights Act of 1964 and subsequent court interpretations

of its provisions produced a sharp decline in the use of employment tests. In

the landmark Griggs v. Duke Power Company decision, as discussed earlier, the

Supreme Court ruled that selection tests must show a relationship to job per-

formance. In Albermarle v. Moody, the Court again ruled that any test used in

selection or promotion decisions must be validated if its use has had an adverse

impact on protected classes. Additionally, the Uniform Guidelines promulgated

standards for non-discriminatory tests. In the wake of these decisions, many

employers, rather than conduct validation studies, dropped selection testing al-

together, while others cut back on test usage.

By curtailing use of what are commonly considered tests, some employers

apparently felt that their selection procedures would be immune from validation

studies or legal challenge. However, as the Uniform Guidelines make abundantly

clear, any selection device, not just psychological instruments, is subject to the
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same validation requirements as paper-and-pencil tests. While many staffing

specialists distrust tests, and many organizations are fearful of potential legal

implications in their use, tests may well be one of the most valid predictors of

job success. Recognition of this fact, coupled with increased awareness of the

interview’s fallibility and heightened concern with the legal ramifications of

hiring individuals with a propensity for violence, has recently produced a re-

surgence of test usage in the selection process.

Research suggests several things about test usage: (1) tests are more widely

used in the public sector than they are in the private sector, (2) large to medium

companies are more likely to use tests than small companies, (3) large firms are

more likely to have trained specialists running their testing programs than are

other companies, and (4) tests are more apt to be used to fill office positions

than other types of jobs. In one study, more than 80 percent of the companies

surveyed used them for office jobs, 20 percent used them for production jobs,

and only 10 percent used them for sales and service jobs.1

ADVANTAGES OF SELECTION TESTS

Selection tests, used as one of several, and not the sole, criteria for hiring,

are valuable in the overall selection process because their judicious use can assist

an employer in making better hiring and placement decisions. Among the ad-

vantages claimed for tests are:

• Objectivity. Test results are not influenced by the test evaluator or scorer. Thus, they

are not prone to subjective interpretation as are other parts of the selection process,

such as the interview. The test scores speak for themselves.

• Cost-effectiveness. Tests can be an inexpensive way to choose workers and improve

organizational productivity. Cognitive ability tests used by the Philadelphia Police De-

partment to select officers are reported to have saved the department some $18 million

in labor costs annually.2 Another study suggested that if all computer programmers

employed by the federal government had been selected through a specific test, there

would have been a gain in productivity of about $1.2 billion.3

• Quality of information. Tests can provide information about individuals that cannot be

adequately acquired through other selection devices. Aptitudes, abilities, and skills are

not always uncovered by resumés, application blanks, or interviews. On the contrary,

they can be misrepresented, faked, or even omitted. Tests offer a method of determining

what an individual can really do and whether the person has the necessary qualifications

to succesfully perform the job.

• Validity. Because tests provide quantitative data, they lend themselves more readily to

objective statistical validation than do other selection approaches.

• Legally defensible. If validation studies that establish a demonstrable relationship be-

tween test scores and job performance are conducted, the organization has a solid basis

for defending any legal challenges to its tests. The same cannot be said as definitively

for other selection methods.
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It is important to remember that tests can serve a useful purpose in selection

decisions. Their use should not be avoided simply because of certain limitations

placed on their role in selection by the courts or federal agencies.

DISADVANTAGES OF SELECTION TESTS

If selection tests were perfect indicators of job performance, there would be

little or no need for interviews, reference checks, or other selection techniques.

There are, however, definite disadvantages to using selection tests:

• Tests do not measure motivational levels. Successful performance on any job is basi-

cally dependent on two variables: can do ability and will do ability. The first ability

refers to the skills necessary to perform the job, while the second refers to the person’s

motivation to get the job done. Tests are more accurate in measuring can do than will

do. In almost every organization there are many individuals who have the ability and

potential to succeed in a job but for some reason never do. Lack of motivation, poor

relationships on the job, personal problems, and other factors that are not readily

measurable through testing, not lack of ability, account for unwillingness to perform

the job at the expected level.

• Tests are more accurate at predicting failures than successes. Studies can establish the

minimum level of ability needed to perform a job and indicate that people with less

than this level of ability are apt to fail. But, as mentioned above, tests may be totally

inadequate measures of who, on an individual basis, will actually succeed in a job.

• Tests are more predictive for groups than they are for specific individuals. Again, this

is primarily related to motivational level. Of a total group of people taking a test, the

test can reveal with some certainty which subgroup is likely to perform well, but it

cannot identify which individuals are most likely to perform well.

• Some tests are susceptible to dishonesty. Personality tests, interest inventories, or hon-

esty tests, for example, may not be responded to truthfully. The test taker may answer

the questions so as to convey the impression he or she wants to create or in accordance

with the answers he or she believes the organization desires. Although some tests have

lie detection scales, the problem of faking answers still exists.

• Some people get test anxiety. Individuals seeking employment may become nervous

or tense when confronting another hurdle that could eliminate them from further em-

ployment consideration. Consequently, test results may not accurately reflect the actual

abilities of certain individuals.

• Tests are subject to legal challenge. Perhaps because they are highly visible, or because

many applicants are suspicious of them, tests are often open to charges of discrimi-

nation.

In deciding whether to use selection tests as part of the overall selection

process, organizations should carefully weigh their advantages and disadvan-

tages. Even with the best tests, errors in predicting job success will be made.

Nevertheless, tests may provide additional information that can be used effec-

tively in conjunction with other criteria.
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CHARACTERISTICS OF PROPERLY DESIGNED TESTS

A well-designed selection test is one that is standardized, objective, based on

sufficient normative data, reliable, and valid. Tests that do not possess these five

characteristics should never be used in the selection process.

Standardization

Standardization refers to the uniformity of the procedures and conditions in-

volved in administering and scoring tests. For the results to be useful, the test

should be given to all individuals under conditions that are as similar as possible.

Even the physical environment of the testing room should be the same for all

test takers. If some individuals take the test in a noisy, drafty, or poorly lit room,

while others take it in a quiet, pleasant atmosphere, test results may be distorted.

Standardization also means that each time the same materials must be used, the

same time limits employed, and identical instructions given. Even the way oral

instructions are given, and the test takers’ preliminary questions are answered,

should be identical.4 Ensuring standardized conditions is the responsibility of

the test administrator—a responsibility that requires detailed advance prepara-

tion.5

Objectivity

Objectivity refers to the scoring of test results. If all persons scoring a given

test obtain the same results, the test is said to be objective. The most objective

employment tests use multiple-choice or true-false answers: the test taker either

chooses the correct answer or the wrong answer. Scoring, in this instance, is

largely a clerical process that can be performed by individuals with little train-

ing. Often, tests of this nature are machine-scored.

There are some tests—not widely used in the selection process—that result

in highly subjective scores. The Rorschach inkblot test and the Thematic Ap-

perception Test (TAT) are both subjective instruments open to different inter-

pretations by different scorers. With the Rorschach, the applicant is shown a

series of cards containing inkblots of varying sizes, shapes, and colors and asked

to offer an explanation of what he or she perceives in them. Obviously, there

can be no uniform scoring because there are no ‘‘right’’ answers. The scorer

has to interpret the applicant’s answers. In the TAT, applicants are shown pic-

tures of real-life situations and asked to provide their interpretations of each

picture. Again, there are no standardized answers. The scorer utilizes a great

deal of judgment in deciphering the responses. The highly subjective nature of

these tests requires trained psychologists as scorers or interpreters, and even so,

the psychologists often differ in their interpretations. Such tests are not looked

upon with great favor by EEOC and should be avoided in the selection process.
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Normative Data

Normative data provide a frame of reference for comparing an applicant’s

performance on a test with that of a representative group of similar individuals

who have previously taken the test. The test performance of the representative

or sample group thus becomes the standard or norm by which the scores of

future test takers will be evaluated or interpreted. More specifically, norms re-

flect the distribution of many scores obtained from a sample group.

Typically, the scores from the sample group will be distributed according to

a normal probability (bell-shaped) curve with approximately 68.3 percent of the

scores falling within one standard deviation of the mean (arithmetic average).

Applicants scoring within one standard deviation—a measurement of the dis-

persion of the data from the sample group—would be considered average rel-

ative to the sample population. Applicants scoring outside the range of two

standard deviations would be considered to be potentially poor performers if the

two standard deviations were less than the mean or potentially excellent per-

formers if the standard deviations were more than the mean.6

Normative data may also be developed by using percentile scores. Percentile

scores are expressed in terms of the percentage of the sample group who fall

below a specified raw score on the test. A percentile ranking thus indicates the

test taker’s relative position in terms of the sample group taking the test. Per-

centile standings are calculated from the bottom up, so that the lower the indi-

vidual’s percentile, the lower the person’s standing compared to the sample

population; the higher the individual’s percentile, the higher the person’s

standing relative to the group.

Developers of commercially distributed employment tests usually provide em-

ployers with detailed normative data, since this adds to the usefulness of the

instrument as a selection device. Organizations with enough employees perform-

ing similar work may elect to develop their own norms, although this is not

usually the case. If the test developers have computed statistically sound norms,

these are generally used. In any event, a test must have sufficient normative

data for it to be considered a usable selection tool.

Reliability

The reliability of a selection test is the extent to which it provides consistent

results. If a person takes the same test several times, his or her actual scores

will, of course, vary; this variance is referred to as the standard error and is a

measurement of the extent to which differences in scores are due to chance

error. The closer the scores are to each other in repeated test takings, the more

reliable the test; the farther apart the scores, the less reliable the test. If a test

has low reliability, its usefulness as a predictor of job success will be question-

able, inasmuch as the applicant takes the test only once, and his or her actual

score may not be reflective of actual ability: it may be due entirely to chance
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error. Reliability of a test is expressed as a coefficient of correlation. Ideally,

this coefficient should exceed �0.801 for a test to be considered reliable enough

to be used as a selection instrument.7

The actual reliability of a particular instrument can be determined in one of

three ways: test-retest, equivalent forms, or split-halves.

Test-Retest. This method of reliability determination requires giving the test

twice to the same group of people and correlating the scores from the two testing

instances. A perfect positive correlation would be �1.0, indicating that the in-

strument is as reliable as possible, statistically speaking. The closer the reliability

coefficient is to �1.0, the more consistent the test results and, therefore, the

more useful the test as a method of selection.

There are several problems associated with the test-retest method: the costs

of administering the test twice, the necessity of ensuring that group composition

is identical on both occasions, the possibility that test takers may recall test

questions if the retest is given too soon after the original test, and the learning

that may have taken place between test administrations. Despite these problems,

this is a sound method for ascertaining reliability.

Equivalent Forms. A second method of determining reliability involves using

two tests that are similar but not identical. The scores on each test are then

correlated to establish the reliability of the first instrument. While this method

overcomes some of the difficulties associated with test-retest, it is difficult to

find or develop two tests that are essentially the same, yet not the same.

Split-Halves. This method examines the reliability of a test by dividing it into

two parts and then correlating the results from each half. In its simplest form,

odd-numbered items from the test constitute the first half, and even-numbered

items constitute the second half. The two scores for each person taking the test

are then correlated to arrive at a reliability coefficient.

Unmistakably, such an approach can eliminate the problems involved with

either test-retest or equivalent forms. The biggest difficulty is ensuring that the

two halves are equal in content, difficulty, and nature.

Validity

The sine qua non of any test, psychological or otherwise, is that it actually

measures what it purports to measure. This is referred to as validity. If a selec-

tion test does not actually measure ability to perform a job, it is useless as a

selection tool and, as stated previously, is vulnerable to successful legal chal-

lenge in the courts under existing federal statutes and the Uniform Guidelines.

Test validity is, has been, and probably always will be a proper concern of

organizations using selection tests. In recent years, because of the focus on

employment of women and minorities, greater emphasis has been placed on

establishing test validity.

Validity is usually expressed as a correlation coefficient that indicates the

relationship between two variables: test scores and actual job performance. A
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coefficient of 0 would indicate no relationship between the variables while a

coefficient of �1.0 or �1.0 would indicate a perfect relationship—the former

completely positive and the latter completely negative. Certainly, no selection

test will ever be 100 percent valid, but organizations using tests should strive

for the highest possible coefficient of validity. If a test is designed to be a

predictor of job success and validity studies show a high correlation coefficient,

an organization can be reasonably assured that applicants who score high on the

test are apt to be successful on the job. Valid tests enable an employer to select

better qualified, potentially more productive workers.

Employers are not automatically required to validate the selection tests they

use. Generally, validation is required only when the instrument used, or the

selection process as a whole, results in adverse impact on a protected class.8

While validation of selection tests is expensive, it is something that must be

done. Otherwise, an organization cannot know whether a test is actually mea-

suring the qualities and abilities that it is supposed to measure.

VALIDATION STUDIES

The Uniform Guidelines identifies three methods that may be used to validate

selection tests: criterion-related validity studies, content validity studies, and

construct validity studies.

Criterion-Related Validity

Criterion-related validity indicates the efficacy of a test in predicting an in-

dividual’s performance in specified situations. Performance on the test is com-

pared with a criterion—an independent measure of what the test is designed to

predict.9 If, for example, a typing test is used, the criterion might be subsequent

job performance. A high correlation between the test score and both work vol-

ume and work quality would suggest that the test is valid.

The two basic forms of criterion-related validity are concurrent validity and

predictive validity. With concurrent validity, the test scores and the criterion

information are collected at basically the same time. Assume, for the sake of

illustration, that a company wants to validate a mechanical aptitude test for use

in selecting machine operators. The concurrent methodology would entail giving

the test to all currently employed machine operators while at the same time

collecting information about each operator’s job performance. The test scores

and job performance criterion would then be correlated to determine their re-

lationship. If the correlation coefficient is high (that is, workers who score high

on the test are the most productive, and workers who score low on the test are

the least productive), the test would be a valid predictor of job success or per-

formance. If there was little or no relationship between test scores and job

performance, the test would not be valid.

A potential problem that could affect the results obtained from this validation
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procedure comes from changes that may have occurred within the work group

before the study was conducted. The less productive employees may already

have been terminated because of poor performance, while the most productive

workers may have been promoted out of the group.10

The major difference between concurrent and predictive validity studies is the

time interval between administering the test and collecting the criterion data.11

For example, a particular test might be given to all computer programmers hired,

but the test results would not be used in making selection decisions. At a later

time, performance data would be collected and correlated with test scores to

ascertain whether the employer could predict success on the job from the test

scores.

Predictive validity is considered by some to be the soundest method for as-

sessing the validity of a test,12 but there are problems associated with this ap-

proach. First, many organizations do not have the time or the resources to

conduct a study that extends over a long period. Second, if legally challenged

on the use of a test, a company may have to establish the test’s validity very

quickly. The longitudinal nature of the predictive validity method precludes

obtaining results quickly.

Content Validity

Content validation involves the systematic examination and analysis of test

content to determine whether the test covers a representative sample of the

behaviors, skills, and knowledge required for job performance. The classic ex-

ample of content validity is a typing test in which an applicant would be required

to type samples of the same kind of items that would be typed on the job.

A content validity study normally involves three steps.13 First, a thorough job

analysis is conducted to identify basic tasks, responsibilities, and skills involved

in the job. The relevancy, importance, and frequency of task performance and

skill usage are also determined. Second, test items are written, or representative

work samples of the job are developed. Third, the test items or work samples

are reviewed by individuals familiar with the job to determine if the test items

are accurate reflections of job content.

Although content validity is far less statistically oriented than the other two

approaches, many human resource practitioners believe it to be a more sensible

approach to validation.14

Construct Validity

Construct validity is a method used to determine the extent to which a test

measures some theoretical construct or trait such as intelligence, mechanical

comprehension, or verbal ability.15 Because it deals with fairly abstract behav-

iors, ‘‘construct validity requires the gradual accumulation of information from

a variety of sources.’’16 While several different techniques may be used to val-
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idate a construct, the complexity of this approach, its time-consuming nature,

and the degree of psychometric expertise required make it an unpopular pro-

cedure for the validation of employment tests.17

ESTABLISHING CUT-OFF SCORES

Once a test has been validated, it is necessary to set an appropriate cut-off

score. The cut-off score is that test score below which an applicant will not be

accepted. The cut-off score used on a particular test may be altered from time

to time, depending upon the organization’s selection ratio. When there are a lot

of job applicants, higher cut-off scores will be used because the firm can afford

to be more selective in the employees it hires. When there are fewer applicants,

the cut-off score may be lowered so that job vacancies can be filled. Regardless

of where they are set, cut-off scores should always reflect a reasonable expec-

tation of success on the job.

Establishing cut-off scores is not as easy as it may seem. Validation studies

will typically show that some employees who scored low on a test are actually

successful on the job while some employees who scored high were unsuccessful.

Figure 9.1 illustrates the nature of the problem. In examining the data presented,

it can be seen that successful employees scored between 40 and 60 on the test

and unsuccessful employees scored between 25 and 50. The area of overlapping

scores produces the difficulty in setting a cut-off score. In this example, several

possibilities exist. One, the organization could set the cut-off score at 50, thereby

assuring that it would be hiring only employees who would be good performers.

But, setting the score at this point would also eliminate a sizable percentage of

other applicants who are likely to be successful. Two, the organization could

set the cut-off at 40—the lower limit for successful employees—but if it did so

it would hire many applicants who would be poor performers. Third, the or-

ganization could compromise and set the cut-off score somewhere between 40

and 50, recognizing that some successful performers will be eliminated by the

test and some unsuccessful performers will not. In the illustration it is this third

option that has been exercised. With a cut-off score of 45 the majority of un-

successful employees will be eliminated by the test along with a few successful

ones.

Obviously, since no test is a perfect predictor, establishing a cut-off score is

a grey area. When tests are used, therefore, they should be used as only one of

several selection criteria and not as a sole basis for the selection decision.

Prior to 1991 it was not unusual to find organizations using different cut-off

scores for different protected class groups—a practice referred to as race norm-

ing. At this time, the Equal Employment Opportunity Commission was

supportive of differential test validation (validation for the overall testing pop-

ulation as well as minority subgroups) and the use of adjusted cut-off scores.18

The Civil Rights Act of 1991 prohibits this practice. It is no longer legal to use

cut-off scores based on race, gender, religion, or national origin. If adverse
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Figure 9.1

Cut-off Score for a Validated Test

impact occurs, however, ‘‘employers of 100 or more employees are required to

maintain records to ascertain the validity of tests and their impact on various

populations.’’19

TECHNICAL STANDARDS FOR VALIDITY STUDIES

The bulk of the Uniform Guidelines consists of the federal government’s

interpretation of standards for conducting validation studies. According to the

Guidelines, there are certain minimum standards that should be met in perform-

ing a validity study. The standards established cover all three accepted proce-

dures: criterion-related, content, and construct validity.20

Criterion-Related Validity Studies

The following factors apply in conducting criterion-related validation studies:

Technical Feasibility. Employers electing to validate a test by criterion-related

procedures should determine if it is technically feasible to do so. For a mean-
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ingful study to be conducted there should be (1) a sample of individuals large

enough to achieve findings of statistical significance, (2) a sufficient range of

test scores and job performance measures to produce representative results, and

(3) unbiased, reliable, and relevant measures of job performance or employee

success.

Criterion Measures. The criteria used should represent important work out-

comes or behaviors. Typical items that might be used are production rates, error

rates, tardiness, absenteeism, and length of service. Other measures may be used

where appropriate, including performance in a training program.

Representativeness of the Sample. Whether the validity study is predictive or

concurrent, the sample should be as representative as possible of the candidates

normally available in the relevant labor market for the job or jobs in question.

To the extent feasible, the sample should approximate the mix of protected

classes normally found in the relevant labor market.

Statistical Relationships. Professionally acceptable statistical procedures must

be used to determine the degree of relationship between test scores and criterion

measures. A statistically significant relationship is said to exist at the 0.05 level

of significance; that is, the relationship is sufficiently high enough to have oc-

curred by chance only once in 20 times.

Operational Use of Selection Procedures. Generally, the greater the correla-

tion between test performance and one or more job performance factors, and

the greater the number and importance of job performance factors covered by

the criteria, the more likely it is that the test will be appropriate for use in

selection. While there are no minimum correlation coefficients applicable in all

employment situations, low correlations that result in adverse impact will be

subject to close review by EEOC. Likewise, reliance on a single test that is

related to only one of many job performance factors will be subject to close

scrutiny.

Overstatement of Validity Findings. Reliance upon a few selection procedures

or criteria of acceptable job performance, when many selection procedures or

criteria have been studied, may tend to inflate validity findings that result from

chance error. To safeguard against this possibility, large samples should be used,

and cross validation studies should be conducted.

Fairness. When members of a protected class score lower on a test than

members of another group, and the difference in scores is not reflected in job

performance, use of the instrument is questionable, since protected class mem-

bers are denied job opportunities. When a test results in adverse impact and the

group affected is significantly represented in the relevant labor market, the em-

ployer should investigate the situation further if it is technically feasible to do

so. If unfairness is demonstrated by showing that members of a particular group

perform better or worse on the job than their scores on the selection test would

indicate, the employer may either revise or replace the test.
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Content Validity Studies

The eight factors that should be applied in conducting content validity studies

are described below.

Appropriateness. A test can be supported by a content validity procedure to

the extent that test questions representatively sample job content. The content

validity approach is not appropriate for validating tests that measure traits or

constructs such as personality, intelligence, or aptitude. Nor is it a proper pro-

cedure when the test measures skills, abilities, or knowledge that the employee

will be expected to acquire on the job.

Job Analysis. A job analysis should always be conducted to identify work

behaviors and their relative importance to the job; the analysis should cover

work products resulting from these behaviors. It should only measure critical

behaviors that constitute the bulk of the job.

Development of Selection Procedures. A test designed to measure work be-

havior may be developed from job analysis or may have previously been de-

veloped by the employer, other users, or by a test publisher.

Standards for Demonstrating Content Validity. To establish the content va-

lidity of a test, the employer should show that the behaviors of the job in

question, or the test itself, represent actual job behaviors or work products. When

a test measures knowledge, skill, or ability, the item being measured should be

operationally defined. Knowledge is that body of learned information that is

used in, and is a necessary prerequisite for, job performance. Skill or ability

relates to observable aspects of work behavior or job performance. Any test that

measures knowledge, skill, or ability should cover a representative sample of

attributes that are required to perform the job.

Reliability. Whenever possible, statistical estimates of the reliability of the

job content test should be made.

Prior Training or Experience. Requirements for prior training or experience

should be justified on the basis of the relationship between the content of the

training and experience and the actual content of the job for which such training

or experience is required.

Operational Use. A selection test that is supported on the basis of content

validity may be used if it represents critical work behaviors that constitute most

of the important parts of a job.

Ranking Based on Content Validity Studies. If an employer can show that a

higher score on a content-valid test is likely to result in better job performance,

the results of the test may be used to rank individuals who score above mini-

mally acceptable levels. When a test supported solely or primarily by content

validity is used to rank job applicants, the test should differentiate among the

various levels of job performance.
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Construct Validity Studies

When a test is validated by construct validity procedures the following factors

should apply:

Appropriateness. Construct validity is a more complex method than the other

two forms of validation. Moreover, it is a relatively new and emerging procedure

in the employment field. It is difficult to obtain sufficient empirical support for

such studies. They are based on a series of research studies that may utilize both

criterion-related and content validity studies. Particular care should be taken in

utilizing this method because of the lack of research supporting its use in the

selection process.

Job Analysis. Job analysis is absolutely essential when construct validity is

used. The analysis should show the work behavior required for successful job

performance, the critical or important work behaviors in the job, and an iden-

tification of the construct or constructs believed to underlie these critical or

important work behaviors. Each construct should be named and clearly defined.

Relationship to the Job. A selection test should be identified or developed

that measures the construct believed to be crucial to successful performance of

the job. The relationship between the construct and job performance should be

supported by empirical evidence.

Use of a Construct Validity Study without New Criterion-Related Evidence.

Federal agencies will accept a claim of construct validity without a criterion-

related study only if the selection test has been used elsewhere, and a criterion-

related study has been conducted that lends itself to the test and situation at

hand. If construct validity is to be generalized to other jobs or groups of jobs

not included in the original criterion-related study, additional empirical research

evidence is expected.

As the preceding standards for test validation indicate, the Uniform Guidelines

require rather stringent, methodical procedures for validating tests. While these

requirements may seem burdensome, time-consuming, and expensive, they are

necessary to ensure the fair, non-discriminatory usage of selection instruments.

TYPES OF PSYCHOLOGICAL TESTS

Psychological testing is basically concerned with identifying and measuring

differences between individuals. Five differences that are important in the em-

ployment setting because they relate to success or failure on the job are cognitive

abilities, psychomotor abilities, job knowledge, interests, and personality. Over

the years, various tests have been developed to measure these differences.21

Cognitive Aptitude Tests

Cognitive aptitude, or ability is a person’s capacity to learn or to perform a

job that has been previously learned. Tests that measure this characteristic are
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most often used in the selection of employees who have had little or no job

experience. Aptitudes or abilities may be broken down into many factors, but

the ones that are most often job-related are verbal, numerical, perceptual, spatial,

and reasoning.

Verbal Ability. Verbal aptitude refers to an individual’s ability to use words

in thinking and communication. Managerial, technical, and sales positions are

jobs for which verbal ability is crucial. Conversely, it is relatively unimportant

for manual or operative-level production jobs. Measurement of a person’s ability

in this area is usually accomplished by a vocabulary test.

Numerical Ability. Numerical aptitude is the ability to perform the basic arith-

metic functions of adding, subtracting, multiplying, and dividing. These abilities

are essential in engineering, accounting, and similar jobs.

Perceptual Speed. This is the ability to identify similarities and differences

rapidly, accurately, and in detail. Tests that measure this aptitude typically utilize

pairs of numbers and names. The individual must make a quick comparison and

indicate if a pair is identical or not. Perceptual speed is most likely to be used

to ascertain clerical aptitude.

Spatial Ability. This ability is concerned with visualizing objects in space and

determining their relationship to each other. Jobs that may require this aptitude

include design engineer, tool and die maker, aviation mechanic, and assembler.

