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PREFACE

I can’t imagine a career better than industrial/organizational psychology; it has some-
thing for everyone. You can be a scientist, a detective, a lawyer, an adviser, a statisti-
cian, an inventor, a writer, a teacher, a mentor, a trainer, a high-stakes gambler, a
motivator, a humanitarian, and an engineer—all at the same time. In no other field
can you experience such challenging opportunities, earn an excellent salary, and
derive the satisfaction of bettering the lives of others.

I wrote this book because there was a strong need for a text that would appeal
directly to undergraduates without sacrificing scholarship. Our field is so exciting,
yet the existing texts do not reflect that excitement. This book contains many
real-world examples that illustrate important points; employment profiles that
demonstrate the wide variety of I/O career paths; humor to make your reading more
enjoyable; and charts and tables that integrate and simplify such complicated issues as
employment law, job satisfaction, work motivation, and leadership.

In writing this book, I tried to strike a balance between research, theory, and ap-
plication. In addition to the fundamental theories and research in I/O psychology, you
will find such practical applications as how to write a résumé, survive an employment
interview, write a job description, create a performance appraisal instrument, and
motivate employees.

Student Friendly!

To make your reading easier, humor, stories, and real-world examples are used. The
text is written at a level designed to help you understand the material rather than at a
level designed to show off the author’s vocabulary. The feedback I have received indi-
cates that students actually enjoy reading this text!

To help you learn, innovative charts such as those found in Chapters 3, 8, 9, 10,
and 13 integrate the main points of the chapter. At the beginning of each chapter, a
list of learning objectives helps organize your thinking for what you are about to read.
On each page, key terms are defined in the margins. At the end of each chapter, a
chapter summary reminds you of the important points you learned, and critical think-
ing questions test the depth of your new knowledge.

To help you apply the material to whatever career you choose, each chapter
contains an employment profile and some advice from a professional, a Career
Workshop Box that provides tips on how to use the chapter information to help
your career, a case study of an actual situation experienced by a real organization,
and a Focus on Ethics Box that presents an ethical dilemma related to the chapter
material.

Two Books in One!

At the request of your instructor, a workbook (ISBN 978-1-305-50076-1) or a statis-
tics primer (ISBN 978-1-305-50078-5) will accompany each new textbook at no addi-
tional cost. Each chapter comes with exercises to help you apply what you have
learned. Thus, not only will you read about I/O psychology, you will get the
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opportunity to experience it as well. You will take psychological tests, conduct the
critical incident technique, solve case studies, analyze situations, write a résumé,
prepare for an interview, and create a structured interview.

Accompanying This Text

Online Instructor's Manual

The instructor’s manual contains a variety of resources to aid instructors in preparing
and presenting text material in a manner that meets their personal preferences and
course needs. It presents chapter-by-chapter suggestions and resources to enhance
and facilitate learning.

Online PowerPoint® Slides

These vibrant Microsoft PowerPoint® lecture slides for each chapter assist you with
your lecture by providing concept coverage using content directly from the textbook.

Cengage Learning Testing, powered by Cognero

Cognero is a flexible online system that allows you to author, edit, and manage test
bank content as well as create multiple test versions in an instant. You can deliver
tests from your school’s learning management system, your classroom, or wherever
you want!

New to This Edition

More examples of diversity efforts spread throughout the text
Updates on changes in employment law

Updated discussion on employee recruitment

Enhanced discussion of the “dark side” of personality
Increased discussion of personality spread throughout the text
Updated use of technology examples

Updated references and examples in every chapter
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couldn’t wait to get to work and were so well suited and trained that their

performances were outstanding? Well, this is the ultimate goal of
industrial psychology. Unfortunately, not every employee will enjoy his or her job,
and not every employee will do well on a job. In this book, you will learn the
techniques developed by industrial/organizational (I/O) psychologists that show the
way toward the goal of a happy and productive workforce.

Before we can talk about these techniques, several areas must be discussed so that
you will have the basics to help you better understand the rest of the book. This chapter
has two distinct sections. The first section provides a brief overview of the field of 1/O
psychology, and the second section discusses the research methods that will be
mentioned throughout the text.

W ouldn’t it be wonderful if all employees loved their jobs so much that they

The Field of 1/0 Psychology

Differences Between 1/0 and Business Programs
Perhaps the best place to begin a textbook on I/O psychology is to look at the

Industrial-organizational field itself. Industrial/organizational psychology is a branch of psychology
psychology A branch of that applies the principles of psychology to the workplace. The purpose of 1/O
psychology that applies the psychology is “to enhance the dignity and performance of human beings, and the
principles of psychology to the organizations they work in, by advancing the science and knowledge of human
workplace behavior” (Rucci, 2008).

For example, principles of learning are used to develop training programs and
incentive plans, principles of social psychology are used to form work groups and
understand employee conflict, and principles of motivation and emotion are used to
motivate and satisfy employees. The application of psychological principles is what
best distinguishes 1/O psychology from related fields typically taught in business
colleges. Although many of the topics covered in this text are similar to those found
in a human resource management (HRM) or organizational behavior text, the main
difference between I/O psychology and business fields is that I/O psychology exam-
ines factors that affect the people in an organization as opposed to the broader aspects
of running an organization such as marketing channels, transportation networks, and
cost accounting (Kimbrough, Durley, & Muifioz, 2005). As you can see from the
typical graduate courses listed in Table 1.1, business (MBA) programs examine such
areas as accounting, economics, and marketing, whereas I/O programs focus almost
exclusively on issues involving the people in an organization (Moberg & Moore,
2011).

I/O psychology relies extensively on research, quantitative methods, and test-
ing techniques. I/O psychologists are trained to use empirical data and statistics
rather than intuition to make decisions. I/O psychologists are not clinical psychol-
ogists who happen to be in industry, and they do not conduct therapy for workers.
There are psychologists who work for organizations and help employees with
such problems as drug and alcohol abuse, but these are counselors rather than
I/O psychologists. A factor that helps differentiate 1/O psychology from other
branches of psychology is the reliance on the scientist-practitioner model. That
is, I/O psychologists act as scientists when they conduct research and as practi-
tioners when they work with actual organizations. In addition, I/O psychologists
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Table 1.1  Comparison of Commonly Required Courses in 1/0
Psychology and MBA Programs

Program Type

Course 1/0 (%) MBA (%)
Research methods 90 6
Quantitative methods 82 50
Employee selection 80 0
Organizational psychology/behavior 80 48
Psychometrics/test construction 62 0
Training & development 60 2
Performance appraisal 38 2
Finance 0 94
Marketing 0 90
Corporate strategies and policies 4 82
Accounting 0 78
Information systems 0 68
Economics 0 66
Operations management 0 56
Culture/global/international business 12 4
Ethics 20 36

Source: Moberg, J. L., & Moore, S. (2011). 1/0 psychology versus M.B.A. programs. Paper
presented at the 32nd annual Industrial/Organizational Psychology and Organizational
Behavior Graduate Student Conference, San Diego, CA.

act as scientist-practitioners when they apply research findings so that the work
they perform with organizations will be of high quality and enhance an organiza-
tion’s effectiveness.

One reason that I/O psychology continually increases in popularity is that, per-
haps more than in any other field, professionals in the field can have a positive impact
on the lives of other people. To support this last statement, let us look at a typical day
in the life of a typical person:

Work 8 hours
Commute to work 1 hour
Watch TV 3 hours
Sleep 8 hours
Prepare and eat meals 2 hours
Other 2 hours

With the possible exception of sleeping, people spend more time at their jobs than at
any other activity in life (and sometimes these two activities overlap!). Thus, it makes
sense that people who are happy with and productive at their jobs will lead more ful-
filling lives than people unhappy with their jobs. If a person is unhappy at work for
eight hours a day, the residual effects of this unhappiness will affect the quality of
that person’s family and leisure life as well.

From a societal perspective, I/O psychologists can also improve the quality of life
by increasing employee effectiveness, which reduces the cost of goods sold by

INTRODUCTION TO 1/O PSYCHOLOGY 3

Copyright 2016 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.



improving product quality. This in turn reduces repair and replacement costs by
improving organizational efficiency, which can result in decreases in inefficient activi-
ties such as waiting in line.

Thus, I/O psychology can improve the quality of life at levels equal to, and often
exceeding, those of fields such as counseling psychology and medicine. So, even
though I/O psychologists earn a good salary, the real benefits to the field involve the
positive impacts on the lives of others.

Major Fields of 1/0 Psychology

Though the goal of I/O psychology is to increase the productivity and well-being
of employees, there are two approaches as to how this can be accomplished.
The industrial approach (the “I” in I/O psychology) focuses on determining the
competencies needed to perform a job, staffing the organization with employees
who have those competencies, and increasing those competencies through
training. The organizational approach (the “O” in I/O psychology) creates an
organizational structure and culture that will motivate employees to perform
well, give them the necessary information to do their jobs, and provide working
conditions that are safe and result in an enjoyable and satisfying work/life
environment.

Personnel Psychology

Personnel psychology The I/O psychologists and HRM professionals involved in personnel psychology study

field of study that concentrates and practice in such areas as analyzing jobs, recruiting applicants, selecting employ-

on the selection and evaluation  ees, determining salary levels, training employees, and evaluating employee perfor-

of employees. mance. Professionals working in these areas choose existing tests or create new
ones that can be used to select and promote employees. These tests are then
constantly evaluated to ensure that they are both fair and valid.

Personnel psychologists also analyze jobs to obtain a complete picture of what
each employee does, often assigning monetary values to each position. After obtain-
ing complete job descriptions, professionals in personnel psychology construct
performance-appraisal instruments to evaluate employee performance.

Psychologists in this area also examine various methods that can be used to
train and develop employees. People within this subfield usually work in a training
department of an organization and are involved in such activities as identifying the
organization’s training needs, developing training programs, and evaluating train-
ing success.

Organizational Psychology

Organizational Psychologists involved in organizational psychology are concerned with the issues

psychology The field of study of leadership, job satisfaction, employee motivation, organizational communication,

that investigates the behavior of  conflict management, organizational change, and group processes within an organi-

employees within the context of  zation. Organizational psychologists often conduct surveys of employee attitudes to

an organization. get ideas about what employees believe are an organization’s strengths and weak-
nesses. Usually serving in the role of a consultant, an organizational psychologist
makes recommendations on ways problem areas can be improved. For example,
low job satisfaction might be improved by allowing employees to participate in mak-
ing certain company decisions, and poor communication might be improved by
implementing an employee suggestion system.
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Human factors A field of
study concentrating on the in-
teraction between humans and
machines.

Army Alpha An intelligence
test developed during World
War | and used by the army for
soldiers who can read.

Army Beta An intelligence
test developed during World
War | and used by the army for
soldiers who cannot read.

Professionals in organization development implement organization-wide pro-
grams designed to improve employee performance. Such programs might include
team building, restructuring, and employee empowerment.

Human Factors/Ergonomics

Psychologists in the area of human factors concentrate on workplace design, human-
machine interaction, ergonomics, and physical fatigue and stress. These psychologists
frequently work with engineers and other technical professionals to make the work-
place safer and more efficient. Sample activities in this subfield have included design-
ing the optimal way to draw a map, designing the most comfortable chair, and
investigating the optimal work schedule.

Brief History of 1/0 Psychology

Considering that the field of psychology itself has been around for only a relatively
short time (since 1879), it is not surprising that I/O psychology has a correspondingly
short history. Although various experts disagree about the precise beginning of I/O
psychology (Table 1.2), it is generally thought to have started either in 1903 when
Walter Dill Scott wrote The Theory of Advertising, in which psychology was first
applied to business; in 1910 when Hugo Miinsterberg wrote Psychology and Industrial
Efficiency, which was first published in English in 1913; or in 1911 when Scott wrote
the book Increasing Human Efficiency in Business (Koppes & Pickren, 2007). Regard-
less of the official starting date, I/O psychology was born in the early 1900s. In addi-
tion to Scott and Miinsterberg, pioneers in the field include James Cattell, Walter
Bingham, John Watson, Marion Bills, and Lillian Gilbreth (DiClemente & Hantula,
2000). Interestingly, the term “industrial psychology” was seldom used prior to
World War L. Instead, the common terms for the field were “economic psychology,”
“business psychology,” and “employment psychology” (Koppes & Pickren, 2007).

I/O psychology made its first big impact during World War I. Because of the
large number of soldiers who had to be assigned to various units within the armed
forces, I/O psychologists were employed to test recruits and then place them in
appropriate positions. The testing was accomplished mainly through the Army
Alpha and Army Beta tests of mental ability. The Alpha test was used for recruits
who could read and the Beta test for recruits who could not read. The more intelli-
gent recruits were assigned to officer training, and the less intelligent to the infantry.
Interestingly, John Watson, who is better known as a pioneer in behaviorism, served
as a major in the U.S. Army in World War I and developed perceptual and motor
tests for potential pilots (DiClemente & Hantula, 2000). I/O psychologists, along
with engineers such as Henry Gantt, were responsible for increasing the efficiency
with which cargo ships were built, repaired, and loaded (Van De Water, 1997).

Though certainly not an I/O psychologist, inventor Thomas A. Edison under-
stood the importance of selecting the right employees. In 1920, Edison created a
163-item knowledge test that he administered to over 900 applicants. The test and
passing score were so difficult that only 5% of the applicants passed! You will learn
more about Edison’s test in the Applied Case Study at the end of Chapter 6.

Two of the most interesting figures in the early years of I/O psychology were the
husband and wife team of Frank Gilbreth and Lillian Moller Gilbreth. The Gilbreths
were among the first, if not the first, scientists to improve productivity and reduce
fatigue by studying the motions used by workers. Frank began his career as a
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Table 1.2 Important Events in 1/0 Psychology

Year Event

1903 Walter Dill Scott publishes The Theory of Advertising

91N Walter Dill Scott publishes Increasing Human Efficiency in Business

1913 Hugo Miinsterberg publishes Psychology and Industrial Efficiency (German version published in 1910)
1917 Journal of Applied Psychology first published

1918 World War | provides 1/0 psychologists with first opportunity for large-scale employee testing and
selection

1921 First Ph.D. in 1/0 psychology awarded to Bruce Moore and Merrill Ream at Carnegie Tech

1932 First 1/0 text written by Morris Viteles

1933 Hawthorne studies published
1937 American Association for Applied Psychology established

1945 Society for Industrial and Business Psychology established as Division 14 of the American
Psychological Association (APA) with 130 members

1951 Marion Bills elected as the first woman president of Division 14

1960 Division 14 renamed as Society for Industrial Psychology, membership exceeds 700

1963 Equal Pay Act passed

1964 Civil Rights Act passed
First issue of The Industrial-Organizational Psychologist (TIP) published

1970 Division 14 membership exceeds 1,100
1971 B.F. Skinner publishes Beyond Freedom and Dignity
1980 Division 14 membership exceeds 1,800

1982 Division 14 renamed Society for Industrial and Organizational Psychology (SIOP)

1986 Society for Industrial and Organizational Psychology (SIOP) holds first annual national conference
separate from APA meeting

1989 Supreme Court sets conservative trend and becomes more “employer friendly”

1990 Americans with Disabilities Act passed
SIOP membership exceeds 2,832

1991 Civil Rights Act of 1991 passed to overcome 1989 conservative Supreme Court decisions

1995 SIOP membership exceeds 4,500

1997 SIOP celebrates golden anniversary at its annual conference in St. Louis

2000 SIOP membership exceeds 5,700

2005 Office of Federal Contract Compliance Programs (OFCCP) and Equal Employment Opportunity
Commission (EEOC) become more aggressive in fighting systemic discrimination
SIOP membership exceeds 5,900

2008 The journal Industrial and Organizational Psychology: Perspectives on Science and Practice begins
publication as an official journal of SIOP

2009 Lilly Ledbetter Fair Pay Act and Americans with Disabilities Act Amendment Act (ADAAA) passed

2010 SIOP membership exceeds 8,000; SIOP members narrowly vote to keep the name Society for Industrial
Organizational Psychology rather than change the name to the Sodiety for Organizational Psychology

2013 OFCCP issues new regulations affecting the hiring of military veterans and individuals with disabilities
2014 SIOP membership exceeds 8,300
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contractor and became famous for developing improvements in bricklaying that
reduced the number of motions needed to lay a brick from 18 to 4%. Lillian,
the much more educated of the two, received her Ph.D. from Brown University in
1915—a rare achievement for a woman at that time. As a couple, they had 12 children,
and the efficiency methods they used to raise their children while having busy careers
were the inspiration for the book and the movie Cheaper by the Dozen (the 1950 ver-
sion of the movie). After Frank’s death in 1924 at the age of 55, Lillian continued her
consulting with industry, as the Great Depression forced companies to find ways to
reduce costs and be more productive. In 1935, she became a professor of management
and engineering at Purdue University, the first woman to hold such a position.

During these early years, I/O psychology thrived outside of the United States.
Prominent psychologists who applied psychology to problems in industry outside the
United States included Jules Suter in Switzerland; Bernard Muscio in Australia; Fran-
ziska Baumgarten-Tramer, Walter Moede, William Stern, Otto Lipmann, and Emil
Kraepelin in Germany; Jean-Marie Lahy in France; Edward Webster in Canada; and
Cyril Burt, Charles Myers, and Sir Frederick Bartlett in Great Brittan (Vinchur &
Koppes, 2007; Warr, 2007).

In the 1930s, I/O psychology greatly expanded its scope. Until then, it had been
involved primarily in personnel issues such as the selection and placement of

Frank and Lillian
Gilbreth were two
pioneers in 1/0

psychology.

© Courtesy of Purdue University Libraries, Archives and Special Collections
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Hawthorne studies A series
of studies, conducted at the
Western Electric plant in
Hawthorne, lllinais, that have
come to represent any change in
behavior when people react to a
change in the environment.

Hawthorne effect When
employees change their behavior
due solely to the fact that they
are receiving attention or are
being observed.

employees. However, in the 1930s, when the findings from the famous Hawthorne
studies were published, psychologists became more involved in the quality of the
work environment, as well as the attitudes of employees. The Hawthorne studies, con-
ducted at the Hawthorne plant of the Western Electric Company in the Chicago area,
demonstrated that employee behavior was complex and that the interpersonal interac-
tions between managers and employees played a tremendous role in employee behav-
ior. The Hawthorne studies were initially designed to investigate such issues as the
effects of lighting levels, work schedules, wages, temperature, and rest breaks on
employee performance.

Much to the surprise of the researchers, the actual work conditions did not affect
productivity in the predicted manner. That is, there were times when productivity
improved after work conditions were made worse, and times when productivity
decreased after work conditions were made better. After interviewing employees and
studying the matter further, the researchers realized that employees changed their
behavior and became more productive because they were being studied and received
attention from their managers, a condition that is now commonly referred to as the
Hawthorne effect. Perhaps the major contribution of the Hawthorne studies was
that it inspired psychologists to increase their focus on human relations in the work-
place and to explore the effects of employee attitudes (Olson, Verley, Santos, & Salas,
2004).

The 1960s were characterized by the passage of several major pieces of civil rights
legislation, which are discussed in Chapter 3. These laws focused the attention of HR
professionals on developing fair selection techniques. As a result, the need for I/O
psychologists greatly increased. The 1960s were also characterized by the use of sen-
sitivity training and T-groups (laboratory training groups) for managers (Carson,
Lanier, Carson, & Guidry, 2000).

The 1970s brought great strides in the understanding of many organizational psy-
chology issues that involved employee satisfaction and motivation. The decade
also saw the development of many theories about employee behavior in organizations.
B. F. Skinner’s (1971) Beyond Freedom and Dignity resulted in the increased use of
behavior-modification techniques in organizations.

The 1980s and 1990s brought four major changes to I/O psychology. The first
involved an increased use of fairly sophisticated statistical techniques and methods of
analysis. This change is evident if one compares journal articles written in the 1960s
with those written since 1980. More recent articles use such complex statistical tech-
niques as path analysis, structural equation modeling, meta-analysis, multivariate anal-
ysis of variance (MANOVA), and causal modeling. Prior to the 1970s, simpler
statistical techniques such as t-tests and analysis of variance (ANOVA) were used
(unless you are wearing a pocket protector or have taken a statistics course, these
methods probably are not familiar to you). This reliance on statistics explains why
students enrolled in an I/O psychology doctoral program take at least five statistics
courses as part of their education.

A second change concerned a new interest in the application of cognitive psy-
chology to industry. For example, articles written about performance appraisal in the
1970s primarily described and tested new methods for evaluating employee perfor-
mance. In the 1980s and early 1990s, however, many articles approached the perfor-
mance appraisal issue by examining the thought process used by managers when they
conduct such appraisals.

The third change was the increased interest in the effects of work on
family life and leisure activities (McCarthy, 1998). Though stress had long been of
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interest to psychologists, it was during the last two decades of the twentieth
century that employee stress—especially stress resulting in workplace violence—
received attention.

The final major change in the 1980s and 1990s came about when I/O psycholo-
gists took a renewed interest in developing methods to select employees. In the 1960s
and 1970s, the courts were still interpreting the major civil rights acts of the early
1960s, with the result that I/O psychologists took a cautious approach in selecting
employees. By the mid-1980s, however, the courts became less strict, and a wider vari-
ety of selection instruments was developed and used. Examples of these instruments
include cognitive ability tests, personality tests, biodata, and structured interviews.
Other changes during the 1980s and 1990s that had significant effects on I/O psychol-
ogy included massive organizational downsizing, greater concern for diversity and
gender issues, an aging workforce, increased concern about the effects of stress, and
the increased emphasis on such organizational development interventions as total
quality management (TQM), reengineering, and employee empowerment.

In the 2000s, perhaps the greatest influence on I/O psychology is the rapid
advances in technology. Many tests and surveys are now administered on the Internet,
employers recruit and screen applicants online; job seekers use such social media out-
lets as Twitter, LinkedIn, and Facebook to find jobs; employees are being trained
using e-learning and distance education; and managers are holding meetings in cyber-
space rather than in person.

Another important factor impacting I/O psychology is the changing demographic
makeup of the workforce. Women are increasingly entering the workforce and taking
on managerial roles; Hispanics and Latinos are now the largest minority group in the
United States; Asian Americans are the fastest-growing segment of the U.S. popula-
tion; and an increasing number of workers, vendors, and customers have English as
their second language. Thus, diversity issues will continue to be an important factor
in the workplace.

The global economy is also affecting the role of I/O psychology. As many
manufacturing jobs are shifted to developing countries with lower wages, there will
be an increased emphasis on service jobs requiring human relations skills. As an
increasing number of employees work in other countries (as expatriates) and as rates
of immigration (both legal and illegal) increase, efforts must keep pace to understand
various cultures, and training must be conducted so that employees and managers can
successfully work not only in other countries, but at home with expatriates from other
countries.

Other factors that are currently impacting I/O psychology include high unem-
ployment rates, movements toward flexible work schedules, family-friendly work
policies, accommodation of an increasing number of employees with child-care and
elder-care responsibilities, flatter organizational structures with fewer management
levels, population shifts from urban to suburban locations, and increasing costs of
health-care benefits. In addition, potential changes in the retirement age for Social
Security may result in employees working into their late sixties.

Employment of 1/0 Psychologists

Throughout this text, you will find Employment Profiles, which look at specific jobs
done by people with degrees in I/O psychology. However, it is useful to examine some
of the broad areas in which I/O psychologists work as well. As shown in Table 1.3, I/O
psychologists typically work in one of four settings: colleges and universities, consulting
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Table 1.3  Employment Settings of 1/0 Psychologists
Highest Degree Obtained

Employment Setting M.A. Ph.D.
Education 0.8 40.0
Private sector 440 233
Public sector 10.5 8.2
Consulting 373 25.0
Other 74 35

Source: Medsker, G. J., Katkowski, D. A., & Furr, D. (2005). 2003 income and
employment survey results for the Society for Industrial and Organizational
Psychology. The Industrial-Organizational Psychologist, 43(1), 36-50.

firms, the private sector, and the public sector. As one would expect, I/O psychologists
who work at colleges and universities typically teach and conduct research, although
some work as administrators (e.g., deans, provosts, vice presidents).

I/O psychologists who work in consulting firms help a wide variety of organiza-
tions become more productive by helping them select a high quality and diverse
workforce, designing systems that will motivate employees while treating them fairly,
training employees, and ensuring that organizations treat applicants and employees in
a legal and ethical manner. Consulting firms range in size from one-person organiza-
tions to large consulting firms employing hundreds of consultants. Some consulting
firms specialize in one area of I/O psychology (e.g., employee selection, diversity, atti-
tude surveys), whereas others offer a range of services.

I/O psychologists who work in the private and public sectors perform similar
duties as consultants, but they do so in very different environments. I/O psychologists
who work in the private sector work for a single company such as IBM, Microsoft,
and FedEx, whereas consultants work with many companies. I/O psychologists in the
public sector work for a local, state, or federal government agency. Though the private
sector historically paid more than the public sector, many employees believe the
higher job stability of the public sector offsets the potential for lower pay. Though
master’s- and doctoral-level graduates can be found in all employment areas, Ph.D.s
are much more likely to be employed in an academic setting; master’s-level graduates
are more often employed as HR generalists, data analysts, trainers, and compensation
analysts.

As you can see by the job titles listed in Table 1.4, there are many careers in 1/0
psychology, ranging from entry-level jobs to presidents and CEOs of large companies.
Whether one wants to work in the public or private sector, work with data or work
with people, spend the day talking, writing, or analyzing, there is some job or the
other in I/O psychology that fits everyone. Given such great opportunities, it is not
surprising that in 2014, the Bureau of Labor Statistics released data that job opportu-
nities for I/O psychologists are estimated to grow by 53% from 2012 to 2022, the fast-
est growth rate of any field!

As of 2012, the median salary was $80,750 for master’s-level positions and
$113,200 for doctoral-level positions (Khanna, Medsker, & Ginter, 2013); the top
10% of I/O psychologists with doctoral degrees earned more than $200,000! Current
information about I/O salaries can be found at the website of the Society for Indus-
trial and Organizational Psychology (SIOP) at www.siop.org.
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Graduate Record Exam
(GRE) A standardized admission
test required by most psychology
graduate schools.

Terminal master’s degree
programs Graduate programs
that offer a master’s degree but
not a Ph.D.

Table 1.4  Job Titles of I/0 Psychologists

Chairman and CEQ

City manager

Compensation analyst

Compensation manager

Consultant

Director of assessment and selection
Director of organizational effectiveness
Director of training and development
Director of workforce planning
EEO/Diversity specialist

Employee relations manager

HR director

HR generalist

HR representative

HR spedialist

Industrial-organizational psychologist
Manager of leadership and development
Personnel manager

President

Professor

Recruiter

Research analyst

Research scientist

Research psychologist

Senior partner

Staffing manager

Trainer

Training coordinator

Training manager

Vice president for human resources

HR supervisor Vice president for organizational development

Educational Requirements and Types of Programs

Although people with bachelor’s degrees can find employment in the HRM field, hav-
ing a master’s or doctoral degree certainly increases employment and career opportu-
nities. Obtaining a master’s degree in I/O psychology takes between one and two years
after the completion of a bachelor’s degree. Admission requirements vary greatly from
school to school, but an undergraduate grade point average (GPA) of at least 3.0 and a
score of 300 on the Graduate Record Exam (GRE)—the graduate school version of
the Scholastic Aptitude Test, or SAT, that you took after high school—are not
uncommon prerequisites (Nagy, Schrader, & Aamodt, 2005). Advice for getting into
graduate school can be found in the Career Workshop Box.

Types of Graduate Programs

Master’s degree programs come in two varieties: those that are part of a Ph.D. program and
those that terminate at the master’s degree. Schools with terminal master’s degree pro-
grams do not have Ph.D. programs, and a master’s degree is the highest that can be earned
at such schools. Schools with doctoral programs offer both master’s degrees and Ph.D.s.
Terminal programs are best suited for students wanting an applied HR position in an orga-
nization (although many students in terminal degree programs go on to earn their docto-
rates at other universities). These programs usually have less stringent entrance
requirements and provide more financial aid and individual attention to master’s students
than do Ph.D. programs. Doctoral programs, on the other hand, usually have more well-
known faculty members and better facilities and research funding. Doctoral programs are
best suited for students who eventually want to teach, do research, or consult.

Master’s Programs. Completion of most master’s programs requires about 40 hours of
graduate coursework (Nagy et al., 2005). Although 15 to 18 hours is considered a full
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undergraduate semester load, 9 to 12 hours is considered a full graduate load. In addi-
tion to coursework, many programs require a student to complete a thesis, which is
usually an original research work created and conducted by the student. The thesis is
completed in the second year of graduate school.

Most programs also allow the student to complete an internship or practicum
with a local organization. These internship requirements vary by program. Depending
on the university, students may work 10 hours per week at an organization during
their last semester of graduate school, or do their internships in the summer between
their first and second years, or take a semester off to work full time with an
organization.

Finally, most programs require a student to pass a comprehensive oral and/or
written examination before graduation. These exams usually are taken during the
final semester and cover material from all of the courses taken during the graduate
program. As you can see, completing a master’s degree program in I/O psychology is
tough, but it can lead to excellent employment and professional benefits. Common
entrance requirements are a 3.5 GPA and a GRE combined score of over 300.

Internship A situation in
which a student works for an
organization, either for pay or as
a volunteer, to receive practical
work experience.

Practicum A paid or unpaid
position with an organization
that gives a student practical
work experience.

Doctoral Programs. Obtaining a Ph.D. is more difficult than obtaining a master’s, with
the typical doctoral program taking five years to complete (Rentsch, Lowenberg,
Barnes-Farrell, & Menard, 1997). The first two years of a doctoral program involve
taking a wide variety of courses in psychology. In most programs, the student does

Getting into Graduate School

A Ithough different graduate programs often emphasize

determine your future and is probably the most important
different entrance requirements, most place put some test that you will ever take. Treat it as such and prepare.

weight on GRE scores, GPA, letters of recommendation,
and previous research or professional experience. With this in
mind, following the advice below should increase your

chances of being selected for a graduate program.

= Take at least one psychology course in each of the areas of
statistics, experimental methods, abnormal psychology,
personality, social psychology, physiological psychology,
learning, and cognitive psychology; each area is covered in
the GRE's psychology portion. Although courses in sex and
group dynamics are interesting and will help you in the
future, they will not help you to score well on the GRE.

= Take extra mathematics and English courses. The GRE consists
of four sections: quantitative, verbal, writing, and psychology.
The quantitative portion requires knowledge of algebra,
geometry, and some trigonometry. Thus, often the only way ™= Make sure that you have at least three people who can
to do well on this section is to take extra courses in these write positive letters of recommendation for you. Getting
subjects. Taking English courses in reading comprehension, an A in a professor’s class is not enough to expect a good
writing, and vocabulary will help your score on the verbal letter that will carry weight with an admissions committee.
and writing sections. It is important to understand that the Let the professors get to know you as both student and
GRE is a test of knowledge, not intelligence. Thus, with extra person. Talk with different professors and become
coursework, you can improve your scores. Remember, it will involved with their research; this not only will allow you
have been a long time since you took these courses in high to have research of your own to show prospective graduate
school. programs, but will result in better and more complete

= Study for your GRE and get a good night's sleep before letters of recommendation.

you take the test. You may not be able to learn much new = Get involved! Conduct independent research projects, join

material by studying, but you can at least refresh your
memory about material that you have already learned but
may have forgotten. Remember that the GRE will help

professional clubs, get a summer job or an internship
related to your field—anything to demonstrate your
desire to be a professional.
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not concentrate on I/O courses until the third and fourth years. In addition to a the-

Dissertation A formal sis, a student working toward a Ph.D. must complete a dissertation. No formal defi-
research paper required of nition distinguishes a thesis from a dissertation, but the major differences are that the
most. doctoral students in dissertation is broader in scope, longer, and requires more original and independent
order o graduate. effort than the thesis (Riddle & Foster, 1997). Doctoral programs also involve a series

of comprehensive exams that are similar to, but more extensive than, the exams taken
in a master’s program. A complete list of I/O psychology graduate programs can be
found on the text webpage. (Information on programs is available from the SIOP at
www.siop.org.)

Research in 1/0 Psychology

Now that you have a good idea about the field of I/O psychology, it is time to learn
the essentials of one of the foundations of the upcoming chapters: research. This sec-
tion does not provide an in-depth discussion of research techniques and procedures,
but it gives you enough information so that you can understand the method that was
used when a study is mentioned in the text.

Why Conduct Research?

Though most of you will probably not go on to careers as researchers, understanding
research and statistics is important for several reasons.

Answering Questions and Making Decisions

As mentioned earlier in the chapter, one of the characteristics of I/O psychology is
its extensive use of research and statistics. Although there are many reasons for this
reliance on research, the most important is that research ultimately saves organiza-
tions money. To many of you, this last statement may seem a bit insensitive. Keep in
mind, however, that for most organizations, the most important thing is the bottom
line. If I/O psychologists are not able to save the company considerably more money
than it pays for their salary and expenses, they will be without a job.

These monetary savings can result from many factors, including increased
employee satisfaction, increased productivity, and fewer accidents. Perhaps an excel-
lent example of how research can save organizations money involves the employment
interview. For years, many organizations relied on the employment interview as the
main method for selecting employees (most still do). But researchers have shown
that the unstructured employment interview is not the best predictor of future behav-
ior on the job (Schmidt & Hunter, 1998). Thus, without research, an organization
might still be spending money on a method that actually lowers its profits rather
than raises them.

Research and Everyday Life

Research confronts us on an almost daily basis, both at home and on the job. As a
student, you will encounter research throughout this and other courses. As a pro-
fessional, you will receive advertisements and sales pitches containing references to
research supporting a particular product. At home, you read the results of political
polls in the newspaper and are bombarded with TV commercials trumpeting the
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fat-burning wonders of the AbMaster or claiming that “nine out of ten dentists”
recommend a product. Understanding research helps you to critically listen and
analyze results of these studies to make more intelligent decisions. After all, you
would hate to buy a fitness product based on the results of poorly conducted
research!

When I was an undergraduate at Pepperdine University in Malibu, California (yes,
the surf was always up), the students attempted to hold the first dance ever at the
university. Until this point, dancing was prohibited, and the students wanted the pro-
hibition removed. The dance proposal came under heavy attack by the church spon-
soring the university as well as by several administrators. An opponent of the dance
proposal wrote a letter to the school newspaper citing research “that in a study of
Catholic confessionals, nine out of ten fallen women had their downfall on the dance
floor.” When confronted with this devastating piece of research, we pulled out our
trusty experimental psychology books and, using our finely honed research skills,
challenged the validity of the study on such grounds as the poorly defined dependent
variable (what is a fallen woman?), the sample size (how many women fell?), and the
question of whether the study actually existed (there is no way the Catholic Church
would allow a study of confessionals). After our impressive critique, the administra-
tion gave in, and we were allowed to hold our dance off campus but advertise it on
campus. If you consider allowing 200 students with no rhythm to dance as a victory,
then our superior knowledge of research made us victors.