Reasoning Ability. Reasoning is the ability to analyze items or facts and make

correct judgments based on their logical implications. Reasoning ability may be

measured relative to very concrete things or it may be measured relative to

abstract concepts. Because of its relationship to decision making and concep-

tualization, this aptitude is critical for executive, managerial, or sales jobs.

General Intelligence. Intelligence refers to an individual’s overall mental abil-

ities. Tests used in this area attempt to arrive at some global estimate of a

person’s intellectual performance or aptitude. Normally, they provide a single

score such as an IQ. Although general intelligence tests have existed for many

years and have been widely used in selection in the past, their use as employ-

ment devices is highly questionable today. In the first place, intelligence consists

of a number of separate abilities that do not lend themselves to the development

of a single composite score.22 Second, EEOC regards intelligence tests with great

disfavor since they tend to adversely impact certain protected classes. Third,

intelligence tests often contain items that are unrelated to successful job perfor-

mance. Consequently, if an organization chooses to use an intelligence test, it

should proceed with great caution, making absolutely certain that the test has

been validated in terms of job-relatedness and performance.

Psychomotor Abilities

Psychomotor abilities refer to strength, dexterity, coordination, and other as-

pects of physical performance. Tests that measure these abilities are very im-

portant for selecting the most appropriate employees for some jobs. In the
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electronics industry, for example, workers may assemble components that are

so tiny that the operation has to be performed under a high-powered magnifying

glass using very delicate instruments. Particular psychomotor abilities are crucial

to performance of this kind of work.

There are a number of abilities that may be measured in the psychomotor

area. Finger dexterity is the ability to make precise, skillful, coordinated manip-

ulations of small objects with one’s fingers. Manual dexterity refers to the ability

to make skillful, coordinated, well-directed movements of the hands and arms.

Wrist-finger speed is the ability to make rapid movements such as those involved

in tapping. Aiming is the ability to move the hands and fingers rapidly, accu-

rately, and successfully from one location to another. Arm-hand steadiness is

the ability to make precise positioning movements with minimal strength and

speed. Reaction time is the speed with which an individual responds to a stim-

ulus.

Job Knowledge Tests

Job knowledge tests measure an applicant’s understanding of the duties and

responsibilities of the position for which he or she is applying. Although there

are commercially available tests, a test for any specific organizational job can

be designed based on the data gathered from an in-depth job analysis. These

tests may require written responses, or they may be administered orally. Nor-

mally, these tests are short, consisting of a few key questions that readily dis-

tinguish experienced from inexperienced applicants. A primary advantage of the

job knowledge test is that it is by definition job-related.

Work Sample Tests

A work sample test is one in which the applicant completes a task or series

of tasks that are representative of, or actually a part of, the job for which the

person is applying. A typing test is probably the most common work sample

test.

Evidence suggests that work sample tests can produce high predictive valid-

ities and reduce adverse impact.23 Moreover, they tend to be more acceptable

to applicants than other forms of testing. There are, however, problems associ-

ated with work samples. First, it may not be feasible, if operation of a large

piece of equipment is involved, to have the machine available in the human

resource department so that the applicant can demonstrate proficiency in oper-

ating it. Second, assuming that the person is taken to the shop floor to demon-

strate ability to operate a machine, there is the potential risk of damage to the

equipment or injury to the individual. Third, work sample tests do not lend

themselves readily to group administration. Rather, they have to be given in-

dividually and are thus more expensive than tests that can be given to a group.
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Vocational Interest Tests

Interest tests are designed to measure the degree of interest a person has in

various occupations. Theoretically, the higher the level of interest, the more

likely the individual would be to succeed in that field of endeavor. Most of these

tests determine occupational interest by comparing the test taker’s scores with

those of a representative sample of people already in particular jobs.

Interests should not be confused with aptitudes or abilities. It is very possible

that a person may have a high interest in a given career field, yet lack the basic

abilities to perform well in that field. Consequently, interest measures should

always be used in conjunction with aptitude and ability tests.

Test dishonesty can be a major problem in using interest tests because answers

can be faked to display a high degree of affinity for the position under consid-

eration. While it is possible that interest tests may have some application in

employee selection, their primary use is in career counseling and vocational

guidance.

Personality Tests

Personality tests have extremely limited use as selection devices. These tests

are often low in both reliability and validity. Inasmuch as some personality

instruments require a subjective interpretation, when they are used the services

of a trained psychologist are needed. There are also questions about the job-

relatedness of personality tests. Considerably more research on these instruments

is needed before they can be used with confidence as selection criteria. For now,

their use in selection should be avoided.

ESTABLISHING A TESTING PROGRAM

The first step in establishing a selection testing program is job analysis.

Through analyzing, examining, and carefully studying the jobs in an organiza-

tion, data can be developed that indicate the behaviors and abilities needed for

successful performance on a specific job or a group of similar jobs. After this

has been accomplished, the proper test or tests can be either developed by the

organization or selected from those already commercially available.

There are advantages and disadvantages to developing organization-specific

tests as well as to using tests that have already been developed. Perhaps the

biggest advantage of using an available test is cost. Test development is expen-

sive; thus, from a cost standpoint, an organization may find it more economical

to buy a test than to develop one. Also, if a firm needs to begin testing applicants

immediately, there may simply be insufficient time to develop a test because

development is usually a lengthy process. On the other hand, it is possible that

an existing test that has been demonstrated to be valid for one organization may

not be valid for another. One or more factors may account for this phenomenon;
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for example, the jobs in one company may be subtly different from those in

another firm, jobs that have the same title in two organizations may be entirely

different, or applicants from different regions of the country may possess dif-

ferent characteristics and motivations.

While historically it has been held that test validity must be established on a

situation-specific basis and that a test validated for one location may not be valid

in another, a new concept is emerging. This development stems from the Uni-

form Guidelines, in which methods necessary to generalize validity results from

one set of jobs to similar jobs are explained. Court decisions have also embraced

the concept of validity transportability. For example, in Pegues v. Mississippi

State Employment Service, the plaintiff questioned the use of aptitude tests that

had not been validated for a specific set of tasks, location, and applicant pop-

ulation. The court found in favor of the organization and held that generalized

validity evidence was acceptable.

Developing Selection Tests

In preparing a new selection test, a human resource specialist—normally a

psychologist trained in tests and measurements—must develop appropriate items

(questions) from job analysis data. Once the test has been prepared, its validity

for a specific purpose must be determined. In validating the instrument, the

designer conducts an item-by-item analysis to determine how well each item

distinguishes between those individuals who scored high on the overall test and

those who scored low. A test question that is perfectly valid is one that was

answered correctly by all those scoring high on the total test and was incorrectly

answered by all those scoring low. Only items that have a high validity corre-

lation coefficient would be included in the final version of the test.

Another question that must be addressed by the test designer is the difficulty

of each question. If test questions are too easy, most individuals taking the test

will score high; if the questions are too difficult, most test takers will score low.

In either case, it would be hard to distinguish between extreme and moderate

ability levels on the basis of the test results. Thus, establishing the appropriate

level of difficulty is a major challenge for the designer.

In continuing the validation study, the previously discussed procedures for

ascertaining reliability and validity would be used.

Selecting an Existing Test

Thousands of tests are commercially available for use in selecting employees.

In fact, about 300 publishers in the United States distribute printed tests of

various kinds.24 Needless to say, not all the tests offered for sale have been

properly developed or validated. Some are worthless.

In searching for appropriate selection tests one of the most important sources

of information is the series of Mental Measurements Yearbooks edited by Oscar
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Buros. Each of the periodically published Yearbooks describes tests published

during a specific span of time, thus supplementing each of the earlier volumes.

Almost all of the commercially available psychological, educational, and vo-

cational tests printed in English are included in this series.25 Information on

publisher, price, and usage, as well as critical reviews by test specialists, is

included for each test. Any tests not discussed in the Yearbooks should be ap-

proached with great skepticism.

Because all tests are not reliable or valid, caution must be exercised in choos-

ing proper instruments. Staffing specialists play an important role by assisting

organizations in identifying tests that provide a sound basis for selection deci-

sions.
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Employment Interviewing

The most basic selection tool, used by virtually every organization for filling

every job opening, is the employment interview. The interview is a significant

step in the selection process because it is the point at which a decision will be

made concerning an applicant’s suitability for a particular position. Applicants

who reach this stage are obviously viable candidates; they have survived the

screening interview, scored satisfactorily on selection tests, and fared well on

reference or background checks. Consequently, candidates reaching the employ-

ment interview appear to be qualified, at least on paper. Every experienced

manager knows, however, that appearances can be deceiving. By means of the

interview, additional information is gathered to determine if the candidate can

actually perform the job, is willing to exert the effort necessary for successful

performance, and can adapt to the environment of the job and the company.

THE EMPLOYMENT INTERVIEW DEFINED

The employment interview is a directed, goal-oriented discussion in which

the interviewer and the applicant exchange relevant information so that both

parties can make an intelligent decision about a job opening. The interviewer’s

purpose in this interactive process is to determine if the applicant is right for

the position and the company. The applicant’s purpose is essentially the same

except that it is highly personal.

The employment interview has three general objectives. The first is to obtain

additional, specific information from applicants so that their suitability for a

particular position can be meaningfully evaluated. Resumés, employment appli-

cations, test results, and other similar devices provide, at best, only a sketchy
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profile of an applicant. The interview extracts more detailed information, clari-

fies particular points, and educes additional facts about the applicant.

The second general objective of the interview is to give the applicant infor-

mation about the job, the company, co-workers, benefits, and other relevant

matters. This information should be truthfully conveyed; both positive and neg-

ative aspects should be shared with the candidate.

The third objective of the interview is to create a positive feeling toward the

prospective employer, regardless of the outcome of the interview. If the appli-

cant leaves the interview with a negative impression of the organization, he or

she is unlikely to consider the company for any future employment opportuni-

ties. Moreover, the individual may be adversely influenced as a consumer of the

firm’s products or services or may be unwilling to refer other applicants to the

organization.

Clearly, the interview must be carefully planned and conducted if it is to

fulfill its objectives.

RESPONSIBILITY FOR THE EMPLOYMENT INTERVIEW

The employment interview is typically conducted by the supervisor or man-

ager for whom the applicant will be working. Other managers may also partic-

ipate, depending upon the level of the position to be filled. For some types of

clerical or entry-level production jobs, it is not unusual for the human resource

manager or a staffing specialist to handle the interview and actually make the

hiring decision.

For professional and managerial positions, multiple interviews are generally

the rule. These interviews may include the immediate supervisor, the next higher

manager, and possibly other managers as well. Because professionals and man-

agers frequently interface across departmental or organizational lines, the view-

points of several managers may be desired to assure a more objective decision

about the candidate. While the opinions of all interviewers are important, the

judgment of the manager for whom the applicant is to work will likely carry

the greatest weight in the final selection decision.

Although the immediate supervisor may have primary responsibility for the

employment interview, the human resource department is typically responsible

for developing and monitoring the interview process. A key concern is that

interviews be conducted in a consistent manner throughout the organization and

adhere to the legal requirements imposed on interviewing.

LEGAL IMPLICATIONS OF INTERVIEWING

As mentioned in the preceding chapter, following the Supreme Court decision

in Griggs v. Duke Power Company, many employers abandoned the use of

selection tests altogether and relied almost exclusively upon employment inter-

views. This abrupt switch in personnel practices occurred primarily because of
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the false assumption that the Court decision requiring validation of tests applied

only to paper-and-pencil tests and not to other selection devices.1 But, as pointed

out in chapter 4, under the Uniform Guidelines on Employee Selection Proce-

dures, a test encompasses ‘‘any measure, combination of measures, or procedure

used as a basis for any employment decision.’’ Hence, the interview is definitely

a test and is subject to the same validation requirements as any other test or

step in the selection process, should adverse impact on a protected class be

shown. For the interview, the matter of validation presents special difficulties.

Few firms are willing to pay the cost or put forth the necessary effort for vali-

dating interviews. Interviews can be validated only by a follow-up method that

requires collecting data over a fairly long period of time. For any test to with-

stand legal challenge, it must also be reliable; that is, it must measure what it

purports to measure. However, there is significant evidence that if two managers

in a firm interview the same applicant at different times, the outcomes will

differ.2

The interview is perhaps more open to potential charges of direct discrimi-

nation than any other selection tool, although few court cases have been con-

cerned solely with the employment interview. In the majority of instances, there

is little or no documentation of the questions asked or the answers received.

Since most interviews take place in a private one-on-one setting, there is little

or no organizational control over the type of questions the interviewer may pose

to an applicant. Interviewers may ask totally irrelevant or blatantly discrimina-

tory questions. Some interviewers are inclined to ask questions that are not job-

related but reflect their personal biases, believing that this practice will remain

free of criticism or challenge because there is no documentation of what oc-

curred in the interview.

The legal risks associated with employment interviewing are real; conse-

quently, it is imperative that anyone conducting interviews knows what can and

cannot be asked in an interview. Table 10.1 at the end of this chapter shows

the types of questions that should be avoided in conducting a non-discriminatory

employment interview.

Although some organizations have tried, the give-and-take nature of the in-

terview does not realistically permit the formulation of a completely standard-

ized list of questions that can be asked of each prospective employee. No

effective interview can be subjected to such rigidity, nor does any existing fed-

eral equal employment opportunity legislation or guidelines require it. Obser-

vance of the spirit of the law in interviewing is more important than imposition

of a mechanistic list of questions from which an interviewer cannot deviate.

PLANNING FOR THE INTERVIEW

Planning is absolutely essential for conducting effective employment inter-

views. As a prerequisite to planning the interview, the interviewer must have a

basic understanding of the job for which an applicant is applying, a knowledge
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of the company and the environment in which the candidate may be working,

and an insight into human behavior.

Assuming the interviewer has the necessary background information, the first

step in planning is to develop a set of specific objectives to be accomplished

during the interview. These objectives shape the questions that are asked to

obtain information from the applicant and the information that is provided to

the applicant. Because of the time constraints typically imposed on an interview,

the interviewer must have a specific idea of what questions to ask and what

information to furnish. By clarifying in his or her own mind the objectives of

the interview, the interviewer is more likely to conduct an effective interview

and make efficient use of the time available.

During the interview, the interviewer becomes the personification of his or

her organization. The impression conveyed by the person conducting the inter-

view may far outweigh any other factors such as physical facilities, impressive

brochures, or annual reports of the company’s operations. It is important that

interviewers recognize their role as company representatives and conduct the

interview in a highly professional manner that will convey the proper impression

to the candidate.3

Inasmuch as questions asked in the interview must be job-related, each inter-

view should be structured to some extent and tailored to the specific job to be

filled. The interviewer must be familiar with the major duties of the job and the

qualifications necessary for successful job performance. To accomplish this, the

interviewer should obtain a copy of the job description and the accompanying

job specifications and familiarize himself or herself with both duties and qual-

ifications. The interviewer should thoroughly understand such items as job con-

tent, education and experience requirements, and personal characteristics

required.

Additionally, the interviewer must review the applicant’s resumé (if one has

been provided), employment application, test scores, reference checks, and other

relavant information to form a general impression of the individual’s qualifica-

tions and background. This review frequently provides an indication of the can-

didate’s potential interest in the position as well as areas to be probed in

determining the person’s potential for performing the job satisfactorily.

Another planning concern is the physical location of the interview. Ideally,

the interview should be conducted in a place that ensures privacy, is relatively

quiet, and is free from disruptions of any kind. (The primary disrupting factor

in many interviews is the telephone; thus, interviewers must make certain that

they will not be required to answer any telephone calls during the interview.)

While the physical environment need not be plush—an impossibility in many

organizations—it should at least be comfortable enough to alleviate as much of

the interviewee’s anxiety as possible.

The importance of sound planning cannot be overemphasized. The interview

must be a well-planned event, not just a casual happening.
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INTERVIEW TYPES

Interviews may be classified by the degree to which they are structured. At

one end of the spectrum are those that are highly structured, with practically

every question, and the precise order in which it is to be asked, specified in

advance. At the other end of the spectrum is the completely non-structured

interview, in which questions are posed as they occur to the interviewer. In

actual practice, most interviews fall somewhere between these two extremes,

but with tendencies toward one side or the other. Regardless of which approach

is used, the interview must always gather three basic types of information from

the applicant: ability to perform the job, motivation to stay on the job, and

adaptability to the job situation and organizational environment.4 Obviously, the

structured interview is much more likely to secure this information than the non-

structured interview.

Some interviewers may oppose the structured interview because they feel it

restricts their freedom to ask questions or explore areas that might be of per-

sonal, although not job-related, interest. The non-structured interview, on the

other hand, poses a risk for the organization: if there is no structure the wrong

questions may be asked, including those that expose the organization to dis-

crimination charges. Consequently, a total lack of structure in the interview is

not recommended. There is, however, a middle ground between structure and

non-structure that allows the interviewer some freedom as to the types of ques-

tions that may be asked and the order in which they may be posed: the

non-directive interview. In the following paragraphs this type of interview as

well as the structured interview will be described.

The Non-directive Interview

This type of interview is comprehensive and may cover a broad range of

topics. Probing, open-ended questions are one of its main features. The respon-

sibility of the interviewer is to keep the applicant talking as much as possible.

The assumption is that as the applicant responds to open-ended questions, he or

she is likely to reveal information that might not otherwise be elicited. Typical

questions used in this interview format include:

• Could you tell me something about yourself?

• Why do you want to leave your present job?

• What do you consider to be some of your most important accomplishments?

• What are your primary strengths?

• What are your primary weaknesses?

• What contribution do you feel you can make to this organization?

• Describe the best boss you ever had. What do you think made this person a good boss?
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• Describe the worst boss you ever had. What do you think made this person a bad boss?

• What do you consider to be your most significant contribution to your last employer?

• Where do you see yourself five years from now?

• What are some other things I should know about you?

As these questions suggest, the intent of the non-directive interview is to get

applicants to reveal as much about themselves as possible. Often, the answers

to the questions are not as important as the way in which the questions are

answered and the thought processes utilized in formulating responses.

Because of the nature of the questions asked, the non-directive interview is

generally much more time-consuming than a more structured approach. Yet,

some interviewers believe it is extremely effective in obtaining significant in-

formation. For this type of interview to be really effective, however, a highly

trained and skilled interviewer is required.

The results of the non-directive interview may be difficult to summarize ob-

jectively. Different candidates respond in different ways to the questions asked.

The appraisal of candidates may, therefore, be highly subjective. The verbally

facile candidate is likely to receive a higher evaluation than the candidate who

has trouble expressing himself or herself, even though the latter may be more

qualified for the job than the former.

Research on selection interviews, such as the non-directive interview, indi-

cates that they have low reliability and little or no validity.

The Structured Interview

The structured interview consists of a series of job-related questions—with

predetermined acceptable answers—that are consistently posed to each applicant

for a particular job.5 This kind of interview is more reliabile and accurate than

more traditional interview approaches. The advantages of structure are dimin-

ished, however, if the interviewer asks each of the questions in a perfunctory

manner. The structured interview may also easily result in an overly formal or

cold atmosphere that severely impedes the candidate’s ability or desire to re-

spond.

A structured interview typically contains four types of questions: situational,

job knowledge, job simulation, and worker requirements.6

Situational questions pose a hypothetical job situation to determine what the

applicant would do in a particular situation. For example, ‘‘If the main valve

on the hydro-impulse regulator malfunctioned, what action would you take to

correct the problem?’’ Theoretically, questions of this kind provide information

on the applicant’s ability to recognize and deal with problems that might actually

occur on the job.

Job knowledge questions assess the applicant’s grasp of requisite background

knowledge for performing a job. These questions may be related to basic edu-
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cational skills or complex scientific or managerial skills. For instance, ‘‘How

do you determine the radius of a circle?’’

Job simulation questions may require the applicant to actually perform a sam-

ple task from the job, such as demonstrating how to operate a machine or typing

samples of letters. When physical performance of activities is not feasible, some

other kind of simulation of critical job aspects may be used.

Worker requirements questions seek to determine the applicant’s willingness

to conform to the requirements of the job. The applicant may be asked, for

example, about his or her willingness to perform repetitive work, travel exten-

sively, relocate, or work weekends. These questions, centering as they often do

on the negative aspects of the job, are attempts to ascertain the applicant’s

motivational level and tolerance for adverse job aspects. They also serve as

realistic previews of the job and afford the candidate the opportunity to evaluate

whether he or she really wants the job.

A properly designed structured interview contains only job-related questions.

Each question has a specific purpose.

INTERVIEW METHODS

Several different methods may be used for conducting employment inter-

views. These range from the traditional one-on-one method to the controversial

stress method, each of which has certain advantages and disadvantages. The

choice of method usually depends on the specific job to be filled, its level in

the organization, and the preferences of those conducting the interviews.

One-on-One Interviews

By far the most widely used interview method is the one-on-one approach in

which applicant and interviewer meet in private. The interview is often a highly

emotional experience for the job applicant; however, this is probably the least

threatening interview method. The disadvantage of this method is that evaluation

of the candidate is the responsibility of a single interviewer, unless a series of

interviews is incorporated into the selection procedure.

Group Interviews

In a group interview several applicants interact in the presence of one or more

company representatives. This method may provide useful insights into the can-

didates’ interpersonal competence as they engage in group discussion. An ad-

vantage of this approach is that it saves time for the interviewer, since several

applicants can be evaluated at once. Two major disadvantages are (1) the inter-

view is hard to control (the candidates may, in fact, take charge of the interview

and prevent the interviewer from getting to pertinent questions and issues); and

(2) the situation may be highly threatening to the candidates because they know



Employment Interviewing 213

they are competing with each other for a job opening. The group interview is

best used in conjunction with, and not to the exclusion of, other methods. Also,

it is normally suited only for those jobs that require many interpersonal activi-

ties.

Panel Interviews

In a panel interview, one candidate is questioned by several interviewers sit-

ting as a board. This approach allows for a thorough examination of the appli-

cant because several interviewers are more likely to cover all significant areas

than is a single interviewer. On the other hand, the panel may be very intimi-

dating or threatening to the interviewee. Also, this type of interview may be

time-consuming and costly because several company representatives are tied up

at the same time. In actual practice, the panel method is usually reserved for

higher-level positions or for positions where the applicant would have to interact

frequently with members of the panel.

Stress Interviews

While most interviews attempt to alleviate discomfort and threat for the ap-

plicant, the stress interview intentionally creates a stressful—sometimes hos-

tile—environment for the candidate. The purpose is, of course, to see how the

applicant reacts to and deals with the pressure of the situation.

Advocates of this method say that many jobs involve dealing with stressful

situations and that it is better to discover how a person will react to an unfa-

vorable environment before that person is placed in the job. For example, some

companies subject applicants for sales positions to stress interviews that attempt

to simulate actual job conditions. In the first interview the exchange of infor-

mation may progress very smoothly. The candidate is led to believe that prac-

tically all he or she has to do is come back for the second interview and a job

offer will be made. However, on the second interview the candidate may be

kept waiting in an outer office for a long time before the interview begins—a

tactic that may cause the individual’s anxiety level to increase. Once the inter-

view begins, the interviewer may open the conversation by very curtly stating,

‘‘Mr. Hargett, I appreciate your time and interest, but I don’t feel there is any

need for further discussion. It’s obvious that your qualifications just don’t match

our current needs.’’ The purpose of this approach is to test the applicant’s re-

action to a totally unexpected situation. Some interviewers believe that candi-

dates who are able to turn such a situation around are likely to become good

sales representatives inasmuch as this is a common situation in sales work.

Does the stress interview actually achieve its purpose? Research suggests that

it does not. The information exchanged in a stress situation can be distorted and

misinterpreted—hardly the type of information upon which to base a selection

decision.7 Moreover, the stress interview is apt to create ill will among job
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applicants, even those who may be hired. Bad feelings about the company and

the way it treats applicants may impede recruiting efforts as candidates share

this information with outsiders. Consequently, it seems clear that the stress in-

terview is completely inappropriate for almost all situations.

CONTENT OF THE INTERVIEW

The specific content of an employment interview varies greatly by organi-

zation and job level. However, the following general topics are the ones most

commonly covered: work experience, educational background, interpersonal

skills, career orientation, and personal qualities. Because of the potential for

discrimination the interviewer should cover only job-related information.

Work Experience

Exploring an individual’s previous work experience provides an indication of

the applicant’s skills, abilities, and willingness to handle the duties and respon-

sibilities of the position for which he or she is applying. Although good per-

formance in one job does not guarantee good performance in the next job, it is

an indication of the applicant’s capabilities. Areas of work experience that

should be explored in the interview encompass the following:

• The degree to which previous work experiences are similar to the requirements of the

open position.

• Any qualifications or skills acquired in previous jobs that will be important to suc-

cessful performance in the new job.

• Level of performance and significant accomplishments in previous positions.

• The situation and organizational context in which experience was gained and the rel-

evance of this background to the organization and work climate of the prospective

employer.

• Ability of the candidate to transfer, generalize, and capitalize on earlier work experi-

ences throughout his or her career.8

The most important questions concern previous work experience. In hiring a

person an organization is, in reality, buying skills, abilities, talents, and knowl-

edge; consequently, a complete, probing investigation of previous experience is

essential to determine if the applicant possesses what the organization actually

needs. Moreover, questions relating to work experience are the safest questions

(that is, the most non-discriminatory) that can be asked.
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Educational Background

Although an applicant’s educational record is usually shown on the employ-

ment application or resumé, a mere listing of schools attended or courses taken

does not provide much assistance in making effective hiring decisions. It is the

interviewer’s responsibility to pursue a line of questioning that will uncover the

relevance of the candidate’s educational background for the position under con-

sideration. Some useful questions to ask would include the following:

• How would you describe your educational background?

• How has this background prepared you for the position for which you are applying?

• In college, what were your favorite courses? Why did you like these courses best?

• In college, what courses did you dislike? Why did you dislike these courses?

• What was your major field of study? Why did you choose that field?

• How would you compare your academic performance with other students at your

school?

• Since graduating from college, what other education or training have you received?

How does this education or training relate to the job you are seeking?

• What are your future educational or training plans?

Note that the general purpose of the preceding questions is to obtain the

applicant’s assessment of the relevance of his or her education and training to

the position under consideration. A secondary purpose is to identify the appli-

cant’s interests and motivation. People with degrees in business, engineering, or

computer science do not always have strong interests in these fields. Nor does

a degree in a particular field guarantee that the applicant has acquired the skills

and knowledge necessary for successful job performance.