A crazy story? Sure. But the fact that intelligent people actually used such research
to support their point underscores the importance of understanding research.

Common Sense Is Often Wrong

Often, there is a temptation not to conduct research because the answer to a question
is “common sense.” Unfortunately, common sense is not so common and is often
wrong. Until the end of the fifteenth century, it was common sense that the world
was flat and that a person sailing toward the horizon would fall off the Earth. Until
late in twentieth century, common sense said that women employees could not per-
form as well as men. In other words, many of our commonsense policies have been,
and continue to be, wrong.

As a good example, imagine taking a multiple-choice test. After finishing the test,
you go back and read question 32 but can’t decide if you should stick with your origi-
nal response of “b” or change it to “c.” What would you do? Most students respond
with what they have always been told: Stick with your first answer. If you stuck with
this piece of common advice, you probably would miss the question. Thirty-three
studies investigating this question concluded that contrary to common sense, the
majority of the time, an answer will be changed from wrong to right (Kruger, Wirtz,
& Miller, 2005). Another victory for research over common sense!

Considerations in Conducting Research

Ideas, Hypotheses, and Theories

The first step in conducting research is to decide what to research. Though the major-
ity of 1/O psychology research is conducted to test the accuracy of theories, many
research ideas stem from a person starting a sentence with “I wonder....” For example,
a manager might say, “I wonder why some of my employees can’t get to work on
time”; an employee might say, “I wonder if I could assemble more parts if my chair
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Figure 1.1
Hypothesis Example 1

Hypothesis An educated
prediction about the answer to
a research question.

Theory A systematic set of
assumptions regarding the cause
and nature of behavior.

Figure 1.2
Hypothesis Example 2

Noise causes a
distraction, making it
difficult to concentrate.

Does all this noise
affect my employees’
performance?

High levels of noise

will increase the number
of errors made in
assembling electronic
components.

Idea or question Hypothesis or prediction Theory or explanation

What will happen Why it will happen

were higher”; or a supervisor might say, “I wonder which of my employees is the best
to promote.” All three seem to be ordinary questions, but each is just as valid and
important in research as those asked by a professor in a university. Thus, everyone is
a researcher at heart, and conducting some form of research to answer a question will
undoubtedly lead to a better answer than could be obtained by guesswork alone.

Once a question has been asked, the next step is to form a hypothesis—an
educated prediction about the answer to a question. This prediction is usually based
on a theory, previous research, or logic. For example, as shown in Figure 1.1, a researcher
is curious about the effect of noise on employee performance (the question) and believes
that high levels of noise will result in decreased performance (the hypothesis). The predic-
tion is based on the theory that distracting events reduce the ability to concentrate. To see
if the hypothesis is correct, the researcher would need to conduct a study.

If the results support the hypothesis, it becomes important to test the theory. In
psychology, there are often competing theories that predict the same outcome, but for
different reasons. Take the situation depicted in Figure 1.2 as an example. An I/O psy-
chologist wants to know which method of recruiting employees is best. She predicts
that employee referrals will result in longer employee tenure (employees staying with
the company) than will the other recruitment methods.

Though she is sure about her hypothesis, she is not sure about the reason, as
there are four possible theories or explanations for her hypothesis:

1. Applicants referred by a current employee will stay with the company longer
because they were given an accurate picture of the job and the company by
the person telling them about the job (realistic job preview theory).

What employee Employee referrals will 1. Realistic job preview
recruitment source result in employees who theory
is best? stay with the company 2. Differential recruitment-

Idea or question

longer than will the other
recruitment methods.

Hypothesis or prediction

source theory

3. Personality similarity
theory

4. Socialization theory

Theory or explanation

What will happen

Why it will happen
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2. The personalities of applicants using employee referrals are different than the
personalities of applicants using other methods to find jobs (differential
recruitment-source theory).

3. Friends have similar personalities; thus, if one person has the type of person-
ality that makes her want to stay with her current job, her friend should also
like the job in question (personality similarity theory).

4. Employees who know someone in a workplace are more quickly absorbed
into the informal system, receive coaching, and have their social needs met
(socialization theory).

Thus, even though a study might support a hypothesis, it is still important to
determine why the hypothesis is true. In this example, it would be necessary to con-
duct further studies to determine which of the four theories, if any, best explains the
results. This is important because our ability to understand and use the best theory
allows us to develop new methods to improve productivity in the workplace. In this
example, if the first theory were true, we would give every applicant a realistic job pre-
view. If the third theory were true, we would encourage current successful employees
to recruit their friends.

At times, forming a hypothesis can be difficult. In some cases, no previous
research has been conducted or theory proposed that would suggest a clear hypoth-
esis about the answer to a question. For example, a student of mine wanted to see if
personality was related to handwriting neatness. She couldn’t find any research on
handwriting neatness, much less on the relationship between personality and hand-
writing. There were also no theories or logical reason to predict what types of per-
sonalities would write a particular way. So, she conducted an exploratory study
without a hypothesis—a practice that is not uncommon but is generally frowned
on by scientists. If exploratory studies are used, follow-up studies should then be
conducted to confirm the results of the exploratory study.

In other cases, it is difficult to form a hypothesis because a prediction could go
either way. For example, another of my students was curious about whether a rec-
ommendation letter written by an important person (such as a senator) would be
more influential than one written by a professor (Hey, I thought professors were
important!). She had trouble forming a hypothesis because there were as many rea-
sons that a reference by an important person would be more influential as there
were reasons that such a reference would be less influential.

At times, a hypothesis may not be supported by a study even though the
logic and theory behind it is correct. Often, a poor research design is the culprit.
Other times, it is because the topic is more complicated than originally thought.
When studying a topic, psychologists wish for simple answers. Unfortunately,
most situations in life are not simple. For example, psychologists have been try-
ing for years to understand aggression and violence. They have postulated many
theories for why people are violent: genetics, brain abnormalities, learning, and
frustration, to name a few. Some studies support these reasons, but others
don’t. Why the lack of consistency? Because no one theory by itself is the
answer. Each of the theories is partially true in that each explains violence in
certain people under certain circumstances. Furthermore, violent behavior may
be the result of a combination of several factors, each of which by itself will
not result in violence.

Confused? I hope not. The purpose of the preceding discussion is to show you
the complexity of research. At times, many theories may explain a particular behavior.
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At other times, behavior can be predicted, but the reason for the behavior may not be
known. At still other times, we have questions but can’t predict what the answer will
be. This complexity of life is what makes research fun.

Literature Reviews

Once a research idea has been created, the next step is to search the literature for
similar research. This search is important because if the question you are interested
in answering has already been researched in 20 studies, it is probably not necessary
for you to conduct a new study. As a graduate student, it took me a while to realize
that most of my research ideas that were “so brilliant, no one else could have thought
of them” had already been conducted several times over. I guess the moral of this
story is, don’t forget about your university library, even after you have finished school.
I would venture to say that most of the questions you will have can be answered by a
quick trip to the library or a thorough Internet search; it is not necessary, or smart, to
constantly reinvent the wheel.

Even if your specific question has not been researched before, the probability is
high that similar research has been conducted. This research is useful even though it
does not directly answer your question, because it can provide some good ideas on
how to conduct your study.

Literature reviews can be conducted in many ways, the most common of which
are using such electronic databases as PsycINFO and Academic Search Complete,
browsing through journals, searching the reference sections of related articles, and
asking other researchers (Tubré, Bly, Edwards, Pritchard, & Simoneaux, 2001).

When reviewing the literature, you are likely to encounter four types of period-

Journals A written collection icals: journals, bridge publications, trade magazines (listed in Table 1.5), and maga-
of articles describing the meth-  zines. Journals consist of articles written by researchers directly reporting the results
ods and results of new research. of a study. Journals can be difficult to read (and boring) but are the best source of

Public Journal of
Personnel 1

/\'lmmgwm'l‘ll Applled

Psychology

VOLUME 50, NUMBER 4 - WINTER, 1997

Y ‘/‘pf H,}
APPLIED H.R.M. y ,:

RESEARCH

Popular reading in 1/0
psychology.
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Table 1.5 List of 1/0 Psychology Periodicals

Journals
Academy of Management Journal
Academy of Management Review
Administrative Science Quarterly
Applied Ergonomics
Applied H.R.M. Research
Applied Psychological Measurement
Applied Psychology: An International Review

Journal of Management

Journal of Occupational and Organizational Psychology
Journal of Organizational Behavior

Journal of Vocational Behavior

Organizational Behavior and Human Decision Processes
Personnel Psychology

Personnel Review

Public Personnel Management

Ergonomics Bridge Publications

Human Factors Academy of Management Executive
Human Performance Harvard Business Review

Industrial and Organizational Psychology:
Perspectives on Science and Practice

Organizational Dynamics

The Psychologist Manager Journal
International Journal of Selection and Assessment Trade Magazines

International Journal of Training and Development — Diversity Executive
Journal of Applied Psychology HR Magazine
Journal of Applied Social Psychology Personnel
Journal of Business and Psychology Training

Journal of Consulting Psychology: Practice & Research  T+D Magazine (Training plus Development Magazine)

unbiased and accurate information about a topic. The leading journals in I/O psychol-
ogy are the Journal of Applied Psychology, Personnel Psychology, Academy of Manage-
ment Journal, Academy of Management Review, and Organizational Behavior and
Human Decision Processes (Zickar & Highhouse, 2001). Fortunately, many journals
are available online, making them much easier to obtain.

Bridge publications are designed to “bridge the gap” between academia and the
applied world. Articles in these publications are usually written by professors about a
topic of interest to practitioners, but they are not as formal or statistically complex as
articles in journals. Examples of bridge publications relevant to I/O psychology are
Academy of Management Executive, Harvard Business Review, and Organizational
Dynamics.

Trade magazines contain articles usually written by professional writers who
have developed expertise in a given field. The main audience for trade magazines is
practitioners in the field. Trade magazines present the research on a topic in an
easy-to-understand format; however, the articles in these publications do not cover
all the research on a topic and can be somewhat biased. HR Magazine and Training
are examples of I/O-related trade magazines.

You are already familiar with magazines such as People, Time, and Cat Fancy.
These periodicals are designed to entertain as well as inform. Magazines are good
sources of ideas but terrible sources to use in support of a scientific hypothesis. Mag-
azine articles are often written by professional writers who do not have training in the
topic and thus little expertise in what they are writing about. As a result, the “scien-
tific” information in magazines is often wrong.

Trade magazines A collec-
tion of articles for those “in the
biz," about related professional
topics, seldom directly reporting
the methods and results of new
research.

Magazines An unscientific
collection of articles about a
wide range of topics.
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External validity The extent
to which research results can be
expected to hold true outside
the specific setting in which they
were obtained.

Generalizability Like exter-
nal validity, the extent to which
research results hold true outside
the specific setting in which they
were obtained.

An increasingly popular source of information is the Internet. As most of you
have already discovered, the Internet contains a wealth of information on just about
every topic. As useful as the Internet is, a word of caution is in order. There is no
review of information placed on the Internet to ensure that it is accurate. For exam-
ple, I was once involved with a project in which we were trying to profile the people
who were setting off church fires. Because our first step was to get a list of church
fires, we searched the Internet and found three webpages on church burnings. One
was from USA Today and had a rather complete listing of church burnings, one was
from a left-wing group, and the other was from a right-wing group. As you can imag-
ine, the left- and right-wing pages listed only churches that confirmed their hypothe-
ses about why the churches were burned. Had we used only one of these webpages,
we would have made an inaccurate profile.

A problem with relying on secondary sources such as the Internet is that one
cannot be sure if the information in a secondary source accurately reflects the
information in the primary source. In the field of psychology, two excellent exam-
ples of this lack of accuracy are the use of the “little Albert” story to demonstrate
the role of classical conditioning in learning phobias and the use of the Kitty
Genovese story to demonstrate the lack of bystander intervention. In reviews of
the accuracy of textbook information, Harris (1979) found many errors in the sec-
ondary accounts of little Albert as did Manning, Levine, and Collins (2007) with
what really happened to Kitty Genovese. For example, whereas Harris (1979)
found that two texts indicated little Albert was conditioned to fear a rabbit rather
than a rat, many texts incorrectly included such postconditioning stimuli as a teddy
bear, a white furry glove, a fur pelt, a cat, and Albert’s aunt and three texts
described how Watson removed little Albert’s fear of the rat, although no such
reconditioning was actually done.

Manning and her colleagues (2007) compared the myth of the attack on Genovese
to what actually happened and found numerous discrepancies between the story and
reality. For example, most textbooks as well as an early newspaper article mention the
38 witnesses who saw the attack yet did nothing to help. Not only is there no evidence
that there were 38 eyewitnesses, but there is evidence that at least two of the witnesses
took action and called the police.

The Location of the Study

Once a research idea has been created and a hypothesis formed, you must decide
whether to conduct the study in the laboratory or in the field.

Laboratory Research. Often when one hears the word research, the first thing that comes
to mind is an experimenter in a white coat running subjects in a basement laboratory.
Few experimenters actually wear white coats, but 32% of I/O psychology research is
conducted in a laboratory (Roch, 2008). Usually, this is done at a university, but
research is also conducted in such organizations as AT&T, the U.S. Office of Person-
nel Management, and Microsoft.

One disadvantage of laboratory research is external validity, or generalizability,
of results to organizations in the “real world.” An example of this issue involves
research about employee selection methods. It is not uncommon in such research
for subjects to view a résumé or a video of an interview and make a judgment about
a hypothetical applicant. The problem: Is the situation similar enough to actual
employment decisions made in the real world, or is the laboratory environment so
controlled and hypothetical that the results will not generalize? Although the answers
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to these questions have not been resolved, research is often conducted in laboratories
because researchers can control many variables that are not of interest in the study.

Field Research. Another location for research is away from the laboratory and out in the
“field,” which could be the assembly line of an automotive plant, the secretarial pool

Field research Research of a large insurance company, or the interviewing room at a personnel agency. Field
conducted in a natural setting as~ research has a problem opposite to that of laboratory research. What field research
opposed to a laboratory. obviously gains in external validity it loses in control of extraneous variables that are

not of interest to the researcher (internal validity).

Does the location of a study make a difference? It can. A meta-analysis by Reichard
and Avolio (2005) found that leadership training was more effective in laboratory stud-
ies than in field studies and Gordon and Arvey (2004) found that age bias was stronger
in laboratory settings than in field settings. However, in studies of teams, group cohe-
sion (Mullen & Copper, 1994) and group personality composition (Bell, 2007) were
related to performance more in field studies of real groups than in laboratory studies
of groups created for the experiment.

Field research also provides researchers with an ethical dilemma. Psychologists
require that subjects participate in studies of their own free will—a concept called

Informed consent The for- informed consent. In laboratory studies, informed consent is seldom an issue because
mal process by which subjects potential subjects are told the nature and purpose of a study, their right to decline partic-
give permission to be induded i jpation or withdraw from participation, the risks and benefits of participating, limits of
a study. confidentiality, and who they can contact with questions (Salkind, 2006). They are then

asked to sign an informed consent form indicating that they understand their rights as
subjects and have chosen to voluntarily participate. In field studies, however, obtaining
informed consent can not only be difficult but change the way people behave.

For example, suppose we think that making a supervisor’s office more pleasant
looking will increase the number of employees who visit the supervisor’s office. After
decorating five supervisors’ offices with plants and paintings and making five other
supervisors’ offices look messy and cold, we use a video camera to record the number
of office visitors. Would the results of our study be affected if we told our employees
that they were going to be part of a study? Probably so.

On the basis of our ethical guidelines, informed consent can be waived only when
the research involves minimal risk to the participants, the waiver will not adversely
affect the rights of the participants, and the research could not be carried out without
the waiver (Ilgen & Bell, 2001a).

When studies involve negative consequences for a subject, as would be the case if we
subjected employees to intense heat to study the effects of temperature, informed con-
sent can be waived only if the importance of the study outweighs the negative conse-

Institutional review quences. Universities have institutional review boards to monitor research to ensure
boards A committee desig- ethical treatment of research participants. These review boards pay close attention to
nated to ensure the ethical confidentiality. Because the data collected in research can be of a sensitive nature (e.g.,

treatment of research subjects. performance ratings, salaries, test scores), researchers ensure confidentiality by using

subject ID numbers rather than names and avoiding discussion of individual participants.
Interestingly, authors of studies conducted in organizations submitted their research
plans to institutional review boards only 44% of the time (Ilgen & Bell, 2001b).

The Research Method to Be Used

After deciding the location for the research, the researcher must determine which
type of research method to use. The choices include experiments, quasi-experiments,
archival research, observations, surveys, and meta-analyses.
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Cause-and-effect
relationships The result of
a well-controlled experiment
about which the researcher can
confidently state that the inde-
pendent variable caused the
change in the dependent
variable.

Experiment A type of
research study in which the
independent variable is
manipulated by the
experimenter.

Manipulation The alteration
of a variable by an experimenter
in expectation that the alteration
will result in a change in the
dependent variable.

Independent variable The
manipulated variable in an
experiment.

Dependent variable The
measure of behavior that is
expected to change as a result of
changes in the independent
variable.

Experimental group In an
experiment, the group of sub-
jects that receives the experi-
mental treatment of interest to
the experimenter.

Control group A group of
employees who do not receive a
particular type of training so that
their performance can be com-
pared with that of employees
who do receive training.

Experiments. As you might recall from your general psychology course, the experimen-
tal method is the most powerful of all research methods because it is the only one that
can determine cause-and-effect relationships. Thus, if it is important to know
whether one variable produces or causes another variable to change, then the experi-
ment is the only method that should be used.

Two characteristics define an experiment: (1) manipulation of one or more inde-
pendent variables and (2) random assignment of subjects to experimental and control
conditions. If either of these characteristics is missing, a research project cannot be
called an experiment; instead, it is called a quasi-experiment, a study, a survey, or an
investigation.

In an experiment, the researcher intentionally manipulates one or more aspects of
the question of interest, called the independent variable, and measures the changes
that occur as a result of that manipulation, called the dependent variable. For exam-
ple, as shown in Table 1.6, a researcher might randomly assign 100 employees to
receive customer service training and 100 employees to receive no training. Following
the training program, the researcher looks at the change in customer spending. In this
example, training is the independent variable (what was manipulated), and customer
spending is the dependent variable (what was expected to change as a result of the
independent variable). The employees who received the training are collectively called
the experimental group, and the employees who did not receive the training are col-
lectively called the control group.

Suppose we were interested in finding out whether wearing a suit to an inter-
view is better for men than wearing a coat and slacks. We could study this issue by
observing job applicants at a specific company and comparing the interview scores
of people with suits with those of people wearing coats and slacks. We might find
that the better-dressed applicants received higher scores, but we could not conclude
that wearing a suit caused the higher scores; something other than the suit may be
at work. Perhaps applicants who own suits are more socially skilled than other appli-
cants; it then might have been social skill and not dress style that led to the higher
interview scores.

If we want to determine that dress style affects interview scores, we have to
manipulate the variable of interest and hold all other variables as constant as possible.
How could we turn this into an experiment? Let us take 100 people and randomly
assign 50 of them to wear suits and assign the other 50 to wear sport coats and slacks.
Each subject then goes through an interview with an HR director. Afterward, we com-
pare the interview scores of our two groups. In this case, the independent variable is
the type of dress and the dependent variable is the interview score.

Even though this particular research design is not very sophisticated and has
some problems (see if you can spot them), the fact that we manipulated the appli-
cant’s dress style gives us greater confidence that dress style was the cause of higher
interview scores. Even though the results of experiments provide more confidence

Table 1.6  Example of an Experimental Design

Received Customer-Service ~ Average Customer Sales Per Employee

Training in September August  October  Change
Yes $3,200 $4,700 $1,500
No $3,100 $3,500 $ 400
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regarding cause-and-effect relationships, ethical and practical considerations do not
always make experimental designs possible.

Suppose we wish to study the effect of loud noise on worker performance. To
make this an experimental design, we could have 50 subjects work on an assembly
line while being subjected to very loud noise and 50 subjects work on an assembly
line with no noise. Two months later, we compare the productivity of the two groups.
But what is wrong with this study? In addition to having lower productivity, the high-
noise group now has poorer hearing—not a very ethical-sounding experiment (yes, the
pun was intended).

Quasi-Experiments. Even though researchers prefer to use experiments, it is not always

Quasi-experiments possible. Quasi-experiments are then used. As an example, let's go back to our
Research method in which the  noise study. Because we cannot manipulate the level of noise, we will instead test the
experimenter either does not noise level of 100 manufacturing plants and compare the average productivity of
manipulate the independent plants with lower noise levels with that of plants with higher noise levels. As you can

variable or in which subjects are
not randomly assigned to
conditions.

easily see, this is not as good a research design as the unethical experiment that we
created earlier. There are too many variables other than noise that could account for
any differences found in productivity; however, given the circumstances, it still pro-
vides us with more information than we had before the study.

Quasi-experiments are often used to evaluate the results of a new program imple-
mented by an organization. For example, an organization that had instituted a child-
care center wanted to see whether the center had any effect on employee absenteeism.
To find the answer, the organization compared absenteeism levels from the year
before the center was introduced with the absenteeism levels for the year following
the implementation; the organization found that both absenteeism and turnover had
decreased.

Although it is tempting to conclude that the child-care center was a success, such
a conclusion would not be prudent. Many other variables might have caused the
reduction. As shown in Table 1.7, the organization implemented several other pro-
gressive programs during the same period. Thus, the decrease in absenteeism and
turnover could have been the result of other programs or some combination of pro-
grams. Furthermore, the economy changed and jobs became more difficult to obtain.
Workers may have reduced their absentee rates out of fear of being fired, and turn-
over may have been reduced because employees realized that few jobs were available.
In addition, the weather improved in the second year, which meant workers were
rarely unable to get to work.

Taken by itself, we would certainly not want to bet the mortgage on the results
of our quasi-experiment. But if 10 other researchers conduct separate quasi-
experiments to study the same question and find similar results, we might feel con-
fident enough to make changes or reach conclusions based on the available
research evidence.

Archival Research. Another research method that is commonly used in I/O psychology is
Archival research Research archival research. Archival research involves using previously collected data or
that involves the use of previ- records to answer a research question. For example, if we want to know what distin-
ously collected data. guishes good workers from poor workers, we could look in the personnel files to see
whether the backgrounds of good workers have common characteristics not shared by
poor workers. Or, if we want to see if people on the night shift had more turnover
than people on the day shift, we could get information on shift and turnover from
the company records. Archival research has many desirable features, such as not
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Table 1.7  Why Nonexperimental Studies Are Difficult to Interpret: The Child-Care Center

Date Absenteeism % External Factor Internal Factor

1713 28

2/13 3.1

3/13 4.7 Unemployment rate at 4.1%

4/13 4.7

5113 48

6/13 6.7 Main highway closed

713 6.5

8/13 49 Highway reopens

913 45

10/13 44

113 8.7 Terrible snowstorm

12/13 53

114 53 child-care center started
2/14 5.2

314 5.1 Flextime program started
414 20 Local unemployment rate hits 9.3%

5/14 2.0

6/14 20

714 1.8 Wellness program started
8/14 1.8

914 20 New attendance policy
10/14 21

11/14 40 Mild weather

1214 42 Mild weather

Note: Absenteeism rate in 2013 before child-care center = 5.09%; rate in 2014 after child-care center = 3.01%.

being obtrusive or expensive, but it also has severe drawbacks (Shultz, Hoffman, &
Reiter-Palmon, 2005). Records in files are not always accurate and are not always kept
up-to-date. Furthermore, the type of data needed by a researcher may not be in the
archives because the data were never recorded in the first place.

As an undergraduate (this was before the big dance), I was involved with an
archival study designed to determine why some students in an executive Master of
Business Administration (MBA) program dropped out while others completed their
coursework. What was supposed to be an easy job of getting records from a few files
turned into a nightmare. The records of more than 300 students were scattered in
storage rooms in three locations in Southern California and were not filed in any
order. Furthermore, almost every student had at least one important item missing
from his or her file. Needless to say, these problems kept the results of the study
from being as accurate as desired. Now, however, the computerization of information
has greatly increased the potential for archival research.
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Surveys. Another method of conducting research is to ask people their opinion on
some topic. Surveys might ask employees about their attitudes toward the organiza-
tion, HR directors about their opinions regarding the best recruitment method, or
managers about the success of their child-care centers.

Surveys can be conducted via a variety of methods such as mail, personal inter-
views, phone, email, and the Internet. Additionally, such methods as the interview can
vary in the extent to which the questions are being asked by a live person, voice or
video recording, computer assisted interviewing, or self-administered paper question-
naire. When selecting a survey method, it is important to consider whether the
intended population can access the medium of the survey (e.g., access to email, access
to a computer, access to a phone with a landline), whether they will agree to complete
the survey (e.g., survey length), and the extent to which the person will provide honest
and accurate answers. For example, a survey focused on the effects of aging should
not use an Internet survey, as the Pew Internet and American Life Project telephone
survey found that 44% of Americans over 65 did not use the Internet compared to
fewer than 9% of other adults in 2013. Likewise, a survey of drug usage or criminal
behavior should not use face-to-face interviews, as people are more likely to admit to
having engaged in sensitive activities when the questions are not asked by a live
person (Touraneau & Yan, 2007).

The importance of the survey method used cannot be overstated. For exam-
ple, in 1998 the Roanoke Times and World News conducted a survey of the top
motion pictures in history. People who mailed in their votes chose Gone with the
Wind, The Sound of Music, The Wizard of Oz, It’s a Wonderful Life, and To Kill a
Mockingbird as their top five; people who responded by email chose Gone with the
Wind, Star Wars, Schindler’s List, The Wizard of Oz, and The Shawshank
Redemption.

Another example of differences in survey samples occurred in February 1998.
Nykesha Sales was one point short of setting the University of Connecticut career-
scoring record in women’s basketball when she ruptured an Achilles tendon, an
injury that ended her season. Her coach arranged a deal with their next opponent
(Villanova) to allow Sales to score an uncontested basket so that she could break the
record. In the days after the Villanova game, the media debated whether allowing
Sales to score was a class act designed to honor a great player or a strike at the integ-
rity of the game. In separate surveys, 60% of the respondents to ESPN’s website
thought the gesture was a class act compared with only 47% of the respondents to
USA Today's website (Patrick, 1998).

A multinational study by Church (2001) found some interesting results regarding
survey methods. Employees from the United States, Japan, and France preferred auto-
mated phone response technology, whereas employees in Germany, Italy, and the
United Kingdom preferred the traditional paper-and-pencil method. Employees com-
pleting the survey online were more likely to leave items blank than were employees
using a paper-and-pencil format.

Although a high response rate is essential for trust to be placed in survey
results, survey response rates have been on the decline (Anseel, Lievens, Schollaert, &
Choragwicka, 2010). Based on the meta-analysis results of Anseel et al. (2010), response
rates can be increased by:

m Notifying participants in advance that they will be receiving a survey
®m Providing monetary or non-monetary incentives; making the incentive con-
tingent on returning the survey does not greatly improve response rates
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B Personalizing the survey through such means as an original signature or
addressing the participant in a cover letter

B Ensuring that survey responses will be anonymous by using identification
numbers

m Having a university sponsor the survey

m Distributing the survey in person rather than through the mail

Contrary to popular belief, providing incentives and sending reminders do not
increase survey responses (Anseel et al., 2010)

Well-designed survey questions are easy to understand; use simple language, do
not ask about hypothetical situations, and keep the questions relatively short in
length. Care must be taken in choosing the words used in each question. An excellent
example of this comes from the polls conducted during the impeachment of former
president Bill Clinton. First, accurate poll results were hindered by the fact that nearly
one-third of adults didn’t understand the word impeachment (Morin, 1999). Second,
the wording of the different polls resulted in substantially different results. Consider
the following examples provided by Morin (1999):

Should Clinton resign if he is impeached or should he fight the charges in the
Senate?

Should Clinton resign if he is impeached or should he remain in office to
stand trial in the Senate?

For the first question, 59% said that Clinton should resign. For the second ques-
tion, only 43% said he should resign.

A final issue involving surveys is the extent to which responses to the survey
questions are accurate. This issue is especially important when asking about sensitive
or controversial issues. That is, if I ask whether you believe that men and women are
equally qualified to be managers, would you tell the truth if you thought men were
better qualified? Would people honestly respond to questions about their former
drug use, poor performance at work, or unethical behavior? Probably not! But they
do seem to be accurate when reporting such things as height and body weight
(Imrhan, Imrhan, & Hart, 1996). A good example of people not being truthful in sur-
veys occurred when researchers asked 1,000 adults if they regularly washed their
hands after using a public restroom; 94% said yes. However, when researchers
observed people in restrooms, less than 70% washed their hands (Mattox, 1997).

Inaccurately responding to survey questions is not always an intentional attempt
to be dishonest. Instead, inaccurate responses can be the result of a person not actu-
ally knowing the correct answer to a question. For example, an employee might
respond to a question about attendance by stating she has missed three days of work
in the past year when in fact she missed five. Was she lying, or just mistaken about
her attendance record?

An interesting investigation into the accuracy of survey responses was a meta-
analysis of studies comparing self-reported grade point averages and SAT scores with
the actual scores (Kuncel, Credé, & Thomas, 2005). The meta-analysis indicated that the
self-reported GPAs and SAT scores correlated highly with actual scores (.90 for college
GPA and .82 for SAT scores). Although the scores were highly correlated, there was a ten-
dency for the self-reported GPAs and SAT scores to be higher than the actual scores.

Meta-Analysis. Meta-analysis is a statistical method of reaching conclusions based
on previous research. Prior to meta-analysis, a researcher interested in reviewing
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Effect size Used in meta-
analysis, a statistic that indicates
the amount of change caused by
an experimental manipulation.

Mean effect size Used in
meta-analysis, a statistic that is
the average of the effect sizes for
all studies included in the
analysis.

Correlation coefficients A
statistic, resulting from per-
forming a correlation, that in-
dicates the magnitude and
direction of a relationship.

Difference score A type of
effect size used in meta-analysis
that is signified by the letter ¢
and indicates how many stan-
dard deviations separate the

mean score for the experimental
group from the control group.

Practical significance The
extent to which the results of a
study have actual impact on
human behavior.

the literature on a topic would read all of the available research and then make a
rather subjective conclusion based on the articles. With meta-analysis, the
researcher goes through each article, determines the effect size for each article,
and then finds a statistical average of effect sizes across all articles. A meta-
analysis results in one number, called the mean effect size, which indicates the
effectiveness of some variable.

Correlation coefficients (r) are used as the effect size when researchers are
interested in the relationship between two variables, and the majority of studies
use correlation as their statistical test. Examples include studies looking at the
relationship between personality and job performance, integrity test scores and
employee theft, and the relationship between job satisfaction and performance.

A difference score (d) is used as the effect size when researchers are looking at
the difference between two groups. Examples are studies looking at the effectiveness
of a training method, the effect of goal setting, and the effects of shift work. The d
score indicates the number of standard deviations in which the two groups differ.
For example, imagine that a study investigating the effect of a new training program
on employee sales performance found an effect size of d = .50 for the training inter-
vention. This would mean that employees who went through the training had sales
half a standard deviation higher than employees not receiving the training. Effect
sizes can be interpreted in two ways: by comparing them to norms or directly apply-
ing them to a particular situation. Although it is commonly written that effect sizes
(d) less than .40 are considered to be small; those between .40 and .80 are moderate,
and those higher than .80 are considered large (Cohen, 1988). It is important to
note that these numbers are “rules of thumb”; the actual practical significance of
an effect size depends on many factors and even a small effect size can result in
great monetary savings for an organization (in Chapter 6, we will discuss some for-
mulas that can be used to better understand the practical significance of an effect
size). The average effect size for an organizational intervention is .44 (Guzzo, Jette,
& Katzell, 1985).

When directly applying an effect size to a particular situation, you need to know
the standard deviation of the variable in question. This standard deviation is then
multiplied by the effect size from the meta-analysis to yield a meaningful score. Con-
fused? Perhaps an example would help.

Suppose employees at a John Deere manufacturing plant miss an average of
9.5 days of work per year with a standard deviation of 3.6 days. John Deere is con-
sidering a new incentive system to improve attendance that a meta-analysis indi-
cates has an effect size of .32 in reducing absenteeism. What can John Deere
expect to gain from this incentive system? By multiplying their absenteeism stan-
dard deviation (3.6 days) by the effect size from the meta-analysis (.32), John
Deere can expect the incentive system to reduce absenteeism by an average of
1.15 days per employee (3.6 x .32 = 1.15). If the attendance data for General
Motors were an average of 13.4 days per year missed with a standard deviation of
9.6, it could expect an annual reduction in absenteeism of 1.79 days per employee
(9.6 x .32 = 3.07). John Deere and General Motors would each have to decide if
the predicted reduction in savings, one day person for John Deere and three days
per person for General Motors, is worth the cost of the incentive system.

A complete discussion of meta-analysis is beyond the scope of this book and
probably beyond your interest as well. It is important, however, that you be able to
interpret the outcomes of meta-analyses because they are used in this text and are
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the current standard when reviewing previous research. Points to keep in mind as you
read the text:

B Because meta-analyses summarize all of the available studies on a topic, a
reference to a meta-analysis should carry more weight than a reference to
only one or two studies.

B When describing meta-analysis results, I will often include the effect size
at the end of a sentence. For example, I might write, “References are not
good predictors of performance, r = .18, p = .27.” The symbol r indicates
the actual correlation from the meta-analysis. The symbol p, known as
rho, is the correlation after it has been corrected for factors that can
reduce the size of a correlation. These factors are called artifacts, and you
can learn more about them in the meta-analysis chapter of the statistics
primer that was written to accompany this text (Aamodt, Cohen, &
Surrette, 2010). Rho is often referred to as the corrected correlation or the
true correlation.

To help you understand the various research designs you just learned about, com-
plete Exercise 1.1 in your workbook.

Subject Samples

Decisions also must be made regarding the size, composition, and method of selecting
the subjects who will serve as the sample in a study. Although it is nice to have a large
sample for any research study, a large sample size is not necessary if the experimenter
can choose a random sample and control for many of the extraneous variables. In fact,
properly conducted surveys need only about 1,000 participants to generalize survey
results to the entire U.S. population (Deane, 1999).