Interpersonal Skills

The major reason for job failure is not lack of technical competence; it is

inability to work effectively with other people. Thus, the interviewer should

attempt to determine how well the applicant can relate to and work with others.9

Questions aimed at making this determination include:

• How well do you feel you get along with other people?

• How well do you feel other people get along with you?

• What are some of the major factors that influence your ability to get along with others?

• What is your usual way of interacting with others?

• How would you describe the kinds of people you get along with most effectively?

• How would you describe the kinds of people that irritate you the most?
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• Do you feel that you work best in groups or in one-on-one situations? Why?

• How would you describe your relationships with the people on your last job?

The interviewer may also want to pose questions concerning the applicant’s

interpersonal relations with family, friends, or in social or civic situations. This

line of questioning should be pursued carefully, however, because it may lead

into areas where charges of discrimination could arise.

Career Orientation

Questions about a candidate’s career objectives may aid the interviewer in

determining the degree to which an applicant’s aspirations are realistic. Hiring

applicants with unrealistic expectations usually results in fairly rapid dissatis-

faction with the organization and increases employee turnover. Some useful

questions in this area are

• Where do you see yourself in this company in the next two years? Five years?

• What do you consider to be your ultimate career objective?

• What kinds of things might you like to do in future jobs?

• What kinds of things might you like to avoid in future jobs?

• What are you doing now to prepare yourself for future positions?

• Assuming that your progress in this organization is not as rapid as you might desire,

what would you be most likely to do?

In addition to determining the applicant’s career goals, the interviewer should

present an honest, accurate description of advancement and career prospects in

the organization. Complete honesty is essential on this point. The candidate

should not be led to believe that opportunities exist when, in fact, they do not.

Deception is counterproductive because when the truth unfolds the applicant is

certain to become dissatisfied with the organization and is likely to leave. If so,

the firm has lost a substantial investment in the individual’s recruitment, selec-

tion, and training.

Personal Qualities

Personal qualities that are normally observed during the interview encompass

such factors as physical appearance, speaking ability, vocabulary, poise, attitude,

motivation, and assertiveness.10 Some of these qualities may be job-related;

many may not be. Because all interviewers have personal biases and prejudices,

care must be exercised to prevent the interviewer’s biases from interfering with

a factual assessment of the applicant. Unless a particular personal quality can

be substantiated as a bona fide occupational qualification, it should not be a

major influencing factor in the selection decision.
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Questions that may be used to gather information about an applicant’s per-

sonal qualities include the following:

• What sort of things seem to motivate you the best?

• What is your usual reaction when you encounter setbacks on a job?

• What do you consider to be your three best personal qualities?

• What work-related professional groups do you belong to? What is the extent of your

participation in these groups?

CONDUCTING THE INTERVIEW

A job interview is a stressful situation for most individuals. The interviewee

is apt to be tense and anxious. Thus, the first requirement for the interviewer is

to alleviate this tension and create an atmosphere conducive to discussion. A

warm, natural, friendly, and sincere welcome for the candidate helps. Also help-

ful is the use of an ice breaker, a brief discussion or question about something

non-threatening to the candidate, for example, the weather, some event on tele-

vision the previous night, or the candidate’s flight from Chicago to visit the

company. The ice breaker usually requires no more than a minute or so, but

accomplishes three purposes: it relaxes the applicant, it eases the interviewer

into the interview, and it creates an environment for a more pleasant exchange

of information.11

Since superficial data on the candidate are available on the employment ap-

plication or resumé, the interviewer’s task is to seek additional information,

gather explanations of experience and background, and fill in gaps. A critical

mistake that some interviewers make is to ask questions that have already been

answered on the application or resumé. For example, ‘‘I see you attended Elon

College’’ or ‘‘Your last job was with Henson and Bedges, wasn’t it?’’ or ‘‘You

have a degree in horticulture, don’t you?’’ Spending time on such matters does

not generate any new information and should be avoided. Moreover, it may be

annoying to the interviewee.

At first the interviewer should ask only general questions. Then, as the inter-

view progresses, the questions should become more specific. Using the previ-

ously suggested interview content as a basis, it is appropriate for an interview

to proceed along the following lines:

1. Discussion of work experience

2. Exploration of educational background

3. Examination of interpersonal skills

4. Discussion of career orientation

5. Examination of personal qualities
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6. Description of the job and the company

7. Asking if the applicant has any questions

While it is not absolutely essential that strict adherence to this sequence be

observed, all of these topics should be covered in the interview. Observing the

suggested progression will introduce structure into the interview and keep it

from going off on tangents.

When the necessary information has been obtained, and the applicant’s ques-

tions have been answered, the interview should be concluded. At this point, the

applicant should be told when and how he or she will receive notification of

the company’s decision. An inconclusive response such as, ‘‘We will be con-

tacting you at a later date,’’ should be avoided. It is far more preferable to say,

‘‘We are interviewing two other candidates for this position. We will call you

next Tuesday to let you know of our decision.’’ The organization should not

keep the candidate hanging, nor should it run the risk of hurting its reputation

by being ambiguous about when an employment decision will be made.

After each interview, the interviewer should prepare a written assessment of

the candidate. This assessment need not be elaborate but should reflect the in-

terviewer’s evaluation of the applicant’s work experience, educational back-

ground, interpersonal skills, career orientation, and personal qualities, and the

overall impression created by the applicant. Many organizations use an evalu-

ation form similar to the one shown in Figure 10.1. Use of an appraisal form

helps ensure that all interviewers are evaluating on the same criteria. Further-

more, it documents the reasons for making employment decisions—a practice

that is important should claims of discrimination arise.

POTENTIAL PROBLEMS IN INTERVIEWING

As perhaps the most fallible process in human resource management, em-

ployment interviewing contains a number of potential problems or pitfalls,

especially for the untrained interviewer. It is important therefore, for all inter-

viewers to be fully aware of these potential problems.

Lack of Goals

An axiom in management says that clearly stated goals are essential if mean-

ingful activity is to take place. The requirement for goals or objectives is no

less essential for the interviewing process. Goals for the selection interview are

tied to both the job to be filled and the qualifications of the applicants being

considered. It is unfortunate, but often true, that individuals are selected on the

basis of whim, with less consideration for specifications (skills, abilities, and

knowledge) than is typically given for the acquisition of a personal computer

or other non-human asset.
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Figure 10.1

Applicant Evaluation Form

To effectively conduct an interview, the interviewer must have a good un-

derstanding of the duties and responsibilities of the job to be filled and the

human qualifications necessary for satisfactory job performance. The goal of the

interview is, quite simply, to find the best qualified person to perform the job.

But unless the interviewer understands the job and the qualifications needed, it

is unlikely that an effective match between job and individual will be made.

The information needed to establish clear-cut goals for the interview can be

obtained from the job description and the job specifications.

Premature Judgments

One of the easiest traps to fall into when interviewing is to prematurely judge

the applicant in the first minute, or even the first seconds, of the interview.12
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Physical appearance, speaking voice, height, weight, and similar factors may

lead the interviewer to immediately form an opinion about the applicant and

spend the remainder of the interview attempting to validate this first impression.

The interviewer must remember that first impressions are likely to be wrong

because they are based on feelings, not information. Thus, a more appropriate

approach is to deliberately suppress one’s first impression, objectively collect

the needed information, analyze this information, and then make a final evalu-

ation.

Interviewer Domination

When interviewers dominate the conservation, the collection of job-related

information about the candidate is severely hindered. In an effective employment

interview, the applicant should be permitted to talk about 75 percent of the time.

This probably does not happen in the vast majority of interviews. The objective

of the employment interview is to acquire sufficient information for making an

informed selection decision; when the interviewer dominates the conversation

this objective cannot be met. The interviewer’s primary responsibilities are to

pose questions and gather information from the applicant, not to do all of the

talking.

Inconsequential or Trivial Questions

Without a somewhat structured approach or specific goals for an interview,

the interviewer is likely to succumb to asking questions that have little or no

bearing on the position to be filled. These questions may be asked because the

interviewer does not know what to ask, or they may be asked simply to kill

time. Inconsequential or trivial questions are risky because they frequently lead

into discussions of areas where the potential for discrimination exists. For ex-

ample, the statement ‘‘Tell me about your family’’ is inconsequential because

it is not job-related; it is potentially discriminatory because it may lead to a

discussion of national origin, religious preference, or a subset of sex, such as

number of children or marital status.

Halo/Horns Error

This is a type of bias that is manifested when an interviewer is overly im-

pressed (halo effect) or overly repulsed (horns effect) by one or more personal

characteristics of the applicant and allows this bias to unduly influence his or

her opinion of the candidate. An interviewer who places a high value on neatness

and conservatism in dress, for example, may automatically favor candidates who

rate high in this area and just as automatically underrate those who do not meet

his or her standards of dress—regardless of skills, abilities, or other job-related

factors. As with other forms of bias, the interviewer must recognize his or her
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prejudices and make a conscious effort to withhold judgment about the applicant

until sufficient information has been collected.

Contrast Effects

A contrast effect is an error in judgment that occurs when an interviewer

meets with one or more poor or marginally qualified candidates and then inter-

views a candidate who, without benefit of comparison with the previous appli-

cants, would be considered only fair in skills and abilities. By comparison,

however, the last applicant may appear to the interviewer as a superstar because

previous applicants have been so poorly qualified. Realistic, objective, written

evaluations of candidates are crucial for combating this kind of error.

Stereotyping

Stereotyping is another form of interviewer bias. It usually occurs when the

interviewer has a preconceived notion of the ideal candidate. Some interviewers

may believe, for example, that women or minorities are not qualified to handle

executive or professional positions because they do not fit the interviewer’s

preconceived idea of the ideal candidate—a white male. Some interviewers still

think of women or minorities as being more suited for secretarial, clerical, or

menial jobs. While actions taken on the basis of stereotyped views are illogical

and clearly illegal, they do occur, and as a result interfere with the selection of

qualified candidates.

Lack of Interviewer Training

Lack of training is a serious interviewing problem.13 Many organizations do

not provide any interviewing training for their managers. Without training, there

is a tendency for interviewers to emulate the approaches used by others who

have interviewed them—a practice that would be acceptable if there were more

well-trained interviewers around to serve as role models. Because of the lack of

training, goals are not set for the interview, the wrong questions are asked, the

right information is not secured, discriminatory areas are explored, biases are

not controlled, and poor selections are made.

Behavior Sample

At best, an employment interview is a very small sample of an applicant’s

behavior. Moreover, the candidate’s behavior during the interview is seldom

typical or natural due to the stress of the situation. Unfortunately, this problem

will always exist in interviews. It is incumbent upon interviewers to recognize

that they are dealing with behavior samples. Emphasis should be placed on
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gathering factual information; even then the sample may be too small to make

a totally accurate evaluation.

Interpretation of Behavior

An extension of the previous problem is that of assessing the behavior that

is observed in the interview. If an applicant constantly fidgets or continually

shifts his position in the chair during the interview, how should this behavior

be interpreted? As a sign of anxiety? As tension? Or as an indication that the

applicant is afraid that something will slip out that he doesn’t want known? If

the applicant slouches in a chair and casually answers questions without much

elaboration, should this be viewed as a sign of disinterest? No one, including

the experts in interviewing, has satisfactorily solved the problem of interpreta-

tion. Because the interview is an unnatural situation for the applicant, it is prob-

ably best for the interviewer to withhold judgment on these kinds of behaviors

and concentrate on evaluating the candidate’s qualifications.

Inappropriate Questions

A basic requirement in employee selection is that all information requested

be job-related. This is as true for the interview as it is for any other selection

device or procedure. Employers must be extremely cautious in asking questions

that are risky from a legal point of view. Unfortunately, illegal questions are

still being asked in interviews today. Table 10.1 shows the kinds of questions

that should be avoided.14 Careful examination of the table will show that none

of these questions are job-related.

THE IMPORTANCE OF LISTENING

A large part of the interviewer’s job is to listen effectively. To accomplish

this the interviewer must learn to listen empathetically and attempt to put himself

or herself in the applicant’s place so that what is being said can be more readily

understood. Empathic listening requires that the listener put aside his or her own

biases and frames of reference. While all communications from the applicant

must ultimately be evaluated, the evaluation should not be made prematurely

but should be delayed until the entire message has been received and a sincere

effort has been made to fully comprehend what the applicant has said. Some

helpful guidelines for the interviewer to follow are:15

• Allow sufficient time. The specific amount of time alloted to an interview will vary,

depending primarily upon the level of the position to be filled. Lower-level positions

may require only a half-hour or less while executive-level positions may require several

hours or more. An interview should never be rushed, because the quality and quantity

of information gathered will suffer if the interviewer hurries through the interview.



• Empathize with the interviewee. Try to put yourself in the interviewee’s position. Rec-

ognize that the person may be tense or anxious. Empathizing helps the interviewer

understand more clearly what is being said; proper understanding is crucial to effective

interviewing.

• Avoid argument and criticism. Arguing and criticizing puts the candidate on the de-

fensive and often leads to a complete halt in the flow of information. Let the person

talk, even if it is obvious that what is being said is incorrect. Evaluation comes after

the interview, not during.

• Guard against your biases. Even the most experienced interviewers have biases. The

way an interviewer feels about certain individuals or groups of people, and personal

qualities such as attire, physical appearance, and grooming can affect what happens in

the interview. It is important to recognize biases and take steps to prevent them from

prejudicing interview results.

• Question effectively. Use the types of questions previously described in this chapter as

effective. Avoid questions such as those listed in Table 10.1. Do not grill the candidate

with question after question in staccato fashion. Always allow time for sufficient re-

sponses between questions.

Effective listening is crucial to interviewing. It is also hard work. It is a task,

however, at which every interviewer must become proficient.

MAKING THE HIRING DECISION

Once the candidates for a position have all been interviewed, a decision must

be made as to which candidate is the best for the job and the organization. At
best, any hiring decision is a trade-off because there is no such thing as the
ideal candidate. Experience, education, and other selection factors must be care-
fully weighed. Certainly, any applicant hired must possess the skills and knowl-
edge to perform the job—can do ability. The applicant, at the same time, must
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• Remove distractions. Noise, interruptions, or physical discomfort create difficulties for

both interviewee and interviewer and interfere with the effective two-way exchange of

information. Take steps to assure privacy and a distraction-free environment. By all

means make certain that the interview is not interrupted by the telephone or drop-in

visitors.

• Be patient. People do not always answer questions as directly as we might like. Do

not attempt to finish the other person’s sentence; allow the person to communicate in

his or her own way; do not try to fill in those moments of dead silence that may occur

in an interview. (In fact, it is often in these moments of silence that significant infor-

mation is discovered as the interviewee rushes to eliminate the silence and the accom-

panying awkwardness.)

• Listen with the proper attitude. Show the person that you are interested in listening to

what is being said. Look at the person. Concentrate on what you are hearing. Keep an

open mind and do not overreact to what is being said. Reassure the person through

positive body language such as the use of head nods. Restate what has been said to

make sure that it has been completely understood.



Table 10.1

Selected Questions to Avoid in Interviewing



Table 10.1 (continued)

possess sufficient motivation to want to perform the job—will do ability. Ad-

ditionally, the person hired should be one who will reasonably fit into the work

unit and the organization. Assessing all of these factors is always difficult but

can be made somewhat easier if all interviewers have completed applicant eval-

uation forms for each person interviewed. The one cardinal rule in making a

hiring decision is this: if there is any doubt about the candidate’s ability to

perform, or if there is any doubt about the candidate’s motivation to perform,

do not hire that person.16 Doubts about a candidate too often become self-

fulfilling prophesies.

THE NEED FOR INTERVIEWER TRAINING

Because of the importance of interviewing in the selection process as well as

the potential legal ramifications involved, it is imperative that organizations pro-

vide sufficient training in interviewing for managers who must perform this vital
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task. For small organizations, training can be provided through public seminars.

Large organizations may wish to consider offering their own in-house programs.

The following list shows the kinds of topics that should be included in an

employment interviewing training program:

• Overview of the Interviewing Process

• Definition and Purpose of the Employment Interview

• Preparing for the Interview: Establishing Objectives

• Establishing and Maintaining Rapport

• Structuring and Controlling the Interview

• Methods for Obtaining Information: Questioning Techniques

• Methods for Obtaining Information: Listening Techniques

• Note Taking

• Closing the Interview

• Interpretation of Interview Data

• Problems to Avoid in Interviewing

• Practice Exercises in Interviewing

• Legal Issues in Interviewing
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Performance Appraisal

Individuals working in an organization perform at varying levels of proficiency.

Some use their skills, energy, and time effectively and efficiently. Others do

not. Some display an abundance of initiative and seek opportunities for addi-

tional responsibilities. Others do not. Decision making in many areas of human

resource management depends upon management’s ability not only to recognize

such differences in individual performance but also to accurately measure them.

This is the task of performance appraisal.

Performance appraisal is by no means a simple task, yet it is crucial. Decisions

made in this area affect other parts of the human resource management system

as well as the organization itself. Compensation, promotion, career development,

job design, selection criteria, and training are some of the areas directly influ-

enced by the appraisal process. Consequently, a sound, effective approach to

determining how well employees are performing their jobs is essential to or-

ganizations of all types and sizes.

PERFORMANCE APPRAISAL DEFINED

Performance appraisal may be defined as ‘‘an on-going, systematic evaluation

of how well an individual is carrying out the duties and responsibilities of his

or her current job. Additionally, it typically includes an assessment of the in-

dividual’s need or potential for further development.’’1

Four key terms in this definition merit further consideration because they

indicate the nature of an effective approach to assessing employee performance.

These terms are (1) ongoing, (2) systematic, (3) evaluation, and (4) development.

Performance appraisal is an ongoing activity, not something that is done once

a year when a supervisor or manager completes an employee evaluation form.2
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Monitoring and assessing the efforts expended and results produced by employ-

ees must be done, if it is to be accomplished effectively, on a daily, weekly,

and monthly basis. The culmination of this continuous process is the completion

of a written report or form. The completion of the formal document, however,

is not performance appraisal. Rather, it is a recapitulation of the many individual

evaluations of how an employee has carried out the duties and responsibilities

of his or her job over the entire period covered by the report. In fact, were it

not for the continuous evaluations made of performance, the formal report could

not be completed accurately.

Performance appraisal is, or should be, systematic in nature. It should be a

logical, objective assessment of how well an employee has performed a job.

Effective performance appraisal depends upon well-defined standards of accom-

plishment that are measured in accordance with a methodical approach that

eliminates—or severely reduces—subjectivity. Job standards are the yardsticks

by which job accomplishments are measured; a consistent procedure for com-

paring accomplishments with standards establishes the necessary system for ac-

curate, effective performance appraisal.

Performance appraisal is an evaluation. In this case, evaluation means the

determination of how much work is actually accomplished. Measurements are

crucial to evaluation. Without measurements and standards, there can be no

evaluation. There can be only guesses, subjective opinions, and estimations.

Finally, performance appraisal, if it is to be fully effective as an internal

staffing tool, must include a development aspect. The focus of development is

twofold: identifying current needs for employee growth and improvement on

the present job, and identifying employee potential for promotion to positions

of higher responsibility. The developmental aspect of performance appraisal

looks at what the employee has done and seeks to determine what he or she

needs to be able to perform the job better and how the employee could be better

utilized to his or her own personal advantage as well as the organization’s

benefit.

Performance appraisal, in essence, has a bi-directional focus. It objectively

evaluates what has been accomplished in the job by the employee and then

looks to the future by describing individual developmental needs.

USES OF PERFORMANCE APPRAISAL

Unfortunately, most managers—and employees—have a very narrow view of

performance appraisal, visualizing it as merely the means whereby increases in

compensation are awarded. But performance appraisal, used to its fullest extent,

is much more than a wage and salary administration device. It can be used as

a mechanism for:

• Providing feedback to employees on how well they are accomplishing job duties and

responsibilities.
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• Identifying individuals whose present performance and future potential warrant pro-

motion to positions of greater responsibility.

• Identifying individuals whose inability to perform on the present job indicates the need

for demotion to a position of lesser responsibility, lateral transfer, or termination.

• Identifying training needs of individual employees or work units.

• Verifying the effectiveness of the selection process. (If new hires consistently perform

below expectations, inappropriate selection criteria are possibly being used.)

• Determining the need for disciplinary action because of low output, poor quality of

work, or frequent infraction of company rules, procedures, or policies.

• Determining the extent of an employee’s progress in performing job duties.

• Identifying employees who have potential that could be significantly increased through

additional training or other developmental activities.

• Increasing communication between the supervisor and the employee about job perfor-

mance.

• Providing a basis for determining which employees should be granted pay increases.3

Relating these uses of performance appraisal to the staffing process, it is

apparent that performance appraisal yields valuable data for decision making in

human resource planning, recruiting, selecting, career planning and develop-

ment, and human resource administration.

Human Resource Planning

To accurately assess an organization’s internal supply of human resources for

planning purposes, data must be available that describe the promotability and

potential of all employees, especially high-level professionals and managers. An

effective performance appraisal system is one means by which these data are

derived. In short, a well-designed appraisal system provides a profile of an

organization in terms of the strengths, weaknesses, and potentialities of its cur-

rent work force and establishes a basis for filling future personnel needs.4

Recruiting

Performance evaluations can provide information that can be used to improve

an organization’s recruiting efforts. For example, an analysis of high performing

employees or managers may reveal that they received their training at particular

schools, majored in certain disciplines, or were recruited from the same sources.

Such information could certainly influence a firm’s approach to recruiting, al-

lowing it to concentrate more of its efforts on the most productive sources and

approaches.
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Selecting

Performance appraisal is crucial for validating the use of certain selection

standards. Validation requires the identification of successful and unsuccessful

performers and a correlation between success on the job and the selection stan-

dard or test used. An accurate performance appraisal system is essential not only

for identifying successful and unsuccessful performance but also for establishing

a reliable database to make the required correlations. If the performance ap-

praisal system is inaccurate, attempts to validate selection devices will fail.

Career Planning and Development

Whether viewed from an individual or an organizational perspective, effective

career planning and development is heavily dependent upon performance ap-

praisal information. Managers need information about the strengths, weaknesses,

and potentialities of their subordinates to counsel and assist them in developing

and implementing their career plans. Likewise, employees need the information

provided by performance appraisal to make personal decisions about their own

career aspirations.

Human Resource Administration

Performance appraisal data are the basis for making a number of administra-

tive decisions in an organization. Decisions concerning promotions, transfers,

demotions, terminations, and layoffs are frequently based on performance ap-

praisals.

Promotions. While an individual’s performance in one position is not nec-

essarily an accurate predictor of success in a position of greater responsibility,

it is a useful indicator that is widely used. Through performance appraisal an

employee’s ability to handle particular types of tasks well is identified, as are

other kinds of skills. This track record gives an organization a reasonable basis

for making promotion decisions.

Transfers. As with promotion decisions, an employee’s performance record

in one job may be useful for determining his or her ability to perform in another

job of equal importance. While this may not be a prime factor when transfers

are used solely for the purpose of employee development, it is important when

making lateral moves to fill job vacancies.

Demotions. Unfortunately, an employee is sometimes placed in a position that

requires greater skill than he or she possesses, a fact that is revealed through

performance appraisal. Demotion to a job more commensurate with the em-

ployee’s level of skills and abilities may be in order when this happens. Inability

to perform one particular job well does not mean that an employee is incapable
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of successfully performing other jobs. Demotion can be a viable means of sal-

vaging an organization’s investment in a person.

Terminations. Performance appraisal data are frequently used to make ter-

mination decisions. When an employee cannot perform and there are no lower-

level jobs to which he or she can be demoted, when an employee’s work is

completely unsatisfactory, or when an employee commits serious or repeated

violations of company rules, he or she may have to be terminated. Because of

the increasingly complex legalities involved in discharging employees, an ac-

curate performance appraisal system is rapidly becoming necessary as a source

of documentation to support a termination action.

Layoffs. When it becomes necessary for an organization to reduce its work

force because of economic factors, performance appraisals provide a rational

basis for determining which employees will be laid off. Obviously, marginal

performers should be laid off, and more productive workers should be retained.

When employees are working under a labor agreement, however, layoffs are

determined on the basis of seniority, not performance, and management is de-

prived of its flexibility in deciding which people to lay off.

PERFORMANCE APPRAISAL METHODS

Over the years several different methods of formally appraising performance

have been developed. The seven most commonly used approaches in organi-

zations today are (1) rating scales, (2) ranking, (3) checklists, (4) behaviorally

anchored rating scales, (5) work standards, (6) essays, and (7) management by

objectives.

Rating Scales

The single most widely used method of appraising the performance of non-

exempt employees is some form of rating scale. Perhaps as many as 50 percent

of all organizations with performance evaluation systems use this approach.5

This method is popular because it is simple and quick.

With rating scales, employees are evaluated according to a set of predeter-

mined factors such as quantity of work, quality of work, or absenteeism. Each

evaluation factor is ranked from the lowest level of performance to the highest

into as many as fifteen categories. Many rating scales use five categories. In

some instances, definitions of the evaluation factors are printed on the evaluation

form itself; in other instances, only the name of the factor is shown.

To complete a performance appraisal using a rating scale, the evaluator simply

checks the degree of each factor that is most descriptive of the employee’s

performance during the period covered by the appraisal. Figure 11.1 shows a

fairly typical rating scale. Often, numerical values are assigned to each factor

degree so that the evaluator can quickly compute a mathematical average per-

formance rating.



Figure 11.1

Typical Rating Scale
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Many rating scale forms also include a comments section below each factor

so that the appraiser can provide written justification for the factor degree as-

signed. Other rating scale forms provide a comments section at the end of the

form, allowing the evaluator to make general comments supporting the overall

appraisal.

Advantages. There are several advantages to rating scales as a method of

performance appraisal: (1) they are easy to use, (2) they do not take much time

to complete, (3) a set of standardized factors can be developed to cover all jobs

in an organization, and (4) when numerical values are assigned to factor degrees,

an average performance rating can be quickly calculated.6

Disadvantages. Although rating scales are probably the oldest approach to

performance appraisal still in use, they have significant disadvantages: (1) factors

and degrees are often vaguely defined, if they are defined at all; (2) lack of

factor and degree definitions may produce highly subjective supervisory evalu-

ations; (3) there is usually no factual basis for the evaluation; (4) frequently the

factors contain items that are, at best, tangentially related to the job; (5) central

tendency errors are likely to occur because it may be difficult for the appraiser

to factually justify a rating above or below acceptable performance; and (6) the

courts have usually taken a jaundiced view of rating scales because the factors

often include personality traits.7

Ranking

The simplest approach to performance appraisal is the ranking method. In its

most elementary form, ranking entails placing all employees into a specific order

based on their overall performance, from the highest or best performer to the

lowest or worst performer. In a group of seven employees, for example, the best

performer would be designated one, the next best performer two, and so on. To

determine the rankings, evaluators frequently use an alternation ranking proce-

dure: the evaluator first selects the best performer and then identifies the worst

performer; next, the second best performer is selected and the second worst

performer is identified. This alternation is continued until all employees have

been put into rank order.

As typically used, ranking involves no specific criteria or performance guide-

lines; it relies entirely upon the appraiser’s (or evaluator’s) judgment for deter-

mining the order of employee performance.

Advantages. Ranking, it is claimed, has several advantages as a performance

appraisal method: (1) it is inexpensive; (2) it is easy; (3) it eliminates the prob-

lem of central tendency error because it forces the appraiser to place employees

into a ranking based on overall performance; (4) it does not require extensive

evaluator training; and (5) since employees and supervisors naturally tend to
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rank individuals in some order of performance anyway, it legitimatizes an al-

ready existing informal procedure.8

Disadvantages. Unfortunately, no simple approach to dealing with a complex

process is without its shortcomings. The disadvantages to ranking are (1) there

are usually no objective criteria for determining an employee’s position in the

rank order; (2) it may be difficult to explain his or her ranking to an employee

because most employees consider themselves to be above average in perfor-

mance; (3) ranking may produce morale problems among employees who are

not rated at or near the top of the list; (4) performance comparisons across

departmental lines are impossible, since a lower-ranking employee in one unit

may actually be superior in performance to a higher-ranked employee in another

work group; (5) ranking forces a distribution of performance that may not fit a

work group because it is possible that all employees may be superior or all may

be inferior; and (6) ranking does not provide the evaluator with useful infor-

mation for counseling employees about their performance.9

Checklists

Performance appraisal checklists provide the evaluator with a series of state-

ments, phrases, or adjectives that describe employee performance. These state-

ments may be subdivided into specific factors, such as quantity of work or

quality of work, with the descriptors listed under each category. Occasionally,

the phrases or adjectives are simply listed without categorization. The appraiser

marks the statement or adjective considered to be most descriptive of the em-

ployee’s performance during the period covered by the appraisal. Figure 11.2

shows a typical checklist.

There are two variations to the straight checklist method. One variation is the

forced choice technique. In this approach, the appraiser reviews a series of state-

ments about an employee’s performance and indicates which statement is most

descriptive or least descriptive of that individual’s performance. Figure 11.3 is

an example of a forced choice checklist. After the checklist is completed, the

evaluator reviews all of the behaviors checked and composes a written descrip-

tion of the employee’s performance.

A second variation of the checklist is the weighted checklist. It is very similar

to the forced choice method except that weights have been assigned to each

possible response. Normally the weights, developed by the human resource

group, are not known to the evaluator. This approach, it is believed, tends to

reduce bias on the part of the person conducting the appraisal.

Advantages. Proponents of checklists claim that this method offers the fol-

lowing advantages: (1) the evaluation is not as vague as in the rating approach

because actual job behaviors are described in the checklists, (2) evaluator ob-

jectivity is greater than with rating scales or rankings because appraisers have

to evaluate specific job performance behaviors, (3) the evaluator tends to act
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Figure 11.2

Typical Checklist

more as a recorder of observed behaviors than as a judge, and (4) checklists are

typically developed for groups of similar jobs so that evaluation factors are more

job-specific than the general ones used in rating scales.10

Disadvantages. The shortcomings of checklists include: (1) it takes time and

money to develop statements for job groups that truly reflect job performance;

(2) appraisers often have difficulty interpreting the statements because some

items appear to be virtually identical; (3) when the weighted checklist is used,

the appraiser has no knowledge of the assigned weights and may give an em-
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Figure 11.3

Forced Choice Checklist

ployee a different evaluation than intended; (4) factual data to support the as-

signed evaluation is usually lacking; (5) lacking knowledge of which items are

the most heavily weighted, the appraiser may be at a disadvantage in counseling

the employee about his or her job performance; and (6) there is little evidence

to indicate that checklists are an improvement over other appraisal methods.11

Behaviorally Anchored Rating Scales

Behaviorally anchored rating scales (BARS) are basically a more detailed and

refined version of the traditional rating scale. The implementation of BARS

begins with a detailed analysis of a job and a precise identification of specific

effective and ineffective job behaviors. Once each performance factor has been

identified, descriptive statements for each level of performance for each job

factor are then arranged on a scale in rank order. Typically, the scale provides

for seven descriptive statements for each performance factor, although some-

times points along the scale will not have a behaviorally descriptive statement
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Figure 11.4

Behaviorally Anchored Rating Scale

attached to them. Figure 11.4 provides an example of a behaviorally anchored

rating scale for the performance factor ‘‘Customer Relations’’ in a payments

cashier’s job.

BARS was developed to overcome weaknesses in other performance appraisal

methods by addressing specific job behaviors and performance expectations.

While research has been conducted on the effectiveness of BARS compared to

other methods, such as rating, the results appear to be mixed.12 It does not

appear, though, that this approach has fulfilled earlier expectations about its

effectiveness.

Advantages. Proponents of BARS claim several advantages for this method:

(1) it is job-based inasmuch as each job must be carefully studied to identify

specific behaviors that will be used to assess performance, (2) it is more objec-

tive than other methods because specific behavioral statements rather than vague

descriptions of performance are used, (3) its validity is superior to methods that

rely on worker traits or personality factors that may not be job-related, and (4)
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it provides for an easier communication of job expectations to employees since

these expectations are specifically identified in advance.13

Disadvantages. As a performance appraisal device, BARS have the following

disadvantages: (1) they are expensive and time consuming to develop since each

job must be studied in detail; (2) their development normally requires profes-

sional expertise because of the extensive job analysis entailed; (3) there are

usually little or no backup data to support the evaluator’s assessment of perfor-

mance; (4) problems of evaluator bias are not eliminated because judgment still

plays a significant part in the evaluation; and (5) there is no clear-cut evidence

that this method, although more detailed and expensive, is superior to other

commonly used approaches.14

Work Standards

In the work standards approach to performance appraisal each employee’s

output is compared to a predetermined level of output of acceptable quality.

Standards, established through work measurement techniques such as time study,

work sampling, or predetermined time systems, reflect the amount of work that

a qualified employee working at a normal rate of speed under normal conditions

could produce within a specified period of time.15 This method is most com-

monly used in manufacturing where output is readily quantifiable but is also

found in clerical or other non-manufacturing environments.

Advantages. Where work standards can be used, they offer distinct advan-

tages: (1) they are objective, quantifiable criteria for determining performance;

(2) they provide for the easy identification of high as well as low performers;

(3) they establish a definitive basis for relating merit pay increases to perfor-

mance; and (4) they set expectations that can be communicated to employees.16

Disadvantages. Some of the drawbacks of work standards include the follow-

ing: (1) the standards used to measure output must be very accurate,17 (2) stan-

dards cannot be applied to jobs where there is no readily quantifiable output,

(3) this approach typically does not provide developmental data that can be used

by a supervisor for counseling employees, (4) workers must be convinced that

the standards are fair, and (5) any changes made in the standards may have an

adverse impact on employee morale.

Essays

Free-form essays are another performance appraisal method. In their simplest

form, the evaluator merely writes a brief narrative describing the employee’s

performance, usually elaborating on strengths as well as areas where the indi-

vidual needs to make improvements. This method tends to focus on extremes

in an employee’s behavior rather than routine day-to-day performance because

extremes are more easily remembered by the appraiser. Evaluations of this na-

ture, obviously, depend quite heavily upon the writing ability of the evaluator.
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However, some managers believe that this method is the best approach to per-

formance appraisal because there are no constraints on the subjects that can be

covered in the evaluation. Essays are most often used in conjunction with other

appraisal methods rather than as the sole method. They are also more common

for managerial than for operative-level jobs.

Advantages. The advantages claimed for the essay approach include (1) the

thoughtful attention an appraiser must give to writing a report that is truly re-

flective of an employee’s performance, (2) the wide latitude given to the eval-

uator to cover items that may not be included in a set of predetermined

evaluation factors, (3) the attention that must be given to citing specific examples

of demonstrated performance in order to compose an accurate narrative, and (4)

the kind of information provided to the employee that may help the individual

improve his or her performance.18

Disadvantages. Essays have several inherent drawbacks when used as the only

means of performance appraisal. Among these are (1) the quality of the evalu-

ation is more often than not a function of the appraiser’s ability to write well

rather than of the employee’s ability to perform a job successfully; (2) the

method can be very time-consuming if it is given the attention it deserves; (3)

inasmuch as essays require time, supervisors may be inclined to perform them

perfunctorily if several employees are being appraised at once; (4) the evaluator

tends to concentrate more on behavioral extremes than examples of day-to-day

performance; and (5) comparisons of employee performance across departmental

lines are difficult because appraisers do not all cover the same aspects of per-

formance or possess the same writing skills.19

Management by Objectives

Management by objectives (MBO) is both a management philosophy and an

approach to performance appraisal. As a management philosophy, it utilizes

employee participation in setting meaningful, attainable goals for each individ-

ual. These individual goals are directed toward departmental goals and ulti-

mately toward the overall goals of the organization.

As an approach to performance appraisal, MBO is a results-centered technique

that does not attempt to evaluate traits or personality characteristics; its focus is

entirely on actual accomplishments measured in terms of expected achievements

set by employees themselves. With MBO the focus of the appraisal process

shifts from evaluation of the worker’s personal attributes or tangentially related

job factors to actual job accomplishments. The appraiser’s role changes from

that of performance judge to one of counselor, mentor, and performance facil-

itator. The employee’s involvement in the appraisal function becomes one of

active participator rather than one of passive bystander.

In an MBO appraisal system, the employee and his or her supervisor mutually

set goals that the employee will achieve during the next evaluation period. These
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goals then become the standards by which the employee’s performance will be

measured. While goals are normally set in quantitative terms that lend them-

selves to clear-cut measurement, qualitative goals that are not as easily measur-

able are often used too. At the conclusion of the appraisal period, the employee

and the supervisor meet to discuss the extent to which stated goals have been

achieved and review further actions that may be necessary to accomplish goals

that were not met in the current appraisal period. In this review session, goals

for the next period are usually established. With MBO, the supervisor keeps

communication channels open and attempts to assist in any way possible to see

that the employee actually achieves the goals that have been set.

Advantages. MBO has been touted as a performance appraisal system for over

40 years. Among the advantages claimed for it are: (1) it increases the em-

ployee’s involvement in setting performance objectives and concomitantly in-

creases the motivation required to reach those objectives; (2) it offers an

objective, factual basis for measuring accomplishments; (3) it emphasizes re-

sults, not traits or personality characteristics; (4) it is entirely job-centered; (5)

it establishes the appraiser as a facilitator of performance rather than as a critic

of performance; (6) it assures the organization that all employees are working

toward a common purpose; and (7) it supports the psychological concept that

people will exercise self-direction and self-control in the accomplishment of

organizational objectives they have participated in setting.20

Disadvantages. While the advantages of management by objectives as a per-

formance appraisal system are real, it also has disadvantages that are just as

real. For example: (1) MBO is incompatible with certain managerial styles: it

will not work under authoritarian conditions; (2) it is an organizational philos-

ophy: it cannot operate at one organizational level without operating at all levels;

(3) installing a truly effective MBO approach is time-consuming: it requires an

installation period of at least five years before it can permeate the entire orga-

nization; (4) MBO cannot be implemented at all organizational levels simulta-

neously nor can it be implemented from the bottom up: it must begin at the

very top of the organization and work its way down; (5) it requires a total and

sizable commitment of management support, interest, and time if it is to succeed;

(6) it does not lend itself to all types of jobs: individuals performing routine,

repetitive, or machine-paced jobs are better appraised by another method; and

(7) employees require extensive training before they normally will respond in a

positive fashion to MBO.21

This brief discussion of performance appraisal methods demonstrates that

there is no perfect approach to assessing employee job performance. Some meth-

ods are decidedly better than others; some are clearly deficient. Specific ap-

proaches employed by an organization must take into consideration several

factors: the uses that will be made of the results, the organization’s philosophy

and climate, the types of jobs being evaluated, and the time and expense that

will be required to furnish the organization with an effective system.
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PROBLEMS IN PERFORMANCE APPRAISAL

As pointed out in previous chapters, many human resource practices and pro-

cedures are imperfect at best. Performance appraisal is no exception. Many of

the problems in performance appraisal occur not so much from the method used

(although some methods are more susceptible to problems than others) but from

the way that it is used. Often problems occur because supervisors and managers

are largely untrained in how to appraise employee performance. Even when

appraisers are trained, they frequently find it difficult to accurately and effec-

tively assess the accomplishments of their subordinates. Some of the most com-

monly encountered problems are described below.

Perfunctoriness

For many supervisors, performance appraisal is a task they find difficult and

unpleasant. Some view it as too time-consuming; some see it as an unnecessary

administrative function the human resource department requires; others do not

relish the thought of having to explain or discuss an evaluation with an em-

ployee. Therefore, it is not unusual to find the appraisal handled very superfi-

cially. The form is completed without much thought; any discussion with the

employee is cursory. While it is important to both employee and employer,

performance appraisal is often handled as if it is not important.

One of the authors once witnessed an annual performance review discussion

with a relatively high-level professional employee that took place in a hallway

and was concluded in no more than 30 seconds. Granted, this is an extreme

example, yet it is indicative of the superficiality with which many appraisals are

handled. The fact that it transpired in one of the largest defense contractors in

the country is astonishing.

Lack of Objectivity

An obvious weakness of many performance appraisal systems is their lack of

objectivity. Rating scales, for example, commonly use personality traits or char-

acteristics, such as attitude, loyalty, appearance, resourcefulness, and personal

conduct, that are not only difficult to measure but are also open to completely

subjective interpretation. In addition, these and similar factors may have little

or nothing to do with job performance. As discussed in Chapter 3, the courts

have taken a dim view of subjective appraisal systems.

While some element of subjectivity probably exists in even the best of sys-

tems, a definite attempt must always be made to ensure that objective factors—

quantifiable, measurable, and job-related—are stressed in the appraisal method.

Lack of objective criteria place the evaluator and the employer in an untenable

position if the performance appraisal system is challenged by an employee.
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Central Tendency

One of the most common errors in appraising performance is central tendency:

rating all employees as average or at the middle value of a numerical scale. This

problem may occur for three reasons. First, it is the most expedient way for

supervisors to do appraisals, especially when many employees have to be eval-

uated at the same time. Second, rating scales have a built-in tendency that forces

ratings toward the center rather than toward the outer limits. Third, evaluating

an employee as average relieves the appraiser of having to explain or justify

high or low evaluations. Appraisers committing central tendency errors are seek-

ing to avoid controversy, criticism, or lengthy discussions.

Halo/Horns Effect

A halo effect refers to the tendency to rate an employee high on all aspects

of performance, even though actual performance has not been uniformly high,

because the evaluator places an extraordinary importance on one factor on which

performance has been high. For example, if an evaluator places great importance

on quantity of work produced, the employee who turns out the most items will

tend to receive a higher rating on quality of work than is justified by the actual

quality level. Likewise, other factors will receive a higher rating than can be

factually supported.

The horns effect is the opposite of the halo effect. Poor performance on one

highly valued aspect of performance leads to lower than deserved ratings on all

other performance factors.

Leniency and Strictness

Leniency, sometimes referred to as evaluation inflation, is the giving of un-

deserved high ratings. Research on performance appraisal suggests that where

the evaluators are required to discuss evaluations with employees there is a

tendency to overrate actual performance.22 In many instances, the evaluator sim-

ply gives the employee the benefit of the doubt. In one study it was discovered

that more than 50 percent of the employees in a particular organization were

rated in the most favorable category possible, ‘‘Excellent.’’23 Leniency obvi-

ously eliminates the necessity to discuss any unpleasant aspects of performance

with the employee. The problem of overrating is more apt to occur when sub-

jective appraisal factors are used.

Strictness refers to the problem of being unduly critical of an employee’s

work performance. Unfortunately, supervisors sometimes use performance re-

views to enumerate all of an individual’s deficiencies, weaknesses, and devel-

opmental needs—ostensibly, of course, for the employee’s own good. When

performance appraisal is used in this manner, the result is likely to be a much

lower than warranted evaluation.
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Personal Biases

An evaluator’s personal feelings about the person being appraised can sig-

nificantly affect a performance appraisal. Appearance, mode of dress, hair styles,

mannerisms, and a host of other factors may cause an evaluator to like or dislike

particular employees and produce negatively or positively skewed appraisals.

Individuals of particular religious affiliations, ethnic groups, sex, age, or disa-

bility status, although protected by law, do not always receive fair evaluations

because of personal biases of the supervisor conducting the appraisal. Personal

biases are often subconscious prejudices that are difficult to eliminate or control.

Recent Behavior Bias

This type of bias occurs when the appraiser takes into account only the latest

performance of the employee and fails to consider performance over the entire

evaluation period. Since the normal appraisal period is one year it is difficult,

in the absence of detailed documentation, to remember what has happened in

the earlier part of the period; thus, the appraiser tends to focus on the most

recent and easiest to remember aspects of performance.

Employees also contribute to this problem. Employees are very aware of when

they are scheduled for a performance review, and while their actions may not

be intentional, their behavior and productivity tend to improve right before the

scheduled evaluation. Consequently, the supervisor’s memory of recent behavior

is even more positively reinforced.

Guessing

In the absence of quantitative, objective performance measures, evaluators

may resort to guessing about what an employee has or has not done during the

appraisal period. Lacking sufficient documentation about accomplishments, ap-

praisers may simply make assumptions about an individual’s performance. Usu-

ally these guesses are incorrect.

Use Bias

The way in which performance appraisal is used in an organization may

introduce another form of bias into the process. If the primary purpose of the

evaluation is for awarding merit pay increases, appraisers may display a ten-

dency to rate poor performers as average so as not to deny them raises. In times

of high inflation, supervisors may also tend to overrate performance so that

employees receive raises that are more commensurate with inflation rates.24

Conversely, where the emphasis of performance appraisal is on helping the

employee to develop and improve job skills, evaluators may tend to be more
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stringent in their performance assessments because they are concerned with as-

sisting employees to develop their talents more fully.

Lack of Documentation

A major problem with most appraisal systems is that they do not require

continuous documentation of employee performance. When documentation does

exist, it is often inadequate to support an accurate assessment of employee ac-

complishments. Nonexistent or inadequate documentation leads supervisors to

commit many of the performance appraisal errors described above.

Lack of Appraiser Training

Many organizations offer little or no training in how to evaluate performance

and conduct performance appraisal interviews. It often seems that firms believe

promotion to a supervisory or management position automatically gives an in-

dividual the ability to perform all managerial functions without the benefit of

formalized training. Most of the aforementioned performance appraisal problems

could be eliminated through proper training—training that begins with promo-

tion to a supervisory position and training that is reinforced through at least

annual updating sessions.

CHARACTERISTICS OF AN EFFECTIVE APPRAISAL

SYSTEM

It is highly unlikely that any performance appraisal system will be totally free

from criticism or immune to legal challenge. However, systems that possess

certain characteristics are more likely to be defensible legally and to produce

useful results for an organization, its managers, and its employees. Described

below are twelve characteristics that an effective performance appraisal system

should possess.

Consideration of these characteristics will make another significant point

abundantly clear: development of an effective appraisal system is not an easy

task nor does it happen overnight. An effective performance appraisal system is

the result of hard work and careful planning.

Formalized

The first requirement for an effective performance appraisal system is that it

be formalized in writing. There should be definite policies, procedures, and

instructions for its use. Written guidance should be furnished to all appraisers,

either in the organization’s personnel policy handbook or in a separate docu-

ment. General information about the system should be given to all employees

in an employee handbook or in a separate memorandum if there is no handbook.
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Formalizing the system forces an organization to think through all facets of

performance appraisal and to clarify what it wants the system to achieve and

how it will achieve it. Many potential problems can be eliminated by reducing

the system to writing.

Job-Related

All factors used to evaluate performance must stem from the jobs that are

being appraised. Inasmuch as performance appraisal is an employment test ac-

cording to the definition of test given in the Uniform Guidelines on Employee

Selection Procedures, general traits, personality characteristics, and tenuously

related job factors should be scrupulously avoided. Only appraisal factors that

account for success or lack of success in performing a job should be used. These

factors must be susceptible to standardized definition and uniform interpretation.

Developing job-related performance factors may necessitate creating different

sets of factors for different groups of jobs. Because jobs are dissimilar in their

content and expected results, it is difficult to develop a single set of performance

appraisal factors that will adequately cover every job in an organization.

Based on Standards and Measurements

Standards are expectations, norms, desired results, or anticipated levels of job

accomplishment that express the organization’s concept of acceptable perfor-

mance. To set standards an organization must carefully examine each of its jobs

and determine reasonable expectations that are acceptable to both the institution

and the employees performing the jobs. This is not an easy task, but it is one

that must be accomplished if performance is to be meaningfully evaluated.

Once standards have been set, some method of measuring actual results must

be developed. In many cases, measurements are difficult to establish because

the jobs do not lend themselves to easy or meaningful quantification. Yet com-

parisons with an established standard must be based on measurements. Even an

imperfect measurement is better than no measurement at all.

Establishing standards and measurements is difficult and challenging. It is a

necessary task, however, if job performance is to be accurately evaluated.

Valid

Any test is valid if it measures what it purports to measure. In performance

appraisal, the system employed or the method used is valid if it measures what

it is designed to measure—actual job performance.

Establishing the validity of performance appraisal actually begins with job

analysis, the process wherein job performance factors are clearly identified.

These factors may include such items as quantity of work, quality of work,
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meeting deadlines, and adhering to prescribed procedures. The factors must be

quantifiable and specifically defined so as to reflect expected outcomes.

In performance appraisal, there should be a reasonably high relationship be-

tween the evaluation an employee has received on a particular performance

factor and the actual results the individual has achieved as measured by that

factor. Employees who consistently produce high volumes of output should con-

sistently receive higher ratings on this performance factor than employees whose

output is lower.

Unfortunately, most current performance appraisal systems have not been sub-

jected to statistical validity studies as required by the Uniform Guidelines.

Reliable

Reliability, statistically speaking, refers to the ability of any test or measure

to yield consistent results. A performance appraisal system that does not con-

sistently measure work performance accurately cannot be considered effective.

Assume, for example, that an employee’s actual work performance on a partic-

ular job factor or a whole series of factors is considerably above expectation for

three evaluation periods, but that the individual received an average rating on

the job factor or factors for the first period, a high rating for the second period,

and a below average rating for the third period. A performance appraisal system

producing such results could not be considered reliable: there is an absence of

consistency. In a reliable performance appraisal system, high performance con-

sistently receives a high rating, and low performance consistently receives a low

rating.

If definitive standards and measurements are not used, reliability problems

often arise in performance appraisal because supervisors lack objective criteria

for evaluating performance. Thus they may commit performance evaluation er-

rors that produce inconsistent, unreliable results.

Open Communication

All employees have a strong psychological need to know how well they are

performing. An effective performance appraisal system ensures that feedback is

provided continuously—not in an annual written evaluation, but in daily,

weekly, and monthly comments from a supervisor. The annual evaluation and

its accompanying interview or performance discussion must be devoid of sur-

prises. While the interview presents an excellent opportunity for both parties to

exchange ideas in depth, it is not a substitute for day-to-day communications

about performance.

Trained Appraisers

Essential to the effectiveness of performance appraisal is thorough training—

as well as updating and retraining—of all individuals who conduct evaluations.
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Classroom training is especially important when a new or revised system is

being installed; it is also essential for all new managers and supervisors. An

organization must not assume that, because performance appraisal information

is contained in a supervisory handbook or is included in the company personnel

policy manual, supervisors will automatically be able to conduct effective ap-

praisals.

An organization should also incorpotate opportunities for coaching and coun-

seling by the appraisers’ immediate supervisors into the performance appraisal

procedures. Such personal sessions often permit the discussion and resolution

of appraisal problems in their incipiency. Moreover, by actively involving each

level of management in teaching performance appraisal, the system becomes

more strongly imbedded in the organization as a vital function of human re-

source management.

Easy to Use

A performance appraisal system does not have to be complex to be effective.

In fact, the simpler and easier a system is, the more readily it can be understood

by evaluators, and the more likely it is to be used in the manner intended. If

the system is firmly based on standards and measurements, it will not only be

easier to use but also more valid and reliable than many other performance

appraisal methods.

Employee Access to Results

As a result of the Federal Privacy Act of 1973, employees of the federal

government and of federal contractors must be given access to their personnel

records, including all files or other data pertaining to their performance apprais-

als. Presently, this requirement does not apply to private sector employees. Even

if this legislation is not extended to private industry, there are other reasons for

allowing employees to examine their job performance records. First, secrecy

breeds suspicion about the fairness of the system. Second, concern about the

fairness of the system could lead to lawsuits. Third, fairness in dealing with

employees suggests that they have an implicit right to certain information that

directly affects them on their jobs. Fourth, permitting employees to review their

performance records builds a safeguard into the system because employees then

have the opportunity to detect evaluation errors. Finally, since one of the pur-

ported goals of performance appraisal is employee development, employees

must have access to performance records so they can try to improve their job

performance.

Confidentiality

The results of performance appraisals must always be kept confidential. Cer-

tainly a supervisor or manager should never share one employee’s performance
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appraisal with another employee. Nor should a supervisor discuss the results of

his or her employees’ performance with other supervisors—except in a joint

appraisal process. While the appraiser may be required to discuss individual

results with his or her immediate superior, performance appraisal is best viewed

as a strictly private matter in which access to individual results is closely con-

trolled.