The method of selecting the sample is certainly dependent on the nature of the
organization. A small organization will probably be forced to use all of its employees,
which means that the sample will be small but highly representative of the intended
population. For economical and practical reasons, a large organization will select only
certain employees to participate in a study rather than use the entire workforce. The
problem then becomes one of which employees will participate.

If the study involves a questionnaire, it is no problem to randomly select a
desired number of employees and have them complete the survey. If, however, the
study is more elaborate, such as investigating the effects of lighting on performance,
it would be difficult to randomly select employees. That is, it would not be practical
to have one employee work under high levels of light while the person next to her is
uninvolved with the experiment. If we decide to have one plant work with high
levels of light and another with lower levels, what we gain in practicality we lose in
randomness and control. So we try to strike a balance between practicality and
experimental rigor.

To increase experimental rigor and decrease the costs of conducting research,
many studies are conducted at universities using students as subjects rather than
employees. In fact, college students served as subjects in 46% of research studies pub-
lished in four leading I/O journals (Roch, 2008). This use of students has led to con-
siderable debate regarding the generalizability of university research; that is, do
students behave in the same fashion as employees? Some authors (e.g., Sears, 1986)
point out that compared with adults, college students are younger, more educated,
and more egocentric; possess a less formulated sense of self; and have a stronger
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Random sample A sample
in which every member of the
relevant population had an equal
chance of being chosen to par-
ticipate in the study.

Convenience sample A
nonrandom research sample that
is used because it is easily
available.

Random assignment The
random, unbiased assignment of
subjects in a research sample to
the various experimental and
control conditions.

need for peer approval. Because of these differences, it makes sense that students
would behave differently from adults who are in the working world.

Research on this issue, however, is mixed. Some researchers have found differ-
ences between student subjects and professional subjects, but others have not
(Bordens & Abbott, 2014). For example, in a meta-analysis investigating the relationship
between personality and team performance, the personality traits of agreeableness
and conscientiousness predicted team performance when professionals were used
as subjects but not when students were used as subjects (Peeters, Van Tuijl, Rutte,
& Reymen, 2006). Likewise, Gordon and Arvey (2004) found that students and
professionals differed in research on age bias. However, in a meta-analysis of the
relationship between locus of control (the extent to which a person believes she
has control over her life) and work outcome, Ng, Sorensen, and Eby (2006) found
that the relationship was similar whether the subjects were employees or students.
Because students and professionals do not always respond the same way in studies,
it is important to keep in mind that studies using students as research subjects may
not generalize to the real world.

A final important issue concerns the method used to recruit subjects. To obtain
the best research results, it is essential to use a random sample so that the sample
will be as representative as possible. This means that if a survey is randomly sent to
100 employees, the research will be most accurate only if all employees return the sur-
vey, or the ones that do, are representative of the entire organization. The problem is
that researchers are unlikely to get a 100% return rate if study participation is volun-
tary, and the ethics of the American Psychological Association (APA) require that
participation be voluntary. With voluntary participation, it is possible that those who
do not participate in the study might differ from those who chose to participate. Thus,
it is essential to include questions that will allow the researchers to determine if those
who participated are similar to the organization as a whole on such variables as race,
gender, age, and tenure.

In some universities, students have the option of participating in a few research
studies or writing a term paper. Even though the students are given an alternative to
research participation, some psychologists argue that the choice between writing a
term paper that will take several days and participating in two or three experiments
that will take a few hours is not a legitimate choice (Sieber & Saks, 1989).

Because obtaining random samples is very difficult, especially in industry,
many studies use a convenience sample and then randomly assign subjects to
the various experimental conditions. A convenience sample, such as students in
a psychology class, is easily available to a researcher. With random assignment,
each subject in a nonrandom sample is randomly assigned to a particular experi-
mental condition. For example, in a study designed to test the effectiveness of a
training method, 60 subjects agree to participate in the study. Thirty of the sub-
jects are randomly assigned to the group receiving training, and another 30 are
randomly assigned to the control group that does not receive training. Random
assignment is important when using convenience samples, as research indicates
that random and nonrandom assignment result in different outcomes (Shadish &
Ragsdale, 1996). If random assignment is a better method than nonrandom
assignment, why would a researcher not randomly assign participants? Usually
because of limitations placed on the researcher. For example, if a union contract
stipulated that employees with longer tenure had first choice in the shift they
worked, a researcher studying the effects of shift work could not randomly assign
employees to various shifts.
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Debriefed Informing the
subject in an experiment about
the purpose of the study in
which he or she was a partici-
pant and providing any other
relevant information.

Correlation A statistical pro-
cedure used to measure the
relationship between two
variables.

Running the Study

When all of these decisions have been made, it is finally time to run the study and
collect data. To ensure that data are collected in an unbiased fashion, it is important
that all instructions to the subjects be stated in a standardized fashion and at a level
that is understandable. Once the subject is finished with her participation, she should
be debriefed, or told the purpose of the experiment and be given a chance to ask
questions about her participation.

Statistical Analysis

After all data have been collected, the results are statistically analyzed. A discussion
of statistics is beyond the scope of this book, but it is important to understand why
statistics are used. Statistical analysis helps us determine how confident we are that
our results are real and did not occur by chance alone. For example, if we con-
ducted a study in your classroom in which we compared the average age of stu-
dents on the left side of the room with that of students on the right side of the
room, we would no doubt get a difference. That is, the average age of the students
on the right would not be exactly the same as that of the students on the left. If we
did not conduct a statistical analysis of our data, we would conclude that people on
the right side are older than people on the left side. Perhaps we could even develop
a theory about our results!

Does this sound ridiculous? Of course it does. But it points out the idea that
any set of numbers we collect will in all probability be different. The question is,
are they significantly different? Statistical analysis provides the answer by determin-
ing the probability that our data were the result of chance. In psychology, we use
the .05 level of significance: If our analysis indicates that the probability that our
data resulted from chance is 5% or less, we consider our results to be statistically
significant. Although the .05 level of significance is the most commonly used,
some researchers have suggested that we should be more flexible and use either
more conservative or more liberal levels, depending upon the situation (Bordens &
Abbott, 2011).

At this point, a caution must be made about the interpretation of significance
levels. Significance levels indicate only the level of confidence we can place on a result
being the product of chance. They say nothing about the strength of the results. Thus,
a study with results significant at the .01 level does not necessarily show a stronger
effect than a study with results significant at the .05 level of confidence.

To determine the strength of a finding, we use the effect size, discussed earlier
in the section on meta-analysis. Significance levels tell us the statistical significance
of a study, and effect sizes (combined with logic) tell us the practical significance of
a study.

For example, suppose we conduct a study comparing the SAT scores of male and
female high school students. Based on a sample of 5 million students, we find that
males average 1,502 and females 1,501. With such a huge sample size, we will proba-
bly find that the two means are statistically different. However, with only a 1-point
difference between the two groups on a test with a maximum score of 2,400, we
would probably not place much practical significance in the difference.

Correlation. It is necessary to discuss one particular statistic—correlation—because

it is so widely used in I/O psychology and throughout this book. Correlation is
a statistical procedure that enables a researcher to determine the relationship
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between two variables—for example, the relationships found between an employ-
ment test and future employee performance; job satisfaction and job attendance;
or performance ratings made by workers and supervisors. It is important to
understand that correlational analysis does not necessarily say anything about

causality.
Why does a correlation coefficient not indicate a cause-and-effect relationship?
Intervening variable A Because a third variable, an intervening variable, often accounts for the relationship
third variable that can often between two variables. Take the example often used by psychologist David Schroeder.

explain the relationship between  Suppose there is a correlation of +.80 between the number of ice cream cones sold in

two other varizbles. New York during August and the number of babies that die during August in India.
Does eating ice cream kill babies in another nation? No, that would not make sense.
Instead, we look for that third variable that would explain our high correlation. In this
case, the answer is clearly the summer heat.

Another interesting example was provided by Mullins (1986) in a presentation
about the incorrect interpretation of correlation coefficients. Mullins pointed out
that data show a strong negative correlation between the number of cows per square
mile and the crime rate. With his tongue firmly planted in his cheek, Mullins sug-
gested that New York City could rid itself of crime by importing millions of heads of
cattle. Of course, the real interpretation for the negative correlation is that crime is
greater in urban areas than in rural areas.

A good researcher should always be cautious about variables that seem related.
Several years ago, People magazine reported on a minister who conducted a “study”
of 500 pregnant teenage girls and found that rock music was being played when
450 of them became pregnant. The minister concluded that because the two are
related (i.e., they occurred at the same time) rock music must cause pregnancy.
His solution? Outlaw rock music, and teenage pregnancy would disappear. In my
own “imaginary study,” however, I found that in all 500 cases of teenage pregnancy,
a pillow was also present. To use the same logic as that used by the minister, the
real solution would be to outlaw pillows, not rock music. Although both “solutions”
are certainly strange, the point should be clear: Just because two events occur at the
same time or seem to be related does not mean that one event or variable causes
another.

The result of correlational analysis is a number called a correlation coefficient.
The values of this coefficient range from —1 to +1; the further the coefficient is
from zero, the greater the relationship between two variables. That is, a correlation of
40 shows a stronger relationship between two variables than a correlation of .20.
Likewise, a correlation of —.39 shows a stronger relationship than a correlation of
+.30. The (+) and (—) signs indicate the direction of the correlation. A positive (+)
correlation means that as the values of one variable increase, so do the values of a
second variable. For example, we might find a positive correlation between intelli-
gence and scores on a classroom exam. This would mean that the more intelligent
the student, the higher her score on the exam.

A negative (—) correlation means that as the values of one variable increase, the
values of a second variable decrease. For example, we would probably find a negative
correlation between the number of beers that you drink the night before a test and
your score on that test. In I/O psychology, we find negative correlations between job
satisfaction and absenteeism, age and reaction time, and nervousness and interview
success.

To put together everything you have learned about research in Chapter 1, complete
Exercises 1.2 and 1.3 in your workbook.
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Ethics in Industrial/Organizational Psychology

Organizations and employees are faced with ethical dilemmas every day. Ethical
dilemmas are ambiguous situations that require a personal judgment of what is right
or wrong because there are no rules, policies, or laws guiding such decisions. Indivi-
duals often rely on their morals and personal values, which often leads to different
decisions by different people in similar situations. Because people have different back-
grounds that impact their personal values and how they define a particular situation,
the decision that one person makes may be very different than what another one
makes.

For example, suppose you want to sell your car. You know that your car has been
in several accidents and has had a lot of work done on it. Do you share that informa-
tion with a prospective buyer? There is no law or policy that says you must. In fact,
most people would say that unless the buyer specifically asks you that question you
shouldn’t bring it up at all. Is it morally wrong or unfair not to share this information?
Based on an individual’s value system, the answer may be “yes,” it is morally wrong, or
“no,” it’s not morally wrong.

In life, we often encounter two types of ethical dilemmas: Type A and Type B.

In a Type A dilemma, there is a high level of uncertainty as to what is right or
wrong, there appears to be no best solution, and there are both positive and negative
consequences to a decision. For example, many people would say that drug research
that uses animals to test new drugs is unethical, because it is morally wrong to hurt
any living creature. Others would say that new drugs could save millions of lives and
that it would be morally wrong not to make and test drugs that could potentially save
human lives. As you can see, there seems to be no one best answer, as there are both
negative and positive consequences in making this decision.

In a Type B dilemma, also called rationalizing dilemmas, the difference between
right and wrong is much clearer than in a Type A dilemma. Usually, individuals know
what is right but choose the solution that is most advantageous to themselves. For
example, choosing not to tell a prospective buyer about any past damage that
occurred with a car for sale would have the most advantages for the seller. Type B
dilemmas are called rationalizing dilemmas because individuals “rationalize” they are
right because “everyone else does it.” For example, many students will say that they
have cheated at least one time on a test. Most of those students would agree that it
is morally wrong to cheat. So, why have so many done it? They rationalize that “for
just this one time” it is okay and that it is not hurting anyone. And they convince
themselves that because everyone else is doing it, it must be okay. This ability to ratio-
nalize is why unethical behavior is at an all-time high in organizations. In a survey
done by Careerbuilder.com (2005) of 2,050 workers, 19% of them reported participat-
ing in the unethical act of lying in the workplace at some point in their professional
career. In a survey by the Ethics Resource Center in 2007, 56% of workers surveyed
reported witnessing unethical behavior from others, including such things as “borrow-
ing” work supplies and taking them home, stealing pencils and other equipment, using
sick leave when they weren't sick, abuse of employees by management, and coming in
late and leaving early.

At the end of each successive chapter in this textbook, you will be presented with
some ethical dilemmas for which you are asked to discuss and answer questions.
Using the information from this section, decide whether you think those situations
are ethical or unethical. There is no right or wrong answer. Compare your thoughts
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ON THE JOB

and ideas with other classmates to get a clear perspective of how difficult it is to get
everyone to make the same decision when faced with an ethical dilemma as opposed

to a decision that is guided by law or policy.

Conducting Research at
the Vancouver (British
Columbia) International
Airport Authority,

Canada

Applied Case Study

Richmond, British Columbia, is Canada’s

second-busiest airport, serving over 17.9 mil-
lion passengers in 2013. It has twice been named the
top airport in North American for overall customer
satisfaction. Thus, it takes great pride in its employ-
ees and their performance.

T he Vancouver International Airport, located in

announcements; outdoor-activity days in which
employees and their families could hike, skate, or
walk; and discounts at fitness facilities. To determine
the effectiveness of this program, the Airport Author-
ity collected data and found that absenteeism
dropped from 4.07% to 2.55% and that the number
of annual injuries dropped from 22 to 6.

The Airport Authority oversees more than 300
employees in such areas as project management,
finance, human resources, engineering, communica-
tions, and emergency preparedness. Employees work-
ing for the airlines, stores, and restaurants are not ~ ™ What outcome measures other than absenteeism
part of the Airport Authority, as they are employees and injuries might you use?

of private companies. m What ethical or practical considerations need to be

To reduce costs and increase productivity, the considered when collecting and reporting data in a
Vancouver Airport Authority designed a wellness pro- study such as this one?

gram for its employees. The program, called Fitness
and Balance, comprised many components, including
seminars on such topics as smoking cessation and
stress management; health-related newsletters and

m How would you have designed the study to
determine the effectiveness of the wellness
program?

More information on this case can be found at:
http://www.phac-aspc.gc.ca/pau-uap/fitness/work/
study_vancouver_e.html

Chapter Summary
In this chapter you learned:

m The field of I/O psychology consists of three major subfields: personnel psychol-
ogy, organizational psychology, and human factors. Industrial psychologists work
in a variety of settings including industry, government, education, and consulting
firms.

m The field of I/O psychology began in the early 1900s and has grown rapidly since
then: Division 14 of the APA began in 1945 with 130 members and now has over
8,000 members.

m World War I, World War II, the Hawthorne studies, civil rights legislation, new
technology, and changing demographics have had important impacts on I/O
psychology.

m At least a master’s degree is required to find employment in the field, and median
salaries currently are around $80,750 at the master’s level and $103,200 at the
Ph.D. level.

B Research is important so that I/O psychologists can make the best decisions.
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m Decisions must be made regarding what to research, the location of the research
(laboratory or field), the research method that will be used (experimental method,
nonexperimental method, survey, archival research, meta-analysis), the sample that
will be used, and the statistics that will be selected to analyze the research data.

Questions for Review

1. What were the important events that shaped the field of I/O psychology?
2. What role will changes in demographics play in how we hire and manage
employees?

3. If you wanted to pursue a career in I/O psychology, what would you need to do
between now and graduation to make this career possible?

. How are theories and hypotheses different?

. Is a random sample really better than a convenience sample? Why or why not?

. When would you use a quasi-experiment rather than an experiment?

. Why don’t correlations between two variables indicate that one caused the other?

N QN Vs

Media Resources and Learning Tools

® Want more practice applying industrial/organizational psychology? Check out the
1/0 Applications Workbook. This workbook (keyed to your textbook) offers engag-
ing, high-interest activities to help you reinforce the important concepts presented
in the text.
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JoB ANALYSIS AND
EVALUATION

Learning Objectives

= Understand the definition and uses of job analysis = Learn when to use the various job analysis methods
= Know how to write a job description = Understand the concept of job evaluation

= Know how to conduct a job analysis = Understand the concept of pay equity

Job Analysis Job Evaluation On the Job: Applied Case Study:
Importance of Job Analysis Determining Internal Pay Equity National Board of Veterinary Medical
Writing a Good Job Description Determining External Pay Equity Examiners

Preparing for a Job Analysis Determining Sex and Race Equity

Focus on Ethics: Compensating CEOs

Conducting a Job Analysis and Executives

Using Other Job Analysis Methods
Evaluation of Methods
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now the Outer Banks of the North Carolina coast. When John White arrived at

Roanoke Island in 1590, he found no trace of the colony and only the word,
Croatan, carved on a tree. To this day, it is not known what happened to the settlers
of the Lost Colony of Roanoke.

Many theories have been put forth to explain the fate of the lost colony—killed
by Indians, moved to another location, and so on. One theory is that the members of
the colony were not prepared to survive in the new continent; that is, the group
consisted of politicians, soldiers, and sailors. Although worthy individuals were sent
to the New World, few had the necessary training and skills to survive. In fact, the
colony might have survived if settlers with more appropriate skills, such as farmers,
had been sent instead of the traditional explorer types. Thus, a better match
between job requirements and personnel might have saved the colony.

Does this sound far-fetched? Perhaps so, but the story does underscore the
importance of a process called job analysis—gathering and analyzing information
about the work an employee performs, the conditions under which the work is
performed, and the worker characteristics needed to perform the work under the
identified conditions.

I n 1585, 15 English settlers established a colony on Roanoke Island near what is

Job Analysis

Importance of Job Analysis

A thorough job analysis, also called work analysis (Wilson, Bennett, Gibson, & Alliger,
2012), is the foundation for almost all human resources activities. It is difficult to
imagine how one could write a job description, select employees, evaluate perfor-
mance, or conduct training programs without knowing the tasks an employee per-
forms, the conditions under which they are performed, and the competencies needed
to perform the tasks. A thorough job analysis provides such information.

Writing Job Descriptions

One of the written products of a job analysis is a job description—a brief, two- to five-
page summary of the tasks and job requirements found in the job analysis. In other
words, job analysis is the process of determining the work activities and requirements,
and a job description is the written result of the job analysis. Job analyses and job
descriptions serve as the basis for many HR activities, including employee selection,
evaluation, training, and work design.

Employee Selection

It is difficult to imagine how an employee can be selected unless there is a clear
understanding of the tasks to be performed and the competencies needed to perform
those tasks. By identifying such requirements, it is possible to select tests or develop
interview questions that will determine whether a particular applicant possesses the
necessary knowledge, skills, and abilities to carry out the requirements of the job.
Although this seems like common sense, the discussion of the unstructured employ-
ment interview in Chapter 4 demonstrates that many non-job-related variables are
often used to select employees. Examples are height requirements for police officers,
firm handshakes for most jobs, and physical attractiveness for airline flight attendants.
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Peter Principle The idea that
organizations tend to promote
good employees until they reach
the level at which they are not
competent—in other words,
their highest level of
incompetence.

Training
Again, it is difficult to see how employees can be trained unless the requirements of

the job are known. Job analyses yield lists of job activities that can be systematically
used to create training programs.

Personpower Planning

One important but seldom employed use of job analysis is to determine worker mobil-
ity within an organization. That is, if individuals are hired for a particular job, to what
other jobs can they expect to eventually be promoted and become successful? Many
organizations have a policy of promoting the person who performs the best in the job
immediately below the one in question. Although this approach has its advantages, it
can result in the so-called Peter Principle: promoting employees until they eventually
reach their highest level of incompetence (Peter & Hull, 1969). For example, consider
an employee who is the best salesperson in the company. Even though this person is
known to be excellent in sales, it is not known what type of supervisor he or she will
be. Promotion solely on the basis of sales performance does not guarantee that the
individual will do well as a supervisor. Suppose, however, that job analysis results are
used to compare all jobs in the company to the supervisor’s job. Instead of promoting
the person in the job immediately below the supervisor, we promote the best
employee from the most similar job—that is, a job that already involves much of the
same knowledge, skills, and abilities as the supervisor’s job. With this approach, there
is a better match between the person being promoted and the requirements of the job.

Performance Appraisal

Another important use of job analysis is the construction of a performance appraisal
instrument (Roch & Williams, 2012). As in employee selection, the evaluation of
employee performance must be job related. Employees are often evaluated with forms
that use such vague categories as “dependability,” “knowledge,” and “initiative.” The use
of specific, job-related categories leads to more accurate performance appraisals that are
better accepted not only by employees but also by the courts (Werner & Bolino, 1997).
In addition, when properly administered and utilized, job-related performance apprai-
sals can serve as an excellent source of employee training and counseling.

Job (assification

Job analysis enables a human resources professional to classify jobs into groups based
on similarities in requirements and duties. Job classification is useful for determining
pay levels, transfers, and promotions.

Job Evaluation

Job analysis information can also be used to determine the worth of a job. Job evalua-
tion will be discussed in greater detail later in this chapter.

Job Design

Job analysis information can be used to determine the optimal way in which a job should
be performed. That is, what would be the best way for an employee to sit at her com-
puter or what would be the best way for a warehouse person to lift boxes? By analyzing
a job, wasted and unsafe motions can be eliminated, resulting in higher productivity and
reduced numbers of job injuries. A job design was mentioned in Chapter 1 with the
example of Frank Gilbreth, who, after studying the inconsistency with which brick
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masons did their work, was able to reduce from 18 to 4% the number of motions needed
to lay a brick.

Compliance with Legal Guidelines

As will be discussed in greater detail in Chapter 3, any employment decision must be
based on job-related information. One legally acceptable way to directly determine job
relatedness is by job analysis. No law specifically requires a job analysis, but several
important guidelines and court cases mandate job analysis for all practical purposes.

First, the Uniform Guidelines on Employee Selection Procedures (UGESP, 1978)—
the HR principles designed to ensure compliance with federal standards—contain
several direct references to the necessity of job analysis. Even though the Uniform
Guidelines are not law, courts have granted them “great deference” (Brannick, Levine,
& Morgeson, 2007). The importance of job analysis is also discussed in the Principles
for the Validation and Use of Personnel Selection Procedures (SIOP, 2003), a
document that provides guidance from professionals in the field of I/O psychology
regarding the employee selection process.

Second, several court cases have discussed the concept of job relatedness. For
example, in Griggs v. Duke Power (1971), employment decisions were based in part
upon applicants’ possession of a high school diploma. Because a higher percentage of
Blacks than Whites did not meet this requirement, smaller percentages of blacks were
hired and promoted. Thus, a suit was filed against the Duke Power Company charging
that a high school diploma was not necessary to carry out the demands of the job. The
U.S. Supreme Court agreed with Griggs, the plaintiff, stating that the company had
indeed not established the job relatedness of the high school diploma requirement.

Although not specifically mentioning the term “job analysis,” the decision in Griggs
was the first to address the issue of job relatedness. Subsequent cases such as Albermarle
v. Moody (1975), Chance v. Board of Examiners (1971), and Guardians v. Civil Service
(1980) further established the necessity of job relatedness and the link between it and
job analysis. For a job analysis to withstand legal scrutiny, it is essential that the job anal-
ysis process and results be well documented (Gutman & Dunleavy, 2012).

Organizational Analysis

During the course of their work, job analysts often become aware of certain problems

Job analysis interview within an organization. For example, during a job analysis interview, an employee
Obtaining information about a may indicate that she does not know how she is evaluated or to whom she is sup-
job by talking to a person per- posed to report. The discovery of such lapses in organizational communication can
forming it.

then be used to correct problems and help an organization function better. For exam-
ple, while conducting job analysis interviews of credit union positions, job analyst
Deborah Peggans discovered that none of the workers knew how their job perfor-
mances were evaluated. This let the organization know it had not done an adequate
job of communicating performance standards to its employees.

Writing a Good Job Description

As mentioned earlier, one of the most useful results of a job analysis is the job description.
A job description is a relatively short summary of a job and should be about two to five pages
in length. This suggested length is not really typical of most job descriptions used in indus-
try; they tend to be only of one page. But for a job description to be of value, it must describe
a job in enough detail that decisions about activities such as selection and training can be
made. Such decisions probably cannot be made if the description is only one page long.
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EMPLOYMENT PROFILE

y company conducts research to develop
M and validate physical performance and cog-

nitive tests and medical quidelines. To pro-
vide our dients with valid, defensible selection,
evaluation, and promotion instruments, we conduct
detailed job analyses to determine job requirements.
Job analysis provides the foundation for establishing
the validity of selection and promotion procedures. To
develop valid, defensive procedures that reflect the
essential job functions, the job tasks, knowledge,
skills, and abilities must be defined. Conducting the
job analysis can be one of the most rewarding aspects
of a project because the job analyst is exposed to
new environments and new people.

To become an effective job analyst, one must be
able to learn the details involved in another person’s job. This is a
highlight of the process because it affords us the opportunity to visit job
sites and interview incumbents. These site visits have provided us with
some exciting and interesting experiences. For example, our work in the
natural gas industry involved observing work performed on a drilling
platform 100 miles out in the Gulf of Mexico to learn how to repair
engines with 5-foot-long pistons. Similarly, interviewing workers in a
manhole while they repair telephone cable provides a true understanding
of why there may be occasional static on your home phone line.

Each project provides new challenges to the job analyst in captur-
ing the purpose and details associated with the job tasks. In many
instances, this information is best obtained by accompanying the
worker on a shift and participating in the work. To understand the
work of public safety personnel, we rode with paramedics in New York
City, followed firefighters into a burning building, and answered
domestic dispute calls with police officers.

Deborah

L. Gebhardt, Ph.D.

President, Human
Performance Systems, Inc.

When developing physical performance assess-
ment procedures and medical guidelines, it is impor-
tant to gather information about the ergonomic
parameters that affect the workplace and the worker.
Ergonomics applies knowledge of human capabilities
and requirements to the design of work devices,
systems, and the physical work setting. Ergonomic
evaluations can involve specific analysis of working
postures and their effect on muscle fatigue or general
gathering of data such as heights, weights, and forces
involved in task performance. This again involves on-
site measurements and observations. For instance, we
obtained measurements of the force required to open
the hatches and doors on navy destroyers and in
nuclear power plants. In another study, learing to
climb telephone poles was necessary to obtain the ergonomic data
needed to determine whether men and women used different climb-
ing techniques.

Conducting a job analysis provides an appreciation and under-
standing of the ingenuity of the American workforce. We observed
firsthand the advances in mechanized and electronic control systems
and administrative procedures that have increased productivity, made
work environments more pleasant, and decreased work-related
injuries.

If you are conducting a job analysis, the best advice | can offer is
to get involved in the process by learning as much as possible about
the job. All jobs are not exciting, but for a job analyst it is important
to be interested in the job and allow the incumbent to provide
relevant information. This requires asking many questions about
the work to obtain detailed information. To do this effectively, the
job analyst must be fully and genuinely engaged in the process.

Courtesy of Michael G. Aamodt

Though I/O psychologists believe that job descriptions should be detailed and

lengthy, many professionals in organizations resist such efforts. These professionals
worry that listing each activity will limit their ability to direct employees to perform
tasks not listed on the job description. The concern is that an employee, referring to
the job description as support, might respond, “It's not my job.” This fear, however,
can be countered with two arguments. The first is that duties can always be added
to a job description, which can, and should, be updated on a regular basis. The second
is that the phrase “and performs other job-related duties as assigned” should be
included in the job description. In fact, one employer has a policy stating that the uni-
versity can require employees to perform any duties not on the employees’ job
descriptions for a period not to exceed three months. After three months, the duty
must either be eliminated or permanently added to the employee’s job description, at
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which time a review will also be made to determine if the addition is significant
enough to merit a salary increase.

Job descriptions can be written in many ways, but the format discussed here has
been used successfully for many jobs and is a combination of methods used by many
organizations and is consistent with the format suggested by Hurtz and Wright (2012)
for work descriptions. A job description should contain the following eight sections:
job title, brief summary, work activities, tools and equipment used, work context, per-
formance standards, compensation information, and personal requirements.

Job Title

A job title is important for several reasons. An accurate title describes the nature of the
job, its power and status level, and the competencies needed to perform the job
(Martinez, Laird, Martin, & Ferris, 2008). When industrial psychologist David Faloona
started a new job at Washington National Insurance in Chicago, his official title was
“psychometric technician.” Unfortunately, none of the other workers knew what he did.
To correct that problem, his title was changed to “personnel assistant,” and supervisors
then began consulting with him on human resources related problems. A job analysis
that I conducted provides another example. After analyzing the position of “secretary”
for one credit union, I found that her duties were actually those of a position that other
credit unions labeled “loan officer.” This change in title resulted in the employee’s receiv-
ing a higher salary as well as vindication that she was indeed “more than a secretary.”

An accurate title also aids in employee selection and recruitment. If the job title indi-
cates the true nature of the job, potential applicants for a position will be better able to
determine whether their skills and experience match those required for the job. In the
example given in the previous paragraph, applicants for a secretary’s job in the usual
sense might not possess the lending and decision-making skills needed by a loan officer.

When conducting a job analysis, it is not unusual for an analyst to discover that
some workers do not have job titles. Job titles provide workers with some form of
identity. Instead of just saying that she is a “worker at the foundry,” a woman can
say that she is a “welder” or a “machinist.” At most universities, students receiving
financial aid are called “work-study students” rather than “clerks,” “computer opera-
tors,” or “mail sorters.” This inaccurate title causes many students to think that they
are supposed to study as they work rather than sort mail or operate a computer.

Job titles can also affect perceptions of the status and worth of a job. For example,
job descriptions containing gender-neutral titles such as “administrative assistant” are
evaluated as being worth more money than ones containing titles with a female sex
linkage such as “executive secretary” (Naughton, 1988). As another example, Smith,
Hornsby, Benson, and Wesolowski (1989) had subjects read identical job descriptions
that differed only in the status of the title. Jobs with higher-status titles were evaluated
as being worth more money than jobs with lower-status titles. Some authors, however,
have questioned the gender effects associated with titles (Mount & Ellis, 1989; Rynes,
Weber, & Milkovich, 1989).

Though some organizations allow their employees to create their own titles, it is
important that employees who are doing the same job have the same title and that the
title accurately reflect the nature of the job. Broad titles such as Office Support
Worker often ignore potential salary market differences and responsibility differences
found in more specific titles such as administrative assistant, secretary, and account-
ing clerk. In conducting salary equity analyses, it is not unusual to find that compen-
sation differences between two people in the same job title are due to the fact that,
although they share the same title, they are performing very different work.
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Grade A cluster of jobs of
similar worth.

Job specifications A rela-
tively dated term that refers to the
knowledge, skills, and abilities
needed to successfully perform a
job. “Competencies” is the more
common term used today.

Competencies The knowledge,
skills, abilities, and other character-
istics needed to perform a job.

Brief Summary

The summary need be only a paragraph in length but should briefly describe the
nature and purpose of the job. This summary can be used in help-wanted advertise-
ments, internal job postings, and company brochures.

Work Activities

The work activities section lists the tasks and activities in which the worker is
involved. These tasks and activities should be organized into meaningful categories
to make the job description easy to read and understand. The category labels are
also convenient to use in the brief summary. As you can see in the sample job
description in Table 2.1, the 72 work activities performed by the bookkeeper are
divided into seven main areas: accounting, clerical, teller, share draft, collections, pay-
roll and data processing, and financial operations.

Tools and Equipment Used

A section should be included that lists all the tools and equipment used to perform
the work activities in the previous section. Even though tools and equipment may
have been mentioned in the activities section, placing them in a separate section
makes their identification simpler. Information in this section is used primarily for
employee selection and training. That is, an applicant can be asked if she can operate
an adding machine, a computer, and a credit history machine.

Job Context

This section describes the environment in which the employee works and mentions stress
level, work schedule, physical demands, level of responsibility, temperature, number of
coworkers, degree of danger, and any other relevant information. This information is
especially important in providing applicants with disabilities with information they can
use to determine their ability to perform a job under a particular set of circumstances.

Work Performance

The job description should outline standards of performance. This section contains a
relatively brief description of how an employee’s performance is evaluated and what
work standards are expected of the employee.

Compensation Information

This section of the job description should contain information on the salary grade,
whether the position is exempt, and the compensable factors used to determine salary.
These concepts will be described later in the chapter. The employee’s actual salary or
salary range should not be listed on the job description.

Job Competencies

This section contains what are commonly called job specifications or competencies.
These are the knowledge, skills, abilities, and other characteristics (KSAOs) (such as inter-
est, personality, and training) that are necessary to be successful on the job. Competencies
are determined by deciding what types of KSAOs are needed to perform the tasks identi-
fied in the job analysis. These KSAOs can be determined through a combination of logic,
research, and use of specific job analysis techniques discussed later in this chapter.

The competencies section should be divided into two subsections. The first con-
tains KSAOs that an employee must have at the time of hiring. The second subsection

JOB ANALYSIS AND EVALUATION 1

Copyright 2016 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.



Table 2.1  Example of a Job Description

Bookkeeper
True Value Credit Union

Job Summary
Under the general supervision of the office manager, the bookkeeper is responsible for all of the accounting duties of the office. Specifically, the book-
keeper is responsible for keeping all financial records accurate and up-to-date; processing loans; and preparing and posting statements, reports, and bonds.