Review Mechanism

To eliminate any problems of bias, discrimination, or favoritism, a perfor-

mance appraisal system should include a review mechanism. Each evaluation

of an employee should be automatically reviewed by the next higher level of

management—usually the evaluator’s immediate supervisor. The purpose of this

review is not to have the superior perform a second appraisal. Rather, it is to

audit the evaluation for fairness, consistency, accuracy, and to make certain that

the evaluator has objectively carried out the appraisal tasks. While review by

the immediate superior increases the time that must be devoted to the perfor-

mance appraisal process, it protects both the employee and the organization by

ensuring fairness and consistency in employee evaluations.

Appeal Procedure

An accepted principle of American jurisprudence is the right of due process.

Unfortunately, in a number of organizations there is no procedure whereby an

employee can appeal what he or she considers to be an unfair or inaccurate

performance appraisal. The employee is simply stuck with the immediate su-

pervisor’s evaluation. In such situations, the employee has few options other

than living with the unfavorable review or leaving the organization for employ-

ment elsewhere. There have even been instances where employees whose per-

formance was acceptable for years were summarily discharged on the basis of

one bad performance appraisal. Now that an employer’s right to fire at will is

being challenged more and more in the courts—often successfully—the need

for a clearly delineated appeal procedure in the performance appraisal system

seems clear. (It should be noted that organizations having to deal with unions

have long had well-established appeal mechanisms in the form of grievance

procedures.)

The number of steps that should be contained in an appeal procedure depends

on the size of the organization. At a minimum, there should be two steps: an

appeal to the next higher level of management and an appeal to the level above

that. In larger organizations, the human resource department would be included

at some point in the process—possibly the third or fourth step. The procedures

by which an employee can appeal an unfavorable review should be clearly

spelled out in the formalized policies and procedures of the performance ap-

praisal system and in the employee handbook.
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An appeal process serves three purposes: it protects the employee, it protects

the organization, and it helps ensure that supervisors do a more conscientious

job of evaluation because they know their appraisals are subject to scrutiny and

interpretation by others in the organization.

THE PERFORMANCE APPRAISAL INTERVIEW

Once the appraisal forms have been completed and the necessary documen-

tation prepared, the evaluator faces what is often the most difficult of all per-

formance appraisal tasks: the appraisal interview.25 Many evaluators consider

the interview or performance discussion an unpleasant task, particularly if the

employee has not performed up to standard. Others view the discussion as sim-

ply an organizational requirement that should be disposed of as quickly as pos-

sible. A more realistic perspective of the interview, however, would suggest that

it is an opportunity for both evaluator and evaluatee: an opportunity for the

evaluator to coach, counsel, and assist the employee to improve his or her per-

formance; an opportunity for the evaluatee to recognize his or her areas of

strength and potential growth and development opportunities. Conducted prop-

erly, the performance appraisal interview can increase organizational effective-

ness.

Preparing for the Interview

An effective performance appraisal interview is not something that just hap-

pens; it must be carefully planned. To prepare for the interview, the evaluator

must clarify in his or her own mind and outline the following:

• The favorable aspects of performance that will be covered in the discussion.

• The areas of performance deficiencies or areas where improvement is needed.

• The anticipated reaction of the employee to discussion of both areas of strength and

areas of improvement.

• The employee’s likely emotional or personal reaction to the performance discussion.

• The specific facts to present during the discussion and the order in which they will be

presented.

• The specific suggestions and assistance that will be offered to the employee.

• The follow-up action that will be taken to ensure that improvements in performance

take place.26

Types of Performance Appraisal Interviews

Performance appraisal interviews are of two types: the direct method and the

indirect method.27

The direct method is more structured, deals primarily with facts, and is closely
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controlled by the supervisor through the use of direct questions or statements.

The tone of the interview is set by the evaluator, and the employee has little

opportunity to do more than answer questions or respond to statements. Specific

areas of interest to the employee are covered only to the extent that the super-

visor’s structured questions permit. Frequently, this type of performance inter-

view places the employee in a defensive position and the interviewer in a

judgmental role. Yet the direct method is commonly used because supervisors

find it easier to discuss performance when they are in control of the discussion.

The biggest drawback to the direct interview method is that little is learned of

the employee’s ideas about areas of desired personal growth, development, and

improvement.

The indirect interview, on the other hand, is an interactive approach that

encourages the employee to talk as much as possible. It is an attempt to explore

performance areas with the employee, to uncover reasons for good as well as

poor performance, and to discover the employee’s ambitions and perceived de-

velopmental needs.

Comparing the two types of interviews, it is obvious that improvements in

performance are more likely to come from the indirect approach than from the

direct approach. Since the employee is an active participant in the indirect in-

terview, he or she is more apt to accept suggestions for improvement and rec-

ognize developmental needs. Additionally, a sense of joint responsibility for

performance may develop from the discussion. The indirect interview will, how-

ever, require much more time than the direct interview, but this time will have

been well spent if performance actually improves as a result.

Guidelines for Conducting the Interview

Performance appraisal interviews are not easy. They have to be well planned

and carefully thought out. If handled improperly, they can create poor morale,

misunderstanding, or even outright hostility on the part of the employee. Some

suggestions for conducting an effective performance interview include the fol-

lowing:

• Prepare the employee. Notify the individual far enough in advance so that he or she

can come to the interview prepared to meaningfully discuss performance.

• Establish the proper climate. Create an atmosphere that suggests the discussion is

important.

• Compare actual performance to standards or expectations. Use specific examples.

Avoid vague generalities.

• Bite the bullet. If performance has been unsatisfactory, address the subject directly.

Don’t try to evade the issue by attempting to cover up poor performance with insig-

nificant items of good performance.
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• Comment on improvement. Recognize areas in which the individual has improved and

express appreciation for the improvement.

• Avoid sitting in judgment. The rightful role of the evaluator is coach, counselor, mentor,

and facilitator, not judge.

• Listen and ask questions. Give the employee sufficient opportunity to discuss areas

that he or she thinks are important.

• Ask what you can do to help the person improve. Offer assistance to facilitate perfor-

mance and growth.

• Work with the person to establish new performance goals. Make this a joint effort so

that the employee becomes more committed to actually achieving the goals.

• Allow sufficient time. Never rush the interview. Make certain that the discussion will

not be interrupted.28

Keeping these points in mind when discussing a performance appraisal will

help ensure that the discussion achieves its objectives.

OTHER PERFORMANCE APPRAISAL CONSIDERATIONS

Three final considerations that must be taken into account in designing and

operating an effective performance appraisal system are: assigning the respon-

sibility for conducting the appraisal, determining the length of time to be covered

by the appraisal period, and establishing the point in time at which the appraisal

will occur.

Responsibility for Appraisal

Typically, the human resource department is responsible for designing and

administering the performance appraisal program. Responsibility for actually

conducting the appraisals, however, is assigned to others within the organization.

Several possibilities exist for fulfilling this responsibility.

Immediate Supervisor. The most logical choice for conducting a performance

appraisal is the employee’s immediate supervisor because this individual is in

the best position to know the most about the employee’s performance level. The

immediate supervisor is also the most common choice in organizations. One

study disclosed that 96 percent of the firms surveyed assign the responsibility

for appraisal to the immediate supervisor.29 Three reasons favor the supervisor’s

handling of the appraisal: (1) he or she normally observes the employee’s per-

formance on a day-to-day basis, (2) assigning the responsibility to someone else

seriously erodes the supervisor’s authority as manager of a work unit, and (3)

one of the primary functions of any supervisor is training and development of

his or her people—a function that is inextricably tied to performance appraisal.
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Throughout this chapter it has been assumed that the immediate supervisor will

conduct the evaluation.

Subordinates. Can a supervisor or manager be effectively evaluated by his or

her subordinates? The conclusion reached by a limited number of firms is that

they can. Subordinates are in a unique position to view the overall effectiveness

of their managers; they can sometimes recognize strengths or weaknesses not

seen by others. Managers who advocate this approach suggest that evaluations

by subordinates will make supervisors more conscientious in carrying out their

responsibilities. On the negative side, ratings by subordinates may cause a su-

pervisor to become excessively concerned with popularity rather than effective

performance of the work unit.

Peers. Evaluation by one’s peers may be feasible in limited instances. Where

employees must work closely together as a team, it is possible that co-workers

would know more about an individual’s work performance than the unit super-

visor. The fact that evaluation is seldom performed by peers would seem to

suggest that this approach is not considered a viable alternative by the vast

majority of organizations.

Team Appraisal. This form of evaluation occurs when two or more supervi-

sors who are familiar with an employee’s performance jointly appraise his or

her performance. In many instances, an employee actually works for two or

more supervisors; in other cases, the employee works for one supervisor but

interfaces across organizational lines with several supervisors or managers. Un-

der these conditions, a collective appraisal would probably be more accurate

and objective than one by a supervisor who has not had sufficient opportunity

to observe the employee’s work in all areas. Perhaps the biggest disadvantage

to this approach is that it potentially undermines supervisory authority and re-

sponsibility.

Self-appraisal. Another appraisal possibility is to have each employee eval-

uate his or her own performance. If individuals truly understand the objectives

they are expected to reach and the standards by which their accomplishments

will be measured, they may well be in the best position of all to appraise their

performance.30 Moreover, since all development is essentially self-development,

appraisal by employees themselves may lead to greater levels of motivation.

Combinations. Often some combination of the approaches mentioned above

is used. The combination used most frequently is some form of self-appraisal

and appraisal by the supervisor. With this approach, the employee is asked to

complete an evaluation form and the supervisor does likewise. Then the two

parties meet to discuss their separate appraisals, resolve any discrepancies, and

complete a mutually agreed-upon evaluation. This approach works well because

it involves the employee in the process and reemphasizes the joint responsibility

for effective performance.
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The Appraisal Period

Annual is usually a word that is attached to formalized performance appraisal

and is probably a fairly good indicator of how often appraisals are conducted.

But is an annual appraisal enough? There are two schools of thought on this

matter. One maintains that performance feedback should be provided more fre-

quently, especially if the primary purpose of the appraisal is employee devel-

opment. The other school of thought maintains that if the system is operating

effectively, feedback will be provided on a daily, weekly, and monthly basis,

and that there is no need for a formal appraisal more than once a year.31

In the case of new employees, exceptions should be made to the annual re-

view. Good human resource practice suggests that a new employee should be

given a formal evaluation at the end of his or her probationary period—the

juncture at which the organization makes the decision as to whether the indi-

vidual will be retained. A review at this point can also relieve anxiety for em-

ployees who pass the probationary period because they know that they are

performing at an acceptable level.

When to Appraise

Assuming that formal evaluations will occur annually, there is still the ques-

tion of precisely when the evaluations will take place. There are two approaches

to solving this problem: evaluate all employees on a fixed date or evaluate each

employee on the anniversary date of his or her employment. The latter approach

appears to be the most feasible. Conducting a performance appraisal properly

and discussing it thoroughly with an employee is time-consuming. For a super-

visor to have to evaluate all employees on a fixed date leads to rushing through

the process and not accomplishing it effectively. Consequently, the recom-

mended approach is the employment anniversary date method since the super-

visor will have fewer evaluations to conduct at any specific time and can give

each one the thorough attention it deserves.
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Career Planning and

Development

Today most employers need formalized career planning and development activ-

ities. The work force is becoming more highly educated and has greater occu-

pational expectations. With slower economic growth and reduced promotion

opportunities in contemporary organizations, there is a recognition that ‘‘job

security died with the 1980s.’’1 Additionally, compliance with equal employ-

ment opportunity and affirmative action requirements necessitates that positive

steps be taken to ensure adequate career progression for minorities, women, and

other protected classes. Once considered a luxury useful for only a limited num-

ber of large organizations, career planning and development is now becoming

an essential activity for companies of all sizes and types.

CAREER PLANNING AND DEVELOPMENT DEFINED

Several definitions are in order before examining career planning and devel-

opment in detail.2 A career is a course of occupational action pursued by a

person over the span of his or her working life. Career planning is the procedure

whereby an individual establishes career goals and identifies ways these goals

can be accomplished. The organization’s role in career planning is one of help-

ing individuals achieve a better match between personal aspirations and oppor-

tunities that are available in the organization. One way of doing this is by

developing career paths, or lines of job progression, through which employees

typically move. Career development includes all activities undertaken by the

organization or the individual to prepare a person for successful progression

along a particular career path.

As the preceding definitions suggest, effective career planning and develop-

ment is, ideally, a joint effort. While the primary responsibility for career plan-
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ning rests with the individual inasmuch as work choices and occupational

pursuits are personal matters, organizations can help employees make better

decisions by acquainting them with various options and providing avenues

through which their choices can be pursued. Although each individual has a

personal responsibility for undergoing the preparation required for a particular

line of work, career development can be facilitated by the organization as it

offers formal and informal means of acquiring needed skills and experiences.

Organizations that assist their employees in career planning and development

benefit themselves as well as their employees.

PURPOSES OF CAREER PLANNING AND DEVELOPMENT

Organizations typically have several purposes when they implement career

planning and development programs—purposes that serve institutional needs as

well as the needs of employees. These basic purposes are described below.

Organizational

There are nine specific organizational purposes of career planning and de-

velopment programs. In general, these purposes center around having sufficient

numbers of qualified people available so that the company can fulfill its mission

and goals.

Improve Utilization of Personnel. Talent is not always obvious. Often, de-

velopmental activities are necessary to bring out the latent abilities in people.

The first purpose of career planning and development, therefore, is to ensure

that an organization is effectively utilizing the human resources already em-

ployed by the firm.

Reduce Turnover. Companies that display an active interest in fostering career

development have a much greater chance of retaining skilled personnel. Em-

ployees are more likely to remain with a firm that is genuinely interested in

providing opportunities for career advancement. Thus, the organization benefits

in two ways: turnover expenses are reduced and qualified employees are avail-

able for advancement to positions of greater responsibility when vacancies oc-

cur.

Increase Motivation and Commitment. By providing opportunities to gain new

skills and experiences, companies enhance employee motivation and loyalty.

Knowing that their efforts will be recognized and rewarded with chances to

further their careers, promotions, and higher salaries, employees are apt to per-

form at higher levels and remain committed to an organization. The organiza-

tional payoff is increased productivity and job tenure.

Reduce Employee Obsolescence. Because of technological and scientific ad-

vancements, many careers for which people spend years in training become

obsolescent in a relatively short time. Unless an organization takes positive

developmental actions to counter this possibility, it may find itself with a number
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of employees whose skills are no longer appropriate for essential tasks. In effect,

a company may find itself burdened with employees who can no longer make

a contribution to achieving the objectives of the enterprise. Career planning and

development is one solution to this problem. For example, at Texas Instruments

all employees must complete 40 hours of training each year in order to stay

knowledgeable and competitive in their fields.3

Increase Organizational Effectiveness. The effectiveness of any institution is

increased by having thoroughly trained individuals continuously available to

perform necessary activities. Career enhancement is a means of accomplishing

this. Developmental activities improve the utilization of employees, reduce turn-

over, increase motivation and commitment, alleviate problems of obsolescence,

and substantially improve the company’s effectiveness in achieving desired re-

sults.

Assist in Recruiting Highly Talented People. Given a choice, talented indi-

viduals will seek employment with a firm that offers opportunities for advance-

ment and growth. Career planning and development is, therefore, a recruiting

tool that aids a company in attracting skilled applicants.

Assist in Equal Employment Opportunity and Affirmative Action. Goals in

these areas include more than merely hiring sufficient numbers of protected class

applicants. They also include upward mobility for minorities, women, and oth-

ers. Career planning and development is one way an organization can help pro-

tected classes progress within the company. In fact, programs may be designed

to address specific training and experience needs of protected class individuals.

Eliminate Barriers to Upward Mobility. In many organizations, there are often

subtle, or not so subtle, barriers to progression. One purpose of career planning

and development is to identify and eliminate these obstacles.

Be Socially Responsible. In an era of downsizing, restructuring, and layoffs,

there is growing concern that, as part of their responsibility to society in general,

organizations should offer their resources so that employees remain employable.4

With uncertain organizational futures many employees will undoubtedly need

career assistance to assure their mobility between organizations. From society’s

point of view, it is incumbent upon organizations that they view career devel-

opment not only from a perspective of corporate self-interest, but also from the

standpoint of what is in the best interests of society at large. In the long run,

neither corporations nor society benefits from having a large number of indi-

viduals who cannot be gainfully employed.

Individual

An organization usually implements career planning and development because

it desires to achieve the purposes described above. At the same time, it generally

has in mind some other purposes that directly relate to employee satisfaction.
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As far as individual employees are concerned, career planning and development

programs serve five essential purposes.

Encourage Growth. Developmental activities cause employees to grow, to

acquire new abilities, and to become more capable. Career-focused activities

help bring out the full potential of employees.

Develop New Skills. Systematic career planning and development, in con-

junction with human resource planning, seeks to identify the skills that employ-

ees will need in the future and provide opportunities to acquire these skills.

Alleviate Plateauing. In any organization there are always employees who

seem to progress well up to a certain point and then remain at that plateau.

There is a point beyond which many people are not able to advance; however,

these individuals can often be utilized more effectively in other lateral positions.

With individualized training and development, some might even be capable of

further advancement. Career planning and development addresses this problem

and attempts to assure that employees are not victims of artificial plateauing.

Satisfy Employment Expectations. Every employee entering a firm has certain

expectations about his or her employment opportunities. These expectations may

include advancement, learning and growing in the job, or opportunities for new

experiences. Career planning and development can assist in satisfying these de-

sires.

Increase Employability. Proper career planning and its accompanying devel-

opmental activities increase the employability of individuals. Indeed, this should

be of paramount concern to all employees. If sufficient opportunities are not

available with the current employer, an employee may be able to get a job with

another employer based on the skills and knowledge acquired at the current job.

A well-planned, carefully designed career planning and development program

can produce substantial benefits for an organization as well as its employees; it

can increase organizational effectiveness while satisfying basic psychological

needs of the firm’s employees.

BARRIERS TO UPWARD MOBILITY

In the absence of career planning and development, there are usually a number

of barriers that impede upward mobility in an organization. The major barriers

are described below.5

Lack of Career Paths

One of the major factors limiting employee progression is lack of career paths.

When organizations have not thought about how jobs relate to each other, and

the sequence in which employees should move from one job to another to gain

experience, progression opportunities are severely limited. Promotions or trans-

fers, consequently, are likely to be made haphazardly. Higher-level positions
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tend to be filled externally because current employees have not been sufficiently

trained to move into jobs of greater responsibility.

Inflated Job Specifications

The necessity for developing realistic job specifications that set forth the min-

imum human qualifications for satisfactory job performance has been addressed

in a previous chapter. Unfortunately, specifications are sometimes inflated. This

can seriously inhibit promotional opportunities for employees and result in po-

sitions of higher responsibility being continuously filled from outside because

insiders do not meet the overstated specifications.

Lack of Internal Recruiting Programs

In the absence of career planning and development programs, organizations

are unlikely to have definite procedures for recruiting current employees to fill

job vacancies. Skills and management inventories, two basic tools for internal

recruiting, may not be utilized. If so, systematic identification of internal talent

is impossible, and the organization will have to look outside for the skilled

human resources it needs when new jobs are created or vacancies occur.

Lack of Job Posting and Bidding

A common complaint of many employees is that they did not know that a

higher-level position for which they considered themselves qualified was vacant

until someone was brought in from outside to fill it. Organizations should post

all job openings at prominent locations and encourage employees to bid for

these jobs. Present employees are the greatest potential source of candidates for

higher-level jobs, but if they don’t know about the jobs they can’t apply for

them.

Lack of Training and Development Programs

Training programs impart skills for performing the present job or another job.

Development programs, in essence, are attempts to bring out the full potential

in individuals so that they can progress as far as possible within the organization.

Where these kinds of efforts are lacking, another barrier to upward mobility

exists.

Inadequate Performance Appraisal

Failure of the performance appraisal system to accurately evaluate perfor-

mance on the present job or to identify areas where an employee needs to

improve, or already possesses needed strengths, creates a mobility barrier. An
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inadequate system provides no usable basis for making promotion or transfer

decisions. Excellent performers may be completely overlooked.

Managerial Indifference

One of the most important tasks of a manager, but one that is often over-

looked, is training and development of subordinates so that they are fully pro-

ductive in their present jobs and prepared to move up to other jobs when

vacancies arise. When managers are indifferent to this training and development

task, mobility is tremendously hampered. Employees are effectively stuck in

their present positions.

Discrimination: The Glass Ceiling

Despite the advances that have been made in creating equal employment

opportunities since the 1960s, discrimination—subtle and insidious—still exists

in many organizations. Minorities, women, and other protected class members

rise only so high in an organization and go no further. They encounter what has

been described as a glass ceiling—an invisible but real barrier to upward mo-

bility. Organizational culture, managerial attitudes, stereotypical thinking, and

similar factors are the components from which the glass ceiling is constructed.

Obviously, when an institution precludes individuals from advancing as far as

their talents could take them, both the organization and the individuals lose.

Companies must take extra care to assure that a glass ceiling curbing career

advancement does not exist.

Career planning and development is an effective way of eliminating the fore-

going mobility barriers. Indeed, they must be eliminated if career planning and

development is to be successful.

CONSEQUENCES OF NOT PLANNING AND DEVELOPING

CAREERS

Organizations that do not make conscious efforts to assist their employees in

career development decrease their overall effectiveness and seriously impair the

staffing process.6 Excessive turnover, increased recruiting costs, underutilization

of talent, employee dissatisfaction, stymied career progression, poor promotion

decisions, and potential discrimination are some of the most significant effects

on the staffing process.

Excessive Turnover

Employees who find themselves in dead-end jobs, or who discover that pro-

motional or lateral movement opportunities are severely limited, are prone to

leave an organization fairly early in their employment experience, usually within
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the first six months or so. In one organization that did not have a career planning

and development program, turnover of hourly personnel ran as high as 250

percent annually.7 Certainly, not all of this turnover was the direct result of the

lack of a career development program, but undeniably the existence of a number

of dead-end jobs and lack of promotional opportunities was a contributing factor

to the conservatively estimated $6 million in annual turnover costs incurred by

the company.

Increased Recruiting Costs

Excessive turnover increases recruiting costs: constant and sometimes inten-

sive efforts are required just to keep positions filled. If a company gains a

reputation for lack of interest in the careers of its employees, the recruiting task

becomes more arduous and more expensive.

Underutilization of Talent

In the absence of career-centered developmental activities, available talent is

highly susceptible to underutilization. Employees may be hired to do a particular

job, with little or no thought given to other jobs for which they could be trained

and developed. Under these conditions, overall organizational effectiveness suf-

fers, and the human resource department bears the burden of excessive turnover

and increased recruiting expenses.

Employee Dissatisfaction

When employment expectations are not adequately fulfilled, employees be-

come dissatisfied, motivation decreases, and productivity typically declines. Dis-

satisfied employees often quit. Those who stay may become organizational

deadwood.

Stymied Progression

For every employee whose upward mobility is precluded, one or more other

employees cannot progress because the employee whose progress is stymied

blocks the promotion channel. Organizations sometimes hold an employee in a

particular position because of the claim that no one else could take their place.

This usually means that an organization has not taken steps to develop or iden-

tify replacements. By holding one individual in place, promotional opportunities

are also being denied to other employees—a situation that may cause dissatis-

faction and increased turnover.
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Poor Promotion Decisions

Lack of career planning and development may result in poor promotion de-

cisions that are based on favoritism, politics, and other inconsequential factors,

rather than on performance, preparation, and organizational needs. When the

wrong people are promoted—for the wrong reasons—there is a negative impact

on institutional effectiveness. Morale, motivation, and commitment are likely to

decrease.

Potential Discrimination

In the absence of formalized career planning and development, promotion

decisions may tend to be made on the basis of non-relevant job factors—stereo-

types, friendships, or ‘‘the good old boy network.’’ Qualified individuals in

protected classes may be overlooked. This situation could result in charges of

discrimination.

This brief review of the consequences of not engaging in career planning and

development has underscored the need for a formalized program. Career man-

agement should not be left to chance; the organizational risks of doing so are

too great.

RESPONSIBILITY FOR CAREER PLANNING AND

DEVELOPMENT

As mentioned earlier, career planning and development is a joint responsi-

bility involving the individual employee and the organization. The following

sections cover the roles each party must fulfill for this activity to be accom-

plished effectively.

Organizational

The organization’s principal responsibilities are to develop and implement the

career planning and development program, ensure that it produces results, and

assist employees through formal as well as informal means. Top management,

human resource management, and the firm’s immediate supervisors each play

an important part in seeing that the program is successful.

Top Management. Although not involved in the day-to-day operation of the

program, top management’s role in career planning and development is crucial.

Management must support the program by emphasizing its importance to all

staff, committing adequate resources to its operation, and evaluating the overall

results. The program will not work without strong backing from the top echelon

of the organization.

Human Resource Management. Personnel administrators have a number of

responsibilities in career planning and development. These include: (1) designing
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the overall system, (2) developing policies and procedures, (3) formulating ca-

reer paths in conjunction with other managers, (4) selecting developmental meth-

ods, (5) training managers and supervisors for their responsibilities in career

management, (6) designing and maintaining replacement tables (see page 267)

(7) designing and maintaining skills and management inventories, (8) designing

the performance appraisal system and instrument, (9) designing and offering

training and development programs, (10) counseling employees, (11) coordi-

nating the program, and (12) evaluating program effectiveness.

Immediate Supervisors. Much of the success of a career planning and devel-

opment program rests with an organization’s supervisors. Without the support

and active participation of supervisors, these programs will not work. Supervi-

sors must be able to counsel their staff about career opportunities and devel-

opmental needs, and they must be committed to providing needed training even

if this means that the work unit loses some employees to promotions or transfers.

A career planning and development program places an additional training re-

sponsibility on first-line management. Upper-level management should find

ways to reward supervisors who do an outstanding job of developing employees

for progression through the organization.

Individual

Ultimately, the one individual who has the greatest responsibility for career

development is the employee. As Peter Drucker says succinctly, ‘‘Development

is always self-development.’’8 This is not to say that the organization cannot

assist development through work experiences, courses, seminars, or other ac-

tions. It does suggest, however, that whether developmental opportunities are

successful or not depends upon the individual and his or her willingness to take

advantage of these opportunities by recognizing the personal responsibility to

learn and grow. All workers should become life-long learners, continually seek-

ing to maintain and improve their job skills. The organization can provide guid-

ance and assistance, but the employee must recognize the responsibility for

undertaking the training and development necessary to progress along a chosen

career path.