Work Activities
The work activities of the bookkeeper are divided into seven main functional areas:

Accounting Activities

Prepares quarterly income statements

Maintains and posts all transactions in general ledger book
Pays credit union bills

Prepares statistical reports

Updates undivided earnings account

Prepares and files tax returns and statements

Completes IRA forms and reports in cooperation with CUNA
Annually computes Cumis Bond

Balances journal and cash records

(lerical Activities

Looks up members’ account information when requested
Answers phone

Makes copies of transactions for members

Drafts statements of account to members

Types certificates of deposit

Makes copies of letters that are sent to members

Picks up, sorts, and disperses credit union mail

Folds monthly and quarterly statements and places into an envelope to be mailed to members
Processes and mails savings and share draft statements
Sorts checks or copies of checks in numerical order
Orders supplies

Types reports and minutes from board meetings
Maintains and updates files for members

Prepares, types, and files correspondence

Enters change-of-address information into the computer

Teller Activities

Enrolls new members and opens and closes accounts
Reconciles accounts

Issues money orders and traveler's checks

Conducts history of accounts

Processes and issues receipts for transactions

Asks for identification if person making transaction is not known
Daily enters transaction totals onto a list sent to the bank
Orders new or replacement checks for members

Prints and issues checks

Makes proper referrals

Share Draft Activities

m Deducts fee from member’s account when a share is returned
m Processes statements for share draft accounts
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Issues stop payments and sends copy of form to member

Deducts fee in form of an overdraft when more than three transfers have occurred for any one member in a month
Checks and records share drafts or additions from previous day

Receives share draft totals for each member from CUNA data

Decides on an individual basis whether overdrafts will be covered by credit union

Determines if overdrafts on account have been paid

Checks to see if share drafts have cleared

Telephones Chase-Manhattan Bank when a member does not have enough money to cover a share draft

Collections Activities

m  Withholds money from member's check in order to meet loan payments

Decides if a member who has a delinquent loan will be able to take money out of account
Locates and communicates with members having delinquent loans

Completes garnishee form to send to courts on delinquent loans

Resubmits garnishee form once every three months until delinquent loan has been paid in full by member
Makes collection on delinquent loans

Checks on previous member's address and current job to see if loan payments can be made
Determines number and length of time of delinquent loans

Sends judgment form to court, which sends it to delinquent member

If a member is delinquent, finds out if he or she is sick or on vacation

Payroll and Data-Processing Activities

Checks and verifies payroll run for all necessary deductions
Reads and interprets computer printouts

Computes and subtracts deductions from payroll

Sets up and changes deduction amounts for payroll savings plan
Runs payroll on computer

Annually sends out backup disk to outside vendor who transfers information to a magnetic tape that is sent to IRS
Computes payroll

Runs daily trial balances and transaction registers

Loads paper into printer

Makes backup copies of all daily computer transactions

Runs quarterly and/or monthly statements on computer

Financial Operations Activities

m Sans business/financial environment to identify potential threats and opportunities
Makes recommendations to the board regarding investments

Invests all excess money into accounts that will earn interest

Computes profits and amounts to be used for investments

Prepares statements of financial condition and federal operating fee report

Obtains enough funds for day-to-day operation of branch

Notifies and makes available investment funds to the NCUA

Tools and Equipment Used
Adding machine
Computer

Computer printer

Credit history machine
Motor vehicle

Photocopy machine
Folding machine
Microfiche reader

Continued

JOB ANALYSIS AND EVALUATION 43

Copyright 2016 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.



Table 2.1  Example of a Job Description (Continued)

m Safe
m Telephone
m Security check writer

Job Context

The bookkeeper spends the majority of time making entries in and balancing journals and ledgers. The workday is spent in a climate-controlled office
with four coworkers. Physical demands are minimal and sitting is required for most of the day. Work hours are Monday—Friday from 8:00 a.m. to
5:00 p.m., with an unpaid hour for lunch. No weekend or holiday work is required and overtime seldom occurs. Psychological stress is usually low
but becomes moderate when dealing with an angry customer.

Work Performance

The bookkeeper is evaluated annually by the office manager using the credit union’s standard performance appraisal system. To receive an excellent
performance appraisal, the bookkeeper should:

Maintain neat and accurate records

Meet all deadlines

Maintain an orderly office

Make sure all ledgers and journals balance

Perform duties of other jobs when the need arises

Have a good attendance record

Compensation Information
Grade: 6
FLSA Status: Not exempt

Job Competencies

Upon hire, the bookkeeper must:

Have a high school diploma and a basic knowledge of math and English
Understand financial documents

Be able to make limited financial decisions

Have completed advanced coursework in accounting and finance

Be skilled in using Microsoft Excel and Word

After hire, the bookkeeper must:

m Learn general office procedures

m Learn the style of credit union accounting procedures and regulations
m Learn how to complete the various forms

contains the KSAOs that are an important part of the job but can be obtained after
being hired. The first set of KSAOs is used for employee selection and the second
for training purposes (Wooten, 1993).

Preparing for a Job Analysis

Prior to conducting a job analysis, several decisions must be made that will influence
how it is conducted.

Who Will Conduct the Analysis?

Typically, a job analysis is conducted by a trained individual in the Human Resources
department, but it can also be conducted by job incumbents, supervisors, or outside
consultants. If job incumbents or supervisors are used, it is essential that they be
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thoroughly trained in job analysis procedures. The Uniform Guidelines state that a job
analysis must be “professionally conducted,” and a job analyst certainly cannot be
called a professional unless she has been trained. In addition, research indicates
that analysts who have been trained produce slightly different results from those pro-
duced by untrained analysts (Cellar, Curtis, Kohlepp, Poczapski, & Mohiuddin, 1989;
Surrette, Aamodt, & Johnson, 1990).

Time is always an issue when using supervisors or incumbents. Telling a supervi-
sor to “write job descriptions in your spare time” is not likely to go over well. Thus,
supervisors and employees will need to be released from other duties—a situation that
is seldom possible.

The state of Virginia developed a system in which all employees were asked to
follow set guidelines and write their own job descriptions. The system itself was well
conceived, but employees were not given enough job analysis training, which resulted
in substantial confusion and, in some cases, inaccurate job descriptions.

Consultants are a good choice for conducting a job analysis because they are well
trained and have extensive experience. The main drawback, though, is their expense.
Consultants typically charge between $100 and $500 per hour based on their degree, expe-
rience, and reputation. Given that 10 hours is probably the least amount of time that will be
spent analyzing the simplest job, and the most complex jobs can take weeks of analysis, an
organization must carefully weigh the benefits of consultants against their cost.

An interesting alternative to consultants is the use of college interns. Graduate
students from I/O psychology programs tend to have job analysis training and experi-
ence and can be employed for a relatively small cost (often, at no cost). For example,
such I/O graduate programs as Radford University, University of Tulsa, Minnesota
State University at Mankato, Middle Tennessee State University, and the University
of Southern Mississippi have projects in which graduate students obtain job analysis
experience by conducting job analyses for companies as well as for such local non-
profit agencies as school systems, towns, and hospitals. In this way, graduate students
obtain experience, and the organizations receive professional-quality job analyses and
job descriptions at a reduced cost.

How Often Should a Job Description Be Updated?

The typical answer to this tough question is that a job description should be updated if
a job changes significantly. With high-tech jobs, this is probably fairly often. With jobs
such as package handling, the job might not change substantially for 20 years. A study
by Vincent, Rainey, Faulkner, Mascio, and Zinda (2007) compared the stability of job
descriptions at intervals of 1, 6, 10, 12, and 20 years. After one year, 92% of the tasks
listed in the old and updated job descriptions were the same, dropping to 54% after
10 years. As one would expect, the stability of tasks performed, the tools and equipment
used, and KSAOs needed to perform the job varied by the complexity of the job.

Job crafting A process in An interesting reason that job descriptions change across time is job crafting—the
which employees unofficially informal changes that employees make in their jobs (Wrzesniewski & Dutton, 2001).
change their job duties to better  That is, it is common for employees to quietly expand the scope of their jobs to add
fit their interests and skils. tasks they want to perform and to remove tasks that they don’t want to perform. In a

study of sales representatives, 75% engaged in job crafting in just one year (Lyons, 2008)!

Which Employees Should Participate?

For organizations with relatively few people in each job, it is advisable to have all employ-
ees participate in the job analysis. In organizations in which many people perform the
same job (e.g., teachers at a university, assemblers in a factory), every person need not
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participate. If every incumbent is not going to participate, the question becomes, “How
many people need to be included in the job analysis?” This is a difficult question, one
that I normally answer by advising job analysts to keep interviewing incumbents until
they do not hear anything new. Anecdotally, this seems to be after the third or fourth
incumbent for a particular job. Although a job analyst may stop hearing new information
after only a few interviews, it is often advisable to continue to conduct more interviews so
that the job analysis results will better survive a legal challenge.

The answer to this question to some extent depends on whether the job analysis
will be committee-based or field-based. In a committee-based job analysis, a group of
subject-matter experts (people who are knowledgeable about the job and include job
incumbents, supervisors, customers, and upper-level management) meet to generate
the tasks performed, the conditions under which they are performed, and the KSAOs
needed to perform them. In a field-based job analysis, the job analyst individually
interviews/observes a number of incumbents out in the field. Taken together, the
results of four studies (Ash, Levine, Higbee, & Sistrunk, 1982; Maurer & Tross, 2000;
O’Leary, Rheinstein, & McCauley, 1990; Tannenbaum & Wesley, 1993) suggest that
committee-based job analyses yield similar results to field-based job analyses.

Rouleau and Krain (1975) developed a table to estimate how many incumbents
should be included in a job analysis; their recommendation is that a committee-
based approach should have one session of 4 to 6 incumbents for jobs having fewer
than 30 incumbents and two to three sessions for jobs with higher numbers of incum-
bents. Green and Stutzman (1986) have suggested a minimum of three incumbents,
and Gael (1988) has suggested 6 to 10. Unfortunately, no research is available to verify
the accuracy of these estimates.

Beatty (1996) compared the results of job analysis samples of 10, 15, 20, and 212
incumbents in a federal law enforcement position. His results indicated that the job
tasks and job requirements resulting from the use of 10 versus 212 incumbents were
nearly identical. These results support and extend those found by Fletcher, Friedman,
McCarthy, Mclntyre, O” Leary, and Rheinstein (1993) and Pass and Robertson (1980),
who found that job analysis samples of 10 and 20 yielded comparable results.

Mullins (1983) had 97 campus police officers at 13 universities generate critical
incidents as part of a job analysis. The results indicated that no new incidents
appeared after examining the incidents from the first three universities. Furthermore,
after examining the incidents supplied by the first 19 incumbents, no new incidents or
categories appeared.

After the number of participants has been determined, a decision needs to be
made about which particular employees will participate. If every employee will not par-
ticipate, the same sampling rules used in research should be used in job analysis. That
is, as discussed in Chapter 1, participants should be selected in as random a way as
practical yet still be representative. The reason for this, according to research, is that
employee differences in gender, race, job performance level, experience, job enjoyment,
and personality can at times result in slightly different job analysis outcomes.

Job Competence. Sanchez, Prager, Wilson, and Viswesvaran (1998) and Mullins and
Kimbrough (1988) found that high-performing employees generated different job
analysis outcomes than did low-performing employees; Ansoorian and Shultz (1997)
found moderate differences in physical effort made by employees with varying levels
of expertise; and both Landy and Vasey (1991) and Prien, Prien, and Wooten (2003).

If higher-performing employees generate different job analysis results than lower-
performing employees, a tough decision must be made regarding which employees to
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include in the job analysis. On the one hand, it would be nice to include a representa-
tive sample of employees. On the other hand, do we really want to write a job descrip-
tion and select future employees on the basis of how poorly performing employees do
their jobs?

Race. Aamodt, Kimbrough, Keller, and Crawford (1982); Schmitt and Cohen (1989);
Veres, Green, and Boyles (1991); and Landy and Vasey (1991) report small but signifi-
cant differences in the ways in which white and African American incumbents viewed
their jobs. For example, Landy and Vasey found that white police officers adminis-
tered first aid more often and African American officers were more involved in
sweeps and raids related to widespread narcotics use. Veres et al. (1991) found that
job analysis ratings were related not only to the race of the incumbent but to the
race of the incumbent’s coworkers.

Gender. Landy and Vasey (1991) found possible differences in the ways men and women
viewed their jobs. Because gender was confounded with experience, they were not able
to draw any definite conclusions. Schmitt and Cohen (1989) found that male middle-
level managers were more often involved in budgetary or finance-related tasks than
were their female counterparts. Ansoorian and Schultz (1997) found no differences in
the physical-effort ratings assigned by male and female incumbents.

Education Level. Landy and Vasey (1991) found that police officers with only a high
school diploma were less involved in court activities than were their more educated
counterparts.

Personality. Cucina, Vasilopoulos, and Sehgal (2005) found that the personality of the
incumbent was related to the personality traits rated by the incumbent to be impor-
tant to the job. That is, extroverted incumbents rated such traits as friendliness, lead-
ership ability, and ambition as being important for the job whereas conscientious
incumbents rated such traits as work ethic and attention to detail as being important.
Similarly, Ford, Truxillo, Wang, and Bauer (2008) found that extroverts and people
high in agreeableness were likely to inflate task and KSAO ratings.

Viewpoint. It should be no surprise that people with different perspectives on the job
(e.g., incumbent, supervisor, customer) produce different job analysis results. For
example, Mueller and Belcher (2000) found that incumbents (fire captains) and their
supervisors (fire chief, deputy fire chiefs, and division chiefs) produced different task
ratings during a job analysis of the fire captain position. Truxillo, Paronto, Collins,
and Sulzer (2004) found differences in ratings provided by police officers and district
attorneys of the criticality of different aspects of report writing for reports written by
police officers. Wagner (1950) conducted a job analysis of dentists and found that
patients generated more incidents where patient—dentist relationship was critical,
whereas dentists reported more technical-proficiency incidents. Likewise, Fisher and
Greenis (1996) and Andersson and Nilsson (1964) found differences in the critical
incidents generated by managers, incumbents, and customers.

The consideration of which employees are chosen to participate is an important
issue because a job can often be performed in several ways. If males and females per-
form equally well on a job, yet perform the job in different ways, the job analyses must
contain information about both styles. For example, suppose research indicates that
male supervisors lead by setting goals and being directive and female supervisors use
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more of a participative approach. Consequently, a job analysis conducted only on male
supervisors would result in a different set of KSAOs than a job analysis using both male
and female supervisors. Because job analysis is the basis for every personnel decision, it
can be seen that equal opportunity efforts begin as early as the job analysis.

The issue of using the best employees or the typical employees is also important.
During a job analysis at a large printing factory, it was discovered that one employee
performed his job differently from the employees on the other two shifts. Further
investigation revealed that the one employee was also rated much higher in job per-
formance than the other two. Thus, it appeared that the logical thing to do was write
the job analysis results based on the way the best employee performed the job and
then retrain the other two.

What Types of Information Should Be Obtained?

An important decision concerns the level of specificity. That is, should the job analysis
break a job down into very minute, specific behaviors (e.g., “tilts arm at a 90-degree
angle” or “moves foot forward three inches”), or should the job be analyzed at a
more general level (“makes financial decisions,” “speaks to clients”)? Although most
jobs are analyzed at levels somewhere between these two extremes, there are times
when the level of analysis will be closer to one end of the spectrum than the other.

For some jobs that involve intricate work, extensive and expensive efforts have been
undertaken to identify the optimal way in which tasks should be performed. For exam-
ple, in a window manufacturing plant, job analysis determined that many more win-
dows could be mounted in frames by lifting the glass just six inches and then sliding it
into place, than by lifting the glass higher and placing it in the frame. In such a situa-
tion, the work obviously must be performed in a specific manner for the greatest finan-
cial savings. Thus, the job analysis is more effective at a more detailed level.

A related decision addresses the issue of formal versus informal requirements.
Formal requirements for a secretary might include typing letters or filing memos.
Informal requirements might involve making coffee or picking up the boss’s children
from school. Including informal requirements has the advantages of identifying and
eliminating duties that may be illegal or unnecessary. For example, suppose a job anal-
ysis reveals that a secretary in one department picks up the boss’s children from
school and takes them to a day-care center. This is an important finding because the
company may not want this to occur. However, because the manager makes $200,000
per year, the company may prefer that the lower-paid secretary rather than the
higher-paid executive take an hour a day to pick up the children. If this task is in the
job description, an applicant will know about this duty in advance and can decide at
the time of hire whether it is acceptable.

In addition, informal requirements (e.g., picking up mail) may need to be made
more formal to reduce potential confusion regarding who is responsible for the task.
At one credit union, a continued source of bickering involved whose job or whose
turn it was to pick up the mail, especially when the weather was bad and post office
parking became limited. This problem could have been eliminated if the task were
assigned to one individual.

Conducting a Job Analysis

Although there are many ways to conduct a job analysis, the goal of most job analyses
is to identify the tasks performed in a job, the conditions under which the tasks are
performed, and the KSAOs needed to perform the tasks under the conditions
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Some jobs require
tremendous attention
to detail.

© Hisham Ibrahlm/PhotoDisc/Getty Images

Subject-matter experts
(SMEs) Sources such as super-
visors and incumbents who are
knowledgeable about a job.

Job analyst The person con-
ducting the job analysis.

SME conference A group job
analysis interview consisting of
subject-matter experts (SMEs).

identified. This section will begin with a commonly used strategy for conducting a job
analysis and conclude with descriptions of alternative methods.

Step 1: Identify Tasks Performed

The first step in conducting a job analysis is to identify the major job dimensions and
the tasks performed for each dimension, the tools and equipment used to perform the
tasks, and the conditions under which the tasks are performed. This information is
usually gathered by obtaining previous information on the job, interviewing job
incumbents, observing performance, or actually performing the job itself.

Gathering Existing Information. Prior to interviewing incumbents, it is always a good idea
to gather information that has already been obtained. For example, one might gather
existing job descriptions, task inventories, and training manuals. This information
might come from the organization with which you are working, other organizations,
trade publications, and journal articles. Examples of external sources are occupational
and career information systems such as O*NET, employment advertisements, certifi-
cation and training resources, and technical and research reports (Dierdorff, 2012).

Interviewing Subject-Matter Experts. The most common method of conducting a job analy-
sis is to interview subject-matter experts (SMEs). SMEs are people who are knowl-
edgeable about the job and include job incumbents, supervisors, customers, and
upper-level management. Job analysis interviews differ greatly from employment inter-
views in that the purpose of the job analysis interview is to obtain information about the
job itself rather than about the person doing the job. Job analysis interviews come in
two main forms: individual and group. In the individual interview, the job analyst inter-
views only one employee at a time. In the group interview, or SME conference, a larger
number of employees are interviewed together. As mentioned earlier in the chapter,
individual interviews tend to yield similar results to group interviews.
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Interviews are a
common job analysis
technique.

© PhotoDisc/Getty Images

Regardless of whether individual or group interviews are used, certain guidelines
should be followed that will make the interview go more smoothly.

1. Prepare for the interview by announcing the job analysis to the employees
well in advance by selecting a quiet and private interview location.

2. Open the interview by establishing rapport, putting the worker at ease, and
explaining the purpose of the interview.

3. Conduct the interview by asking open-ended questions, using easy-
to-understand vocabulary, and allowing sufficient time for the employee to
talk and answer questions. Avoid being condescending and disagreeing with
the incumbent.

Most workers are proud of their jobs and are willing to talk about them in great
detail. Once the initial apprehensions and jitters are over, most job analysis interviews
go well. A good way to start the actual interview is by asking the employee to describe
what she does from the moment she first enters the parking lot at work to the
moment she arrives back home. A question such as this provides some structure for
the employee in recalling the various aspects of her job and also provides the inter-
viewer with many follow-up questions and areas that will provide additional
information.
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Ammerman technique A

job analysis method in which a
group of job experts identifies

the objectives and standards to
be met by the ideal worker.

Observations A job analysis
method in which the job analyst
watches job incumbents perform
their jobs.

Figure 2.1

Example of Ammerman
Technique Objectives
and Tasks for a

Bank Teller

With a committee-based approach, a committee of SMEs meets to brainstorm the
major duties involved in a job. Once this has been done, the committee identifies
the tasks (work-related activities) that must be completed for each of the duties. The
results are then summarized in job descriptions or a job analysis report.

An excellent job analysis interview technique was developed by Ammerman
(1965) and reported by Robinson (1981). The basic steps for the Ammerman
technique are as follows:

1. Convene a panel of experts that includes representatives from all levels of the
organization.

2. Have the panel identify the objectives and standards that are to be met by the
ideal incumbent.

3. Have the panel list the specific behaviors necessary for each objective or
standard to be attained.

4. Have the panel identify which of the behaviors from step 3 are “critical” to
reaching the objective.

5. Have the panel rank-order the objectives on the basis of importance.

The results of these procedures will yield a set of important objectives and the
behaviors necessary to meet them. These behaviors can be used to create employee
selection tests, develop training programs, or evaluate the performance of current
employees. An example of Ammerman-style objectives and behaviors is shown in
Figure 2.1.

Observing Incumbents. Observations are useful job analysis methods, especially when
used in conjunction with other methods such as interviews. During a job analysis
observation, the job analyst observes incumbents performing their jobs in the work
setting. The advantage to this method is that it lets the job analyst actually see the
worker do her job and thus obtain information that the worker may have forgotten
to mention during the interview. This is especially important because many employees
have difficulty describing exactly what they do; to them, performing their job is sec-
ond nature and takes little thought. A good demonstration of this point is people’s
difficulty in naming the location of keys on a typewriter or the location of gears

Cross-sell bank products.
e Study daily rate charts.
* Explain new products to customers.

Balance drawer within 30 minutes at end of day.
e Accurately count money.
* Trial balance drawer during downtimes.

Comply with federal and state regulations.
* Notify federal government of cash transactions in excess
of $10,000.
* Treat customers equally regardless of age, race, gender,
or national origin.

/// Accurately complete paperwork.

¢ Obtain all necessary information from customers.
* Obtain all necessary signatures.

Make each customer feel a “part of the family.”
* Know each customer’s name.
¢ Refer to customers by their first names.
* Smile and greet each customer.
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when they drive. We all type and shift gears without thinking (well, most of us do),
but quickly describing to another person the location of the V key on our keyboard
or “Reverse” on our manual transmission console is difficult.

The method’s disadvantage is that it is very obtrusive. Observing someone with-
out their knowing is difficult. Think of the jobs at which you have worked; there is
seldom anyplace from which an analyst could observe without being seen by employ-
ees. This is a problem because once employees know they are being watched, their
behavior changes, which keeps an analyst from obtaining an accurate picture of the
way jobs are done. When I was in college and working third shift at a bookbinding
factory, the company hired an “efficiency expert” to analyze our performance. The
expert arrived in a three-piece suit, armed with a stopwatch and clipboard. He stuck
out like a sore thumb! You can bet that for the two weeks the efficiency expert
observed us, we were ideal employees (I can even remember calling my supervisor
“sir”) because we knew he was watching. Once he left, we went back to being our nor-
mal time-wasting, soda-drinking, wise-cracking selves.

Job Participation. One can analyze a job by actually performing it. This technique, called

Job participation A job job participation, is especially effective because it is easier to understand every aspect

analysis method in which the of a job once you have done it yourself. The technique is easily used when the analyst

job analyst actually performs the - has previously performed the job. An excellent example would be a supervisor who

job being analyzed. has worked her way up through the ranks. As mentioned earlier, the problem with
using a supervisor or an incumbent is that neither has been trained in job analysis
techniques.

A professional job analyst can also perform an unfamiliar job for a short period of
time, although this, of course, is limited to certain occupations that involve quick
training and minimal consequences from an error. Brain surgery would probably not
be good to analyze using this method.

The analyst should spend enough time on the job to properly sample work behav-
ior in addition to job difficulty. Yet spending long periods of time can be very expen-
sive and still not guarantee that all aspects of behavior will be covered. Psychologist
Wayman Mullins used job participation techniques to analyze the job of a firefighter.
Mullins spent two weeks living at the fire station and performing all the duties of a
firefighter. The only problem during this two-week period—no fires. If Mullins had
not already had a good idea of what a firefighter did, he would have concluded that
the most important duties were sleeping, cleaning, cooking, and playing cards!

Step 2: Write Task Statements

Once the tasks have been identified, the next step is to write the task statements that
Task inventory A question-  will be used in the task inventory and included in the job description. As shown in
naire containing a list of tasks Table 2.2, at the minimum, a properly written task statement must contain an action
each of which the job incumbent  (what is done) and an object (to which the action is done). Often, task statements will
rates on a seres of scales suchas - g0 include such components as where the task is done, sow it is done, why it is done,
importance and time spent. and when it is done.

Here are some characteristics of well-written task statements:

® One action should be done to one object. If the statement includes the word
and, it may have more than one action or object. For example, the statement
“Types correspondence to be sent to vendors” has one action and one object.
However, “Types, files, and sends correspondence to vendors” contains three
very different actions (types, files, sends).
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Table 2.2 Writing Effective Task Statements

Poorly Written Properly Written

Task Statement Task Statement

Sends purchase requests Sends purchase requests to the purchasing department using campus mail
Drives Drives a five-speed truck to make food deliveries within the city of Toledo
Locks hall doors Uses master key to lock hall doors at midnight so that non-residents cannot

enter the residence hall

m Task statements should be written at a level that can be read and understood
by a person with the same reading ability as the typical job incumbent.

m All task statements should be written in the same tense.

B The task statement should include the tools and equipment used to complete
the task.

m Task statements should not be competencies (e.g., “Be a good writer”).

m Task statements should not be a policy (e.g., “Ireats people nicely”).

B The statement should make sense by itself. That is, “Makes photocopies”
does not provide as much detail as “Makes photocopies of transactions for
credit union members,” which indicates what types of materials are photo-
copied and for whom they are copied.

B For those activities that involve decision making, the level of authority
should be indicated. This level lets the incumbent know which decisions she
is allowed to make on her own and which she needs approval for from a
higher level.

It has also been suggested that a few tasks not part of a job be placed into the task
inventory; data from incumbents who rate these irrelevant tasks as part of their job
are removed from the job analysis due to their carelessness (Green & Stutzman,
1986). Including “bogus tasks” is probably a good idea. Pine (1995) included five
such items in a 68-item task inventory for corrections officers and found that 45%
reported performing at least one of the bogus tasks. For example, a task inventory
might include “operates a Gonkulator” or “uses PARTH program to analyze data”
even though no such machine or computer program actually exists. A study by
Dierdorff and Rubin (2007) found that incumbents who are low in cognitive ability
and are confused about their work role (role ambiguity) are the most likely to endorse
the bogus tasks on a task inventory.

Step 3: Rate Task Statements

Once the task statements have been written (usually including some 200 tasks), the
Task analysis The process of ~ next step is to conduct a task analysis—using a group of SMEs to rate each task
identifying the tasks for which statement on the frequency and the importance or criticality of the task being per-
employees need to be trained. formed. For example, consider the task accurately shoots a gun. For a police officer,
this task occurs infrequently, but when it does, its importance is paramount. If a fre-
quency scale alone were used, shooting a gun might not be covered in training.
Although many types of scales can be used, research suggests that many of the scales
tap similar types of information (Sanchez & Fraser, 1992); thus, using the two scales of
frequency of occurrence and importance shown in Table 2.3 should be sufficient. In
fact, rather than asking for ratings of frequency of occurrence or relative time spent
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Table 2.3  Example of Task Inventory Scales

Frequency
0 Task is not performed as part of this job.
1 Task is seldom performed.
2 Task is occasionally performed.
3 Task is frequently performed.
Importance
0 Unimportant: There would be no negative consequences if the task was not performed or if the
task was not performed properly.
1 Important: Job performance would be diminished if the task was not completed properly.
2 Essential: The job could not be performed effectively if the incumbent did not properly complete

this task.

on a task, some researchers advise that the task inventory should simply ask, “Do you
perform this task?” (Wilson & Harvey, 1990). Raters tend to agree on ratings of task
importance but not on time spent (Lindell, Clause, Brandt, & Landis, 1998).

After a representative sample of SMEs rates each task, the ratings are organized
into a format similar to that shown in Table 2.4. Tasks will not be included in the job
description if their average frequency rating is 0.5 or below. Tasks will not be included
in the final task inventory if they have either an average rating of 0.5 or less on either
the frequency (F) or importance (I) scales or an average combined rating (CR) of less
than 2. Using these criteria, tasks 1, 2, and 4 in Table 2.4 would be included in the job
description, and tasks 2 and 4 would be included in the final task inventory used in
the next step of the job analysis.

Step 4: Determine Essential KSAOs

Once the task analysis is completed and a job analyst has a list of tasks that are essen-
tial for the proper performance of a job, the next step is to identify the KSAOs needed
to perform the tasks.

m Knowledge-A body of information needed to perform a task.

m Skill-The proficiency to perform a learned task.

m Ability-The basic capacity for performing a wide range of tasks, acquiring a
knowledge, or developing a skill.

m Other characteristics-Factors that are not knowledge, skills, or abilities such
as personality, willingness, interest, and degrees.

Table 2.4  Example of Task Analysis Ratings

Raters
Scully Mulder Combined Average
Task # F+1=Q F+1=Q F+1=Q
1 2 0 2 3 0 3 25 00 25
2 2 2 4 2 1 3 20 15 35
3 0 0 0 0 0 0 00 00 00
4 3 2 5 3 2 5 30 20 50

F = frequency; | = importance; (R = combined rating.
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B Other characteristics include such personal factors as personality, willing-
ness, interest, and motivation and such tangible factors as licenses, degrees,
and years of experience.

Currently, KSAOs are commonly referred to as competencies (Campion et al.,
2011). In the old days, KSAOs were called job specifications (job specs). Though
there may be some disagreement among I/O psychologists, the terms “KSAOs,” “com-
petencies,” and “job specs” can be used interchangeably and there is no real difference
among the three (other than which term is in vogue). When competencies are tied to
an organization’s strategic initiatives and plans rather than to specific tasks, the pro-
cess is called competency modeling.

To refer back to our example of a police officer accurately shooting a gun (skill),
the police officer would need to hold the gun properly and allow for such external con-
ditions as the target distance and wind conditions (knowledge), and have the hand
strength, steadiness, and vision necessary to hold the gun, pull the trigger, and aim
properly (abilities). To carry the gun, the officer would need to have a weapons certifi-
cation (other characteristic). Determining important KSAOs can be done in one of two
ways: logically linking tasks to KSAOs or using prepackaged questionnaires.

To logically link KSAOs to tasks, a group of SMEs brainstorm the KSAOs needed to
perform each task. For example, a group of police officers might consider the task of
“writing accident reports” and determine that grammar skills, spelling skills, legible
handwriting, and knowledge of accidents are the KSAOs needed for a police officer to
perform this task.

Once the list of essential KSAOs has been developed, another group of SMEs is
given the list and asked to rate the extent to which each of the KSAOs is essential for
performing the job. If a scale such as that shown in Table 2.5 is used, KSAOs with an
average score of .5 or less are eliminated from further consideration.

As you can see in Table 2.5, it is also important for the SMEs to determine when
each KSAO is needed. Using data from the table, KSAOs that receive average ratings
of 2.5 or higher will be part of the employee selection process, KSAOs with average
ratings between 1.5 and 2.49 will be taught at the police academy, and KSAOs with
average ratings between .5 and 1.49 will be learned on the job during the officer’s pro-
bationary period.

Table 2.5 Scales Used to Rate KSAOs for Law Enforcement

Importance of KSAO

0 KSAO is not needed for satisfactory completion of the academy or satisfactory job
performance.

1 KSAO is helpful for satisfactory completion of the academy or satisfactory job performance.

2 KSAO is important/essential for satisfactory completion of the academy or satisfactory job
performance.

When KSAO Is Needed

0 KSAO is not needed.

1 KSAO is needed after completion of field training.

2 KSAO is needed after completion of the academy.

3 KSAO is needed at the time of hire.

KSAO = knowledge, skill, ability, other characteristics.
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Rather than using the previously discussed process, KSAOs, or competencies, can
be identified using such structured methods as the Job Components Inventory (JCI),
Threshold Traits Analysis (TTA), Fleishman Job Analysis Survey (F-JAS), Critical
Incident Technique (CIT), and the Personality-Related Position Requirements Form
(PPRF). Each of these will be discussed in detail later in the chapter.

Step 5: Selecting Tests to Tap KSAOs

Once the important KSAOs have been identified, the next step is to determine the
best methods to tap the KSAOs needed at the time of hire. These methods will be
used to select new employees and include such methods as interviews, work samples,
ability tests, personality tests, reference checks, integrity tests, biodata, and assessment
centers. These methods, and how to choose them, will be discussed in great detail in
Chapters 4, 5, and 6.

The average ratings obtained from step 4 will be used to weight test scores. That
is, a test tapping a KSAO with a rating of 2.9 should receive more weight than a test
tapping a KSAO with a rating of 2.5.

Using Other Job Analysis Methods

In the previous pages, the most common method for conducting a job analysis was
discussed. Though this method provides great information, it can be rather lengthy
and unstructured. To save time, increase structure, or supplement information
obtained from interviews, observations, and task analysis, other job analysis methods
are available. These methods tend to provide information on one of four specific fac-
tors that are commonly included in a job description: worker activities, tools and
equipment used, work environment, and competencies.

Methods Providing General Information About Worker Activities

Using the strategy discussed previously yields specific information about the tasks and
activities performed by an incumbent in a particular job. Though such detailed infor-
mation is ideal, obtaining it can be both time-consuming and expensive. As an alter-
native, several questionnaires have been developed to analyze jobs at a more general
level. This general analysis saves time and money and allows jobs to be more easily
compared with one another than is the case if interviews, observations, job participa-
tion, or task analysis is used.

Position Analysis Position Analysis Questionnaire. The Position Analysis Questionnaire (PAQ) is a
Questionnaire (PAQ) A structured instrument developed at Purdue University by McCormick, Jeanneret,
structured job analysis method and Mecham (1972), and is now available from PAQ Services in Bellingham,
developed by McCormick. Washington. The PAQ contains 194 items organized into six main dimensions:

information input, mental processes, work output, relationships with other per-
sons, job context, and other job-related variables such as work schedule, pay, and
responsibility. In the sample PAQ page shown in Figure 2.2, notice that the level of
analysis is fairly general. That is, the PAQ tells us if a job involves interviewing but
does not indicate the type of interviewing that is performed (interviewing job
applicants versus interviewing a witness to a crime) or how the interview is con-
ducted. Thus, the results would be difficult to use for functions such as training
or performance appraisal.

The PAQ offers many advantages. It is inexpensive and takes relatively little time
to use. It is one of the most standardized job analysis methods, has acceptable levels
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RELATIONSHIPS WITH OTHER PERSONS Code Importance to This Job (1)

N Does not apply

1 Very minor
2 Low
4 Relationships with Other Persons 3 Average
This section deals with different aspects of interaction between 4 High
people involved in various kinds of work. 5 Extreme

4.1 Communications
Rate the following in terms of how important the activity is to the completion of the job. Some
jobs may involve several or all of the items in this section.

4.1.1 Oral (communicating by speaking)
99 |_ Advising (dealing with individuals in order to counsel and/or guide them with regard to
problems that may be resolved by legal, financial, scientific, technical, clinical, spiritual, and/or
other professional principles)

100 |! Negotiating (dealing with others in order to reach an agreement or solution, for example,
labor bargaining, diplomatic relations, etc.)

101 |! Persuading (dealing with others in order to influence them toward some action or point of view,
for example, selling, political campaigning, etc.)

102 |! Instructing (the teaching of knowledge or skills, in either an informal or a formal manner, to
others, for example, a public school teacher, a machinist teaching an apprentice, etc.)

103 |! Interviewing (conducting interviews directed toward some specific objective, for example,
interviewing job applicants, census taking, etc.)

104 |! Routine information exchange: job related (the giving and/or receiving of job-related
information of a routine nature, for example, ticket agent, taxicab dispatcher, receptionist, etc.)