An effective career planning and development program can help stimulate

employee interest in development by emphasizing the necessity for learning and

growing in a particular job. Training opportunities can also stimulate interest in

career management. Reward systems that recognize developmental efforts of

employees can, additionally, encourage employees to prepare themselves for

current and future opportunities. But ultimately the burden of development rests

with the employee.

CAREER PLANNING AND DEVELOPMENT TOOLS

Many tools and methods are used in the career planning and development

process. These devices run the gamut from very structured, formal approaches,
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such as career paths and replacement tables, to unstructured, informal ap-

proaches, such as coaching, counseling, and mentoring.

Career Paths

The most basic career management tool for organizations is the career path—

the line of job progression along which an employee typically moves during his

or her tenure with a company. Depending upon the organization and the nature

of the jobs involved, one of three types of career paths may be used: traditional,

network, or dual. Examples of these types of paths are illustrated in Figure 12.1.

Traditional. In the traditional career path an employee moves along a vertical

line of progression from one specific job to the next specific job. Figure 12.1

depicts the route a person might take from an entry-level position of teller trainee

to an ultimate position of manager of teller services. The traditional career path

assumes that each preceding job is essential preparation for the next higher-level

job. Consequently, an employee must move step by step from one job to the

next to gain needed experience and preparation. This career path is most likely

to be found in clerical or production operations functions. However, it may not

be as viable as it once was. In fact, former Labor Secretary Robert Reich has

said that ‘‘[traditional] career paths are now gone.’’9 Consequently, the alter-

native career paths discussed below will probably continue to increase in use.

One of the biggest advantages of the traditional career path is its straightfor-

wardness: the path is clearly laid out and the employee knows the specific

sequence of jobs through which he or she must progress. However, this pro-

gression ladder fails to recognize that other organizational jobs may provide

equivalent or even more substantial experience that could enable an employee

to advance without having performed certain jobs in the specified linear se-

quence. Another potentially serious disadvantage of the traditional career path

is that of blockage; that is, a long-tenured employee at one level who is not

capable of being promoted to the next level may retard the progress of other

employees in lower positions.

Network. The network career path, or lattice as it is sometimes called,10 con-

tains not only a vertical sequence of jobs but a series of horizontal options as

well. Figure 12.1 shows a fairly typical network career path for jobs in an

accounting department. Vertically, there are seven levels of jobs through which

an employee progresses before becoming manager of the accounting department.

At five of these levels there may be lateral movement between two or more jobs

before moving upward to the next level, or there may be no lateral movement

before progressing vertically. The network career path recognizes two things:

the interchangeability of experience at certain levels and the need to broaden

experience at one level before promotion to a higher level.

The network path is a more realistic representation of jobs in an organization

than the traditional career path. Moreover, it provides more opportunities for

employee development. The network’s vertical and horizontal options make
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The Three Types of Career Paths
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it less likely that one employee will block the progression of other employees.

A minor disadvantage of this type of career path is that it becomes more difficult

to explain to employees the specific route their careers may take within a given

line of work.

Dual. The dual career ladder was originally developed to deal with the prob-

lem of technically trained employees who had no desire to move into manage-

ment—the normal procedure for upward mobility in an organization. The dual

career path recognizes that technical specialists can and should be allowed to

continue to contribute their expertise to a company without having to become

managers. Consequently, it provides an alternative progression route whereby

an employee such as a scientist or engineer can increase his or her knowledge

of a specialized field and make contributions to an organization that are just as

valuable as those made by managers. This type of path is also shown in Figure

12.1. After an individual reaches the position of senior engineer, his or her career

can be pursued vertically along a management path or it can be pursued verti-

cally along a technical path. Compensation is the same at both the management

and the technical sides of the path.

The dual career path is becoming increasingly popular today. In a high-tech

world, specialized knowledge is as important as managerial skill. Rather than

creating poor managers out of competent technical specialists, the dual career

path permits an organization to have both skilled managers and highly competent

technical people.

Career paths are very important to successful career planning and develop-

ment. Not only do they identify typical lines of progression, but they also sug-

gest the developmental experiences and activities that are needed for employees.

They are essential for preparing today’s employees for tomorrow’s jobs.

Replacement Tables

Another career management tool—one that is often valuable in human re-

source planning—is the replacement table. Due to the time and expense of

preparation, replacement tables are usually used only for management or high-

level professional positions. Replacement tables generally resemble an organi-

zational chart in that they identify positions and reporting relationships. But the

resemblance ends there, for the replacement table contains substantial evaluative

information that is used to identify potential successors, assess their current

performance, estimate when they may be ready for promotion, and specify de-

velopmental needs. Figure 12.2 presents such a table for the position of division

manager. The sensitive and confidential nature of the information displayed

practically dictates the use of a coding system.

Information for developing a replacement table may come from several

sources: the performance appraisal system, reports from a manager’s superior,

or assessments made by the human resource department. To be used effectively
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Career Planning and Development 269

in career planning and development, the information must be updated at least

annually.

Replacement tables require an organization to analyze its previous employee

developmental efforts and evaluate the extent to which specific individuals have

responded to those efforts. In addition, they help an organization discover other

experiences and training that individuals may need to prepare them for upward

progression.

Skills Inventories

Skills inventories were discussed in Chapter 6 as a human resource planning

tool; they are also useful devices for career planning and development. Where

skills inventories are maintained on a current basis, they can be used as a means

of internal recruiting, thereby ensuring that current employees are not over-

looked when promotional opportunities arise. Analysis of the data maintained

in the inventories can also be useful for determining what kinds of training or

developmental experiences should be provided specific employees or groups of

employees.

Management Inventories

Management inventories were also discussed previously as a human resource

planning tool. They, too, are extremely beneficial in career planning and devel-

opment. In fact, they are essential in developing replacement tables inasmuch

as some of the information needed for table construction is derived directly from

the inventory. Additionally, they serve the same basic career management func-

tions as skills inventories, except at a higher level where development may be

extremely crucial to organizational success.

Job Rotation

If carefully planned, job rotation is an excellent way to develop both em-

ployees and managers. Through rotation of job assignments, individuals can gain

experience in different areas or fields, broaden their backgrounds, and gain a

better perspective of company operations. For example, an engineer who knows

little about sales or marketing may be given an assignment in the marketing

department so that he or she can gain insight into how products are sold, how

customers use the products, and problems customers encounter in using them.

For job rotation to be a successful development tool, several principles must

be observed. First, each assignment must be planned so that it adds to, or fills

in gaps in, the person’s background. Therefore, the individual’s previous edu-

cation and experience must be carefully analyzed so that the rotational assign-

ment increases the employee’s capabilities. Job rotation that adds little in the

way of new skills and experiences is of dubious value. Second, assignments
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must entail responsibility and the requirement for performance on the job. Ro-

tation that is merely an observational tour, while interesting to the persons in-

volved, is not development. Meaningful development comes only through

responsibility for performance. Third, each assignment must be long enough to

provide the employee with in-depth knowledge of the job and the department.

While short assignments may be helpful in understanding what goes on in a

particular area, and their use for this purpose should not be precluded, longer

assignments are required if significant development is to take place.

Coaching

Coaching is an on-the-job development approach in which a supervisor

teaches, trains, counsels, and explains how things are done and why they are

done that way. It differs from the typical job instruction approach in that it is

highly interactive: the supervisor shares his or her experiences with the em-

ployee, and the employee asks questions and shares viewpoints with the super-

visor.

Because effective coaching is time-consuming, it is not used with all em-

ployees in a work group; it is normally reserved for those who show the greatest

potential for career development and advancement.

At the managerial level, coaching is frequently referred to as mentoring. An

experienced manager takes a subordinate manager under his or her wing and

attempts to impart insights and techniques that will make the subordinate a better

manager.

A problem that frequently confronts women and minorities is that there are

few managers who are willing, or able, to serve as mentors for them. Although

conscious efforts on the part of organizations are beginning to address this sit-

uation, it still remains a problem that must be solved if mentoring is to be an

effective career development tool for protected classes. Mentors are more likely

to be willing to work with individuals who are like themselves: typically male,

white, and conservative. This preference may not reflect prejudice. Rather, men-

tors may simply feel that they can’t relate to or understand the career devel-

opment problems of protected class members. Obviously, increased training in

cultural sensitivity is needed.

Counseling

Closely allied to coaching is counseling. Counseling differs from coaching in

that it is specifically related to career opportunities or discussion of areas in

which an employee needs to make improvement. Much of the responsibility for

counseling falls on the first-line supervisor. However, the human resource de-

partment should also be involved in the process, especially as it relates to career

progression or development.
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Training and Development Programs

Another essential career development tool is training and development. Pro-

grams offered in this area may be directly related to employees’ jobs or they

may be oriented to career-related topics. Obviously, job-related programs could

cover almost every aspect of a person’s duties and responsibilities. Career pro-

grams are usually directed to increasing a person’s knowledge of self, aptitudes,

interests, and similar attributes. The purpose of job-related programs is to im-

prove present or future work performance; the purpose of career programs is to

make the employee more aware of his or her potential so that appropriate career

fields within the organization can be pursued.

Performance Appraisal

A performance appraisal system that encourages employees to work toward

specific goals, identifies strengths and weaknesses, and accurately measures cur-

rent performance is important to career development. Feedback from the system

may lead to a great deal of self-development, or it may require the organization

to initiate specific training activities to assist in developing employees.

Special Projects/Work Teams

In recent years, work teams have become popular and have been used with

employees, professionals, and even managers. Undoubtedly, the widespread use

of Total Quality Management in organizations has focused interest on the or-

ganizational as well as individual benefits to be gained from participating in

teams. Teams, or special projects, expose employees to different situations and

different people while providing them the opportunity to solve problems, make

decisions, and meaningfully participate in important organizational activities. By

working on different teams, an individual can increase his or her understanding

of the organization, its processes, its problems, and its people, thereby adding

to the individual’s career mobility opportunities.

Ideally, any organization truly interested in furthering the careers of its em-

ployees would use all of the career planning and development tools available.

This would ensure that the organization is fulfilling its role and that managers

and supervisors are prepared to carry out their roles in support of the career

management endeavor.

REQUIREMENTS FOR A SUCCESSFUL PROGRAM

Most of the requirements for a successful career planning and development

program can be deduced from the material that has already been presented in

this chapter. But for the sake of emphasis, the essential ingredients for an ef-

fective program will now be specifically delineated.
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• Top management commitment. No major organizational program can be successful

without the full support and commitment of top management. This commitment is

more that just allocating resources to implement and operate the program. It entails a

belief in the value of human resources and a recognition of the organization’s respon-

sibility to itself and its people to take positive steps to help employees reach their full

potential.

• Formalization. Career planning and development is too important and too complex to

be handled informally. The program must be carefully thought out, policies and pro-

cedures developed, and responsibilities assigned. Needless to say, it must be written

down and communicated to all concerned parties.

• Promotion-from-within policy. Such a policy is one of the cornerstones of effective

career planning and development. This policy must be adhered to as assiduously as

possible. Failure to follow the policy will cast serious doubts on the organization’s

interest in the careers of its employees.

• Job posting and bidding system. Concomitantly with promotion from within, the or-

ganization must have an effectively functioning job posting and bidding system that

clearly provides current employees the right and the opportunity to apply for job va-

cancies (promotional or lateral) before efforts are initiated to fill positions from external

sources. The right to bid for job openings signifies the organization’s interest in the

progression of its employees.

• Training and development programs. Training and development opportunities of all

kinds are requisites for effective career planning and development. Workshops, semi-

nars, skills training sessions, educational assistance, and many similar endeavors are

necessary to develop employees to their fullest potential. These programs are also

tangible evidence of the organization’s commitment to its human resources.

• Training of managers and supervisors. Support for a career planning and development

program must not come just from the top of the firm; it must also come from the

operating managers and supervisors who coach, counsel, and assist employees in their

development. All managers must be thoroughly trained to fully and effectively carry

out their responsibilities in the program.

• Communication. Communication of the program must be accomplished through any

and all means possible—personnel policy manuals, supervisory handbooks, employee

handbooks, bulletin boards, and periodic announcements. Free and open communica-

tion is another indication of the company’s interest in and commitment to the program.
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Human Resource

Administration

Human resource administration begins when an employee is hired and continues

throughout his or her tenure with the organization and even beyond. Human

resource administration encompasses a multitude of activities, such as issuing

payroll checks, processing insurance claims, maintaining time and attendance

records, updating employee files, and revising compensation rates. Every func-

tional area in an organization’s personnel system affects, and is in turn affected

by, human resource administration. This chapter, however, covers only those

administrative activities directly and importantly related to the staffing function.

These activities are: (1) employee orientation, (2) promotions, (3) transfers, (4)

demotions, (5) resignations, (6) layoffs and reductions in force, (7) terminations,

(8) retirements, and (9) provision of references to other employers. While line

management has the responsibility for carrying out most of these activities, the

personnel department develops the policies, procedures, and guidelines for en-

suring that the activities are accomplished in a logical, consistent, equitable, and

legally defensible fashion. Personnel also has the responsibility for maintaining

adequate records about these activities.

EMPLOYEE ORIENTATION

Orientation is the process whereby a new employee is familiarized with the

organization, job, work group, and the terms and conditions of employment. It

is both a formal and an informal process. Formally, the human resource de-

partment may conduct classes that introduce the worker to company history,

policies, codes of conduct, health and insurance benefits, and other items of

importance; or the new worker’s supervisor, following a prescribed format, may

introduce the employee to the requirements of the job, departmental operations,
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and other employees. Informally, rather than conducting classes, personnel staff

may simply explain important policies and procedures to a new worker on a

one-on-one basis and provide an employee handbook. Or without adhering to

any formalized procedure, the supervisor may explain the job and introduce the

worker to others in the work group.

Purposes of Orientation

Formal and informal employee orientations have five purposes: (1) to intro-

duce the employee to the organization, its history, traditions, and culture; (2) to

create a favorable impression of the organization; (3) to help the employee adjust

to the organization; (4) to provide information about the job and performance

expectations; and (5) to furnish information on policies, rules, employee serv-

ices, and employee benefits. An effective orientation accomplishes each of these

purposes.

Introduction to the Organization. Every organization has its history, tra-

ditions, and culture—its own way of doing things. An essential purpose of

orientation is to give new employees a sense of what the institution is about,

what it values, where it has come from, where it is now, and where it is going.

Whether it is the ‘‘HP Way’’ or McDonald’s ‘‘four key values,’’1 new employ-

ees need to understand organizational culture and how they will fit into it.

Favorable Impression. A second purpose of orientation is to create a favorable

impression of the organization and the job. It is not unusual for a new employee

to have doubts about the organization and the new job even after learning about

its history, traditions, and culture. Consequently, the orientation process must

attempt to demonstrate that the organization is a good place to work and that

each job is vital to successful operation of the firm. A work of caution is in

order, however. It is very easy, and perhaps too tempting, to go overboard in

this area. The impression conveyed to the new worker should be honest. If it is

not, the employee will soon discover the truth and become disillusioned.

Adjustment to the Organization. For many people, the first days on a new job

can be a frightening, tension producing, or anxiety-laden experience.2 There is

much to be learned—new procedures, new methods, and new requirements.

There are new people to meet and new customs and traditions to absorb. Unless

the organization makes a deliberate attempt to ease the transition into the job,

the new employee may feel at a loss.

The immediate supervisor plays a large role in helping the employee make

the initial adjustment to the organization. Explanations of the job, introductions

to members of the work group, familiarization with the physical surroundings,

and information about everyday activities, such as break times and lunch times,

are a few of the basic things a supervisor needs to do to help the new worker

feel comfortable with the job and organization.

Integration of the new employee into the formal work group is also important.

Often, this can be best accomplished by assigning the new person to work with
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a senior employee who not only trains the new hire but also introduces him or

her to the other workers and generally sees that the person is made to feel part

of the total work group.

Of special concern is easing the adjustment of women or minorities to the

work group, particularly where the group has been predominantly white males.

Without proper introduction to the work group, employee turnover may be

higher for members of protected classes than for those in the more traditional

work group.3 A supervisor has the additional responsibility in these cases to

prepare the work group in advance for the arrival of the protected class em-

ployee. The supervisor should reiterate the organization’s policy on equal em-

ployment and state his or her expectations of behavior from current employees.

Information About the Job and Performance Expectations. Another purpose

of orientation is to give the new employee specific information about how the

job is to be performed, the quantity of work expected, and the quality level that

must be maintained. People cannot be fully productive unless they completely

understand what is expected of them. Not knowing what is expected, they may

set their own performance standards, which may be either too high or too low.

Or they may grow frustrated with the job and become another number in the

organization’s turnover statistics. The immediate supervisor must ensure that

each new employee has a thorough understanding of what is to be done on the

job, how it is to be done, why it is to be done, when it is to be done, and where

it is to be done. Proper explanation of these matters not only reduces turnover

but also assists employees to become productive workers as rapidly as possible.

Information on Rules, Policies, and Benefits. The final purpose of orientation

is to furnish the worker with information about a host of items that are important

to both the employee and the organization. Among these are: (1) policies about

promotion, vacation eligibility, outside employment, and ethics; (2) work rules

concerning time clock procedures, labor hour reporting, and absence reporting;

(3) employee services, such as discounts on merchandise, tuition refund pro-

grams, recreational opportunities, and child care centers; and (4) benefits pro-

vided, such as health insurance, life insurance, profit sharing, retirement plans,

and other forms of indirect compensation. Some of this information will come

from the supervisor, while the rest will come from the human resource depart-

ment.

It is estimated that between 60 and 80 percent of the current work force in

an organization is not only new to the organization but to the job market as

well. The new work force includes either late entries or reentries of women,

people who were formerly self-employed, recent high school and college grad-

uates, and individuals who have made career changes.4 Undoubtedly, many of

these individuals have anxieties about entering an organization—anxieties that

can be alleviated through an effective orientation program.
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Stages in Effective Orientation

An effective employee orientation program has four stages. These are de-

scribed below in the order in which they typically occur.

Personnel Department Overview. For the vast majority of employees, the first

day on a new job begins in the human resource department. The new worker

must complete forms, select from insurance options, designate beneficiaries, and

attend to other administrative details. At this time, the employee is usually given

some general information about the company, its policies, procedures, compen-

sation, and benefits. An employee handbook may also be given to the new hire.

Some companies use new employee checklists such as the one shown in Figure

13.1 to ensure that personnel representatives cover all basic information with

the worker. Additionally, information may be provided about the company’s

products, services, locations, subsidiaries, and other matters pertaining to the

overall organization.

Supervisory Indoctrination. The employee’s supervisor is responsible for the

second stage of the orientation program. Items covered include an overview of

the department, job requirements, safety procedures, break and lunch times,

specific work rules, location of restrooms and cafeterias, a tour of the depart-

ment, and personal introductions to other employees. It is also beneficial to use

a checklist here so the supervisor does not neglect to mention any item of

importance. A supervisory orientation checklist is shown in Figure 13.2. Com-

paring this figure with the previous one reveals that the immediate supervisor

must explain a number of job-related details, whereas the human resource de-

partment is basically concerned with benefits, services, and company overview.

It cannot be emphasized too strongly that the key role in successful orientation

is performed by the supervisor.

Formal Orientation. Formal orientation takes place in a classroom and is

conducted by a member of the human resource staff. These sessions may be as

short as one or two hours or as long as a full day, depending upon the impor-

tance the organization attaches to orientation. Shorter sessions generally focus

on benefits and employee services; longer sessions tend to include company

history, products, processes, and even presentations by high-ranking company

representatives. Orientation classes fulfill two general purposes: they provide an

in-depth explanation and discussion of matters that are important to new em-

ployees, and they introduce new employees to each other so that the new per-

son’s acquaintances are not limited merely to his or her department or sphere

of operations.

Employee orientation classes usually occur after a person has been on the job

for a while—at least a few days and sometimes several weeks. Some experience

with the organization and the job affords the new worker time to formulate

questions that might not otherwise surface if formal orientation was held the

first day. While it is critical that an employee be given adequate information
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Figure 13.1

New Employee Orientation Checklist



Figure 13.2

Supervisor’s Orientation Checklist
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about the company and job on the first day, information overload may occur if

too much is provided at that time.

Follow-up. For orientation to be completely effective, there must be some

form of follow-up and evaluation. During the first few weeks on the job, the

immediate supervisor should work very closely with the employee to clarify any

misunderstandings and see that the employee is properly integrated into the work

group. The human resource department also plays a part in follow-up, either by

working with the supervisor or by directly contacting the employee.

Training Supervisors for Their Role in Orientation

Of critical importance to any successful orientation program is training for

supervisors so that they can carry out their key role. The human resource de-

partment can provide the new employee with a great deal of organizational

information, but only the supervisor can fulfill the function of integrating the

employee into the work group.

In training supervisors, the following points about orientation should be em-

phasized:

• Orientation is an investment in people since it prepares them for organizational entry

and successful job performance.

• Effective orientation reduces employee turnover, thereby saving money for the orga-

nization.

• Proper orientation enables employees to become productive more quickly.

• Both positive and negative features of the job should be explained to the employee.

• Orientation is not limited to the employee’s first day on the job: nurturing and support

may be needed for several weeks.

• The supervisor should explain his or her likes and dislikes that relate to job perfor-

mance.

• All questions, comments, and concerns of the employee should be considered important

and appropriately addressed.

• Introductions to other employees are crucial and should not be handled perfunctorily.

• Details—location of restrooms, lunch periods, time clock procedures, and so forth—

should not be overlooked: little things can make a big difference to a new employee’s

adjustment to the organization.

PROMOTIONS

Promotion, the upward movement of an employee to a position of greater

responsibility and compensation, is another crucial human resource administra-

tion activity. Promotions have a direct impact on staffing because they are sig-

nals to employees that growth and advancement are realities within an

organization. Decisions as to promotion criteria and who will be promoted are

made by line management, usually with assistance from human resource spe-

cialists. In a unionized organization, seniority is normally the ruling criterion;
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in a nonunionized organization, work performance—or some combination of

performance and seniority—is generally the basis for making such decisions.

One major problem associated with promotions—one that may necessitate

counseling with employees or other efforts to retain productive workers—is that

not everyone can be promoted. It has been estimated that once beyond entry-

level positions, only one out of every seven employees will receive a promo-

tion.5 Thus, for every elated employee who is promoted, there may be six other

disappointed employees for line management and the human resource depart-

ment to placate. Clear promotion policies and criteria make promotion decisions

more palatable to those who are not promoted. Therefore personnel administra-

tors can be of invaluable assistance to supervisors and managers who must make

promotion decisions.

In the future, promotions may be even harder to obtain than they are today.

Changes in work force demographics, elimination of the mandatory retirement

age, organizational downsizing, outsourcing, and global competition will restrict

higher-level promotional opportunities. Additionally, greater numbers of women

and minorities vying for positions denied them in the past will place limitations

on promotional opportunities for white males.6

Considering the changes that are likely to occur in promotional opportunities,

human resource specialists may be well advised to consider two alternatives to

traditional promotions. First, they could place a greater emphasis on learning,

growth, and development in the present job through various types of training

efforts. Second, they could develop dual promotion ladders that reward creative,

technical, or professional personnel with financial rewards similar to those paid

to people in management positions. The dual promotion ladder supports the first

alternative by allowing individuals to grow in their own fields without having

to switch into management positions—the typical promotion route for many

employees. The individual can advance in his or her own area of expertise and

reap the normal rewards of promotion but continue doing the same type of work.

Currently, dual ladder promotion is being used in high-tech companies to keep

engineers and scientists in areas where they are vitally needed, but it is also

being increasingly used in other industries, such as publishing and banking.7

TRANSFERS

A transfer is the lateral movement of an employee from one job to another

of equal responsibility and compensation. Transfers may be initiated by the

organization or by the employee. They are neither promotions nor demotions;

they are shifts in jobs.

Transfers serve several useful purposes. First, they are a means of developing

employees by giving them experience in different functional areas. An em-

ployee’s knowledge of the organization can be broadened, or an employee’s skills

can be sharpened, by lateral movement through meaningful job assignments. In

essence, transfers can serve training as well as career development purposes.

Second, transfers are often necessitated by reorganizations. As offices and
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departments are created, it may be imperative to transfer employees to fill po-

sitions. By the same token, when positions are eliminated, management may

find transfers a good way to retain valued employees who might otherwise be

terminated.

A third reason for transfers is to satisfy the needs or desires of employees.

Personal reasons for wanting to transfer are numerous and include to reduce

commuting time, to learn a new job, to use different skills, to work with new

people, and to experience a new working environment. By accommodating the

employee’s wishes, the organization can retain productive workers who might

otherwise quit.

Another reason for using transfers is to open up promotional opportunities.

Productive employees who are unpromotable may retard the upward mobility

of lower-level workers who are qualified for advancement. To retain qualified

workers, it may be necessary to transfer unpromotable employees.

Finally, transfers may be utilized to eliminate personality clashes. An em-

ployee may not be able to work effectively for a particular supervisor or with

other members of a work group. By shifting the person to another position, this

problem may be eliminated.

Transfers can serve the best interests of both employee and organization.

However, clear and specific transfer policies must be developed. This is one of

the functions of human resource administration.

DEMOTIONS

A demotion is the movement of an employee to a job of lesser responsibility

or lower-level duties. Typically, a reduction in compensation accompanies a

demotion. There are three conditions that may require the use of demotion as a

staffing tool: promotion of an individual beyond his or her level of capabilities,

reduction of the organization’s work force, or poor performance of an employee

the company does not want to discharge.

Promotions are normally made on the basis of performance or seniority in

the current job—neither of which may be valid indicators of a person’s potential

performance in a higher-level position. If an employee cannot perform satisfac-

torily at a higher level of responsibility, it is not the worker’s fault; it is man-

agement’s fault. To terminate an employee who was productive in the previous

job would be unjust and could even make other employees reluctant to take

promotions. Consequently, it is better to move the employee back to the level

at which performance was satisfactory.