105 || Nonroutine information exchange (the giving and/or receiving of job-related information of a
nonroutine or unusual nature, for example, professional committee meetings, engineers
discussing new product design, etc.)

106 Public speaking (making speeches or formal presentations before relatively large audiences,

for example, political addresses, radio/TV broadcasting, delivering a sermon, etc.)
4.1.2 Written (communicating by written/printed material)

107 |_ Writing (for example, writing or dictating letters, reports, etc., writing copy for ads, writing
newspaper articles, etc.: do not include transcribing activities described in item 43, but only
activities in which the incumbent creates the written material)

4.1.3 Other Communications

108 |! Signaling (communicating by some type of signal, for example, hand signals, semaphore,
whistles, horns, bells, lights, etc.)

109 |! Code communications (telegraph, cryptography, etc.)

Source: E. J. McCormick, P. R. Jeannert, and R. C. Mecham, Position Analysis Questionnaire, Purdue Research Foundation, West Lafayette, Indiana 47907.

Figure 2.2
Example of PAQ Questions
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Job Structure Profile (JSP)
A revised version of the Position
Analysis Questionnaire (PAQ)
designed to be used more by the
job analyst than by the job
incumbent.

Job Elements Inventory
(JEI) A structured job analysis
technique developed by
Comelius and Hakel that is
similar to the Position Analysis
Questionnaire (PAQ) but easier
to read.

Functional Job Analysis
(FJA) A job analysis method
developed by Fine that rates the
extent to which a job incumbent
is involved with functions in the
categories of data, people, and
things.

of reliability, and its results for a particular position can be compared through com-
puter analysis with thousands of other positions.

Although the PAQ has considerable support, research indicates its strengths are
also the source of its weaknesses. The PAQ’s instructions suggest that incumbents
using the questionnaire have education levels between grades 10 and 12. Research
has found, however, that the PAQ questions and directions are written at the college
graduate level (Ash & Edgell, 1975); thus, many workers may not be able to under-
stand the PAQ. This is one reason developers of the PAQ recommend that trained
job analysts complete the PAQ rather than the employees themselves.

In addition, the PAQ was designed to cover all jobs; but limited to 194 questions
and six dimensions, it has not proven very sensitive. For example, a homemaker and a
police officer have similar PAQ profiles (Arvey & Begalla, 1975). Similar profiles also
are obtained regardless of whether an analyst actually observes the job or just looks at
a job title or a job description (Brannick, Levine, & Morgeson, 2007).

Finally, having a large amount of information about a job yields the same results
as having little information (Surrette et al., 1990). Although these studies speak
favorably about the reliability of the PAQ, they also provide cause for worry because
the PAQ appears to yield the same results regardless of how familiar the analyst is
with a job.

Job Structure Profile. A revised version of the PAQ was developed by Patrick and
Moore (1985). The major changes in the revision, which is called the Job Structure
Profile (JSP), include item content and style, new items to increase the discrimina-
tory power of the intellectual and decision-making dimensions, and an emphasis on
having a job analyst, rather than the incumbent, use the JSP. Research by JSP’s
developers indicates that the instrument is reliable, but little research has been con-
ducted on the JSP since 1985.

Job Elements Inventory. Another instrument designed as an alternative to the PAQ is the
Job Elements Inventory (JEI), developed by Cornelius and Hakel (1978). The JEI
contains 153 items and has a readability level appropriate for an employee with only a
tenth-grade education (Cornelius, Hakel, & Sackett, 1979). Research comparing the
JEI with the PAQ indicates that the scores from each method are very similar (Harvey,
Friedman, Hakel, & Cornelius, 1988); thus, the JEI may be a better replacement for
the difficult-to-read PAQ. But as mentioned with the JSP, much more research is
needed before conclusions can be confidently drawn.

Functional Job Analysis. Functional Job Analysis (FJA) was initially designed by Sidney
Fine (1955) as a method that could be used by the federal government to analyze and
compare thousands of jobs. The FJA process begins in a similar manner to many job
analysis methods: a small group of subject matter experts meets to identify the key
functions of a job (what gets done) as well as the tasks performed to complete each
function (Cronshaw, 2012). What makes FJA unique, is that once the SMEs have
identified these functions and tasks, they assign a percentage of time the incumbent
spends on three functions: data (information and ideas), people (clients, customers,
and coworkers), and things (machines, tools, and equipment). An analyst is given
100 points to allot to the three functions. The points are usually assigned in multiples
of 5, with each function receiving a minimum of 5 points. Once the points have been
assigned, the highest level at which the job incumbent functions is then chosen from
the chart shown in Table 2.6.
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Job Components
Inventory (JCI) A structured
job analysis technique that
concentrates on worker re-
quirements for performing a job
rather than on specific tasks.

AET An ergonomic job analysis
method developed in Germany
(Arbeitswissenschaftliches
Erhebungsverfahren zur
Tdtigkeitsanalyse).

Table 2.6

Data People

Data, People, and Things Levels

Things

0 Synthesizing 0 Mentoring 0 Setting up

1 Coordinating 1 Negotiating 1 Precision working

2 Analyzing 2 Instructing 2 Operating-controlling

3 Compiling 3 Supervising 3 Driving-operating

4 Computing 4 Diverting 4 Manipulating

5 Copying 5 Persuading 5 Tending

6 Comparing 6 Speaking 6 Feeding-offbearing
7 Serving 7 Handling

8 Taking instructions
9 Helping

Methods Providing Information About Tools and Equipment

Job Components Inventory. To take advantage of the PAQ’s strengths while avoiding
some of its problems, Banks, Jackson, Stafford, and Warr (1983) developed the Job
Components Inventory (JCI) for use in England. The JCI consists of more than 400
questions covering five major categories: tools and equipment, perceptual and physical
requirements, mathematical requirements, communication requirements, and deci-
sion making and responsibility. It is the only job analysis method containing a detailed
section on tools and equipment.

Published research on the JCI is not abundant. But it does appear to be a promis-
ing technique, with research indicating that it is reliable (Banks & Miller, 1984), can
differentiate between jobs (Banks et al., 1983), can cluster jobs based on their similar-
ity to one another (Stafford, Jackson, & Banks, 1984), and, unlike the PAQ, is affected
by the amount of information available to the analyst (Surrette et al., 1990).

Methods Providing Information About the Work Environment

The techniques discussed so far provide information about the activities that are
performed and the equipment used to perform them. The job analyst still needs
information about the conditions under which the activities are performed. For
example, two employees might perform the task “delivers mail,” yet one might do
it by carrying 50-pound mail bags in very hot weather whereas the other delivers
mail by driving a golf cart through an air-conditioned warehouse. To obtain infor-
mation about the work environment, a job analyst might use the AET, an acronym
for “Arbeitswissenschaftliches Erhebungsverfahren zur Tétigkeitsanalyse” (try saying
this three times!), which means “ergonomic job analysis procedure.” By ergonomic,
we mean that the instrument is primarily concerned with the relationship between
the worker and work objects. Developed in Germany by Rohmert and Landau
(1983), the AET is a 216-item, standardized questionnaire that analyzes a job along
the dimensions shown in Table 2.7. Sample items from the AET can be found in
Table 2.8. Although the AET appears to be a promising method for obtaining cer-
tain types of job analysis information, there has not been enough published research
to draw any real conclusions.
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Table 2.7  AET Dimensions

Part A Work System Analysis 3.3 principles and methods of remuneration
1 Work objects 3.3.1 principles of remuneration
1.1 material work objects (physical condition, special properties 3.3.2 methods of remuneration
of the material, quality of surfaces, manipulation delicacy, Part B Task Analysis
form, size, weight, dangerousness) 1 Tasks relating to material work objects
1.2 energy as work object 2 Tasks relating to abstract work objects
1.3 information as work object 3 Man-related tasks
1.4 man, animals, plants as work objects 4 Number and repetitiveness of tasks
2 Equipment

Part C Demand Analysis
1 Demands on perception
1.1 mode of perception

2.1 working equipment
2.1.1 equipment, tools, machinery to change the properties
of the work objects

1.1.1 visual
2.1.2 means of transport su.a

1.1.2 auditory
2.1.3 controls .

1.1.3 tactile

2.2 Other equipment
2.2.1 displays, measuring instruments
2.2.2 technical aids to support human sense organs
information
2.2.3 work chair, table, room
3 Work environment
3.1 physical environment
3.1.1 environmental influences
3.1.2 dangerousness of work and risk of occupational
diseases
3.2 organizational and social environment
3.2.1 temporal organization of work
3.2.2 position in the organization of work sequence
3.2.3 hierarchical position in the organization
3.2.4 position in the communication system

1.14 olfactory
1.1.5 proprioceptive
1.2 absolute/relative evaluation of perceived information
1.3 accuracy of perception
2 Demands for decision
2.1 complexity of decision
2.2 pressure on time
2.3 required knowledge
3 Demands for response/activity
3.1 body postures
3.2 static work
3.3 heavy muscular work
3.4 light muscular work
3.5 strenuousness and frequency of movements

AET = Arbeitswissenschaftliches Erhebungsverfahren zur Tétigkeitsanalyse = ergonomic job analysis procedure.
Source: Rohmert, W., and Landau, K. (1983). A new technique for job analysis. New York: Taylor & Francis.

Methods Providing Information About Competencies
Occupational Information Occupational Information Network. The Occupational Information Network (O*NET) is

Network (0*NET) The job a national job analysis system created by the federal government to replace the Dictio-
analysis system used by the nary of Occupational Titles (DOT), which had been in use since the 1930s (Peterson
federal govemment that has et al.,, 2001). O*NET is a major advancement in understanding the nature of work, in

replaced the Dictionary of

ey large part because its developers understood that jobs can be viewed at four levels:
Occupational Titles (DOT).

economic, organizational, occupational, and individual. As a result, O*NET has incor-
porated the types of information obtained in many job analysis techniques. A chart
comparing O*NET with other job analysis methods is located on this text’s webpage.

O*NET includes information about the occupation (generalized work activities,
work context, organizational context) and the worker characteristics (ability, work
style, occupational values and interests, knowledge, skills, education) needed for suc-
cess in the occupation. The O*NET also includes information about such economic
factors as labor demand, labor supply, salaries, and occupational trends. This informa-
tion can be used by employers to select new employees and by applicants who are
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Table 2.8  Sample AFT Items

(NO (¢
1.1.7 Weight
Answer questions 22—24 indicating the individual proportions of time during which the incumbent performs tasks
involving work materials of different weights.
22 D Low weight
objects weighing up to 1 kg can normally be manipulated with fingers or hands.
23 D Medium weight
1-10 kg can normally be manipulated with hands.
24 Heavy weight
more than 10 kg can partly be manipulated by one person without using additional
auxiliaries, partly incuding the use of handling equipment and hoisting machines
1.1.8 Danger
Answer questions 2530 indicating the individual proportions of time during which the incumbent performs tasks
involving dangerous work materials
25 D Work materials that are explosive
e.g., explosives and igniting mixtures, ammunition, fireworks
26 D Work materials that are conductive to fire or inflammable
e.g., petrol, technical oils, lacquers, and varnishes
27 D Work materials that are poisonous or caustic
e.g., basic chemicals, chemical-technical materials, plant protectives, cleaning materials
28 D Work materials that are radioactive
e.g., uranium concentrate, nuclear materials
29 D Work materials that are irritating skin or mucous membrane
e.g., quartz, ashestos, Thomas meal, flax, raw cotton
30 D Work materials causing other health hazards

If characteristic | is rated D = 5, continue with characteristic 34.

AET = Arbeitswissenschaftliches Erhebungsverfahren zur Tétigkeitsanalyse = ergonomic job analysis procedure.
Source: Rohmert, W., and Landau, K. (1983). A new technique for job analysis. New York: Taylor & Frandis.

Critical Incident
Technique (CIT) The job
analysis method developed by
John Flanagan that uses written
reports of good and bad em-
ployee behavior.

searching for careers that match their skills, interests, and economic needs. O*NET-
based information can be obtained at http://online.onetcenter.org.

Critical Incident Technique. The Critical Incident Technique (CIT) was developed and
first used by John Flanagan and his students at the University of Pittsburgh in the
late 1940s and early 1950s. The CIT is used to discover actual incidents of job behav-
ior that make the difference between a job’s successful or unsuccessful performance
(Flanagan, 1954). This technique can be conducted in many ways, but the basic pro-
cedure is as follows:

1. Job incumbents each generate between one and five incidents of both
excellent and poor performance that they have seen on the job. These
incidents can be obtained using logbooks, questionnaires, or interviews;
research has shown that the method used makes little difference
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Table 2.9  (itical Incident Fxamples

1. About a year ago, | was driving home from school and had a flat tire. 2. 1 got pulled over for doing 45 in a 25 mph zone. Instead of just

| was having trouble changing the tire when the police officer writing me up, the cop told me what a jerk | was for speeding and
stopped and helped me. He then followed me to the nearest gas that if he ever saw me speed again, | would get more than a ticket.
station to make sure that | didn’t have any more trouble. Most cops He was the one who was the jerk!

probably wouldn’t have done a darn thing to help.

(Campion, Greener, & Wernli, 1973), although questionnaires are usually
used because they are the easiest. A convenient way to word requests for
critical incidents is by asking incumbents to think of times they saw workers
perform in an especially outstanding way and then to write down exactly
what occurred. Incumbents are then asked to do the same for times they
saw workers perform poorly. This process is repeated as needed. Two examples
of critical incidents are shown in Table 2.9.

2. Job experts examine each incident and decide whether it is an example of
excellent or poor behavior. This step is necessary because approximately 5%
of incidents initially cited as poor examples by employees are actually good
examples and vice versa (Aamodt, Reardon, & Kimbrough, 1986). For exam-
ple, in a recent job analysis of the position of university instructor, a few
students described their worst teachers as those who lectured from material
not included in their textbooks. A committee of faculty members and stu-
dents who reviewed the incidents determined that lecturing from nontext
material actually was excellent. Thus, the incidents were counted as examples
of excellent rather than poor performance.

3. The incidents generated in the first stage are then given to three or four
incumbents to sort into an unspecified number of categories. The incidents
in each category are then read by the job analyst, who combines, names, and
defines the categories.

4. To verify the judgments made by the job analyst in procedure 3, three other
incumbents are given the incidents and category names and are asked to sort
the incidents into the newly created categories. If two of the three incum-
bents sort an incident into the same category, the incident is considered part
of that category. Any incident that is not agreed upon by two sorters is either
thrown out or placed in a new category.

5. The numbers of both types of incidents sorted into each category are then
tallied and used to create a table similar to Table 2.10. The categories provide
the important dimensions of a job, and the numbers provide the relative
importance of these dimensions.

The CIT is an excellent addition to a job analysis because the actual critical inci-
dents can be used for future activities such as performance appraisal and training. The
CIT’s greatest drawback is that its emphasis on the difference between excellent and
poor performance ignores routine duties. Thus, the CIT cannot be used as the sole
method of job analysis.

Job Components Inventory. In addition to information about tools and equipment used
on the job, which were discussed earlier, the JCI also provides information about the
perceptual, physical, mathematical, communication, decision making, and responsibil-
ity skills needed to perform the job.
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Threshold Traits Analysis
(TTA) A 33-item questionnaire
developed by Lopez that iden-
tifies traits necessary to suc-
cessfully perform a job.

Fleishman Job Analysis
Survey (F-JAS) A job analysis
method in which jobs are rated
on the basis of the abilities
needed to perform them.

Job Adaptability
Inventory (JAI) A job analysis
method that taps the extent to
which a job involves eight types
of adaptability.

Table 2.10 (T Categories and Frequencies for Excellent and Poor Resident Assistants

Category Excellent Poor Total
Interest in residents 31 19 50
Availability 14 27 41
Responsibility 12 20 32
Fairmess 18 10 28
Self-adherence to the rules 0 28 28
Social skills 19 7 26
Programming 13 7 20
Self-confidence 12 8 20
Rule enforcement 4 14 18
Authoritarianism 1 16 17
Counseling skills 12 4 16
Self-control 5 2 7
Confidentiality 1 2 3

Threshold Traits Analysis. An approach similar to the JCI is the Threshold Traits Analysis
(TTA), which was developed by Lopez, Kesselman, and Lopez (1981). This method is
available only by hiring a particular consulting firm (Lopez and Associates), but its
unique style makes it worthy of mentioning. The TTA questionnaire’s 33 items identify
the traits that are necessary for the successful performance of a job. The 33 items cover
five trait categories: physical, mental, learned, motivational, and social. An example of
an item from the TTA can be found in Figure 2.3. The TTA’s greatest advantages are
that it is short and reliable and can correctly identify important traits (Lopez et al.,
1981). The TTA’s greatest disadvantage is that it is not available commercially. Because
the TTA also focuses on traits, its main uses are in the development of an employee
selection system or a career plan (Lopez, Rockmore, & Kesselman, 1980).

Fleishman Job Analysis Survey. Based on more than 30 years of research (Fleishman &
Reilly, 1992a), the Fleishman Job Analysis Survey (F-JAS) requires incumbents or job
analysts to view a series of abilities such as the one shown in Figure 2.4 and to rate the
level of ability needed to perform the job. These ratings are performed for 73 distinct
cognitive, physical, psychomotor, sensory-perceptual, and social/interpersonal abilities
and knowledge (Caughron, Mumford, & Fleishman, 2012). The F-JAS is easy to use by
incumbents or trained analysts, demonstrates acceptable levels of reliability, and is sup-
ported by years of research. Its advantages over TTA are that it is more detailed, is
commercially available, is available in several languages, and can be completed online.

Job Adaptability Inventory. The Job Adaptability Inventory (JAI) is a 132-item inventory
developed by Pulakos, Arad, Donovan, and Plamondon (2000) that taps the extent to which
a job incumbent needs to adapt to situations on the job. The JAI has eight dimensions:

1. Handling emergencies or crisis situations
2. Handling work stress
3. Solving problems creatively
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Problem Solving

Job Functions Include Incumbent Must

Processing information to reach specific
conclusions, answering problems, adapting and
assessing ideas of others, and revising into
workable form.

Analyze information and, by inductive reasoning,
arrive at a specific conclusion or solution (trait
also known as convergent thinking, reasoning).

Level Job Activities That Require Solving Level Incumbent Must Solve
0 Very minor problems with fairly simple 0  Very minor problems with fairly simple
solutions (running out of supplies or solutions.

giving directions).

1 Problems with known and limited variables 1 Problems with known and limited variables.
(diagnosing mechanical disorders or
customer complaints).

2  More complex problems with many known 2  Problems with many known and complex

variables (programming or investment variables.
analysis).

3 Very complex and abstract problems with 3 Very complex and abstract problems with
many unknown variables (advanced many unknown variables.

systems design or research).

Adapted from Lopez, F. M., Kesselman, G. A., and Lopez, F. E. (1981). An empirical test of a trait-oriented job analysis technique. Personnel Psychology, 34, 479-502.

Figure 2.3

Sample from ) ) 4. Dealing with uncertain and unpredictable work situations
ThreShOId T_ram Analysis 5. Learning work tasks, technologies, and procedures
Questionnaire 6. Demonstrating interpersonal adaptability

7. Demonstrating cultural adaptability
8. Demonstrating physically oriented adaptability

Though the JAI is relatively new, it has excellent reliability and has been shown to
distinguish among jobs (Pulakos, Arad, Donovan, & Plamondon, 2000).

Personality-Related Personality-Related Position Requirements Form (PPRF). The Personality-Related Position

Position Requirements Requirements Form (PPRF) was developed by Raymark, Schmit, and Guion (1997)

Form (PPRF) A job analysis to identify the personality types needed to perform job-related tasks. The PPRF con-

instrument that helps determine  gjsts of 107 items tapping 12 personality dimensions that fall under the “Big 5” per-

th? personality requirements for sonality dimensions (openness to experience, conscientiousness, extroversion,

a job. agreeableness, and emotional stability). Though more research is needed, the PPRF is
reliable and shows promise as a useful job analysis instrument for identifying the per-
sonality traits necessary to perform a job.

Performance Improvements Characteristics (PIC). Similar to the PPRF, the 48 questions on
the PIC help determine which of the seven main personality traits are needed to per-
form a given job. Research on the PIC indicates that it has acceptable reliability and is
able to differentiate between jobs (Foster, Gaddis, & Hogan, 2012.).

Evaluation of Methods

In the previous pages, many job analysis methods were presented. To help compare the
methods, Table 2.11 summarizes the potential uses for each method. Any time there are
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How Written Comprehension Is Different from Other Abilities

Oral Comprehension: Involves
listening to and understanding

Written Comprehension: Involves words and sentences spoken by others.

reading and understanding written VS.

words and sentences. Oral Expression and Written Expression:

Involve speaking or writing words and
sentences so others will understand.

7 ——
Requires understanding complex or Understand an instruction book on
detallgd information that is in writing, <—repairing a missile guidance system
contains unusual words and phrases, 6 T
and involves fine distinctions in 9 N
meaning among words. 5 ¢

~— Understand an apartment lease
4 +— ,x
B

3 .
Requires understanding short or
simple written information that 2
contains common words and phrases. ~——— Understand signs on the highway

14

Figure 2.4

Fleishman Job Analysis ~ multiple methods for something, a logical question is, “Which one is best?” Unfortu-
Survey Example nately, there is no clear answer to this question in job analysis. The best method to use
in analyzing a job appears to be related to the end use of the job analysis information.
That is, different methods are best for different uses—worker-oriented methods,
such as the CIT, JCI, and TTA, are the best for employee selection and performance
appraisal; job-oriented methods, such as task analysis, are best for work design and writ-
ing job descriptions. To get the most out of a job analysis, several techniques should be
used so that information on each of the job description sections can be obtained.
From a legal perspective, courts have ruled that job analysis is necessary (Sparks,
1988) and that acceptable job analyses should (1) use several up-to-date sources, (2) be
conducted by experts, (3) use a large number of job incumbents, and (4) cover the
entire range of worker activities and qualifications (Thompson & Thompson, 1982).
Other than a meta-analysis demonstrating that job analysis ratings of specific tasks
are more reliable than ratings of general work activities (Dierdorff & Wilson, 2003), lit-
tle research directly comparing job analysis methods has been conducted. This lack of
research is primarily because direct comparison of methods is virtually impossible: Each
method yields results that differ in both the number and type of dimensions. Thus, the
comparative research that has been conducted has focused on opinions of job analysts.
Survey research by Levine, Ash, and their colleagues (Levine, Ash, & Bennett,
1980; Levine, Ash, Hall, & Sistrunk, 1983) has found the following:

1. The PAQ is seen as the most standardized technique and the CIT the least
standardized.
2. The CIT takes the least amount of job analyst training and task analysis the most.
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Table 2.11  Comparison of the Output of the Types of Information Gained from Various Job Analysis Methods

Job Description Section

Specific  General Job
Job Analysis Method Tasks Duties Tools Context Performance Compensation Competencies
Interview X X X X X X X
Observation X X X X X
Job participation X X X X X
PAQ X X X
JSP X X X
JEI X X X
FIA X
J X X
AET X
O*NET X X
ar X X
TTA X
F-JAS X
JAI X
PPRF X

PAQ = Position Analysis Questionnaire; JSP = Job Structure Profile; JEI = Job Elements Inventory; FJA = Functional Job Analysis; JCI = Job Components Inventory;
AET = Arbeitswissenschaftliches Erhebungsverfahren zur Tétigkeitsanalyse = ergonomic job analysis procedure; 0*NET = Occupational Information Network; CIT = Critical Incident
Technique; TTA = Threshold Traits Analysis; F-JAS = Fleishman Job Analysis Survey; JAI = Job Adaptability Inventory; PPRF = Personality-Related Position Requirements Form.

3. The PAQ is the least costly method and the CIT the most.

. The PAQ takes the least amount of time to complete and task analysis the
most.

. Task analysis has the highest-quality results and TTA the lowest.

. Task analysis reports are the longest and job-elements reports the shortest.

. The CIT has been rated the most useful and the PAQ the least.

. Task analysis gives the best overall job picture and the PAQ the worst.

N

[ <IN B e W)

Keep in mind, however, that these findings were based on users’ opinions rather
than on actual empirical comparison and that many of the newer (post-1980) job
analysis methods were not included in the Levine and Ash studies.

Job Evaluation

Once a job analysis has been completed and a thorough job description written, it is
important to determine how much employees in a position should be paid. This
Job evaluation The process process of determining a job’s worth is called job evaluation. A job evaluation is

of determining the monetary typically done in two stages: determining internal pay equity and determining exter-
worth of a job. nal pay equity.
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Should employees in
dangerous jobs be
compensated for the
increased risk?

Compensable job factors
Factors, such as responsibility
and education requirements,
that differentiate the relative
worth of jobs.

© Travel Ink/Getty Images

Determining Internal Pay Equity

Internal pay equity involves comparing jobs within an organization to ensure that the
people in jobs worth the most money are paid accordingly. The difficulty in this pro-
cess, of course, is determining the worth of each job. Because a complete discussion of
all job evaluation methods is beyond the scope of this text, we will stick to a discus-
sion of the most commonly used method.

Step 1: Determining Compensable Job Factors

The first step in evaluating a job is to decide what factors differentiate the relative
worth of jobs. Possible compensable job factors include the following:

Level of responsibility

Physical demands

Mental demands

Education requirements

Training and experience requirements
Working conditions

The philosophical perspectives of the job evaluator can affect these factors. Some eva-
luators argue that the most important compensable factor is responsibility and that
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physical demands are unimportant. Others argue that education is the most important.
The choice of compensable factors thus is often more philosophical than empirical.

Step 2: Determining the Levels for Each Compensable Factor

Once the compensable factors have been selected, the next step is to determine the
levels for each factor. For a factor such as education, the levels are easy to determine
(e.g., high school diploma, associate’s degree, bachelor’s degree). For factors such as
responsibility, a considerable amount of time and discussion may be required to
determine the levels.

Step 3: Determining the Factor Weights

Because some factors are more important than others, weights must be assigned to
each factor and to each level within a factor. Here is the process for doing this:

1. A job evaluation committee determines the total number of points that will
be distributed among the factors. Usually, the number is some multiple of
100 (e.g., 100, 500, 1,000) and is based on the number of compensable fac-
tors. The greater the number of factors, the greater the number of points.

2. Each factor is weighted by assigning a number of points. The more important
the factor, the greater the number of points that will be assigned.

3. The number of points assigned to a factor is then divided into each of the
levels. If 100 points had been assigned to the factor of education, then
20 points (100 points/5 degrees) would be assigned to each level. An example
of this procedure is shown in Table 2.12. The job evaluation committee takes
the job descriptions for each job and assigns points based on the factors and
degrees created in the previous steps.

Table 2.12  Example of Completed Job Evaluation Results

Factors Points

Education (200 points possible)

High school education or less 40
Two years of college 80
Bachelor's degree 120
Master's degree 160
Ph.D. 200
Responsibility (300 points possible)
Makes no decisions 75
Makes decisions for self 150
Makes decisions for 1-5 employees 225
Makes decisions for more than 5 employees 300
Physical demands (90 points possible)
Lifts no heavy objects 30
Lifts objects between 25 and 100 pounds 60
Lifts objects more than 100 pounds 90
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Figure 2.5

Example of a Wage
Trend Line

Wage trend line A line that
represents the ideal relationship
between the number of points
that a job has been assigned
(using the point method of
evaluation) and the salary range
for that job.

Salary surveys A question-
naire sent to other organizations
to see how much they are
paying their employees in po-
sitions similar to those in the
organization sending the survey.
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4. The total number of points for a job is compared with the salary currently
being paid for the job. This comparison is typically graphed in a fashion
similar to the wage trend line shown in Figure 2.5. Wage trend lines are
drawn based on the results of a regression formula in which salary is pre-
dicted by the number of job analysis points. Jobs whose point values fall well
below the line (as with Job D in Figure 2.5) are considered underpaid (“green
circled”) and are immediately assigned higher salary levels. Jobs with point
values well above the line (as with Job H) are considered overpaid (“red
circled”) and the salary level is decreased once current jobholders leave. To
better understand this process, complete Exercise 2.6 in your workbook.

Determining External Pay Equity

With external equity, the worth of a job is determined by comparing the job to the
external market (other organizations). External equity is important if an organization
is to attract and retain employees. In other words, it must be competitive with the
compensation plans of other organizations. That is, a fast-food restaurant that pays
cooks $8 an hour will probably have trouble hiring and keeping high-caliber employ-
ees if other fast-food restaurants in the area pay $10 an hour.

To determine external equity, organizations use salary surveys. Sent to other
organizations, these surveys ask how much an organization pays its employees in var-
ious positions. An organization can either construct and send out its own survey or
use the results of surveys conducted by trade groups, an option that many organiza-
tions choose. On the basis of the survey results such as those shown in Table 2.13, an
organization can decide where it wants to be in relation to the compensation policies
of other organizations (often called market position). That is, an organization might
choose to offer compensation at higher levels to attract the best applicants as well as
keep current employees from going to other organizations. Other organizations might
choose to pay at the “going rate” so that they have a reasonable chance of competing
for applicants, even though they will often lose the best applicants to higher-paying
organizations. Market position is most important in a good economy where jobs are
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Table 2.13  Example of Salary Survey Results

Salary Range

# orgs with Number of Weighted

Position Position Employees Average Low Q1 Median Q3 High
Assembly/Production
Foreperson 18 286 $23.21 12.67 19.96 22.67 2869 3744
Machinist 9 419 $20.83 10.28 17.79 19.63 2209  26.80
Production control planner 9 36 $19.73 17.64 19.68 21.63 2459 3744
Production worker 15 3,487 $18.91 9.49 13.24 16.05 1662 2427
Quality control inspector 10 45 $15.23 11.00 13.84 15.01 2131 2418
Maintenance
Janitor 10 322 $12.00 8.85 10.02 11.15 1204 2081
Maintenance person A 17 112 $15.90 10.65 11.54 15.97 20.40 27.78
Mechanic n 382 $19.80 12.99 18.10 19.30 2127 2598

Q1 = first quartile; Q3 = third quartile.

plentiful and applicants have several job options. It may seem surprising that compet-
ing organizations would supply salary information to each other, but because every
organization needs salary data from other organizations, compensation analysts tend
to cooperate well with one another.

Roanoke County, Virginia, provides an excellent example of the importance of
market position. The county was concerned about the high turnover rate of its police
dispatchers and undertook a study to determine the reason for the problem. Possible
reasons were thought to be working conditions, location, reputation, and pay. The
study revealed that most of the turnover was due to a neighboring city paying its dis-
patchers $2,500 more per year. This resulted in Roanoke County dispatchers resigning
after a year of experience to take a higher-paying job only five miles away. Adjusting
the salary greatly reduced the turnover rate.

Keep in mind that job evaluation concerns the worth of the job itself, not the
worth of a person in the job. For example, suppose a salary survey reveals that the
going rate for a job falls within the range of $30,000 to $40,000, and an organization,
deciding to be at the upper end of the market, sets its range for the position at
$37,000 to $42,000. Decisions must then be made regarding where in the $5,000
range each particular employee will be paid. This decision is based on such factors
as years of experience, years with the company, special skills, education, local cost of
living, and performance level.

We have earlier discussed the amount of money a job is worth: this amount is called

Direct compensation The direct compensation. Employees are also compensated in other ways, such as pay for
amount of money paid o an time not worked (e.g., holidays, vacation, sick days), deferred income (e.g., Social Security
employee (does not count and pension plans), health protection such as medical and dental insurance, and perqui-
benefits, time off, and so forth].  gjtes (“perks”) such as a company car (Martocchio, 2014). Consequently, a job with a

direct compensation of $30,000 might actually be worth more than one at $35,000
because of the indirect compensation package. In fact, anytime your author complains
to his neighbors about low faculty salaries, they shed few tears as they mention such
benefits as three-week Christmas vacations and three-month summer holidays.
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Comparable worth The idea
that jobs requiring the same
level of skill and responsibility
should be paid the same re-
gardless of supply and demand.

Determining Sex and Race Equity

In addition to analyses of internal and external equity, pay audits should also be
conducted to ensure that employees are not paid differently on the basis of gender
or race. For organizations with 50 or more employees and federal contracts in excess
of $50,000, compensation analyses are mandatory each year. The Office of Federal
Contract Compliance Programs (OFCCP) monitors these analyses to ensure that
they are conducted and that contractors are not discriminating on the basis of pay.
Two types of audits should be conducted: one that looks at pay rates of employees
within positions with identical duties (equal pay for equal work) and a second that
looks at pay rates of employees in jobs of similar worth and responsibility (compara-
ble worth).

This second type of analysis is normally conducted by comparing jobs with simi-
lar worth (salary grade), field of knowledge (job family), and job duties (job function).
Prior to 2013, the OFCCP called such groups similarly situated employee groups
(SSEGS) but now refers to them as Pay Analysis Groups (PAGs).

Comparable worth is an issue very much related to the discussion of job evalu-
ation. Comparable worth is often in the news because some groups claim that
female workers are paid less than male workers. This perception of pay inequity
stems from the statistic that, on average, full-time female workers in 2013 made only
82.1% of what full-time male workers were paid. On average, African American
workers and Hispanics made less than Asian Americans and whites. As shown in
Table 2.14, the pay gap, which was narrowing for many years, seems to have

Table 2.14  Trends of Salary Level of Women as a Percentage of Men’s Salaries and Minorities as a
Percentage of White’s Salaries

Sex Comparison Race Comparison

Women Blacks Hispanics Asians
Year to Men to Whites to Whites to Whites
2013 82.1 78.4 72.1 117.5
2012 80.9 784 73.2 116.2
2011 82.2 79.4 70.8 1M1.7
2010 81.2 79.9 69.9 111.8
2009 80.2 79.4 71.5 116.2
2008 79.9 79.4 713 116.0
2007 80.2 79.5 703 1159
2006 80.8 80.3 70.4 113.6
2005 81.0 773 70.1 1121
2000 76.9 80.3 72.9 104.2
1995 75.5 77.5 735
1990 71.9 71.6 7.7
1985 68.1 77.8 75.8
1980 64.2 78.8 78.2

Source: U.S. Department of Labor.
Note: Percentages are based on weekly eamings for full-time employees.
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stagnated at approximately 81% for women, 79% for African Americans, and 72% for
Hispanics. It should be noted that Asians make more money than do the other eth-
nic and racial groups.

Research indicates that all but about 6% of the gap between men and women
can be explained by such factors as men being in the workforce longer, having a
higher percentage of full-time jobs, and working more hours in a year (CONSAD,
2009; Wall, 2000). Thus, sex differences in pay are often less an issue of pay dis-
crimination by organizations than one of vocational choice and educational
opportunity discrimination. To alleviate gender differences in pay, it is essential
that young women be encouraged to enter historically male-dominated fields
(assembly lines, management, police) and that young men be encouraged to
enter historically female-dominated fields (nursing, clerical, elementary educa-
tion). Furthermore, because men are more inclined to negotiate such things as
starting salaries than are women (Babcock & Laschever, 2008; Kugler, Tamara,
Reif, & Brodbeck, 2014; Stuhlmacher & Walters, 1999), some of the pay gap can
be narrowed either by not allowing applicants to negotiate salaries or by teaching
all applicants how to negotiate salaries. Although a complete discussion on this
topic goes beyond the scope of this text, an excellent assortment of articles and
links on this issue can be found at http://www.swcollege.com/bef/policy_debates
/gender.html.

For some advice on salary negotiation, see the Career Workshop Box.

Conducting a Sex and Race Equity Study

The first step in conducting a salary equity analysis for an organization is to place
jobs into the Pay Analysis Groups mentioned previously. This task takes consider-
able time, as one needs to use salary grades to determine similarity of worth and
use job descriptions to determine similarity of duties and responsibilities. The goal
of these analyses is to determine if the average salary for men differs significantly
from the average salary for women, and whether the average salary for Whites dif-
fers from the average salary for Blacks, Hispanics, and Asians. This analysis is con-
ducted for each PAG, rather than the organization as a whole.

Two types of statistical analyses are typically used: regression and Fisher’s exact
tests. For smaller PAGs a Fisher’s exact test is used to compare gender and race
differences in the percentage of employees above the median salary for the PAG.
If there are at least 30 employees in the PAG and at least 5 employees in each sex
or race group (i.e., 5 men and 5 women), this can be done through a statistical
technique called regression.

With regression, the first step is to enter your merit variables into the equation
to determine what percentage of individual differences in pay they explain. The sec-
ond step in the equation is to enter sex (coded 0 for males, 1 for females) to deter-
mine whether, after controlling for the merit variables, an employee’s sex is still
related to pay. That is, suppose the average salary for men in Grade 8 Engineers is
$57,000 and for women $54,000. It may be that this $3,000 difference can be
explained by the fact that the average man in the PAG has been with the organiza-
tion five years longer than the average woman in the PAG. The results of the
regression will determine if the $3,000 salary difference can be fully explained, par-
tially explained, or not explained by differences in the merit variables.

If the results of the regression analysis indicate that the merit variables do
not explain sex or race differences in salary, one still cannot conclude that
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(IR LS Negotiating Salary

oward the end of this chapter you learned that one
T of the main causes of salary inequity between men

and women is that men are more likely to negotiate
salaries than are women. It is important for a job appli-
cant to understand that most salary offers are negotiable.
Most organizations have a pay range in which employee
salaries must fall for each job. For example, the range for
an accountant at IBM might be $30,000 to $40,000. An
applicant will never get less than the $30,000 or more
than the $40,000. The negotiation determines where in
that $10,000 range you will fall. Here are some thoughts
for negotiating:

= Know what the job is worth. All public organizations and
some private organizations will make their salary ranges
available to applicants. If they don’t, you can use
information from salary surveys and your university
career placement office to help you find information
about salary ranges for a type of job. Good Internet
sources include www.jobstar.org, www.salary.com, and
www.salaryexpert.com.

= Ask your career placement center about the typical
starting salaries for graduates in your field from your
university.

= Know what you need to earn. Think about the cost of
living and your expenses (e.g., rent, utilities, student
loans, car payment). That will give you an idea about

the minimum salary you will accept. There are times
when the offer you get is not negotiable and is below
what you need to survive. In such cases, you must turn
down the offer.

Know what you are worth. If you have experience,
graduated from a top school, were a top student in
your university, or have unusual skills, you are worth
more than the typical applicant. If you are asked in an
interview about your expected starting salary, you might
use this information to respond, “The typical salary for
accounting majors at our university is $28,000. Because |
have done an internship and was one of the top
students in our department, my expectation is to start
above $30,000.”

Don't be afraid to negotiate. When the organization makes
an offer, counter with a higher amount. In doing so, be
realistic and base your offer on logic and facts. Explain
why you think an increased starting salary is justifiable. If
you graduated with no experience and a 2.01 GPA, you
probably have little room to negotiate above the bottom
of the range.

When the job market is tight and employers are having
trouble finding good applicants, your value is higher.

In addition to salary, there are times when you can negotiate
such things as vacation time, starting dates, and other
benefits.

discrimination has occurred. It could be that there are valid factors involved in the
differences (e.g., the economy at the time of hire) that were not entered into the
regression. However, in the absence of a valid explanation, salary adjustments may
be in order.

Salary adjustments are determined by entering the merit variables for each
employee into a regression equation to estimate what the employees “should” be
making. For this approach to be reliable, the merit variables should account for a
statistically significant percentage of the individual differences in salary. An
employee whose actual salary is two standard errors below his or her predicted sal-
ary is a potential candidate for a salary adjustment. I realize that this process is
complicated and highly statistical, but that is the nature of salary equity analysis,
and salary equity analyses are becoming an important function performed by
human resource departments as both the EEOC and OFCCP are paying increasing
attention to potential salary discrimination. The process can be made substantially
easier by using software such as HR Equator or COMPARE, which are designed for
such purposes.
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ON THE JOB Applied Case Study

National Board
of Veterinary
Medical Examiners

the North American Veterinary Licensing Exam

(NAVLE), a national exam typically taken after
graduation from veterinary school. This exam has 360
items and is offered twice a year. Examples of ques-
tions on the exam include the following:

T 0 become a veterinarian, a person must pass

1. Which of the following is the most common

cause of maxillary sinusitis in the horse?

(A) Bacterial lower respiratory tract disease
extending into the sinus

(B) Infection and abscessation of a tooth root
extending into the sinus

(C) Inhaled foreign bodies lodging in the sinus

(D) Puncture wounds extending into the max-
illary sinus

2. An African gray parrot that is presented for

necropsy is suspected to have psittacosis. Which

of the following findings is most likely to con-

firm the diagnosis?

(A) Hepatomegaly and splenomegaly on gross
examination

(B) Identification of the causative organism by
Gram'’s stain

(C) Isolation and identification of Chlamydia
psittaci

(D) Presence of acid-fast organisms in the liver

To ensure that this national exam covers the
important information needed to be a veterinarian,
the National Board of Veterinary Medical Examiners
decided to conduct a job analysis of the position of
entry-level veterinary practitioner. Given that there
are over 60,000 veterinarians throughout the coun-
try, this was indeed a daunting task. This number is
compounded by the fact that veterinarians work in
a variety of settings such as private practice,
governmental agencies, veterinary medicine col-
leges, pharmaceutical companies, zoos, and research
laboratories. Furthermore, major job duties can
range from direct health care to research to disease
control.

1. How would you conduct such a large-scale job
analysis?

2. In determining the sample of veterinarians that
would participate in the job analysis, what
factors (e.g., region of the country) would you
need to consider?

3. How many veterinarians would you include in
your job analysis?

More information about this case can be found by
following the link on the text website.

W Compensating CEOs and Executives

74

well. And there has always been a gap between
executives and workers. But this gap is widening.
In 1973, the top CEOs in the nation made about 45
times the wage of the average worker. As of August 29,
2007, according to Daniel Lubien of Interpress Service, CEOs
were being paid approximately 364 times that of an aver-
age worker.
The top five CEOs in 2013 earned the following amounts
through salaries and stock options:

T here is no question that executives are compensated

m Larry Ellison, CEO, Oracle: $78.4 million ($1.5 in cash, $76.9 in
stock and options)
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= Bob Iger, CEQ, Disney: $34.3 million ($17 in cash, $17.3 in
stock and options)

m Rupert Murdoch, CEQ, 21st Century Fox: 26.1 million ($20.9 in
cash, $5.2 in stock and options)

m David Cote, CEO, Honeywell: $25.4 million ($16.6 in cash, $8.9
in stock and options)

m David Farr, CEO, Emerson Electric: 25.3 million ($3.8 in cash,
$21.6 in stock and options)

CEOs and other executives say that high compensation
buys better performance from them, which includes their abil-
ity to create new jobs for workers in communities that might




otherwise have high unemployment. The job factors usually
used to decide such compensation include the level of respon-
sibility, education requirements, experience, and sometimes
working conditions.

There are advocates and opponents for these high com-
pensation packages. On the one hand, the level of educa-
tion, experience, and responsibility greatly differentiates
CEOs and executives from the average worker. Publicly
traded companies are accountable to their stockholders.
So, these executives are being paid to make money for
the company and its stockholders. And to make money,
the company has to significantly compensate its executives
for high performance.

On the other hand, these high compensation packages
could come at the expense of the workers who actually
make the product or deliver a service to consumers. As execu-
tives continue to be compensated at higher and higher levels
for their performance, the focus of increasing wages and
salaries for the average worker may decline if the company
does not have some set standards of values and ethics. And,

as your textbook says, the choice of compensable factors is
often more philosophical than empirical—which means this
level of compensation may not be necessary to motivate
executives to perform well.

What Do You Think?

m Are CEOs being paid too much or are they worth the high
compensation packages they receive?

m Is it ethical or fair that a CEO receives a bonus when
employees are being laid off or having their benefits
reduced?

m Does high compensation for CEOs actually increase company
performance?

m Should a company’s number one focus be on making money
for its shareholders?

m What might be other ethical factors surrounding this
issue?

Chapter Summary

In this chapter you learned:

B Job analysis provides the foundation for such areas as performance appraisal,
employee selection, training, and job design.

B A properly written job description contains a job title, a brief summary, an exten-
sive list of work activities, a list of tools and equipment, information about the
work context, compensation information, performance standards, and personal

requirements.

B Before a job analysis is begun, decisions must be made about the type of informa-
tion that will be obtained, who will conduct the job analysis, and who will partici-

pate in it.

B The typical job analysis involves interviewing and observing subject-matter
experts (SMEs) to determine tasks that are performed, the conditions under
which they are performed, the tools and equipment needed to perform them, and
the knowledge, skills, abilities, and other characteristics (KSAOs) needed to per-

form them.

m Although no job analysis method is always better than others, each is better for
certain purposes. For example, the Position Analysis Questionnaire (PAQ) is an
excellent method for compensation uses, and the Critical Incident Technique (CIT)
is an excellent method for performance appraisal.

B Job evaluation is the process of assigning a monetary value to a job.

B Internal equity, external equity, and comparable worth are important pay issues
that must be addressed during any job evaluation.

JOB ANALYSIS AND EVALUATION
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Questions for Review

1. Why is job analysis so important?

2. What are the main sections of a job description?

3. Would a job analyst expect to find gender and race differences in the way
employees perform the duties of their jobs? Why or why not?

4. How should a task statement be written?

5. Why are there so many job analysis methods?

6. Research indicates that the average salary for women in the United States is about
80% of the average salary for men. Why is this?

7. Is external pay equity more important than internal pay equity? Why or why not?

Media Resources and Learning Tools

® Want more practice applying industrial/organizational psychology? Check out the
1/0 Applications Workbook. This workbook (keyed to your textbook) offers engag-
ing, high-interest activities to help you reinforce the important concepts presented
in the text.

76 CHAPTER 2

Copyright 2016 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.




LEGAL IsSUES IN EMPLOYEE
SELECTION

Learning Objectives

= Understand the legal process involving employment law
= Know what classes of people are protected by federal law

= Be able to determine the legality of an employment

practice

rights

= Understand the concept of adverse impact
w Understand affirmative action

= Know the important issues involving employee privacy

The Legal Process

Resolving the Complaint Internally
Filing a Discrimination Charge
Outcomes of an EEOC Investigation

Determining Whether an

Employment Decision Is Legal

Does the Employment Practice Directly
Refer to a Member of a Federally
Protected Class?

Is the Requirement a BFOQ?

Has Case Law, State Law, or Local Law
Expanded the Definition of Any of the
Protected Classes?

Does the Requirement Have Adverse
Impact on Members of a Protected
Class?

Was the Requirement Designed to Inten-
tionally Discriminate Against a Protected
Class?

(an the Employer Prove That the Requirement
Is Job Related?

Did the Employer Look for Reasonable Alter-
natives That Would Result in Lesser
Adverse Impact?

Harassment
Types of Harassment
Organizational Liability for Sexual Harassment

Family Medical Leave Act

Affirmative Action
Reasons for Affirmative Action Plans
Affirmative Action Strategies

Legality of Preferential Hiring and Promotion
Plans

Unintended Consequences of Affirmative
Action Plans

Privacy Issues

Drug Testing

Office and Locker Searches
Psychological Tests
Electronic Surveillance

On the Job: Applied Case Study:
Keystone RV Company, Goshen,
Indiana

Focus on Ethics: The Ethics Behind
Workplace Privacy
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Equal Employment
Opportunity Commission
(EEOC) A branch of the De-
partment of Labor charged with
investigating and prosecuting
complaints of employment
discrimination.

sued by an applicant or former employee but when and how often. In 2013 alone,

93,727 discrimination complaints were filed with the Equal Employment
Opportunity Commission (EEOC), resulting in more than $372 million in awards
and settlements. These statistics should convince anyone entering the HR field that
knowledge of employment law is essential (updated statistics can be obtained on the
web at www.eeoc.gov/eeoc/statistics/enforcement/index.cfm).

I n the field of human resources (HR), it is not a question of whether you will get

The Legal Process

Grievance system A process
in which an employee files a
complaint with the organization
and a person or committee
within the organization makes a
dedision regarding the
complaint.

Mediation A method of re-
solving conflict in which a
neutral third party is asked to
help the two parties reach an
agreement.

To know whether a given employment practice is legal, it is important to understand
the legal process as it relates to employment law. The first step in the legal process is
for some legislative body, such as the U.S. Congress or a state legislature, to pass a
law. If a law is passed at the federal level, states may pass laws that expand the rights
granted in the federal law; states may not, however, pass laws that will diminish the
rights granted in federal legislation. For example, if Congress passed a law that gave
women six months of maternity leave, a state or local government could pass a law
extending the leave to eight months, but it could not reduce the amount of maternity
leave to less than the mandated six months. Thus, to be on firm legal ground, it is
important to be aware of state and local laws as well as federal legislation.

Once a law has been passed, situations occur in which the intent of the law is not
clear. For example, a law might be passed to protect disabled employees. Two years
later, an employee is denied promotion because he has high blood pressure. The
employee may file a charge against the employer claiming discrimination based on a
disability. He may claim that high blood pressure is a disability but that he can still
work in spite of the disability and consequently deserves the promotion. The organi-
zation, on the other hand, might claim that high blood pressure is not a disability and
that even if it were, an employee with high blood pressure could not perform the job.
It would then be up to the courts to decide.

Resolving the Complaint Internally

Before a complaint can be filed with the EEOC, an employee must utilize whatever
internal resolution process is available within the organization. As a result, most
organizations have formal policies regarding how discrimination complaints will be
handled internally. Typically, these policies involve such forms of alternative dispute
resolution (ADR) as a grievance process, mediation, and arbitration. ADR will be dis-
cussed in greater detail in Chapter 13, but a brief description is provided here. With a
grievance system, employees take their complaints to an internal committee that
makes a decision regarding the complaints. If employees do not like the decision,
they can then take their complaints to the EEOC. With mediation, employees and
the organization meet with a neutral third party who tries to help the two sides
reach a mutually agreed upon solution. If they cannot reach a solution, the complaint
can be taken to arbitration or to the EEOC. The EEOC has begun to strongly recom-
mend mediation as a solution to discrimination complaints, in part because 96% of
employers who tried mediation said they would try it again, and data indicate that
the time taken to resolve a dispute through mediation is less than half that of going
through more formal channels (Tyler, 2007).
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What to Do If You Feel You Are Being Discriminated Against at Work

= Consider mediation to resolve the situation. This process
includes a neutral third party who meets with all parties
involved in the incident, as well as the HR director, to
discuss how best to resolve the situation. The mediator
will not decide who is right or wrong. The mediator’s
goal is to help all parties consider options, other than
legal options, for resolving past and future problems.
Research shows that 90% of all workplace disputes that
go through mediation are amicably resolved without help

you are being treated unfairly on the basis of your sex,

race, age, religion, or national origin. If you feel you
have been discriminated against or are being harassed in the
workplace, consider the following advice provided by consul-
tant Bobbie Raynes:

T here may be times during your career when you believe

= Most organizations have policies explaining how employees
should handle situations in which they have been harassed

or discriminated against. Refer to your organization’s policy
manual for guidance.

Document what occurred, when it occurred, and who was
involved.

Report the situation to your supervisor or the HR director. (If it
is your supervisor who has harassed or discriminated against
you, take your concerns directly to the HR director.)

Some employees have gone directly to the person who did
the harassing or discriminating to see if they can work out
the situation without getting others involved. However, this
step works only if you feel comfortable with it. You are under
no obligation to go directly to that person.

from the courts. This process can be less stressful than
going to court and will often preserve workplace
relationships.

If mediation is not an option and/or the organization seems
unwilling to address the situation, another option is to file a
complaint with the EEOC.

Being discriminated against or harassed is a very upsetting
experience and can cause anger, anxiety, depression, or
other feelings. Even if the matter is handled amicably, you
may still have some of these feelings. Consider using the
organization’s employee assistance program (EAP) to talk

= Remember that there are time limits involved in reporting
discrimination or harassment situations.

to a counselor about your feelings. If the organization
does not have an EAP, seek a counselor outside of the
organization.

Arbitration A method of
resolving conflicts in which a
neutral third party is asked to
choose which side is correct.

Binding arbitration A
method of resolving conflicts in
which a neutral third party is
asked to choose which side is
correct and in which neither
party is allowed to appeal the
decision.

Nonbinding arbitration A
method of resolving conflicts in
which a neutral third party is

asked to choose which side is

correct but in which either party
may appeal the decision.

With arbitration, the two sides present their case to a neutral third party who then
makes a decision as to which side is right. Arbitration and mediation differ in that the
neutral third party helps the two sides reach an agreement in mediation, whereas in
arbitration, the neutral third party makes the decision. If binding arbitration is used,
neither side can appeal the decision. If nonbinding arbitration is used, the parties can
either accept the decision or take the case to court. The U.S. Supreme Court has ruled
(Circuit City Stores v. Adams, 2001) that the applicant or employee is not allowed to
take the complaint to the EEOC or to court if an organization has a policy of manda-
tory arbitration.

Filing a Discrimination Charge

As shown in Figure 3.1, a charge of discrimination is usually filed with a government
agency. A state agency is used if the alleged violation involves a state law; a federal
agency, usually the EEOC, handles alleged violations of federal law. An EEOC com-
plaint must be filed within 180 days of the discriminatory act, but within 300 days if
the complainant has already filed a complaint with a state or local fair-employment
practice agency. The government agency will try to notify the employer within
10 days about the complaint, obtain further information from both parties if necessary,
and review the charge to determine whether it has merit.
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Discrimination suits
are common in
organizations.

© William Fritsch/Jupiter Images

It is important to note that the Lilly Ledbetter Fair Pay Act, signed into law by
President Barack Obama in 2009, clarified that the 180-day period for filing a law-
suit alleging pay discrimination begins at the time of the last paycheck rather than
when the employee’s salary was determined. Take for example a situation in which
two equally qualified applicants, Mary and John, were both hired on January 1, 2013.
Mary’s starting salary was $60,000 and John’s was $80,000. On January 1, 2014,
Mary discovers that she is making less than John and considers filing a discrimina-
tion lawsuit. Prior to the Ledbetter Act, she would not be able to do so because the
decision regarding her salary was made 360 days ago, outside of the 180-day statute
of limitations. However, because the Ledbetter Act changed the focus from the date
of the decision to the date of the last paycheck, she would not be time-barred from
filing her lawsuit.

Outcomes of an EEOC Investigation
Charge Does Not Have Merit

If, after reviewing a complaint, the governmental agency does not find merit, one of
two things can happen based on whether the person filing the complaint accepts the
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Employee believes unfair
treatment occurred

Employee files charge
with regulatory agency

Agency investigates

No unfair Unfair practice found Unfair practice found
practice found and agreement not but agreement

[ reached with employer reached with employer

Process ends | |

Agency takes employer Employer takes steps
to court to correct problem
I I
Involves state law Involves federal law
Case goes before Case goes before
state district court federal district court
Decision appealed? " ho Process over o Decision appealed?
yes yes
Case goes to state Case goes to federal
appellate court appellate court
I I
Decision appealed? " ho Process over o Decision appealed?
yes yes
. Case goes to state
Flgure 3.1 supreme court
Legal Process in ! Case goes to U.S.
Decision appealed? Supreme Court
Employment Law yes

decision. If the complainant accepts the decision, the process ends. If the complainant
does not accept the decision, he is issued a “right to sue” letter that entitles him to
hire a private attorney and file the case himself.

Charge Has Merit

If the EEOC believes that the discrimination charge has merit, it will try to work out a
settlement between the claimant and employer without taking the case to court. These
settlements might include an employer offering a job or promotion to the person filing
the complaint, the payment of back wages, and the payment of compensatory or
punitive damages. These settlements can range in size from a few dollars to more than
$100 million:

m In 1993, the Shoney’s restaurant chain settled a racial discrimination case for
$132.5 million. Most of the money went to approximately 10,000 African
Americans who either worked for or were denied employment with Shoney’s
over a seven-year period. The size of the settlement was based not only on
the high number of victims but also on the severity of the discrimination.
For example, the number of African American employees in each restaurant
was limited to the percentage of African American customers. When
African Americans were hired, they were placed in low-paying kitchen jobs.
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In addition to the $132.5 million, Shoney’s agreed to institute an affirmative
action program over the next 10 years.

m Texaco settled its racial discrimination suit in 1996 by agreeing to pay
$176 million to 1,400 current and former African American employees.
The settlement was prompted by the public airing of a tape recording of a
Texaco executive using a racial slur.

®m In 2000, Coca-Cola settled a racial discrimination case for a record
$192.5 million.

m In 2000, Nextel settled its gender, race, and age discrimination suit for
$176 million.

m In 2005, Abercrombie & Fitch settled a sex and race discrimination
complaint for $40 million.

®m In 2010, Novartis settled a sex discrimination suit involving pay and
promotions for $175 million.

m In 2013, Merrill Lynch settled a racial discrimination case for $160 million,
including a record $111,000 for each of the 1,433 class members.

If a settlement cannot be reached, however, the case goes to a federal district
court, with the EEOC representing (physically and financially) the person filing the
Case law The interpretation of ~ complaint. When the district court makes a decision, the decision becomes case

a law by a court through a law. Case law is a judicial interpretation of a law and is important because it estab-
verdict in a trial, setting prece-  lishes a precedent for future cases. If one side does not like the decision rendered in
dent for subsequent court a lower court, it may take the case to the circuit court of appeal. A ruling by one of
dedisions.

the 12 circuit courts of appeal serves as binding case law only for that particular cir-
cuit. That is why, in this chapter, the circuit is identified along with most of the
court cases.

If either side does not agree with the appeals court decision, it can ask the U.S.
Supreme Court to review it. The Supreme Court will consider a case only if the
decision is legally important or if the rulings on an issue are inconsistent across the
circuit courts. Obviously, a ruling by the U.S. Supreme Court carries the most weight,
followed by appeals court rulings, and then district court rulings.

Determining Whether an Employment Decision Is Legal

At first glance, the legal aspects of making employment decisions seem complicated. After
all, there are many laws and court cases that apply to employment decisions. The basic
legal aspects, however, are not that complicated. Use the flowchart in Figure 3.2 to make
the process easier to understand as each stage is discussed.

Does the Employment Practice Directly Refer to a Member
of a Federally Protected Class?

An employment practice is any decision that affects an employee. Employment
practices include hiring, training, firing, promoting, assigning employees to shifts,
determining pay, disciplining, and scheduling vacations. Thus, any decision made by
an employer has the potential for legal challenge.

The first step in determining the legality of an employment practice is to
decide whether the practice directly refers to a member of a protected class.
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Figure 3.2

Determining Whether
an Employment
Process Is Legal

Protected dass Any group of
people for whom protective
legislation has been passed.

Does requirement directly Isita Requirement is

refer to member of federally es BFOQ? no probably illegal
protected class? Y
yes
no Requirement is

probably legal

Has any
court case or state or

local law expanded definition of Is it 2 Requirement is
any of the protected yes BFOQ? no probably illegal
classes?
no yes
Does

requirement have
adverse impact on members of
a protected class? no

Requirement is
probably legal

yes

Was
requirement designed to
intentionally discriminate against
members of a protected yes
class?

Requirement is
probably illegal and
violates
14th Amendment

no

Can
employer prove that

requirement is job related? Requirement is

probably illegal

yes

Did employer
look for reasonable
alternatives that would not
lead to adverse no
impact?

Requirement is
probably illegal

yes

Requirement is probably legal

A protected class is any group of people for which protective legislation has been
passed. A federally protected class is any group of individuals specifically pro-
tected by federal law. A list of U.S. federally protected classes is shown in Figure
3.3. Table 3.1 shows the similarity of protected classes in the United States and in
selected other countries. In Canada, there are no federally protected classes; each
province makes its own employment law. Thus, the protected classes listed for
Canada in Table 3.1 are those protected by law in all provinces and territories. A
complete list of provincially protected classes can be found in the Appendix at the
end of this chapter.

Though one would assume that few employers in the twenty-first century would
intentionally make employment decisions on the basis of a person’s sex, race, national
origin, color, age, religion, or disability, there are hundreds of organizations each year
that do exactly that. For example, in 2001, Rent-A-Center settled a sex discrimination
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Protected Class Federal Law

Age (over 40) Age Discrimination in Employment Act
Disability Americans with Disabilities Act

Americans with Disabilities Amendments Act
Vocational Rehabilitation Act of 1973

Race Civil Rights Acts of 1964, 1991
National origin Civil Rights Acts of 1964, 1991
Religion Civil Rights Acts of 1964, 1991
Sex Civil Rights Acts of 1964, 1991
Figure 3.3 Equal Pay Act of 1963
Federally Protected Pregnancy Pregnancy Discrimination Act

Qualified military veterans | Vietnam-Era Veterans Readjustment Act of 1974

Classes in the United Jobs for Veterans Act of 2002

States

case for $47 million after its chief executive officer and other managers discriminated
against women. Some of their quotes included, “Get rid of women any way you can,”
“In case you didn’t notice, we do not employ women,” and “The day I hire a woman
will be a cold day in hell.”

Table 3.1 Intemational Comparison of Federally Protected Classes

Protected Class us Canada Australia UK EU Mexico Japan
Race yes yes yes yes yes yes

National origin yes yes yes yes yes yes
Sex yes yes yes yes yes yes yes
Age yes yes yes yes yes yes
Disability yes yes yes yes yes yes
Color yes yes yes

Religion yes yes yes yes yes
Pregnancy yes yes yes yes

Vietnam veteran yes

Marital status yes yes yes

Sexual orientation yes yes yes

Political beliefs yes yes yes
Family status yes

Transgender status yes

Criminal conviction yes

National extraction yes

Social origin yes

Medical record yes

Trade union activity yes

Social status yes
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Fifth Amendment The
amendment to the U.S. Consti-
tution that mandates that the
federal government may not
deny a person equal protection
under the law.

Fourteenth Amendments
The amendment to the U.S.
Constitution that mandates that
no state may deny a person
equal protection under the law.

Race According to Congress,
the four races are African
American, European American,
Asian American, and Native
American Indian.

Race

On the basis of the Civil Rights Acts of 1866, 1964, and 1991, as well as the Fifth and
Fourteenth Amendments to the U.S. Constitution, it is illegal to discriminate against
a person based on race. According to Congress, the four races are African American,
White, Asian American, and Native American Indian.

The equal protection clauses of the Fifth and Fourteenth Amendments mandate
that no federal or state agency may deny a person equal protection under the law.
This implies that a government may not intentionally discriminate or allow inten-
tional discrimination to take place. Because any suit filed under the Fifth or Four-
teenth Amendment must demonstrate intent, they are not often invoked.

The Civil Rights Acts of 1964 (known as Title VII) and 1991 extended the scope
of the Fifth and Fourteenth Amendments to the private sector and to local govern-
ments. Title VII, Section 703, makes it illegal for employers with more than 15
employees and for labor unions, employment agencies, state and local governmental
agencies, and educational institutions to

m fail or refuse to hire or to discharge any individual, or otherwise to discrimi-
nate against any individual with respect to his compensation, terms, condi-
tions, or privileges of employment, because of such individual’s race, color,
religion, sex, or national origin; or

m limit, segregate, or classify his employees in any way which would deprive or
tend to deprive any individual of employment opportunities or otherwise
adversely affect his status as an employee because of an individual’s race,
color, religion, sex, or national origin.

Unlike the Fifth and Fourteenth Amendments, the Civil Rights Acts do not
require that the employment practice discriminate intentionally to be deemed as
potentially illegal. Instead, proof of discrimination is determined through statistical
analysis of selection rates and by the presence or absence of adverse impact, which
will be discussed in detail later in the chapter.

The Civil Rights Acts have also been interpreted by the courts to cover the
“atmosphere” of an organization, which includes such behavior as sexual harassment
(Broderick v. Ruder, 1988; Brundy v. Jackson, 1971); age harassment (Louis v. Federal
Prison Industries, 1986); race harassment (Hunter v. Allis-Chalmers, 1986); and reli-
gious harassment (Abramson v. William Paterson College of New Jersey, 2001).

An interesting example of courts considering the atmosphere of the organization
is the case of Forbes v. ABM Industries (2005). Cheryl Forbes was a top-producing
manager who accused the company of using subtle political ploys to create an atmo-
sphere in which women could not be successful. Some of these ploys included area
managers going to dinner with male managers but not with female managers, employ-
ees being encouraged to bypass female managers and go directly to their subordinates,
and rumors being started about female managers. The jury found in favor of Forbes,
and a Washington State appeals court upheld the jury award of over $4 million for
sexual discrimination and harassment.

Color

Also protected by the Civil Rights Acts is color. Though commonly used as a syno-
nym for race, the reference to color protects individuals against discrimination based
specifically on variations in skin color. For example, in the 1989 case of Walker v. Sec-
retary of the Treasury, a district court found that a darker-skinned African American
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supervisor at the Internal Revenue Service illegally fired a lighter-skinned African
American employee. In a similar case, Applebee’s Neighborhood Bar and Grill paid a
$40,000 settlement to a dark-skinned African American employee who complained
that his lighter-skinned African American manager made disparaging remarks about
his skin color (Mirza, 2003).

Sex

The Civil Rights Acts, as well as the Equal Pay Act of 1963, prohibit discrimination
based on sex. The courts have ruled that intentional discrimination against either
women or men is illegal (Diaz v. Pan American Airways, 1991). Included in the defini-
tion of sex are sexual stereotypes. That is, it would be illegal to not hire a female appli-
cant because she looks or dresses too masculine (Lewis v. Heartland Inns of America,
2010). The courts are split on the legality of discrimination against transgender
individuals, as the Seventh (Ulane v. Eastern Airlines, 1984), Eighth (Sommers v. Budget
Marketing, 1982), and Ninth (Voyles v. Ralph Davies Medical Center, 1975) Circuits
have ruled such discrimination legal, whereas the Sixth Circuit Court of Appeals
(Barnes v. City of Cincinnati, 2005; Jimmie L. Smith v. City of Salem, Ohio, 2004) and
the 11th Circuit Court of Appeals (Glenn v. Bumbry, 2011) have ruled it illegal.

National Origin

National origin is protected under the Civil Rights Acts. Note that Hispanics are pro-
tected under national origin, not race. Claims of discrimination based on national ori-
gin have increased greatly over the past few years. One of the most common
complaints is about “English only” or “understandable English” speaking require-
ments. The courts have generally ruled that language requirements are legal if they
are job related (Quinn & Petrick, 1993) and limited to communication during “com-
pany time” rather than on breaks.

A good example of an illegal “English only” language requirement was a case that
resulted in a nearly $1 million settlement between the EEOC and the Delano Regional
Medical Center in 2012. The hospital forbid Filipino employees from speaking Taga-
log, yet allowed other employees to speak in languages such as Spanish. The employ-
ees were told that the hospital would install cameras, if necessary, to monitor their use
of English.

Religion

Also protected under the Civil Rights Acts is religion. It is illegal to use an individual’s
religion as a factor in an employment decision unless the nature of the job is religious.
For example, the Catholic Church can require its priests to be Catholic but cannot
require this of its clerical staff. The Civil Rights Acts also require organizations to
make accommodations for religious beliefs unless to do so would be an undue hard-
ship. The accommodation failures most cited in the 3,000 complaints of religious dis-
crimination filed annually with the EEOC are those involving days of worship,
worship practices, and religious attire.

Days of Worship. Many religions forbid their members from working on particular days.
For example, Seventh-day Adventists and Orthodox Jews cannot work from sundown
Friday to sundown Saturday, and members of the Greek Orthodox Church cannot
work on Sunday. Such nonwork requirements should not be confused with preferences
for nonwork on days of worship (e.g., Protestants working on Sunday or Christmas;
attending a morning rather than an evening worship service), as the courts have
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ruled that an employee’s preference does not need to be accommodated (Dachman v.
Shalala, 2001; Tiano v. Dillard Department Stores, 1998).

Days of worship are often easily accommodated by scheduling employees without
religious restrictions to work on those days. When there are only a few employees,
scheduling rotations or “shift swapping” can be used to reduce, but not eliminate,
the number of days of worship that an employee might have to miss. Accommoda-
tions become legally unreasonable when there are no coworkers available, overtime
will have to be paid to cover an employee’s day of worship, or another employee’s
seniority or collective bargaining rights have been violated. However, with a little inge-
nuity and proper explanations of an employee’s religious requirements, reasonable
accommodations can usually be made.

The case of Eddie Kilgore provides an example of a poorly handled case of religious
accommodation. Kilgore had been employed for 18 years by Sparks Regional Medical Cen-
ter in Arkansas when he was suddenly ordered to be on call on Saturdays. As a Seventh-day
Adventist, he was forbidden to work on Saturdays, a requirement long known by his
employer. When Kilgore refused the Saturday work, he was fired. Kilgore filed a suit for
religious discrimination and a jury awarded him $100,000 and his former job back.