Work force reductions may also require demotions. For example, if two sim-

ilar units are combined into one, one supervisory position will be eliminated.

Instead of terminating the unneeded supervisor, the organization may elect to

demote that person to retain his or her skills and abilities. If later the organi-

zation expands, a qualified person is already available for a higher-level job.

For long-tenured employees, demotion may be sucessfully used as an alter-
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native to termination. An employee may have performed well in a position for

a number of years but due to physical or other reasons is no longer capable of

performing at the same level. In these cases, a demotion is much fairer and more

humane than a termination.

In a unionized environment, demotion policies and procedures are clearly

delineated in the labor-management agreement. In a nonunionized organization,

they may or may not be delineated, depending upon the consideration that has

gone into formulating comprehensive personnel policies. Demotion, however, is

too much of an emotionally charged process to be handled on a case-by-case

basis; there should be definitive policies defining its usage.

RESIGNATIONS

Even in the best of organizations, it is inevitable that employees will resign.

A certain amount of turnover is beneficial for a company because it provides

an opportunity to bring in new people with fresh ideas and approaches, creates

promotional opportunities for current workers, rectifies poor selection or place-

ment decisions, and helps prevent organizational stagnation. But too much turn-

over can be disruptive and expensive. Unfortunately, no one has yet established

how much turnover is good and how much is bad. The Bureau of National

Affairs (BNA), however, publishes a quarterly report on job absence and turn-

over that provides baseline information organizations can use to compare their

turnover rates with other institutions. BNA’s report shows turnover by organi-

zational size, industry, and region. While these figures encompass both voluntary

and involuntary turnover, the report offers data that a company can use to es-

tablish what it considers to be a reasonable resignation rate.

Why Employees Leave

Employees may choose to leave an organization for a variety of reasons. Table

13.1 shows the major causes of resignations and suggests actions that can be

taken to deal with each.

While understanding the general causes of resignations is an excellent starting

point, an organization should conduct its own analysis to isolate specific causes

so that it can initiate corrective actions.

Analyzing Resignations

Two techniques for determining the reasons behind voluntary resignations are

exit interviews and post-exit questionnaires. Often, they are used in combination

with each other.

Exit Interview. An exit interview is conducted while the employee is still on

the payroll. It is normally the last formal contact the employee has with the

organization. The responsibility for conducting the interview usually rests with



Table 13.1

Why Employees Leave and What to Do About It

Source: Donald Caruth and Frank Rachel, ‘‘Why Employees Leave and What to Do About It,’’ unpublished working paper, November 1986.



Human Resource Administration 285

the human resource department inasmuch as the employee is more likely to

respond in a free and open fashion to a personnel specialist than to an immediate

supervisor or other manager. In conducting the interview, the interviewer typi-

cally adheres to the following pattern:

• Establishes rapport with the employee.

• Explains the purpose of the interview.

• Assures the employee of confidentiality.

• Solicits attitudes about the old job.

• Solicits attitudes about the company.

• Explores the employee’s reasons for leaving.

• Asks the employee to compare the old job with the new job.

• Asks the employee to suggest any changes he or she would recommend for the job or

the organization.

• Concludes the interview on a positive note.8

An effective exit interview focuses on job-related factors and probes in depth

for the real reasons the employee is leaving the company. While one specific

interview may not provide much eye-opening information, a series of interviews

conducted over time can identify patterns that indicate weaknesses in the human

resource management system or the organization’s methods of operating. On

the basis of this information, appropriate corrective actions can be taken.

Post-exit Questionnaire. The second method for uncovering causes of resig-

nations is the post-exit questionnaire. When this approach is used, former em-

ployees are sent a questionnaire to complete and mail back to the company. The

instrument is usually sent two to three weeks after the employee has terminated.

The advantage of this method is that, since the person is no longer with the

organization, he or she may respond more candidly, thereby revealing the real

reasons for leaving. When a questionnaire is used, it should be carefully con-

structed so that it provides sufficient information and can be completed fairly

quickly. Ample blank space should be included to allow the former employee

to express his or her feelings about the job, supervisor, or company.

To obtain the most complete resignation information possible, both the inter-

view and the questionnaire should be used.

Resignation Policies

Two personnel policy areas that merit attention are advance notification of

intent to resign and whether or not the terminating employee will be allowed to

remain on the job until the resignation is effective. Organizational practices in

these areas vary considerably.

Normally, organizations request that employees give two weeks’ notice when
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resigning. It is not unusual to find firms that request a month’s notice from

professional or managerial employees. Advance notice gives the organization

time to seek a replacement. When advance notice is requested, the organization

typically pays the individual for the stipulated period even if it does not allow

the person to remain on the job. Of course, an employee is always free to quit

without any notification whatsoever, in which case the company is not obligated

to compensate the employee further.

Should the departing employee be allowed to remain on the job for the length

of the notification period? There are two sides to this issue. On the one hand,

the employee may be needed to perform important work or to help train a

replacement. On the other hand, a terminating worker can create problems by

becoming non-productive; or the worker, if resentful of the company or the

supervisor, can be disruptive and cause morale problems among other employ-

ees. As a general policy, it is preferable to keep the worker in the job, but

exceptions will have to be made if problems arise.

LAYOFFS AND REDUCTIONS IN FORCE

A layoff is a temporary or indefinite termination of an employee because of

economic reasons. In the mid-1990s corporate layoffs in the United States in-

volved some 420,000 workers per year.

Although being laid off is not the same as being fired because the worker

does have the hope of being recalled at some future time, the short-term effect

is the same: the person is unemployed. In a sense, a layoff may be more dev-

astating to an individual than a termination. When a person is terminated, the

relationship with the organization is permanently severed, and the former em-

ployee is completely free to seek other employment. In a layoff, the individual

still has ties to the company. Moreover, the person may find job search oppor-

tunities hampered because other organizations are unwilling to hire someone

who may leave shortly to return to his or her former job.

In a union contract, layoff and recall procedures are clearly spelled out. Em-

ployees are laid off in inverse order of seniority and recalled on the basis of

seniority. Typical contract procedures provide for bumping rights or job regres-

sion; that is, when a senior-level position is eliminated, the person occupying

the position has the right to bump an employee with less seniority from a lower-

level position. The worker who is bumped may, in turn, bump another worker.

Thus, in a unionized company, a layoff may drastically alter the composition of

the work force.

In a nonunion environment, layoff policies and procedures are more likely to

be ill-defined, with factors other than seniority deciding which workers go and

which workers stay. Productivity or performance may be the biggest consider-

ation. To avoid charges of favoritism or discrimination, union-free organizations

should establish definitive policies and procedures regarding layoffs and for-
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mulate a layoff plan to protect themselves and assure compliance with both

federal and state statutes. The layoff plan should answer the following questions:

• What cuts in the workforce are actually required?

• Which jobs or functions are involved?

• How will employees be selected for layoff?

• Will the layoff be done all at once or in stages?

• When will the layoff occur?

• How will the company communicate its layoff plans to employees, the community,

and other stakeholders?

• What assistance will be available to laid-off employees?

• What will be included in the severance package?

• What will be done to assure that operations run smoothly during the layoff period?

• What policies will be adopted for rehiring laid-off employees?

• What consequences must be dealt with to ensure normal operational functioning after

the layoff has been completed?9

Spurred by the success of Japanese companies in providing what is tanta-

mount to lifetime employment, some American companies have adopted a no

layoff policy as a means of maintaining a stable workforce. Considering the

number of layoffs and the size of workforce reductions announced each year,

however, it seems doubtful that an employment guarantee policy will become a

trend among U.S. companies.

A reduction in force differs from a layoff in that it is a permanent separation

from the company. Today, reductions in force are euphemistically referred to

as downsizing, rightsizing, or reengineering. Permanent reductions in staff may

be necessitated by: (1) elimination of certain company operations or depart-

ments, (2) subcontracting functions to other companies, (3) increased automa-

tion, (4) the need to cut costs to remain competitive, (5) relocation of a plant

from one geographical area to another, (6) changes in customer demand for

products or services, (7) corporate reorganizations, or (8) mergers and acquisi-

tions.

Under the Worker Adjustment and Retraining Act of 1989 (WARN), em-

ployers with 100 or more full-time employees are required to notify workers 60

days in advance of any intended plant closing or mass layoff. This notice must

be in writing and must be given to state officials and all employee representa-

tives or, if there is no employee representative, directly to the employees them-

selves.10

Many of the questions listed above that must be answered in layoffs must

also be addressed when a reduction in force occurs.
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TERMINATION

Termination, the permanent severing of the relationship between organization

and employee, is the most severe penalty a company can impose on an individ-

ual. It is usually a drastic step for the organization and a traumatic experience

for the employee. The employee is likely to feel angry, hurt, depressed, shocked,

and concerned about the future. The supervisor or manager making the termi-

nation is apt to be tense and anxious as well.

While there are a number of similarities in the termination of employees at

any level in the organization, there are also distinct differences between the

discharging of operative-level employees, managers and professionals, and ex-

ecutives.

Termination of Operative Employees

Generally, the policies and procedures for terminating operative employees

are well-defined and outlined in personnel policy manuals or employee hand-

books. Most organizations are careful to delineate the types of offenses or be-

havior that will result in immediate discharge. These typically include:

• Theft of company or another employee’s property.

• Appropriation or misappropriation of company funds.

• Possession, use, or being under the influence of alcohol or drugs on the organization’s

premises.

• Deliberate falsification of personnel records, such as employment applications or time

cards.

• Willful abuse or deliberate damage of company property.

• Immoral conduct or indecency.

• Insubordination, or willful failure to perform assigned tasks.

• Fighting on company premises.

• Job abandonment—absence without notice or approval for three consecutive working

days.

• Revealing proprietary information to a competitor.

Repeated violations of other work rules may also constitute grounds for im-

mediate termination: for example, sleeping on the job, soliciting political con-

tributions, or leaving the premises without permission during working hours.

Termination of Managers and Professionals

Perhaps the most vulnerable group of organizational employees is managers

and professionals. These individuals may be discharged for a wide variety of
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reasons—both those that apply to operative-level employees and those that apply

to executives. Managers and professionals lack the political clout of executives,

they are not protected by labor agreements, the reasons for their terminations

are not clearly defined, and they often are not inclined to seek protection under

anti-discriminatory statues. Undoubtedly, managers and professionals are more

likely them operative employees or executives to be fired on the basis of whim

or caprice.11 Definitive policies are needed for the termination of managers and

professionals.

Termination of Executives

Discharging an executive is quite different from terminating other types of

employees. In most instances, there are no identified policies, procedures, or

grounds for termination, nor is there an appeal mechanism. The primary reasons

for firing an executive are:

• Lack of fit: the executive has a personality conflict with another executive, is not

considered a team player, or has philosophical differences with other officials con-

cerning the operation of the company.

• Reorganization: mergers, acquisitions, or realignments may result in elimination of the

position.

• Economics: adverse business conditions may force the elimination of high-level jobs.

• Decline in performance: inability to produce the results desired by the organization,

inability to generate new business, failure to meet deadlines, and the like may neces-

sitate the removal of an individual.

The primary reason for executive terminations is usually lack of fit.12 At other

levels, people are usually terminated because of poor performance or job elim-

ination, whereas at the executive level personality, politics, and other personal

factors are the predominant causes of discharge.

Increasingly, contemporary organizations are taking a socially responsible at-

titude concerning executives—and other personnel, for that matter—who are

terminated, by assisting them in finding further employment. This effort, known

as outplacement, will be discussed in a subsequent section.

General Guidelines for Termination

Terminating an employee, regardless of the individual’s level in the organi-

zation, is a necessity at times—a necessity that is in the best interest of the

organization as well as the employee. The basic problem is how to preserve the

dignity of the person and the reputation of the organization. The starting point

is the development of policies that clearly state the organization’s position on

termination. The next step is the establishment of procedures on how the actual
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termination will be handled. The biggest difficulty in terminating anyone is the

face-to-face meeting in which the person is informed that his or her services are

no longer needed. The following are some guidelines for effectively handling a

termination:

1. Document the reasons for the termination. Include accounts of all previous perfor-

mance or disciplinary discussions.

2. Do not terminate in haste or while under emotional stress. Discharging workers on

the spot may result in serious legal repercussions.

3. Do not terminate an employee on Friday afternoon (the most typical termination

time) because the individual cannot initiate efforts to secure new employment over

the weekend and may even resort to forms of non-productive behavior—excessive

consumption of alcohol, for example—to relieve his or her frustrations. The indi-

vidual’s family may also have to suffer through a weekend of anxiety, depression,

dread, anger, and tension.

4. Terminate early in the week, preferably on Monday or Tuesday, and do it early in

the morning. This gives the individual the opportunity to begin a job search im-

mediately.

5. Always terminate an employee in the superior’s office, not at the person’s work

station or at a neutral site. This practice ensures more privacy in handling a delicate

matter.

6. Once the discussion begins, terminate the employee quickly—in the first five minutes

or so—and leave the remainder of the time for the employee to talk.

7. Do not become emotional; be businesslike and to the point.

8. Explain the termination decision, but, to help avoid an argument, don’t attempt to

justify it or defend it.

9. Be prepared and organized; know in advance what you are going to say.

10. Keep the discussion short. Thirty minutes should be the absolute maximum. In most

cases, no more than fifteen minutes will be needed.

11. If assistance is to be provided for securing further employment, outline what the

organization is prepared to offer.

12. At the conclusion of the session, write an accurate record of the termination discus-

sion.13

As these guidelines suggest, termination should be planned in advance, doc-

umented thoroughly, given thoughtful consideration, and concluded as quickly

as possible. The terminated employee should be escorted from the premises as

soon as the meeting is over to avoid any problems that might be caused by the

discharged worker talking with other workers or damaging company property.
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Outplacement Services

When terminations occur because of management decisions and not because

of violations of work rules (theft, drunk on the job, fighting, etc.), many organ-

izations elect to assist the terminated employee, especially at the executive or

managerial level, in the search for new employment. Outplacement is a system-

atic process designed to help the discharged employee find suitable employment

with another organization within a reasonable length of time and with a mini-

mum of psychological trauma.14 This process normally utilizes an outside con-

sultant, who counsels the former employee, assists in determining job interests,

helps prepare resumés, offers training in how to be interviewed, assists in iden-

tifying potential employers, and is available to assist the individual in other

ways.15

Outplacement services typically are provided on an individual basis to ex-

ecutives, managers, and professionals. If they are offered to operative-level em-

ployees, the services are usually provided on a group basis. Outplacement

services tend to take some of the sting out of termination, while creating a

favorable reputation for the company. The benefit for individuals is that profes-

sional assistance and support are available to reduce the trauma of termination

and aid them in locating new jobs. The benefit for the organization is that it is

acting in a socially responsible manner that enhances its image as an employer.

Employment-at-Will

Under common law the courts have traditionally held that an employer could

discharge an employee for any one of three reasons: good cause, bad cause, or

no cause. This, in essence, is the concept of employment-at-will. The United

States legal system has long held that the employment relationship is tenuous

and subject to severance at any time by either party with or without reason.16

Consequently, employment has been viewed as an agreement rather than a con-

tract; the employee agrees to work for an employer for a stipulated amount of

compensation, but neither party makes a commitment as to how long the agree-

ment is expected to remain in force.

With the exception of the state of Montana, which in 1987 passed legislation

requiring employers to show ‘‘just reason’’ when terminating workers, the em-

ployment-at-will concept is still the standard interpretation of the employment

relationship in this country.17 However, there is an emerging trend that is re-

defining what is meant by employment-at-will. In the majority of states, judicial

interpretation or legislative intervention has affected the application of the em-

ployment-at-will concept.18 So far, four exceptions to the rule have been iden-

tified. These involve terminations that are contrary to public policy, abusive

discharge, the implied guarantee of employment unless there is just cause for

discharge, and the theory that there is an implied covenant of good faith and

fair dealing contained in the employment relationship.19 Additionally, of course,



292 Staffing the Contemporary Organization

if there is a discriminatory motive for the discharge, exceptions to employment-

at-will can be made under federal statutes.

Public Policy. In many instances, state courts have ruled that when an em-

ployee is discharged under conditions that are contrary to established public

policy, the concept of employment-at-will does not apply. The most frequent

application of this exception has been in cases where an employee has been

terminated for filing a workers’ compensation claim.20 The exception has also

been applied where so-called whistle-blowing has been involved: that is, re-

porting violations of state or federal statutes by the organization or by fellow

employees, or refusing to perform an illegal act when requested to do so by

one’s supervisor or manager.

The public policy exception is generally interpreted very narrowly and is

applied only when the discharged worker can establish that his or her termination

was contrary to some well-established public policy and that no other remedy

is available to protect either the individual involved or society.21

Abusive Discharge. Retaliatory discharges have also been the basis for ex-

ceptions to employment-at-will. If, for example, an employee is terminated for

refusing to do personal favors for a supervisor that are outside the scope of

normal job duties, the courts may rule that wrongful discharge has occurred.22

If an employee is transferred to an untenable job situation and subsequently

quits, the courts may rule that ‘‘constructive discharge’’ has occurred because

the company intentionally forced the employee into a situation where it had

good reason to believe the employee would terminate his or her employment.

In this instance, a tort law exception to employment-at-will has been created.

Implied Guarantee of Employment. Heretofore the employment relationship

has been viewed as an agreement, but the courts are increasingly interpreting it

as a form of contract requiring just cause for termination. In some cases, state-

ments made by the hiring manager or contained in company personnel policy

manuals and employee handbooks have been cited as evidence that discharge

can occur only for just cause and not at the whim or caprice of the employer.

Essentially, either oral or written statements to the effect that the employee has

a job as long as he or she performs satisfactorily have been viewed as implying

a continuation of employment that can be broken only for good cause.23 Like-

wise, classifying a worker as a permanent employee can be construed as a

guarantee of employment.

Good Faith and Fair Dealing. In the employment relationship, it is assumed

that each party will deal fairly and in good faith with the other. Where organ-

izations have acted conversely, state courts have held that an exception to em-

ployment-at-will has occurred. In Fortune v. National Cash Register Co., the

firm allegedly terminated a salesman in order to deny him bonuses and other

benefits that were due him. A Massachusetts court ruled that the company had

acted in bad faith and solely for its own benefit in discharging the employee.24

Consequently, an exception to the employment-at-will concept was allowed.

Federal Statutes. As discussed in earlier chapters, there are numerous statutes

that protect employees from termination on a variety of discriminatory bases.
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Thus, federal law provides a firm, identifiable foundation for exceptions to the

employment-at-will doctrine if protected classes are involved.

In summary, employment-at-will has long been considered legally sacrosanct.

This is no longer the case. It is not an inviolable concept in today’s employment

environment. To withstand legal challenges, organizations must develop policies

that specifically state their positions on job security or permanent employment.

If an organization chooses to follow an employment-at-will policy, it must

clearly identify its intentions and avoid any implications suggesting job security

or employment permanency. A statement to this effect on the application form,

signed and dated by every job applicant, is a starting point. Training of those

involved in the hiring process is another step.

RETIREMENT

Since employee turnover rates tend to decrease as length of service with the

organization increases,25 the majority of long-term employees will leave a com-

pany through retirement. Although under the 1986 amendments to the Age Dis-

crimination in Employment Act most employees cannot be forced to retire at

any age, organizations usually stipulate that an employee may elect to retire at

a certain age, or after a certain number of years with the company, or at some

combination of age and years of service. Upon retirement, provided the firm has

a pension or retirement system, former employees receive a pension payment

each month for the remainder of their lives.

It is still too early to speculate just what impact removal of the mandatory

retirement age will have on organizations and the composition of their work-

forces. Conceivably it could clog promotion channels, making it more difficult

for younger workers to advance; or it could increase insurance costs. This issue

is one that staffing specialists must watch very closely because it will affect the

manner in which traditional staffing activities are conducted.

Two other issues that must be addressed in the retirement area are early

retirement and retirement planning.

Early Retirement

A policy that permits workers to retire before reaching the customary age or

length of service requirements serves five purposes. First, early retirement can

be used as an alternative to layoff. When a product line is discontinued, a plant

is closed, or economic conditions cause a business downturn, an organization

may have to lay off employees. Allowing eligible workers to retire early benefits

both employees and the organization. The employee is ensured some continuity

of income, although at a reduced rate, and the organization enhances its repu-

tation as a socially responsible institution that cares about its workers—a pos-

itive image that may affect future staffing efforts in a positive manner.

Second, early retirement may be used to cut an organization’s operating ex-

penses. Firms with many long-tenured employees may find that their compen-
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sation costs are higher than other companies in the same line of business, thereby

placing the firm at a competitive disadvantage in pricing its goods or services,

or eroding profit margins if competitive pricing is maintained. One solution to

this problem is to encourage early retirement.

Third, early retirement is an alternative to termination. When a long-term

employee’s performance falls below an acceptable level, an organization may

find itself in a dilemma. Termination of the individual might result in discrim-

ination charges, seriously affect work group morale, or tarnish the company’s

reputation in the human resource area. Rather than discharge such an individual,

the person may be encouraged to retire early.

Fourth, too many long-service employees in an organization may seriously

hamper promotional opportunities for highly qualified employees—a blockage

that can be alleviated through an early retirement option.

Finally, early retirement benefits the employee by providing him or her with

a means of making a career change without having to undergo severe financial

strain. Second careers are becoming more common and popular—a trend that

early retirement has certainly contributed to, and one that human resource plan-

ning must take into consideration.

Retirement Planning

Although a worker may have looked forward happily to retirement for many

years, the actual experience of retiring can be emotion-laden. Leaving one’s

career, on-the-job friends, and familiar organizational environment can be a

frightening experience. Questions concerning money, how time will be spent,

and whether the adjustment to retired life can be made successfully may be of

concern to the employee as the retirement date approaches. Just as a well-

planned and executed orientation program eases the transition of a new hire into

the organization, company-sponsored retirement planning programs help ease

the transition of the employee from work to leisure.26

Retirement planning programs provide information on finances, housing, re-

location, family relations, adjustment to a nonorganizational setting, legal affairs,

and similar matters.27 In large organizations where groups of employees may be

retiring at about the same time, formal classroom sessions may be conducted.

In small organizations, retirement planning is more likely to be a one-on-one

situation handled by a member of the personnel department.

Retirement is a major event in a person’s life. Organizations can help the

individual make the transition more smoothly by offering the assistance needed

to make the change.

REFERENCES: PROVIDING INFORMATION TO OTHER

EMPLOYERS

Even after an employee leaves an organization the employment relationship

has not totally ended. From time to time employers will be asked to furnish
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reference information about former workers. In recent years many employers

have become reluctant or even unwilling to give information to other employers,

fearing that former workers who receive a negative reference may sue for def-

amation. On the other hand, some courts have found previous employers guilty

of negligent referral when injury results from the former employer’s failure to

disclose information about an ex-employee.

To deal with these situations organizations may take either of two approaches:

a no reference policy or a consent to release reference information policy.

No Reference Policy

Many organizations consider a no reference policy to be the safest course of

action to pursue when confronted with requests for information about former

employees. Under such a policy the information released is limited to: (1) dates

of employment, (2) job title, (3) salary, and (4) job location. Providing any other

information could be construed as an invasion of the former employee’s privacy.

To enforce this policy, all supervisors and managers must be instructed to

refer every reference request to the human resource department. Organizations

checking references often attempt to speak directly to the person’s former su-

pervisor because this individual may be more candid. Human resource admin-

istrators must emphasize to supervisors and managers that they personally, as

well as the organization collectively, can be sued for defamation if they divulge

the wrong kind of reference information.

Consent to Release Reference Information Policy

A second approach to handling references is to have each employee sign a

consent form authorizing the employer to release additional information (other

than dates of employment, job title, etc.), as specified by the employee in the

consent document.28 According to a 1991 survey of human resource managers

by the Society for Human Resource Management, only about 4 percent of or-

ganizations allow employees to determine what kinds of reference information

will be disclosed.

When a consent to release information policy is adopted, it is essential that

certain guidelines be rigidly adhered to:29

1. To assure consistency in the information provided to other employers, only designated

human resource representatives should be permitted to give references. Supervisors

and managers must be instructed to refer other employers to the human resource

department.

2. All documentation should be complete and thorough.

3. Information provided should be limited to facts. Opinions should not be offered.

4. Oral references should never be given. Employers requesting information should be
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told to do so in writing. This practice assures confidentiality as well as release of the

information to proper parties.

5. Information provided should be truthful. A former employee should not described as

good when, in fact, the person was an unsatisfactory performer.

6. Only current information should be disseminated—typically what happened in the last

three to five years of the employee’s tenure.

7. Negative information should not be volunteered.

8. Remarks should be balanced; both strengths and weaknesses should be identified.

Because reference checking has become a major problem for hiring institu-

tions as well as referencing companies, state legislators are increasingly provid-

ing legal protection to employers who release information in good faith. As of

August 1996, 26 states had enacted reference protection legislation.30
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Evaluating the Staffing

Function

The success of any organization depends not only on the formulation and exe-

cution of well-thought-out plans but also on the continuous evaluation of prog-

ress toward accomplishment of specified goals and objectives. For individual

functional units within the organization, such as the human resource department,

evaluation may be more difficult because of the absence of quantifiable measures

that indicate whether the unit is fulfilling its mission. Yet the need for evaluation

is just as important in these units as it is in the organization as a whole.

It is increasingly important today to periodically examine the human resource

management function to assure that all activities are being carried out com-

pletely, effectively, efficiently, professionally, and are consonant with the spirit

and letter of the law. Feedback from a periodic assessment of staffing will enable

adjustments and corrective actions to be taken before any seemingly minor de-

ficiencies become serious problems.

How often should the staffing function be evaluated or audited? Ideally, it

should be formally examined once a year. While it may not be practicable to

completely audit every aspect of staffing with such frequency, the major func-

tions within staffing—legal compliance, job analysis, recruiting, and selecting,

for example—should undergo an annual review. The other functional compo-

nents could be audited less frequently, perhaps every 18 to 24 months. Staffing

is a critical function. Therefore, evaluations should never be spaced more than

24 months apart.

How should an organization evaluate its staffing function? Are there particular

measures or indicators that reveal how well this function is carrying out its

responsibilities and supporting the overall organization’s efforts to reach planned

objectives? These are the two questions this chapter will attempt to answer.