Worship Practices. Two practices in particular can cause potential problems: prayer and
fasting. Some religions require members to pray at certain times. For example, fol-
lowers of Islam perform the Salat ritual prayer five times daily: at sunrise, noon, after-
noon, sunset, and night. Because each prayer can take 15 minutes (including
preparation such as hand washing), organizations such as fast-food restaurants and
retail stores often have difficulty accommodating every prayer request. Fasting
requirements can also pose problems. For example, followers of Islam must refrain
from food and drink from sunrise to sunset during the 30-day period of Ramadan.
Though Islamic employees are available to work, their endurance and performance
may be most affected during the latter part of the day. Thus, fasting can be accommo-
dated by having dangerous, strenuous, or complicated work performed earlier in the
day or scheduling Islamic employees for earlier hours. A good example of this practice
occurred in 2010 when Ramadan fell during the period in which “two-a-day” football
practices were held at most U.S. high schools. Fordson High School in Dearborn,
Michigan, whose student body is predominantly Muslim, moved its football practices
from daytime to 11:00 p.m. so that players could drink water while they practiced.

Though fasts and prayer are the most common worship practices that need
accommodation, they are certainly not the only ones. For example, because Jehovah’s
Witnesses cannot celebrate birthdays or nonreligious holidays, their lack of participa-
tion in an office birthday party or celebration is often viewed by uninformed cowor-
kers as an “attitude problem.” The traditional office Christmas party in which
Christmas decorations are hung, a tree is decorated, inexpensive presents are
exchanged among employees, and alcohol and food are served provides a great exam-
ple of potential religious diversity issues. Would such a party offend people who don’t
celebrate Christmas? Are there employees whose religion would prohibit them from
attending the party? Is the food served consistent with the dietary restrictions of
groups such as Muslims, Hindus, Buddhists, and Jews?

Religious Attire. Because many religions require their members to wear certain attire,
potential conflicts can occur when an organization wants employees to have a uni-
form appearance, either to promote a company image or to keep customers happy.
Because of this desire for employees to look alike, several complaints of religious

LEGAL ISSUES IN EMPLOYEE SELECTION 87

Copyright 2016 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.



EMPLOYMENT PROFILE

am one of 11 attorneys and 1 paralegal specializ-
I ing in labor and employment law in a law firm of

approximately 70 attorneys in southwestern
Virginia. Due to the nature of labor and employment
law, my practice encompasses a wide range of legal
issues that are addressed in a variety of ways to best
serve the needs of my clients. One day | may be
advising clients on steps to help them remain union
free; the next day | may find myself training super-
visors in avoiding harassment lawsuits; and the next, |

pursuing the defense of a lawsuit; that is, it is cheaper
to pay a little to get out of the situation and get back to
the business of the client. Such settlements require
negotiation on the part of the dients and attorneys
involved. Fortunately, these situations are not common,
especially when | have been working on an ongoing
basis with the company’s human resources director or
participating in employee training in an effort to mini-
mize the types of issues that can turn into lawsuits.
An aspect of my profession that | particularly enjoy is

© Jill Moomey

may be in court litigating these matters.

The majority of our clients consist of medium-size
to large businesses; therefore, | work solely on the
management side of legal issues. In this context, |
work directly with representatives from human
resources departments to offer advice in such areas as establishing
company policies, determining appropriate employee discipline, and
developing employee training. | enjoy the diversified nature of labor
and employment law and the day-to-day involvement in my dlients’
operations.

As a labor and employment attorney, | perform many of the tasks
people usually think of when they think of lawyers. For example, upon
receipt of a new case file involving a harassment or discrimination
lawsuit, | first interview the company’s human resources director to
get an overall idea of what has happened to instigate the lawsuit. It is
imperative that | understand all of the facts involved in the case, so |
next conduct witness interviews in an effort to fully comprehend the
situation.

After | thoroughly understand what has taken place, it then
becomes my job to apply relevant labor and employment laws accord-
ingly and present the circumstances of the case in the best possible
light for my client. Admittedly, there are times when clients have not
conducted themselves in a manner that will allow for the summary
dismissal of a case, and the clients are advised to settle the claims.
The settlements of claims are also a simple function of the cost of

Victor O. Cardwell,

Attorney
Labor and Employment Law

training my clients’ employees. Being in front of a group
requires good communication skills and the ability to
understand the audience in order to give the trainees
what they need. My particular training style works best
when | have a lot of feedback and audience participation.
Clients request training in all areas of employment, including perfor-
mance evaluations, discipline and discharge, diversity, and workplace
violence, to name a few. Once again, | assess with my clients exactly
what they are seeking from the training. Next, | meticulously
research a myriad of labor and employment laws and current events
that could conceivably apply to the training. Finally, | develop
written materials so that the trainees, who may include front-line
supervisors, will have something to take with them to use as a
reference when the training is over.

In addition to training our corporate clients, | am frequently asked
to speak to groups, including schools, churches, and nonprofit organi-
zations, on various topics. The firm supports and encourages commu-
nity involvement, and it allows me the opportunity to become actively
involved not only in my work, but in my community as well.

The part of my chosen profession that makes it all worthwhile to
me is that it allows a great deal of interaction with a diverse group of
people. My advice to students is to get to know your clients well to
understand how they work and the working environment from which
they come. The better you understand your clients and their organiza-
tions, the better the advice you will be able to provide.

discrimination regarding religious attire have been made by Sikhs. Sikh males are
required to wear turbans—head apparel that often conflicts with required job uni-
forms—and many Sikhs wear a religious bracelet on their right wrists. The courts
have also supported face-piercing for members of the Church of Body Modification
(Cloutier v. Costco Wholesale, 2004).

If, however, the religious apparel creates the potential of danger to the employee
or others (e.g., a bracelet getting caught in a piece of machinery or a turban prevent-
ing the wearing of a safety helmet), the courts have been clear that banning such
apparel is legal. For example, in EEOC v. GEO Group, Inc. (2010), the court upheld
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Age Discrimination in
Employment Act (ADEA) A
federal law that, with its
amendments, forbids discrimi-
nation against an individual who
is over the age of 40.

Vocational Rehabilitation
Act of 1973 Federal act
passed in 1973 that prohibits
federal government contractors
or subcontractors from discrim-
inating against the physically or
mentally handicapped.

Americans with
Disabilities Act (ADA) A
federal law, passed in 1990, that
forbids discrimination against
the physically and mentally
disabled.

the prison’s zero-tolerance policy for employees wearing nonissued headgear (e.g.,
hats, scarves). The policy was challenged by three female Muslim employees who
claimed that their religion required that they wear a khimar (religious head scarf).
The prison responded by stating that such headgear posed a safety risk, as it made it
easier to smuggle contraband, made it more difficult to visually identify a prison
employee, and the khimar could be used by inmates to strangle the employee. Consis-
tent with its ruling in a similar case (Webb v. City of Philadelphia, 2009), the U.S.
Court of Appeals for the Third Circuit ruled that the prison’s safety concerns took
precedence over the employee’s religious rights.

Age

The Age Discrimination in Employment Act (ADEA) and its later amendments for-
bid an employer or union from discriminating against an individual over the age of 40.
In part, this act was designed to protect older workers from employment practices
aimed at reducing costs by firing older workers with higher salaries and replacing
them with lower-paid younger workers. Such legislation is important because, despite
evidence to the contrary, people often view older workers as being less competent and
less economically worthwhile than younger workers (Finkelstein, Burke, & Raju, 1995;
Letvak, 2005). To file suit under this act, an individual must demonstrate that he or
she is in the specified age bracket, has been discharged or demoted, was performing
the job adequately at the time of discharge or demotion, and has been replaced by a
younger worker, even if the younger worker is older than 40 (O’Connor v. Consoli-
dated Coin Caterers, 1996). Though mandatory retirement ages are allowed in certain
circumstances (e.g., 70 years for college professors), they are usually illegal because, as
research indicates, in general, work performance does not decline with age.

Age discrimination is also a factor in countries outside the United States. As shown
in Table 3.1, many countries have age discrimination laws. In the European Union,
practices that have an adverse impact on older workers may be illegal. For example, the
common practice of hiring younger workers by recruiting at colleges and universities
(called “milk runs” in the United Kingdom) may no longer be allowed (Gomm, 2005).

Disability

Discrimination against people with disabilities by the federal government or by federal
contractors is forbidden by the Vocational Rehabilitation Act of 1973, and discrimina-
tion against the disabled by any other employer with 15 or more employees is forbidden
by the Americans with Disabilities Act (ADA). In 2013, the OFCCP revised its rules
under Section 503 of the Vocational Rehabilitation Act and began requiring federal con-
tractors in 2014 to ask job applicants to identify their disability status and set a utilization
goal (not a quota) that at least 7% of a contractor’s employees should be individuals with
disabilities.

The ADA, signed into law by President George H. W. Bush in 1990, is the most
important piece of employment legislation since the 1964 Civil Rights Act. An amend-
ment to the ADA, the ADA Amendments Act (ADAAA), was signed into law by Presi-
dent George W. Bush in 2008. The ADA requires organizations with 15 or more
employees to make “reasonable accommodation for the physically and mentally disabled,
unless to do so would impose an undue hardship.” Though Congress did not provide a list
of disabilities, it did define disability as

1. a physical or mental impairment that substantially limits one or more of the
major life activities of an individual;
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2. a record of such impairment; or
3. being regarded as having such an impairment.

For the first part of the definition, major life activities include such things as walking,
hearing, and speaking. The ADAAA expanded the list of major life activities to include
the operation of major bodily functions (e.g., digestive, bowel, bladder). A condition that
keeps a person from working a particular job, as opposed to all jobs or a class of jobs, is
not a disability (Toyota v. Williams, 2002). Examples of conditions considered disabilities
by case law or the U.S. Department of Labor are blindness, paralysis, asthma, muscular
dystrophy, and various learning disabilities such as dyslexia. Conditions not considered
by the courts to be disabilities have included fear of heights, color blindness, hypertension,
depression, temporary illnesses such as pneumonia, sprained ankles, being 20 pounds
overweight, carpal tunnel syndrome, and wearing glasses.

The second part of the definition was designed to protect people who were once
disabled but no longer are. Examples include recovering alcoholics, cancer patients in
remission, people who spent time in a mental health facility, and drug addicts who
have successfully completed treatment.

The final part of the definition protects individuals who don’t have a disability but
are regarded or treated as if they do. Examples of people protected under this clause are
those with facial scarring or severe burns. In an interesting case (Johnson v. Apland &
Associates, 1997), the U.S. Court of Appeals for the Seventh Circuit ruled that a man

Accommodations, such
as providing Braille

versions of tests, are
sometimes necessary.

© PhotoDisc/Getty Images
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missing 18 teeth had a right to file an ADA suit on the grounds that he was regarded as
having a disability. The case was sent back to the lower court to determine whether this
perception actually “substantially” limited “one or more major life activit[ies].”

The ADAAA expanded this part of the definition, clarified that if an impairment
was expected to last less than six months, it would not be considered a disability, and
clarified that employers do not need to provide reasonable accommodation to employ-
ees who are regarded as being disabled. The ADA does not require an organization to
hire or give preference to the disabled, only that the disabled be given an equal chance
and that reasonable attempts be made to accommodate their disabilities. Although there
are no guidelines regarding what is “reasonable,” accommodations can include provid-
ing readers or interpreters, modifying work schedules or equipment, and making facili-
ties more accessible. In spite of the fact that two-thirds of accommodations cost less
than $500 (Cohen, 2002), many employees are reluctant to ask for, and many organiza-
tions are reluctant to provide, accommodations (Baldridge & Veiga, 2001).

In an interesting case demonstrating that many organizations do not comply with
the spirit of the ADA, in 2005 a jury awarded $8 million to Dale Alton, an applicant for
a customer service position who asked EchoStar Communications to accommodate his
blindness by providing him with a computer program, Job Access with Speech (JAWS),
that translates text into speech. When Alton first applied for the job, EchoStar told him
not to bother because the company was “not set up to handle blind people.”

If a disability keeps a person from performing the “essential functions” of a job
identified during a job analysis or poses a direct threat to her own or others’ safety,
the person does not have to be hired or retained (Zink, 2002). Furthermore, the Seventh
Circuit Court of Appeals ruled that an organization is not required to make significant
changes in the essential functions of a job to accommodate a disabled employee
(Ammons v. Aramark Uniform Services, 2004). For example, in Caston v. Trigon Engi-
neering (1993), a district court ruled that a woman with 44 personalities was unable to
perform her job as an environmental engineer. In another case (DiPompo v. West Point,
1991), a district court ruled that a dyslexic applicant, though considered disabled, was
not able to perform essential job functions such as inspecting vehicles and buildings
for the presence of dangerous materials and recording information such as work sche-
dules and emergency calls. In Calef v. Gillette Company (2003), the First Circuit Court
of Appeals ruled that although Fred Calef had attention deficit/hyperactivity disorder,
his threatening behavior and inability to handle his anger was not protected. In Ethridge
v. State of Alabama (1994), a district court ruled that a police applicant with restricted
use of his right hand could not perform the essential job functions because he was
unable to shoot in a two-handed position (Weaver stance).

An interesting and well-publicized ADA case was that of golfer Casey Martin (Martin
v. PGA Tour, 2000). Martin suffered from Klippel-Trénaunay-Weber syndrome in his right
leg. Because this syndrome made it difficult for Martin to walk on the golf course, he
requested an accommodation that he be allowed to use a golf cart. The Professional Golfers
Association (PGA) denied the request, arguing that walking is an “essential function” of
golf, and thus, using a cart would not be a reasonable accommodation. The U.S. Supreme
Court ruled in favor of Martin’s contention that walking was not an essential function of
golf and that allowing Martin to use a cart was not an unreasonable accommodation.

T Pregnancy
Pregnancy Discrimination
Act A 1978 federal law pro- The Pregnancy Discrimination Act states that “women affected by pregnancy, child-
tecting the rights of pregnant birth, or related medical conditions shall be treated the same for all employment
women. related purposes, including receipt of benefit programs, as other persons not so
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Vietnam-Era Veterans
Readjustment Assistance
Act (VEVRAA) A 1974 federal
law that mandates that federal
government contractors and
subcontractors take affirmative
action to employ and promote
Vietnam-era veterans.

Jobs for Veterans Act A
law passed in 2002 that in-
creased the coverage of VEVRAA
to include disabled veterans,
veterans who have recently left
the service, and veterans who
participated in a U.S. military
operation for which an Armed
Forces Service Medal was
awarded.

Bona fide occupational
qualification (BFOQ) A
selection requirement that is
necessary for the performance of
job-related duties and for which
there is no substitute.

affected but similar in their ability or inability to work.” Simply put, this act requires
pregnancy to be treated as any other short-term disability. For example, in Adams v.
North Little Rock Police Department (1992), the U.S. Court of Appeals ruled that a
police department discriminated against a pregnant police officer when the depart-
ment denied her “light duty,” yet granted light duty to male officers with temporary
disabilities such as strained backs.

In the case of California Federal Savings and Loan Association v. Guerra (1987), the
U.S. Supreme Court expanded the scope of the law. Pregnant women may receive better
treatment than other persons with disabilities but cannot receive worse treatment. In
2013, 3,541 charges of pregnancy discrimination were filed with the EEOC. Many of the
rights provided in the Pregnancy Discrimination Act have been greatly expanded by the
Family Medical Leave Act (FMLA), which will be discussed later in this chapter.

Military Veteran Status

Due to the large-scale discrimination in the 1960s and 1970s against soldiers returning
from duty in Vietnam, Congress passed the Vietnam-Era Veterans Readjustment
Assistance Act (VEVRAA) in 1974. This act mandates any federal contractor or sub-
contractor with more than $100,000 in federal government contracts to take affirmative
action to employ and promote Vietnam-era veterans. VEVRAA was amended by the
2002 Jobs for Veterans Act to increase the coverage of VEVRAA to include disabled
veterans, veterans who have recently left the service (within three years), and veterans
who participated in a U.S. military operation for which an Armed Forces Service
Medal was awarded. In 2013, the OFCCP updated their VEVRAA enforcement rules
and set a “target” that a federal contractor’s workforce in 2014 should consist of at least
8% qualified veterans (OFCCP will update this target each year). Because providing
affirmative action to qualified veterans will likely result in adverse impact against
women, federal contractors must walk a fine line in how they recruit and hire
veterans.

To test your knowledge of the federally protected classes, complete Exercise 3.1
in your workbook.

Is the Requirement a BFOQ?

Employment decisions based on membership in a protected class (e.g., “We will not
hire females because they are not strong enough to do the job”) are illegal unless
the employer can demonstrate that the requirement is a bona fide occupational
qualification (BFOQ).

If a job can be performed only by a person in a particular class, the requirement is
considered a BFOQ. Actually, some jobs can be performed only by a person of a par-
ticular gender; for instance, only a female can be a wet nurse (a woman who breast-
feeds another woman’s baby), and only a male can be a sperm donor. However, there
are very few jobs in our society that can be performed only by a person of a particular
race, gender, or national origin. Take, for example, a job that involves lifting 75-pound
crates. Although it is true that on average, males are stronger than females, a com-
pany cannot set a male-only requirement. The real BFOQ in this example is strength,
not gender. Thus, restricting employment to males would be illegal.

The courts have clearly stated that a BFOQ must involve the ability to perform
the job, not satisfy a customer’s or client’s preferences. For example:

® In Geraldine Fuhr v. School District of Hazel Park, Michigan (2004), the Sixth
Circuit Court of Appeals ruled that the preference that a man rather than a
woman coach a boys’ basketball team was not a BFOQ.
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® In Diaz v. Pan American Airways (1991), the court ruled that even though
airline passengers prefer female flight attendants, the nature of the business is
to transport passengers safely, and males can perform the essential job func-
tions as well as females.

m In 1989, Caesar’s Casino in Atlantic City was fined $250,000 for removing
African American and female card dealers from a table to appease a high-
stakes gambler who preferred White male dealers.

One of the few exceptions to the BFOQ requirement seems to be grooming stan-
dards. It is not unusual for an organization to have separate dress codes and grooming
standards for males and females. Though different standards based on sex would
appear to violate the law, the courts have generally upheld them (Fowler-Hermes,
2001; Jespersen v. Harrah’s Casino, 2005).

Perhaps the most interesting of the BFOQ cases was the EEOC complaint against
Hooters, the restaurant chain famous for its chicken wings and scantily clad waitresses.
Hooters allowed only women to be servers and claimed that it was a BFOQ due to the
restaurant’s unique atmosphere. In fact, a Hooters spokesman was quoted as saying that
the restaurant doesn’t sell food, it sells (female) sex appeal, and to have female sex
appeal, you have to be female. The EEOC disagreed; and in an unusual settlement,
Hooters agreed to pay $3.75 million to a group of men who were not hired, and the
EEOC agreed to let Hooters continue to hire only women for the server positions.

Has Case Law, State Law, or Local Law Expanded the Definition
of Any of the Protected Classes?

An employment decision may not violate a federal law, but it may violate one of the
many state and local laws that have been passed to protect additional groups of peo-
ple. For example, at the state level:

m Two states (California and New York) and the District of Columbia forbid
discrimination on the basis of a person’s political affiliation.

m Twenty-one states (California, Colorado, Connecticut, Delaware, Hawaii,
Illinois, Iowa, Maine, Maryland, Massachusetts, Minnesota, Nevada, New
Hampshire, New Jersey, New Mexico, New York, Oregon, Rhode Island,
Vermont, Washington, and Wisconsin) and the District of Columbia prohibit
discrimination by private and public employers based on sexual orientation; and
nine states (Alaska, Delaware, Indiana, Louisiana, Michigan, Montana, Nevada,
Ohio, and Pennsylvania) only prohibit discrimination by public employers
(updated information can be found at www.lambdalegal.org/states-regions).

m Twenty-one states (Alaska, California, Connecticut, Delaware, Florida,
Hawaii, Illinois, Maryland, Michigan, Minnesota, Montana, Nebraska, New
Hampshire, New Jersey, New Mexico, New York, North Dakota, Oregon,
Virginia, Washington, and Wisconsin) and the District of Columbia forbid
discrimination based on marital status.

At the local level:

m Santa Cruz, California, outlaws discrimination based on height and physical
appearance.

m Discrimination based on sexual orientation is prohibited in over 185 cities
and counties.

m Cincinnati, Ohio, prohibits discrimination against people of Appalachian
heritage.
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Adverse impact An
employment practice that results
in members of a protected class
being negatively affected at a
higher rate than members of the
majority class. Adverse impact is
usually determined by the four-
fifths rule.

Four-fifths rule When the
selection ratio for one group
(e.g., females) is less than 80%
(four-fifths) of the selection ratio
for another group (e.q., males),
adverse impact is said to exist.

In addition to state and local laws, the definitions of protected classes can be
expanded or narrowed by court decisions. As discussed previously, these decisions
become case law. For example, in a variety of cases, the courts have ruled that the
definition of disability should be expanded to include obesity but not former drug
use, and that transsexuals are not protected as a gender.

Does the Requirement Have Adverse Impact on Members
of a Protected Class?

If the employment practice does not refer directly to a member of a protected class,
the next step is to determine whether the requirement adversely affects members of a
protected class. Adverse impact means that a particular employment decision results
in negative consequences more often for members of one race, sex, or national origin
than for members of another race, sex, or national origin. For example, an employee
selection requirement of a college degree would lead to a lower percentage of African
American applicants being hired compared with White applicants. Thus, even though
such a requirement does not mention African Americans (a protected class), it does
adversely impact them because according to U.S. Census data, in 2012, 31.3% of
Whites had bachelor’s degrees or higher compared with 21.2% of African Americans.
Though adverse impact analyses have traditionally been limited to groups protected
by the 1964 Civil Rights Act, the U.S. Supreme Court ruled in 2005 that employees
could file adverse impact charges on the basis of age, which is protected under the
ADEA (Roderick Jackson v. Birmingham Board of Education, 2005).

The courts use two standards to determine adverse impact: statistical significance
and practical significance. Experts believe that both standards should be met for a
finding of adverse impact (Cohen, Aamodt, & Dunleavy, 2010). The statistical signifi-
cance burden is met if a plaintiff can demonstrate that the differences in selection
rates for two groups (e.g., men and women) would not have occurred by chance
alone. Statistics used to make this determination include the standard deviation test,
chi-square, and Fisher’s exact test.

If the statistical test suggests that the selection rate differences would probably
not have occurred by chance, the next step is to use a test of practical significance.
That is, is the difference between the two groups at a level high enough to suggest
potential discrimination? Although there are several methods of determining practical
significance, the most common is probably the four-fifths rule. With the four-fifths
rule, the percentage of applicants hired from one group (e.g., women, Hispanics) is
compared to the percentage of applicants hired in the most favored group (e.g., men,
Whites). If the percentage of applicants hired in the disadvantaged group is less than
80% of the percentage for the advantaged group, adverse impact is said to have
occurred.

It is important to keep in mind that adverse impact refers to percentages rather
than raw numbers. For example, as shown in Table 3.2, if 25 of 50 male applicants
are hired, the hiring percentage is 50%. If 10 females applied, at least 4 would need
to be hired to avoid adverse impact. Why 4? Because the hiring percentage for
women must be at least 80% of the hiring percentage for men. Because the male-
hiring percentage in this case is 50%, the hiring percentage for females must be at
least four-fifths (80%) of 50%. Thus, .50 x .80 = .40, indicating that at least 40% of
all female applicants need to be hired to avoid adverse impact and a potential charge
of unfair discrimination. With 10 applicants, this results in hiring at least 4.
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Table 3.2 Adverse Impact Example

Sex
Male Female
Applicants 50 10
Hires 25 4
Selection ratio .50 40

Adverse impact is computed separately for race and gender. That is, an organiza-
tion would not compute hiring rates for White males or African American females.
Instead, hiring rates would be computed for males and for females and then be com-
puted separately for Whites and for African Americans.

It is illegal to intentionally discriminate against Whites and males, but employ-
ment practices that result in adverse impact against White males, although technically
illegal, are probably not illegal in practice. No court has upheld an adverse impact
claim by a White applicant. For example, it was mentioned previously that requiring
a college degree adversely impacts African Americans because 31.3% of Whites have
bachelor’s degrees compared with 21.2% of African Americans and 14.5% of Hispa-
nics. Though 51.0% of Asian Americans have college degrees, a White applicant
could not realistically win a discrimination charge based on adverse impact.

Though determining the adverse impact of a test seems simple—which is done by
comparing the hiring rates (hires + applicants) of two groups—the actual nuts and
bolts of the calculations can get complicated, and it is common that plaintiffs and
defendants disagree on who is considered an “applicant” and who is considered a
“hire.” For example, as shown in Table 3.3, if a person applying for a job does not
meet the minimum qualifications, he is not considered as an applicant in adverse
impact calculations. For example, if a plumber applies for a job as a brain surgeon,
he clearly lacks the minimum qualifications for the job—a medical degree.

There are three criteria for a minimum qualification: it must be needed to perform
the job, and not merely be a preference; it must be formally identified and communi-
cated prior to the start of the selection process; and it must be consistently applied. As
you can imagine, with such criteria, there is much room for disagreement.

To see if you grasp how to determine if adverse impact exists, complete Exercise
3.2 in your workbook.

Was the Requirement Designed to Intentionally Discriminate
Against a Protected Class?

If an employment practice does not refer directly to a member of a protected class but
adversely affects a protected class, the courts will look closely at whether the practice
was initiated to intentionally reduce the pool of qualified minority applicants. For exam-
ple, suppose a city requires all of its employees to live within the city limits. The city
believes that this is a justifiable requirement because salaries are paid by tax dollars,
and town employees should contribute to that tax base. Though such a requirement is
not illegal, the court might look deeper to see if the tax base was in fact the reason for
the residency requirement. That is, if the city population was 99% White and the popu-
lation of the surrounding area was 90% African American, the court might argue that
the residency requirement was a subtle way of discriminating against minorities.
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Table 3.3 Who Is an Applicant and Who Is a Hire?

Who is an Applicant?
Count as an applicant
Those meeting minimum qualifications
Remove from calculation
Those who did not meet minimum qualifications
Those who are not eligible to apply
Former employees who were terminated (if this is company policy)
Former employees who did not wait the required time to apply (if this is company policy)
Duplicate applications within a specified period of time
Those who are no longer interested
Found another job
No longer interested in the job
Declined or did not show up for the interview
Who is a Hire?
Both hires and offers count
Hires
Hired and reported to work
Hired but did not report to work
Hired but failed drug test or background test
Offers
Offered job but declined

Though such subtle requirements are probably no longer common in the employ-
ment sector, they have been used throughout history. For example, before the 1970s,
some states required voters to pass a “literacy test” to be eligible to vote. Though the
stated purpose of the test was to ensure that voters would make intelligent and edu-
cated decisions, the real purpose was to reduce the number of minority voters.

Can the Employer Prove That the Requirement Is Job Related?

As shown in the flowchart in Figure 3.2, if our employment practice does not result in
adverse impact, it is probably legal. If adverse impact does result, then the burden of

Job related The extent to proof shifts to the employer to demonstrate that the employment practice is either job
which a test or measure taps related or exempt from adverse impact. Before discussing these two strategies, two
a knowledge, skill, ability, points need to be made. First, adverse impact is a fact of life in personnel selection.

behavior, or other characteristic

Almost any hiring test is going to have adverse impact on some protected class,
needed to successfully perform

though some may have less adverse impact than others.

2 Job Second, the burden of proof in employment law is different than in criminal law. In
criminal law, a defendant is innocent until proven guilty. In employment law, both the
1991 Civil Rights Act and the court’s ruling in Griggs v. Duke Power (1972) shift the bur-
den of proof: Once adverse impact is established, an employer (the defendant) is consid-
ered guilty unless it can prove its innocence by establishing the job relatedness of the test.
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Valid Testing Procedures

An employment practice resulting in adverse impact may still be legal as long as the
test is job related (valid) and as long as reasonable attempts have been made to find
other tests that might be just as valid but have less adverse impact (refer to the flow-
chart in Figure 3.2). For example, if an employer uses a cognitive ability test to select
employees, there is a strong possibility that adverse impact will occur. If the employer
can demonstrate, however, that the cognitive ability test predicts performance on the
job and that no other available test measuring a similar construct with less adverse
impact will predict performance as well, the use of the test is probably justified. A
more in-depth discussion of validity strategies is found in Chapter 6.

An interesting example of adverse impact and job relatedness comes from the
town of North Miami, Florida. For 30 years, North Miami required that police recruits
be able to swim. Although the requirement seemed logical given that the town is
located next to the ocean, it had adverse impact against African Americans. When
the town looked further at the job relatedness of the requirement, it discovered that
North Miami officers seldom entered the water for rescues: only eight times from
1986 to 2004. Because swimming was an infrequent activity and the swimming
requirement resulted in adverse impact, in 2004 North Miami eliminated the swim-
ming ability as a requirement for the job of police officer.

Exceptions

Bona Fide Seniority System. An organization that has a long-standing policy of promoting
employees with the greatest seniority or laying off employees with the least seniority
can continue to do so even though adverse impact occurs. For a seniority system to be
considered bona fide, the purpose of the system must be to reward seniority; not to
discriminate (Twomey, 2013). That is, if an organization established a seniority system
to protect male employees, it would not be considered bona fide.

National Security. In certain circumstances, it is legal for an employer to discriminate
against a member of a particular national origin or other protected class when it is
in the best interest of the nation’s security to do so. For example, for years Russian
citizens living in the United States were prohibited from working in any defense-
related industry.

Veteran’s Preference Rights. Most civil service jobs provide extra points on tests for veter-
ans of the armed forces. For example, in Fort Worth, Texas, veterans who apply for
city jobs get five points added to their exam score. Because most people in the mili-
tary are male, awarding these extra points for military service results in adverse
impact against females. However, according to the Civil Rights Act of 1964, such
practices by public agencies are exempt from legal action as long as the veteran’s pref-
erence is the result of a government regulation. To test your knowledge of these
exceptions, complete Exercise 3.3 in your workbook.

Did the Employer Look for Reasonable Alternatives That Would
Result in Lesser Adverse Impact?

As shown in Figure 3.2, if an employer proves a test is job related, the final factor
looked at by the courts is the extent to which the employer looked for other valid
selection tests that would have less adverse impact. For example, if an organization
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wanted to use a particular cognitive ability test, did it explore such alternatives as edu-
cation level or other cognitive ability tests that would be just as valid but would have
less adverse impact? To get experience using the flowchart in Figure 3.2, complete
Exercise 3.4 in your workbook.

Harassment

An issue of growing concern in the workplace is sexual harassment. In 2013, 21,371
complaints of harassment were filed with the EEOC; 7,256 of these were for sexual
harassment. Of these 7,256, 17.6% were filed by males. Of harassment claims filed with
the EEOC, approximately 40% involve racial harassment, 34% sexual harassment, and
26% harassment of other protected classes. Research indicates that as many as 44% of
women and 19% of men have been victims of sexual harassment (U.S. Merit Systems
Board, 1995). These percentages increase when employees are the sole representative
of their gender (called gender pioneers) or consist of a small minority of the employees
in a particular work setting (called gender isolates) (Niebuhr & Oswald, 1992).

Harassment is not an issue limited to the United States. Though the United States
has taken the lead in preventing and punishing harassment, Canada, the United
Kingdom, Australia, New Zealand, Ireland, and the European Union also have laws
prohibiting sexual harassment (Gutman, 2005).

Though the following discussion focuses on sexual harassment, the courts have ruled
that racial, religious, disability, and age harassment are also illegal (e.g., Crawford v.
Medina General Hospital, 1996; Lanman v. Johnson County, Kansas, 2004). For example:

m In 2013, the Los Angeles Police Department settled a racial harassment suit
for $1.5 million. The harassment included racially offensive comments and
pranks. For example, when Earl Wright asked to leave work early one day, his
supervisor responded, “Why? You got go pick watermelons?” On a different
occasion, Wright's supervisor gave him a cake with a fried chicken leg and a
piece of watermelon on top.

m In 2004, Fairfield Toyota in California settled an EEOC charge of religion
(Muslim), color (dark-skinned), and national origin (Afghani) harassment for
$550,000. Supervisors and other employees commonly referred to seven
Afghani Muslim employees as “the bin Laden gang,” “sand niggers,” and
“camel jockeys.”

m In 2003, Lexus of Kendall in Miami, Florida, reached an agreement to pay
$700,000 for race, national origin, and religious harassment by a senior man-
ager who made comments such as, “America is for Whites only” and calling
employees terms such as “spic” and “nigger.”

Types of Harassment

Legally, sexual harassment can take one of two forms: quid pro quo or hostile
environment.

Quid pro quo A type of .
sexual harassment in which the Quid Pro Quo

granting of sexual favars is tied ~ With quid pro quo, the granting of sexual favors is tied to such employment deci-
to an employment decision. sions as promotions and salary increases. An example of a quid pro quo case of
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Hostile environment A
type of harassment characterized
by a pattern of unwanted con-
duct related to gender that in-
terferes with an individual's
work performance.

harassment is a supervisor who tells his secretary that she must sleep with him
to keep her job. In quid pro quo cases, a single incident is enough to constitute
sexual harassment and result in the organization being liable for legal damages
(Gutman, 2005).

Hostile Environment

In a hostile environment case, sexual harassment occurs when an unwanted pattern
of conduct related to gender unreasonably interferes with an individual’s work perfor-
mance. Though men and women differ in their perceptions of what constitutes
harassment (Rotundo, Nguyen, & Sackett, 2001), the courts have ruled that such con-
duct can include comments, unwanted sexual or romantic advances, or the display of
demeaning posters, signs, or cartoons (Jenson v. Eveleth Taconite Co., 1993).

Pattern of Behavior. For conduct to be considered sexual harassment based on a hostile
environment, the U.S. Supreme Court has ruled that the conduct must be a pattern of
behavior rather than an isolated incident (Clark County School District v. Breeden,
2001). It would not be harassment to ask a coworker for a date, even if the coworker
does not agree to the date. It becomes harassment if the coworker continually makes
unwanted romantic or sexual overtures or repeatedly makes inappropriate remarks.

Based on Gender. To be considered sexual harassment, conduct must be due to the sex
of the employee. That is, but for the sex of the employee, would the conduct have
occurred? For example, in Christopher Lack v. Wal-Mart (2001), the Fourth Circuit
Court of Appeals ruled that a supervisor’s lewd and vulgar language and jokes were
not sexual harassment because they were made both to males and to females. The
Courts of Appeal for the Seventh (Holman v. Indiana Department of Transporta-
tion, 2000) and Eighth (Jenkins v. Southern Farm Bureau Casualty, 2002) Circuits
have made similar rulings. Members of a police department consistently referring
to female officers as “babes” or “honey” would be an example of sexual harassment
because the comments are based on gender and are demeaning to the female offi-
cers. A male officer calling a female officer “stupid” would be an example of rude
behavior, but not sexual harassment because the nature of the comment was not
based on gender.