There are two basic methods that may be used to evaluate the effectiveness
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of staffing activities: checklists and quantitative measures. The checklist ap-

proach poses a number of questions that can be answered either yes or no. This

method focuses on whether important activities have been recognized and, if

so, whether they are being properly performed. Essentially, the checklist is an

evaluation in terms of what should be done and the extent to which it is being

done. The more yes answers the better the evaluation; no answers indicate areas

or activities where follow-up or additional work is needed to increase staffing

effectiveness. The checklists presented below should be viewed as representa-

tive, not inclusive. Organizations opting to use this evaluation approach will

undoubtedly discover many questions of their own that can be added. The

checklist method is solely an internal evaluation device; it is not a vehicle for

comparing one company with another company.

The second method for evaluating the performance of staffing activities is

quantitative: it relies on ratios computed from numerical data. Numerical data

is mainly used to indicate activity levels and important trends. Ratios show the

volume of activity or results of activities. These summary measures are impor-

tant in themselves and, when maintained over a period of time, reveal critical

trends. In some instances, quantitative measures may be used for comparisons

with other organizations. However, since very few performance standards exist

for the human resource function, external comparisons should always be inter-

preted in light of the organization’s own situation. For example, two areas in

which the most external comparative data are available are employee turnover

and absenteeism. It may be tempting to evaluate a specific organization’s turn-

over or absenteeism in terms of the industry average or with companies of

comparable work force size. Such comparisons may be meaningless, however,

because of the variables that affect a specific organization’s turnover, such as

economic conditions, the nature of the local labor market, the number of long-

tenured employees on the staff, the ability of the firm to pay competitive rates

of compensation, and the reputation the company has gained as an employer.

On the other hand, there is one measure that can truly be considered standard:

the four-fifths or 80-20 rule that measures the selection rate of protected class

employees against other employees. Generally, as discussed in an earlier chapter,

this ratio should approximate 80 percent; but even so, there are exceptions to

this standard based on the specific situation. In short, while quantitative data

may be useful for external comparisons with other similar companies, it is prob-

ably most helpful in establishing internal baselines for comparisons with later

data.

It is not the intent of the authors to promulgate or even suggest performance

standards for the staffing function. Our purpose is to enumerate various criteria

that can be used to determine how well staffing is performed in an organization.

The qualitative and quantitative factors outlined below should be viewed in light

of an organization’s specific goals and situation. Some of the evaluation criteria

will be pertinent to all organizations; other criteria will not. Each company must

make its own assessment as to what is relevant; each company must make its
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own determination as to what answers to the checklist questions actually mean;

each company must decide for itself what the quantitative data and ratios really

indicate.

In the following sections, both checklists and quantitative measures for each

of the various staffing activities described in this book, as well as the legal

compliance area, will be presented. A total of 163 questions and 76 statistical

items are suggested for use. The suggestions offered should encourage human

resource practitioners to undertake a needed, but often neglected task: the eval-

uation of staffing.

LEGAL COMPLIANCE

The risks associated with noncompliance with federal and state statutes deal-

ing with employment practically dictate that this area be the first one evaluated

for effectiveness. Any deficiencies that show up here should be immediately

addressed.

Checklist

The following questions indicate the areas and activities to be addressed in

evaluating the legal compliance portion of the staffing function:

1. Have all managers and supervisors been informed of their responsibilities under

federal and state equal employment opportunity and anti-discrimination statutes?

2. Have all managers and supervisors been informed of their responsibilities under

employment law torts?

3. Are all legally mandated reports submitted to requiring agencies on time?

4. Are all jobs properly classified as to exempt and non-exempt status?

5. Are data necessary for filing EEO–1 reports (if required) maintained on a current

basis?

6. Is an applicant flow analysis conducted on a periodic basis?

7. If required, does the organization have a current affirmative action plan?

8. Is progress toward accomplishing affirmative action goals evaluated on a regular

basis?

9. If progress toward accomplishing affirmative action goals is deficient, has corrective

action been taken to assure the necessary degree of progress?

10. Does recruitment advertising conform to legal and affirmative action standards?

11. Is a four-fifths rule analysis performed on a regular basis?

12. Is the organization’s equal employment opportunity policy posted in conspicuous

places?

13. Are adequate safeguards taken to ensure non-discrimination against protected clas-

ses?
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14. Is executive-level management committed to and fully supportive of equal employ-

ment opportunity?

15. Has a policy on sexual harassment and other forms of harassment (age, religion,

disability, etc.) been developed?

16. Have managers and supervisors received training concerning their responsibilities for

enforcing sexual and other harassment policies?

17. Have policies and procedures been developed to ensure reasonable accommodation

of the religious practices of employees?

18. Has information about the organization’s affirmative action program been dissemi-

nated to all appropriate parties?

19. Is a utilization analysis of minorities and females conducted on a regular basis?

20. Have the causes of underutilization of minorities, females, and other protected classes

been identified?

21. Have appropriate corrective actions been taken to remedy any underutilization prob-

lems?

22. Have all selection tests and procedures been validated as required by the Uniform

Guidelines?

Quantitative Measures

To comply with federal and state statutes and regulations, organizations must

accumulate data; consequently, they may have a lot of quantitative information

available for evaluating the staffing function. Some of the data useful in eval-

uation include the following:

1. Total Number of Applicants

2. Number of Applicants Classified by Protected Group Status

3. Total Number of Employees Hired

4. Number of Employees Hired Classified by Protected Group Status

5. Total Number of Employees Promoted

6. Number of Employees Promoted Classified by Protected Group Status

7. Total Number of Employees Involuntarily Terminated

8. Number of Employees Involuntarily Terminated Classified by Protected Group Status

9. Number of Discrimination Charges Filed

10. Number of Wage and Hour Complaints Filed

11. Number of Employment Law Tort Cases Filed

The preceding data provide an organization with the raw material necessary

to analyze trends and perform analyses in the compliance area.

The following ratios provide additional means of evaluation:
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12. � Protected Group Selection Ratio
Protected Group Selection Rate

Best Achieving Group Selection Rate

13. � Protected Group Promotion Ratio
Protected Group Promotion Rate

Best Achieving Group Promotion Rate

14. � Protected Group Termination Ratio
Protected Group Termination Rate

Majority Group Termination Rate

15. � 100 � Minority and Female Hiring Percentage
Number of Minorities and Women Hired

Total Number of Employees Hired

Minority and Female Work Force

Percentage
16. � 100 �

Number of Minority and Female Employees

Total Number of Employees

Minority and Female Work

Force Protection Percentage
17. � 100 �

Number of Minority and Female Employees Protected

Total Number of Employees Protected

JOB ANALYSIS

The criticality of job analysis has been emphasized many times throughout

this book. As the cornerstone on which many other human resource activities

depend, it is important that the effectiveness of this process be carefully eval-

uated.

Checklist

The following are some questions that may be used to assess the effectiveness

of job analysis:

1. Have formalized procedures and methods been developed for conducting a job anal-

ysis?

2. Is the most appropriate method or combination of methods being used to conduct

job analyses?

3. Have all jobs in the organization been analyzed?

4. Are standardized job titles from the Dictionary of Occupational Titles used to iden-

tify all jobs?

5. Have job descriptions been prepared for every job in the organization?

6. Are all job descriptions current?

7. Do all job descriptions clearly identify essential functions?

8. Have job specifications been prepared for every job in the organization?

9. Are all job specifications current?
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10. Do all job specifications reflect minimum rather than ideal human qualifications

necessary for satisfactory job performance?

11. Do all employees have copies of their job descriptions?

12. Are all job descriptions reviewed at least annually to determine if they are accurate

and up-to-date?

13. Are all job specifications reviewed at least annually to determine if they are accurate

and up-to-date?

14. Have procedures been developed whereby managers and supervisors can request

reanalysis of a job when changes occur in that job?

15. Are job descriptions and specifications written in readable, usable formats?

16. Is the job analysis process effectively integrated with other human resource man-

agement processes?

Quantitative Measures

Suggested quantitative evaluations of job analysis include:

1. Total Number of Jobs Analyzed

2. Number of New Jobs Created

3. Number of Job Analysis Requests by Managers and Supervisors

4. � 100 � Percentage of New Jobs Analyzed
Number of New Jobs Analyzed

Number of New Jobs Created

Percentage of Job Analysis Requests

Completed
5. � 100 �

Number of Job Analysis Requests Completed

Number of Requests for Job Analysis

6. Number of Job Descriptions Audited

7. � 100 � Percentage of Total Job Descriptions Audited
Number of Job Descriptions Audited

Total Number of Job Descriptions

HUMAN RESOURCE PLANNING

Perhaps one of the most difficult areas of staffing to evaluate is human re-

source planning. Even though planners customarily deal with statistical data in

forecasting requirements and availability, many subjective judgments are re-

quired. Moreover, the best laid plans may be negated by unanticipated changes

in the economy, technology, or other external or internal forces. Yet, despite

the difficulties, this functional area needs to be evaluated as much as the other

staffing processes.
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Checklist

These are some essential questions that must be asked about human resource

planning:

1. Is human resource planning interactively involved with the strategic business plan-

ning process?

2. Are human resource requirements forecasts made at least annually?

3. Are appropriate quantitative and qualitative techniques used in conjunction with each

other to forecast human resource requirements?

4. Do operating managers participate in the development of requirements forecasts?

5. Are requirements forecasts used to develop a pro forma organizational structure?

6. Are requirements forecasts used to develop staffing tables that reflect human resource

needs at various levels of organizational activity?

7. Are human resource availability forecasts made at least annually?

8. Are skills inventories maintained on all employees?

9. Are management inventories maintained on all managerial personnel?

10. Are skills and management inventories updated at least annually?

11. Are skills and management inventories used in the human resource planning process

to assist in determining the internal availability of personnel?

12. Are sufficient demographic, economic, and other data maintained in current fashion

for forecasting the availability of personnel from external sources?

13. Does the organization have standing plans, policies, and procedures for dealing with

anticipated shortages or surpluses of personnel?

Quantitative Measures

The effectiveness of human resource planning, from a quantitative viewpoint,

can best be judged by the accuracy of requirements and availability forecasts.

The closer the forecasts approximate reality, the more effective the planning

process. Thus, two key measures are:

1. Requirements Forecast Compared to Actual Personnel Needs

2. Availability Forecast Compared to Actual Availability of Personnel

RECRUITING

Recruiting is the most publicly visible of all staffing activities. By its very
nature it is concerned with communicating the availability of open positions to
many individuals and agencies. Recruiting is much like advertising and public
relations in that it creates both an image and awareness of an organization in
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the external environment. Obviously, the high visibility of this function warrants

a careful evaluation of its effectiveness.

Checklist

In evaluating recruiting it is necessary to examine its internal as well as its

external effectiveness. The following questions may be helpful:

1. Does the organization have policies and procedures governing the use of alternatives

to recruiting?

2. Is the recruiting process effectively integrated with human resource planning?

3. Does the organization have a promotion-from-within policy?

4. Does the organization typically adhere to the promotion-from-within policy before

looking to external sources to fill vacancies?

5. Is a job posting and bidding system used to fill vacancies from internal sources?

6. Have all recruiters been thoroughly trained?

7. Have the most likely external sources from which candidates may be recruited been

properly identified?

8. Have each of the most likely external sources of candidates been evaluated to de-

termine their effectiveness in furnishing qualified candidates?

9. Is there a formal procedure whereby managers and supervisors may request author-

ization to hire an employee?

10. Have appropriate recruiting methods been identified and analyzed?

11. Has each recruiting method been evaluated to determine its effectiveness in gener-

ating sufficient quantities of qualified candidates?

12. Are recruiting methods effectively matched to sources of qualified candidates?

13. Have sources of minority, female, and other protected class candidates been properly

identified?

14. Have sources of minority, female, and other protected class candidates been evalu-

ated to determine their effectiveness in furnishing qualified candidates?

15. Are special methods used to reach minority, female, and other protected class ap-

plicants?

16. Does the recruiting program utilize affirmative action to attract minority, female, and

other protected class applicants?

17. Are minorities and females used as recruiters?

18. Does recruitment advertising conform to applicable legal and affirmative action stan-

dards?

19. Is recruitment advertising done in a fashion that creates a favorable image for the

organization?

20. Are different advertising media used in conjunction with each other?
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Quantitative Measures

Because many organizations are required to maintain data on applicant flow,

statistical information may already be available to assist in evaluating recruiting

effectiveness. Additionally, identification of recruiting costs can also provide

relevant analysis data. Items that may be used for evaluation purposes include:

1. Total Number of Job Applicants

2. Number of Applicants Classified by Protected Class Status

3. Employment Advertising Expenses

4. Employment Agency Fees

5. Executive Search Firm Fees

6. Number of Applicants Generated by Source

7. Number of Applicants Classified by Protected Class Status by Source

8. Total Recruiting Function Costs

9. � Average Recruiting Cost per Applicant
Total Recruiting Costs

Number of Applicants

10. � Average Recruiting Cost per Employee Hired
Total Recruiting Costs

Number of Employees Hired

11. �
Average Cost per Employee Hired fromTotal Employment Agency Fees

Number of Employees Hired from Agencies Agencies

12. �
Average Relocation Cost for NewTotal Relocation Expenses for New Hires

Number of Employees Hired Receiving Relocation Employee Receiving Relocation

13. � 100 � Recruiting Source Hiring Percentage
Number of Applicants Hired by Source

Number of Applicants Generated by Source

SELECTING

One of the most sensitive areas of staffing is selection. It is here that an

organization frequently opens itself to charges of discrimination. In fact, the

majority of the court cases examined in Chapter 3 center on charges of discrim-

ination in the selection process. Consequently, this area of staffing should be

subjected to rigorous evaluation of its effectiveness and its adherence to statutory

and regulatory requirements.

Checklist

A great many questions can be asked about selection, beginning with the

employment application and proceeding all the way through the organization’s
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ability to retain the employees it hires. The following are a few of the questions

that could be posed:

1. Does the application form conform to applicable legal and affirmative action stan-

dards?

2. Has the feasibility of using a weighted application blank been investigated?

3. Does the employment application contain an employment-at-will clause?

4. Are references systematically checked before an employment offer is extended?

5. Where appropriate, are background investigations conducted?

6. Where appropriate, are physical examinations of potential new hires required after

an employment offer is extended?

7. Have policies and procedures for conducting employment interviews been devel-

oped?

8. Have all managers and supervisors received training in interviewing?

9. Do all managers and supervisors understand the legal ramifications of employment

interviewing?

10. Do all managers and supervisors understand the types of questions that can, cannot,

or should not be asked in an employment interview?

11. Is an applicant evaluation form used in the interviewing process?

12. Are realistic job previews given during the employment interview?

13. Are job descriptions and specifications used during interviewing to assist in deter-

mining an applicant’s qualifications?

14. Are rejected candidates promptly notified of the organization’s decision not to extend

an employment offer?

15. Are candidates who are rejected for one job encouraged to apply for other organi-

zational jobs for which they may be qualified?

16. Are selection ratios calculated on a regular basis?

17. When necessary, is selection ratio information used to evaluate and revise selection

criteria?

18. Are all selection criteria realistic and job-related?

19. Are all selection criteria reviewed on a regular basis to ensure that they are non-

discriminatory?

20. Are appropriate selection tests used to evaluate candidates?

21. If tests are used, are the results utilized as one of several selection criteria and not

as the sole basis for selection?

22. Have all employment tests been validated in accordance with the requirements of

the Uniform Guidelines?

23. For all employment tests, have reasonable cut-off scores been established?

24. Is a four-fifths rule analysis performed on a regular basis to determine how protected

classes succeed in the selection process?

25. Are turnover statistics used to evaluate or revise selection criteria?
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Quantitative Measures

As in recruiting, the necessity of maintaining statistical records for EEO,

OFCCP, or other reporting purposes means that quantitative data may be already

available for analyzing and evaluating selection activities. Potential evaluative

data encompasses such items as:

1. Total Number of Employees Hired

2. Number of Employees Hired Classified by Protected Class Status

3. Number of Positions Filled Internally

4. Number of Positions Filled Externally

5. Number of Employment Offers Extended

6. Number of Employment Offers Accepted

7. Total Testing Costs

8. � Protected Group Selection Ratio
Protected Group Selection Rate

Best Achieving Group Selection Rate

9. � Selection Ratio
Number of Employees Hired

Number of Applicants

10. � 100 � Percentage of Positions Filled Internally
Number of Positions Filled Internally

Number of Positions Filled

11. � 100 � Percentage of Positions Filled Externally
Number of Positions Filled Externally

Number of Positions Filled

12. � Average Testing Cost per Applicant
Total Testing Costs

Number of Applicants Tested

13. � Average Testing Cost per Employee Hired
Total Testing Costs

Number of Tested Employees Hired

PERFORMANCE APPRAISAL

Possibly one of the most neglected areas of staffing evaluation is performance

appraisal. It is not unusual for organizations to develop and implement appraisal

systems and subsequently do little or no follow-up to determine if these systems

are working as planned or producing the anticipated results. Furthermore, few

organizations recognize performance appraisal as a type of employment test that

should be validated in terms of job content. Effective evaluation of this staffing

area is long overdue.
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Checklist

Valuable insight into performance appraisal effectiveness can be gained by

simply asking questions about the system and the instrument used. Some rele-

vant questions are as follows:

1. Are all employees and managerial personnel appraised at least annually?

2. Are all new employees appraised at the end of their probationary period?

3. Are performance appraisal results integrated with the human resource planning pro-

cess?

4. Are performance appraisal results used in the career planning and development pro-

cess?

5. Is performance appraisal information used to assist in evaluating the recruiting and

selecting processes?

6. Have formalized policies and procedures been developed for using performance ap-

praisal?

7. Have all appraisers received training in performance appraisal?

8. Has the performance appraisal instrument been validated in terms of actual job con-

tent?

9. Are different appraisal instruments used for different levels of jobs, such as operative

employees, professionals, and managers?

10. Does the performance appraisal instrument rely on objective standards and measures

rather than subjective factors such as worker traits or personality characteristics?

11. Do the system and the instrument produce reliable results?

12. Is a periodic audit of performance appraisal results performed to determine if eval-

uation inflation or deflation is occurring?

13. Is the performance appraisal instrument easy to understand and use?

14. Are promotion, transfer, demotion, termination, and layoff decisions based on per-

formance appraisal information?

15. Does the system contain an appeal procedure whereby an employee may challenge

an unfavorable review?

16. Does the system contain a review procedure wherein the next higher level of man-

agement is required to review the results of each employee’s appraisal?

17. Are managers and supervisors required to discuss appraisal results with employees?

18. Do managers and supervisors spend sufficient time discussing appraisal results with

employees?

19. Do employees have access to their performance records?

20. Are appraisals conducted in accordance with a predetermined schedule?
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Quantitative Measures

While performance appraisal may not be as amenable to statistical evaluation

as other staffing areas, there are some indicators that can shed light on how well

the system is working. Among these are:

1. Correlation of Performance Appraisal Results with Actual Job Performance Measures

2. Average Performance Ratings by Job, Work Unit, and Department

3. � 100 �
Percentage of Required Appraisals ActuallyNumber of Appraisals Performed

Number of Appraisals Scheduled Completed

4. � 100 �
Percentage of Employees RatedNumber of Employees Rated at Below Standard

Number of Employees Appraised Below Standard

5. � 100 �
Percentage of Employees Rated in HighestNumber of Employees Rated as Excellent

Number of Employees Appraised Performance Category

6. � 100 � Percentage of Appraisals Appealed
Number of Appraisals Appealed

Number of Appraisals Completed

CAREER PLANNING AND DEVELOPMENT

Assessing the effectiveness of career planning and development is sometimes

difficult. This is particularly true of the developmental portion of the process.

Since development is essentially self-development, results are not always ob-

vious in the short run. Years may elapse before it becomes apparent that de-

velopment is actually occurring. However, if an organization is going to invest

time and money in efforts to assist employees in their careers, this activity must

be carefully examined to determine whether it is producing the desired results.

Checklist

The following are representative questions that can be used to evaluate career

planning and development:

1. Have career paths or ladders of job progression been identified?

2. Where appropriate, have dual career ladders been developed?

3. Is career planning and development integrated with human resource planning as a

means of identifying personnel available in the organization for promotion or trans-

fer?

4. Are skills inventories maintained on all employees?

5. Are management inventories maintained on all managerial personnel?
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6. Are skills and management inventories used to assist employees and managers in

developing their careers within the organization?

7. Are career opportunities clearly communicated to all employees and managers?

8. Is a promotion-from-within policy used to foster career development with the or-

ganization?

9. Does the organization typically adhere to a promotion-from-within policy?

10. Does the organization offer formal career planning and development assistance to

employees?

11. Do managers and supervisors understand their roles in career planning and devel-

opment?

12. Are replacement tables used to assist in career planning and development?

13. Is job rotation used as a means of developing employees and managers?

14. Are employees and managers encouraged to participate in internal and external work-

shops, seminars, or other programs to enhance their career potential?

Quantitative Measures

Quantitatively, some indication of the effectiveness of career planning and

development can be ascertained through measures of employee retention and

upward mobility. These include:

1. Number of Positions Filled Internally

2. Number of Promotions Made

3. Number of Employees Promoted Classified by Protected Class Status

4. Number of Transfers Made for Developmental Purposes

5. Number of Employees Transferred for Developmental Purposes Classified by Pro-

tected Class Status

6. Number of Voluntary Terminations

7. Number of Voluntary Terminations as a Percentage of Total Terminations

8. Number of Employees with One or More Years’ Service as a Percentage of Total

Employees

9. Employee Turnover Rates by Job, Work Unit, Department, and Protected Class

10. Number of Employees and Managers Attending Workshops, Seminars, and Other

Developmental Programs

11. Number of Positions Filled Internally as a Percentage of Total Positions Filled

12. Number of Positions Filled Externally as a Percentage of Total Positions Filled
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HUMAN RESOURCE ADMINISTRATION

As discussed in the preceding chapter, human resource administration encom-

passes a broad range of activities. While the performance of each of these ac-

tivities is important, this evaluation section will focus only on staffing functions.

Checklist

Human resource administration is very susceptible to evaluation by checklist.

A performance audit of this area would involve asking the questions listed be-

low.

1. Does the organization have a formal employee orientation program?

2. Are orientation checklists used by the human resource department to provide new

employees with an overview of the organization?

3. Are orientation checklists used by the new employee’s immediate supervisor to en-

sure that the employee is familiarized with the job, the work unit, and other items

of importance?

4. Have supervisors received training in how to carry out their orientation role?

5. Does the human resource department have policies and procedures for orientation

follow-ups after new employees have been on the job for a stipulated period of time?

6. Have policies and procedures on promotions been developed?

7. Have policies and procedures on transfers been developed?

8. Have policies and procedures on demotions been developed?

9. Have policies and procedures on layoffs been developed?

10. Have policies and procedures on involuntary terminations been developed?

11. Have policies and procedures on promotions, transfers, demotions, layoffs, and ter-

minations been clearly communicated to all employees?

12. Are these policies on promotions, transfers, demotions, layoffs, and terminations

consistently followed?

13. Have the reasons for termination of employees been identified and stipulated?

14. Have the reasons for voluntary terminations been identified and analyzed?

15. Are exit interviews used to identify causes of resignations?

16. Are post-exit questionnaires used to identify causes of resignations?

17. Have appropriate corrective actions been taken on the basis of information gathered

from exit interviews and post-exit questionnaires?

18. Are outplacement services provided for employees?

19. Are outplacement services provided for managers and professionals?

20. Are outplacement services provided for executives?

21. Have policies, programs, and procedures on retirement been developed?

22. Have policies, procedures, and programs for early retirement been developed?
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23. Are retirement planning programs and services provided for employees and man-

agers?

24. Are organizational climate surveys conducted on a regular basis?

25. Is the information from organizational climate surveys used to take appropriate cor-

rective actions?

26. Are employees, supervisors, and managers informed of the results obtained from

organizational climate surveys?

27. Are employee turnover data maintained on job, work unit, departmental, functional,

and organizational bases?

28. Is employee turnover analyzed on a regular basis?

29. Is appropriate corrective action taken on the basis of analysis of employee turnover

data?

30. Are employee absenteeism data maintained on job, work unit, departmental, func-

tional, and organizational bases?

31. Is employee absenteeism analyzed on a regular basis?

32. Is appropriate corrective action taken on the basis of analysis of employee absen-

teeism data?

33. Are all personnel records maintained in accordance with a prescribed records reten-

tion schedule?

Quantitative Measures

Because of the all-inclusive nature of human resource administration, many

measures can be used to evaluate the performance of this activity. In fact, most

of the quantitative measures suggested for the evaluation of other staffing pro-

cesses can be used to evaluate the effectiveness of the administrative function.

Thus, rather than repeat previously enumerated measures, this section will pre-

sent only a few critical indicators relative to employee turnover and retention.

1. � 100 � Turnover Percentage
Number of Terminations from All Causes

Average Number of Employees

2.
Number of Terminations from All Causes � Number of Voluntary Terminations

Average Number of Employees

� 100 � Unavoidable Turnover Percentage

3. � 100 � Avoidable Turnover Percentage
Number of Voluntary Terminations

Average Number of Employees

4. � 100 �
New Hire RetentionNumber of Employees with One or More Years’ Service

Total Number of Employees Percentage

5. � 100 � Percentage of New Hires Lost
Number of Employees Leaving within First Year

Number of Employees Hired in One Year
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6. � 100 �
Average Annualized Employee AbsenteeismAverage Number of Employees Absent

Average Number of Employees Percentage

SUMMARY

Staffing is critical to the success of contemporary organizations. It promises

to become even more so as global competition heightens and American enter-

prises endeavor to remain leaders in effectiveness, efficiency, and productivity.

Having the right people in the right places at the right time—the basic objective

of staffing—is imperative in today’s rapidly increasing competitive struggle.

For staffing to be totally effective, it must be viewed as a

system that is fully integrated within itself and also fully integrated within the

entire human resource management system of an organization. Each staffing

activity must be performed as effectively as possible; each staffing activity must

be continuously evaluated to eliminate deficiencies and enhance strengths. This

is the challenge of today as well as tomorrow. It is a challenge that can and

will be met as the importance of staffing as a component of organizational

viability becomes more fully recognized.
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