In 1998, the U.S. Supreme Court considered whether an employee can sexually
harass a member of the same gender. That is, if a male makes sexual comments or
improperly touches another male, is this a case of sexual harassment? In the case of
Oncale v. Sundowner Offshore Services (1998), the Supreme Court said yes. As a
roustabout on an oil platform, Joseph Oncale was subjected to sexual threats and
battery by other male roustabouts. After getting no help from his supervisor, Oncale
quit his job and filed suit, eventually reaching the Supreme Court. The key to the
Oncale ruling was that the harassment was due to Oncale’s sex (he was harassed
because he was a male), not his sexual orientation. It should be noted that in states
that have not added sexual orientation as a protected class, harassment on the basis
of sexual orientation is probably not illegal because sexual orientation is not a feder-
ally protected class (Bibby v. Coca Cola, 2001; Rene v. MGM Grand Hotel, 2001;
Spearman v. Ford, 2000).

It should be pointed out that employers should not tolerate harassment of
any type. Protected classes are a legal concept rather than a moral one, and few HR
professionals would argue against the idea that employers have a moral obligation to
provide a workplace free of harassment.
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Negative to the Reasonable Person. Any pattern of behavior based on gender that causes
an employee discomfort might constitute sexual harassment. In Harris v. Forklift
Systems (1993), the U.S. Supreme Court found that a male supervisor’s comments
such as, “Let’s go to the Holiday Inn and negotiate your raise” and “You're just a
dumb-ass woman” constituted harassment, even though the female employee did not
suffer any great psychological damage or “have a nervous breakdown.”

Organizational Liability for Sexual Harassment

In cases of quid pro quo harassment of its employees, an organization will always be
liable. In hostile environment cases, however, the U.S. Supreme Court has ruled that
an organization can avoid liability by showing that it “exercised reasonable care to pre-
vent and correct promptly any sexually harassing behavior” or that the complainant did
not take reasonable advantage of the corrective opportunities provided by the organiza-
tion (Burlington Industries v. Ellerth, 1998; Faragher v. City of Boca Raton, 1998).

Preventing Sexual Harassment

In determining an organization’s liability for the sexual harassment of its employees,
the courts look first at the organization’s attempts to prevent this behavior. To avoid
liability, the organization must have a well-conceived policy regarding sexual harass-
ment, must have communicated that policy to its employees (Frederick v. Sprint,
2001), and must have enforced that policy (MacGregor v. Mallinckrodt, Inc., 2004).
The policy must explain the types of harassment (Smith v. First Union National
Bank, 2000) and include a list of the names of the company officials to whom an
employee should report any harassment (Gentry v. Export Packaging, 2001). It is
important to note that organizations are also responsible for harassment committed
by vendors, customers, and other third parties.

Correcting Sexually Harassing Behavior

If an employee complains of sexual harassment, it is essential that the organization
investigate the complaint quickly and then promptly take any necessary action to rec-
tify the situation and punish the offender. To reduce an organization’s liability for sex-
ual harassment, Jacobs and Kearns (2001) advise the following:

m All complaints, no matter how trivial or far-fetched they appear, must be
investigated.

m The organization’s policy must encourage victims to come forward and afford
them multiple channels or sources through which to file their complaint.

m Complaints must be kept confidential to protect both the accused and the
accuser. Information from the investigation should be kept in a file separate
from the employee’s personnel file.

B Action must be taken to protect the accuser during the time the complaint is
being investigated. Actions might include physically separating the two par-
ties or limiting the amount of contact between them.

B Both the accused and the accuser must be given due process, and care must
be taken to avoid an initial assumption of guilt.

B The results of the investigation must be communicated in writing to both
parties.

m The severity of the punishment (if any) must match the severity of the
violation.
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As mentioned previously, the proper handling of a sexual harassment complaint
can protect an employer from legal liability. In such cases as Linda Roebuck v. Odie
Washington (2005) and Rheineck v. Hutchinson Technology (2001), courts of appeal
ruled that the organization was not liable for sexual harassment because it investi-
gated the complaint in a timely manner and then took prompt corrective action
against the harasser. In contrast, in Intlekofer v. Turnage (1992), the court of appeals
found the Veterans Administration liable for harassment because it ignored nearly
two dozen complaints by a female employee and refused to take corrective action
against the harasser.

However, the concern for prompt action should not deny the accused due pro-
cess. In 1997, a jury awarded a man accused of sexual harassment $26.6 million. He
was fired by Miller Brewing Company for discussing an episode of the TV show Sein-
feld in which Jerry Seinfeld forgot the name of a date (Delores) but remembered that
it rhymed with a female body part. The jury ruled that a reasonable person would not
have been offended by the discussion, and thus Miller Brewing went too far in firing
the accused employee.

Rather than being reactive to sexual harassment complaints, it is in the best
interests of an organization to be proactive, and prevent harassment. Proactive
steps include having a strong organizational policy against harassment (Frederick
v. Sprint, 2001) and training employees about behavior that constitutes
harassment.

In addition to the obvious legal costs, sexual harassment has other financial
ramifications for an organization. Sexual harassment results in higher levels of
turnover, greater absenteeism, and lower levels of productivity (Munson, Hulin, &
Drasgow, 2000; Pratt, Burnazi, LePla, Boyce, & Baltes, 2003; Willness, Steel, & Lee,
2007). To test your knowledge of sexual harassment, complete Exercise 3.5 in your
workbook.

Family Medical Leave Act

In 1993, Congress passed the Family Medical Leave act, or FMLA, which entitles eli-
gible employees (both male and female) to a minimum of 12 weeks of unpaid leave
each year to deal with the following family matters:

m Births, adoptions, or placement for foster care

m To care for a child, parent, or spouse with a serious health condition

m For employee’s own serious health condition that makes him or her unable to
perform the job

In 2008, President George W. Bush signed the National Defense Authorization
Act that amended the FMLA to provide 26 weeks of unpaid leave for a spouse, son,
daughter, parent, or next of kin to care for a member of the military.

All public agencies and private organizations with 50 or more employees phys-
ically employed within a 70-mile radius of one another are covered by the act.
Employers can decide if they want to define the eligibility period as a calendar year
(i.e., January through December) or as a rolling 12-month period measured back-
ward from the date an employee uses any FMLA leave. If the employer does not
define its eligibility period in the employee handbook, the method most favorable
to the employee will be in force (Dodaro v. Village of Glendale Heights, 2003).
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Employees are eligible if they

1. work for a covered employer;
2. have worked for the organization for at least one year; and
3. have worked at least 1,250 hours over the previous 12 months.

Because the FMLA allows employees to take leave for the serious illness of a
child, parent, spouse, or themselves, there has been some debate about how serious
an illness has to be to qualify. The Department of Labor defines a serious health
condition this way:

B Any period of incapacity of more than three consecutive calendar days and at
least two visits to a health-care provider or one visit and issuance of
prescription medicine (or)

B Any period of incapacity due to a chronic serious health condition requiring
periodic treatment covering an extended period of time (or)

B Any period of absence to receive multiple treatments for a condition
that would result in a three or more day period of incapacity if left
untreated.

On the basis of this definition, the courts have ruled such conditions as an ear
infection (Juanita Caldwell v. Kentucky Fried Chicken, 2000) or a cold/flu (Miller v.
ATET, 2001; Rose Rankin v. Seagate Technologies, 2001) to be serious.

If employees take advantage of family or medical leave, the organization must
continue the employees’ health-care coverage and guarantee them that when they
return they will either have the same or an equivalent position. In return, employees
must provide a doctor’s certification and give 30 days’ notice if the leave is foreseeable
(e.g., birth or adoption). Employees on FMLA leave from one company cannot work
at another job (moonlight) during that period (Pharakhone v. Nissan North America,
Inc., and Rodney Baggett, 2003).

To protect employers from potential problems in complying with the FMLA,
Congress allows them to exempt their key employees from using it. “Key employ-
ees” are the highest-paid 10% in the organization. Other than record-keeping
headaches, however, the FMLA has not resulted in many hardships for most
organizations.

The extent of family leave in the United States is similar to that in many coun-
tries. For example, laws in other countries mandate unpaid leave of 15 weeks in
Belgium, 120 days in Brazil, and, depending on the province, 17 to 70 weeks in
Canada. Mexico mandates 12 weeks and the European Union 14 weeks of paid
leave. In England, employees who have been with an organization less than 26 weeks
are entitled to 18 weeks of unpaid leave, employees with 26 weeks to one year of
service are entitled to 18 weeks of paid leave, and employees with more than one
year of service are entitled to 40 weeks of paid leave.

Affirmative Action

Reasons for Affirmative Action Plans

Organizations have affirmative action plans for one of four reasons, two of which are
involuntary and two voluntary (Robinson, Allen, & Abraham, 1992).
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Involuntary: Government Regulation

Most affirmative action requirements are the result of Presidential Executive Order
11246. This order, as well as sections of several laws, requires federal contractors
and subcontractors with more than 50 employees to submit an annual EEO-1 Report
and requires federal contractors and subcontractors with at least one federal contract
in excess of $50,000 to have formal affirmative action plans. Most state and local gov-
ernments also have such requirements, although the number of employees and dollar
amounts of contracts will differ. These mandatory affirmative action plans typically
involve analyses of all major job groups (e.g., managers, professionals) and indicate
which job groups have underrepresentations of the protected classes, as well as goals
and plans for overcoming such underrepresentations.

Involuntary: Court Order

When a court finds a public agency such as a police or fire department guilty of not hir-
ing or promoting enough members of a protected class, it can order the agency to begin
an affirmative action program. As previously discussed, this program may involve
increased recruitment efforts or may entail specific hiring or promotion goals.

Voluntary: Consent Decree

If a discrimination complaint has been filed with a court, a public agency can “volun-
tarily” agree to an affirmative action plan rather than have a plan forced on it by the
court. With a consent decree, the agency agrees that it has not hired or promoted
enough members of a protected class and is willing to make changes. The specific
nature of these changes is agreed upon by the group filing the complaint and the
agency that is the subject of the complaint. This agreement is then approved and
monitored by the court.

Voluntary: Desire to Be a Good Citizen

Rather than wait for a discrimination complaint, many organizations develop affirmative
action and diversity programs out of a desire to be good citizens. That is, they want to
voluntarily ensure that their employment practices are fair to all groups of people.

Affirmative Action Strategies

Although most people associate affirmative action with hiring goals or quotas, there
are actually four main affirmative action strategies.

Monitoring Hiring and Promotion Statistics

One of the primary affirmative action strategies is for organizations to monitor their
hiring, placement, and promotion rates for men and women and minorities and nonmi-
norities. Though such monitoring is a good idea for all organizations, it is mandatory
for federal contractors, for banks, and for educational institutions that receive federal
funds. Such organizations must write affirmative action plans in which they monitor
adverse impact as well as compare the percentages of women and minorities in the
organization with the percentages of women and minorities in the qualified workforce.

Intentional Recruitment of Minority Applicants

A common affirmative action strategy is to target underrepresented groups for more
extensive recruitment. Such efforts might include advertising in magazines and
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newspapers with a minority readership, recruiting at predominantly minority or
female universities, visiting minority communities, or paying current employees a
bonus for recruiting a member of a protected class.

A related technique is to establish training programs designed to teach minori-
ties the skills needed to obtain employment with the organization. For example,
Hogan and Quigley (1994) found that providing a six-week exercise program would
result in fewer female applicants failing physical ability tests for positions such as
firefighter.

Identification and Removal of Employment Practices Working
Against Minority Applicants and Employees

A third affirmative action strategy, and the heart of most diversity initiatives, is to
identify and remove practices that might discourage minority applicants from
applying to an organization, being promoted within an organization, or remaining
with an organization. Such practices might involve company policy, supervisor atti-
tudes, training opportunities, availability of mentors and role models, or the way in
which an organization is decorated. For example, an African American employee in
a southern city filed a lawsuit alleging race as the reason he wasn’t promoted. As
evidence, he cited the embroidered Confederate flag hanging in his supervisor’s
office. The city’s affirmative action officer suggested that the flag be removed
because, even though the supervisor was a Civil War enthusiast rather than a racist,
a Confederate flag in a supervisor’s office might give the perception of institutional
acceptance of racism.

As another example, it is a common practice for police applicants to receive
information and obtain employment applications from the police department itself.
However, many minorities are uncomfortable with the idea of going to a police station
and asking White police officers for information and application materials. As a result,
an easy affirmative action strategy would be to have employment applications avail-
able only at the city’s personnel office.

When your author presented the above example to a meeting of police chiefs, the
overwhelming response was, “How can someone be a cop if they don't feel comfort-
able going to a police station?” I responded that it is uncomfortable for anyone to go
into a new environment, much less one with the stigma associated with a police sta-
tion. I then told the group a story of how scared I was when, back in high school,
I had to go to a police station to register a car rally that our school group was having.
I still recall the icy stare and gruff voice of the desk sergeant, which quickly turned my
legs to jelly. When a few others in the crowd joined in with similar stories, it drove
home the point that there are many things, seemingly trivial, that deter others from
applying for jobs.

Preferential Hiring and Promotion of Minorities

This is certainly the most controversial and misunderstood of the affirmative action
strategies. Under this strategy, minority applicants will be given preference over an
equally qualified nonminority applicant. It is important to note that in no way does
affirmative action require an employer to hire an unqualified minority over a qualified
nonminority. Instead, affirmative action requires employers to monitor their employ-
ment records to determine whether minority groups are underrepresented. If they are,
affirmative action requires that an organization do the best it can to remedy the situ-
ation. One such remedy might be preferential hiring and promotion.
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Figure 3.4

Determining the
Legality of an
Affirmative Action
Plan

Legality of Preferential Hiring and Promotion Plans

Recently, the courts have indicated that any form of preferential hiring or promotion
must undergo a “strict scrutiny analysis,” in which the plan must be narrowly tailored
and meet a compelling government interest (Gutman, 2004). The various courts have
ruled that achieving diversity in such settings as a university (Grutter v. Bollinger,
2003) and a police department (Petit v. City of Chicago, 2003) are compelling govern-
ment interests.

If the plan does not meet a compelling government interest, it is illegal. If it does
meet a compelling government interest, as shown in Figure 3.4, the courts use five
criteria to “strictly scrutinize” the extent to which an affirmative action plan involving
preferential hiring is narrowly tailored. It is always legal to monitor employment sta-
tistics, actively recruit minorities, and remove barriers discouraging women and
minorities from being hired or staying with an organization.
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The five criteria used to assess an affirmative action plan are history of the orga-
nization, beneficiaries of the plan, population to be considered, impact on the nonmi-
nority group, and the end point of the plan.

A History of Discrimination

The first criterion examined is whether there has been a history of discrimination by a
particular organization (Western States Paving v. Washington State Department of
Transportation, 2005). If there is no strong basis in evidence to indicate that discrimi-
nation has recently occurred, then preferential hiring is neither necessary nor legal.
For example, if 30% of the qualified workforce is African American, as is 30% of a
police department’s officers, it would be illegal to engage in preferential hiring based
on race. However, if 25% of the qualified workforce is African American and there are
no African American state troopers (as was the case in Alabama in 1980), preferential
hiring could be justified (U.S. v. Phillip Paradise, 1987).

In Taxman v. Board of Education of the Township of Piscataway (1996), the Third
Circuit Court of Appeals ruled against the use of race as a factor to break a tie between
two equally qualified applicants. Sharon Taxman, a White teacher, and Debra Williams,
an African American teacher, were tied in seniority. When the Piscataway School Board
decided to lay off a teacher, it kept Williams because she was African American. The
appeals court ruled the decision to be unconstitutional because there was no racial dis-
parity between the faculty and the qualified workforce. This case was settled in 1997, a
few days before it was scheduled to be heard by the U.S. Supreme Court.

Beneficiaries of the Plan

The second criterion concerns the extent to which the plan benefits people who were
not actual victims of discrimination. If the plan benefits only actual victims, it will
probably be considered legal, but if it benefits people not directly discriminated
against by the organization, other criteria will be considered.

For example, imagine an organization consisting of 100 male but no female man-
agers. Twenty female assistant managers, after being denied promotions for several
years, file suit charging discrimination. The organization agrees to hire ten of the
females to fill the next ten openings. Because the beneficiaries of this plan were them-
selves the actual victims of the organization’s previous discrimination, the plan would
be legal. If the plan, however, involved promoting females who had not previously
applied for the management positions, the courts, before determining the legality of
the plan, would consider three factors: the population used to set the goals, the impact
on nonminorities, and the end point of the plan.

Population Used to Set Goals

The third criterion concerns which of two types of populations was used to statistically
determine discrimination and to set affirmative action goals. With area populations, an
organization compares the number of minorities in the general area with the number of
minorities in each position in the organization. If a discrepancy occurs, the organization
sets hiring goals to remedy the discrepancy. For example, if 80% of the area surrounding
an organization is Hispanic but only 20% of the salaried workers in the organization are
Hispanic, the organization might set hiring goals for Hispanics at 90% until the work-
force becomes 80% Hispanic.

Although the use of area population figures has been traditional, recent Supreme
Court decisions have declared them inappropriate. Instead, the population that must
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Qualified workforce The

percentage of people in a given
geographic area who have the
qualifications (skills, education,
etc.) to perform a certain job.

be used in goal setting is that of the qualified workforce in the area rather than the
area population as a whole.

For example, several southern states are under court supervision to increase the
number of minority faculty in their public universities. Rather than a goal consistent
with the percentage of African Americans in the United States (roughly 12%), the goal
of 7% is based on the qualified workforce—African Americans with doctoral degrees.
This example is important because it illustrates that the courts are not unreasonable
when it comes to setting affirmative action goals. They realize that a university cannot
hire minorities in numbers equal to the national population because a lower percent-
age of minorities than nonminorities have doctorates.

Another example is the case of City of Richmond v. Croson (1989). Because 50%
of the Richmond population is minority, the city required that contractors receiving
city funds subcontract at least 30% of their work to minority-owned businesses. The
J. A. Croson Company received a contract with the city but was unable to subcontract
the required 30% because there were not enough minority-owned businesses in the
city. The U.S. Supreme Court found Richmond’s plan illegal because the goal of 30%
was based on the area population rather than the percentage of relevant qualified
minority-owned businesses (less than 5%). The U.S. Supreme Court ruled similarly in
Adarand v. Pena (1995).

Impact on Nonminorities

The fourth criterion used by courts to determine the legality of an affirmative action
program is whether the remedy designed to help minorities is narrowly tailored: Does
the plan “unnecessarily trammel” the rights of nonminorities? That is, a plan that
helps women cannot deny the rights of men. Preference can be given to a qualified
minority over a qualified nonminority, but an unqualified minority can never be
hired over a qualified nonminority.

Affirmative action becomes controversial when an organization realizes it has
discriminated against a particular protected group. For example, police and fire
departments have long been staffed by White men. In some cases, this composition
has been accidental; in others it has been intentional. To remedy such situations,
police and fire departments often set goals for minority hiring. These goals are
objectives and are not to be confused with quotas, which require a certain percent-
age of minorities to be hired. This is an important distinction, as the 1991 Civil
Rights Act forbids the use of quotas.

Should only a small number of minority applicants test highly enough to be
considered qualified, the organization is under no obligation to hire unqualified
applicants. In fact, if an organization hires unqualified minorities over qualified non-
minorities, hires a lesser-qualified minority over a more qualified nonminority, or
sets unreasonable goals, it can be found guilty of reverse discrimination. For exam-
ple, in Bishop v. District of Columbia (1986), the U.S. Court of Appeals ruled
that reverse discrimination occurred when an African American battalion chief was
promoted ahead of five higher-ranking White deputy chiefs. The court ruled the
promotion to be illegal because it was the result of political pressure rather than
qualifications and previous job performance. A similar decision was reached in
Black Firefighters Association v. City of Dallas (1994), when the U.S. Court of
Appeals ruled that “skip promotions” were not legal.

In Higgins v. City of Vallejo (1987), however, the U.S. Court of Appeals ruled that
promotion of a minority applicant with the third-highest score over a nonminority
applicant with the highest score was legal. The court’s decision was based on the
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idea that even though the two applicants had different scores, they were close enough
to be considered “equally qualified.” When two candidates are equally qualified, affir-
mative action needs can be taken into consideration to decide which of the candidates
will be chosen. As one can imagine, the question of how close different qualifications
need to be before two candidates are no longer considered equal is difficult to answer.
In Chapter 6, methods to answer this question, such as banding and passing scores,
will be discussed.

The two most recent U.S. Supreme Court cases involving affirmative action con-
firm what you have learned in the previous discussion. Both cases involved preferen-
tial treatment of minorities in the admission practices at the University of Michigan:
Grutter v. Bollinger (2003) involved law school admissions, and Gratz v. Bollinger
(2003) involved undergraduate admissions. In both cases, the Supreme Court ruled
that increasing diversity was a compelling government interest. In the Grutter case,
the Court ruled that using race as one of many factors in admissions decisions was
narrowly tailored and did not trammel the rights of nonminorities. In the Gratz case,
however, the Court ruled that automatically giving points to an applicant because of
his or her race was not narrowly tailored and thus was illegal. Taken together, the two
cases reinforce previous case law that the legality of preferential hiring will be deter-
mined on a case-by-case basis and that the plan must be narrowly tailored and not
trammel the rights of nonminorities.

End Point of the Plan

The fifth and final criterion concerns setting an end point for the plan. That is, an
affirmative action plan cannot continue indefinitely; it must end when certain goals
have been obtained. For example, in Detroit Police Officers Association v. Coleman
Young (1993), the U.S. Court of Appeals ruled that an affirmative action plan that
had been utilized for 19 years had resulted in its intended goal: 50% of the Detroit
police department was minority. Continuing the plan would be illegal, reasoned
the Court, because it would now result in a substantial hardship on non-
minority-group applicants. The Court also reasoned that should the percentage of
minorities in the department drop in the future, the preferential hiring plan could
be reinstated. To test your knowledge of affirmative action, complete Exercise 3.6
in your workbook.

Unintended Consequences of Affirmative Action Plans

Though affirmative action and diversity programs are an important tool in ensuring
equal opportunity, they can result in some unintended negative consequences for
people hired or promoted as the result of affirmative action (Kravitz et al., 1997).
Research indicates that employees hired due to affirmative action programs are per-
ceived by coworkers as less competent (Heilman, Block, & Lucas, 1992; Heilman,
Block, & Stathatos, 1997), have a tendency to devalue their own performance
(Gillespie & Ryan, 2012; Heilman & Alcott, 2001; Leslie, Mayer, & Kravitz 2014),
and behave negatively toward others who are hired based on affirmative action
programs (Heilman, Kaplow, Amato, & Stathatos, 1993). These effects can be
reduced when applicants are given positive information about their abilities
(Heilman et al., 1993; Kravitz et al,, 1997) and when the term “diversity initiative”
rather than “affirmative action” is used (Awad, 2013). Not surprisingly, women and
ethnic minorities hold more positive views toward affirmative action than do males
and nonminorities (Harrison, Kravitz, Mayer, Leslie, & Lev-Arey, 2006). With these
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studies in mind, it is essential that an organization be sensitive about how it
promotes and implements its diversity and affirmative action efforts.

Privacy Issues

Fourth Amendment The
amendment to the U.S.
Constitution that protects against
unreasonable search or seizure;
the amendment has been ruled
to cover such privacy issues as
drug testing, locker and office
searches, psychological testing,
and electronic surveillance.

Drug-Free Workplace Act
Requires federal contractors to
maintain a drug-free workplace.

As discussed previously in the chapter, an employment practice is illegal if it results in
adverse impact and is not job related. An employment practice can also be illegal if it
unnecessarily violates an individual’s right to privacy.

The Fourth Amendment to the U.S. Constitution protects citizens against
unreasonable search or seizure by the government. Its importance to I/O psy-
chology is in the area of drug testing and locker searches. Several courts have
ruled that drug testing is considered a “search” and that therefore, to be legal in
the public sector, drug testing programs must be reasonable and with cause. It is
important to understand that the Fourth Amendment is limited to public agen-
cies such as state and local governments. Private industry is not restricted from
drug testing by the Fourth Amendment but government regulation may require
drug testing (e.g., for trucking companies and railroads), but drug testing and
searches by a private organization must be conducted in “good faith and with fair
dealing.”

Generally, employers are free (even encouraged by the government) to test job
applicants for current drug use. In fact, the federal Drug-Free Workplace Act
requires employers with federal contracts of $100,000 or more to maintain a drug-
free workplace. Furthermore, such states as Alabama, Arkansas, Florida, and Georgia
provide discounts on workers’ compensation rates to employers with a drug-free
workplace program (Steingold, 2013).

Drug Testing

There are few legal problems associated with testing job applicants for drug use.
However, drug testing of current employees by a public agency must be based on
“reasonable suspicion” and with “just cause.” On the basis of prior cases, reasonable
suspicion means that there is reason to suspect that employees are using drugs at
work (Goldstein, 2000). Such suspicion can be produced from a variety of sources,
including “tips” that employees are using drugs (Copeland v. Philadelphia Police
Department, 1989; Feliciano v. Cleveland, 1987; Garrison v. Justice, 1995), accidents
or discipline problems (Allen v. City of Marietta, 1985; Burnley v. Railway, 1988),
actual observation of drug usage (Everett v. Napper, 1987), or physical symptoms of
being under the influence (Connelly v. Newman, 1990).

The legality of random drug testing in the public sector is a murky area. When
considering it, the courts consider the extent to which the special needs of the
employer outweigh the employees’ right to privacy. For example, in Local 6000 v.
Janine Winters (2004), the Sixth Circuit Court of Appeals ruled that random drug
testing of probation and parole officers was justified, and in National Treasury
Employers Union v. Von Rabb (1989), the U.S. Supreme Court ruled that random test-
ing of customs officials involved in drug interdiction efforts was legal.

Traditionally, the courts consider the degree to which an employee’s behavior
affects the safety and trust of the public as a factor in deciding whether the needs of
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the employer outweigh the employee’s right to privacy. For example, air traffic con-
trollers (Government Employees v. Dole, 1987) and teachers (Knox County Education
Association v. Knox County Board of Education, 1998) have been deemed to be
responsible for the safety of the public, but school bus attendants have not (Jones v.
McKenzie, 1987).

Other factors taken into consideration by the courts include the accuracy of the
drug tests and the care and privacy taken during the testing (Hester v. City of Mill-
edgeville, 1986; Triblo v. Quality Clinical Laboratories, 1982). The issue of privacy is
an especially interesting one because employees who use drugs often try to “cheat” on
their drug tests (Cadrain, 2003a). Attempts at cheating include bringing in “clean”
urine that has been taken or purchased from a friend, or diluting the urine sample
with soap, toilet water, or other chemicals. Strangely enough, to help applicants
cheat on their drug tests, one company markets a product called “The Original
Whizzinator,” a prosthetic penis containing a 4-ounce bag of dehydrated drug-free
urine and an organic heating pad to keep the urine at body temperature (Cadrain,
2003a). You might recall seeing on TV in May 2005 that Onterrio Smith, the former
Minnesota Vikings running back who had failed previous drug tests, was caught at the
Minneapolis airport with a Whizzinator.

To stop such attempts, some organizations have required those to be tested to
strip so that they cannot bring anything into the test area; they also may require that
the employee be observed while he provides the urine specimen. Testing conditions
such as these would be allowed only under the most serious situations involving
national security.

Two other important issues are the appeal process (Harvey v. Chicago Transit
Authority, 1984) and the confidentiality of test results (Ivy v. Damon Clinical Labora-
tory, 1984). Employees must be given the opportunity to have their specimens retested
and to explain why their tests were positive even though they may not have taken ille-
gal drugs.

Thus, for a drug testing program to be legal, the organization must have reason to
suspect drug usage, the job must involve the safety or trust of the public, the testing
process must be accurate and reasonably private, the results should be handled in a
confidential manner, and employees who test positive must be given opportunities to
appeal and undergo rehabilitation. A detailed discussion of the use and validity of
drug testing for employee selection can be found in Chapter 5.

Office and Locker Searches

Office and locker searches are allowed under the law as long as they are reasonable
and with cause (O’Conner v. Ortega, 1987). Allowing employees to place their own
locks on lockers, however, removes the right of the organization to search the locker.

Psychological Tests

An employment test may be illegal if its questions unnecessarily invade the privacy
of an applicant. At most risk are psychological tests originally developed to mea-
sure psychopathology. These tests often include questions about such topics as
religion and sexual preference that some applicants feel uncomfortable answering.
In Soroka v. Dayton Hudson (1991), three applicants for store security guard posi-
tions with Target Stores filed a class action suit after taking a 704-item psycholog-
ical test (Psychscreen). The applicants believed some of the questions, a few of
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Table 3.4 Do These True-False Questions Violate an Applicant’s
Right to Privacy?

| go to church almost every week.

| am very religious.

| believe there is a God.

My sex life is satisfactory.

| like to talk about sex.

| have never indulged in any unusual sex practices.

which are shown in Table 3.4, violated their right to privacy guaranteed by the
California constitution.

Though the two sides reached a settlement prior to the case being decided by the
U.S. Supreme Court, the case focused attention on the questions used in psychological
testing. Of particular concern to I/O psychologists was that the tests were scored by a
consulting firm, and Target Stores never saw the individual answers to the questions.
Instead, it received only overall scores indicating the applicant’s level of emotional
stability, interpersonal style, addiction potential, dependability, and socialization. The
finding by courts that use of the test was an invasion of privacy was troubling to
psychologists, who routinely make decisions based on overall test scores rather than
the answers to any one particular question (Brown, 1993).

Electronic Surveillance

Almost 80% of organizations in the United States use electronic surveillance or moni-
tor their employees’ behavior, email, Internet usage, or telephone conversations. The
idea behind this electronic monitoring is that unproductive behavior can be tracked
and potential legal problems (e.g., inappropriate email, insider trading) or theft of
trade secrets can be prevented (Leonard & France, 2003).

A 2007 survey by the American Management Association (AMA, 2007) found that

B 66% of large organizations monitor the Internet sites viewed by their
employees;

B 65% use software to block connections to certain Internet sites;

B 43% monitor email; and

B 28% have fired employees in the past year for violation of an email policy.

The First Circuit Court of Appeals has ruled that video surveillance is not an
invasion of privacy because employees do not have an expectation of privacy while
working in open areas (Vega-Rodriguez v. Puerto Rico Telephone, 1997). Furthermore,
several district courts have ruled that organizations can monitor their employees’
email or search their computer files (Gary Leventhal v. Lawrence Knapek, 2001), espe-
cially when the employees have been told that monitoring is part of organizational
policy (Leonard & France, 2003; Raynes, 1997). To be on safe legal ground, organiza-
tions should tell employees that they are being monitored and at the time of hire, get
new employees to sign consent forms agreeing to be monitored. To test your knowl-
edge of employee privacy issues, complete Exercise 3.7 in your workbook. To practice
what you have learned in this chapter, complete Exercise 3.8.
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Appendix  Canadian Employment Law by Province

Protected Class

Province

Race

Sex

Disability

Color

Religion

Marital status
Pregnancy

National origin

Age

Sexual orientation
Drug/alcohol dependence
Ancestry/place of origin
Political beliefs

Family status
Association

Criminal conviction
Language

Sodial condition

Source of income
Citizenship

Receipt of public assistance

Alb BC Man  Ont NB NF

yes yes yes yes yes yes
yes yes yes yes yes yes
yes yes yes yes yes yes
yes yes yes yes yes yes
yes yes yes yes yes yes
yes yes yes yes yes yes
yes yes yes yes yes yes

no no yes yes yes yes
184+  19-65 all 18-65 all
yes yes yes yes yes yes
yes yes yes yes yes yes

yes yes yes yes no no
no yes yes no no yes
yes yes yes yes no no
No no yes yes yes no
No yes no no no no
No no no yes no no
No no no no no yes
No no no no no no
No no no yes no yes
No no no no no no

19-65

NS NWT  PEl Queb SAS Yukon

yes yes yes yes yes yes
yes yes yes yes yes yes
yes yes yes yes yes yes
yes yes yes yes yes yes
yes yes yes yes yes yes
yes yes yes yes yes yes
yes yes yes yes yes yes
yes yes yes yes yes yes

all all all all 18-64  all
yes no yes yes yes yes
yes no yes yes yes no
no yes no no yes yes
yes no yes yes no yes

yes yes yes yes yes yes

yes no yes no no yes
no no yes yes no yes
no no no yes no yes
no no no yes no no
no no yes no no no
no no no no no no
no no no no yes no

ON THE JOB

Keystone RV Company,
Goshen, Indiana

Applied Case Study

has a zero-tolerance policy regarding drug abuse

at its manufacturing plant. In 2005, the company
received complaints from police that its employees were
using drugs during breaks. To deal with the problem,
Keystone closed the plant for a day to test its 125
employees and then fired the 28 who tested positive
for drugs and the 6 who refused to be tested. Keystone
transferred 20 employees from another facility to handle
the new shortage of employees while it quickly filled the
open positions from nearly 2,000 applicants who heard
the news about the firings and wanted to work there.

F or safety reasons, Keystone RV in Goshen, Indiana,

On the basis of what you learned in this chapter, do
you think Keystone handled the situation properly?
Why or why not?

What legal considerations would come into play
when randomly testing and then firing employees
in a private company?

What could Keystone have done to prevent its
employees from using drugs at work in the first
place?
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m The Ethics Behind Workplace Privacy

locker searches, psychological testing, and electronic sur-

veillance are legal, with few restrictions. Genetic screen-
ing checks for genetic abnormalities in healthy people at risk
for developing certain diseases in the future. This type of
screening can be used to screen job applicants and employees
who may be likely to develop disease if exposed to certain
worksite substances such as chemicals or radiation. And
even though President George W. Bush signed the Genetic
Information Nondiscrimination Act on May 21, 2008, that
prohibits employers from firing, refusing to hire or other-
wise discriminating against workers on the basis of genetic
information, there is still fear that it will be used for just
that reason.

Proponents for such practices in the workplace say that
these types of practices can protect and help employees, con-
sumers and/or companies. Electronic surveillance such as
email, Internet, and telephone monitoring, and use of video
cameras is a proactive step toward catching potentially harm-
ful or illegal behaviors by employees. For example, by moni-
toring internal emails, management can learn about
inappropriate emails of a sexual or discriminatory nature
directed toward a specific employee or employees and can
take immediate action to stop this behavior. And this type
of monitoring can help employers more fairly evaluate
employee performance, because managers are able to track
both good and bad behaviors throughout the day by monitor-
ing emails, Internet usage, and telephone conversations. For
example, there is software that can be used to view an
employee’s screen while they are working, count keystrokes
of data entry personnel to track speed and reliability, and
track the amount of time an employee’s computer remains
idle. This type of software is beneficial to both employees and
employers.

And genetic screening, according to its supporters,
can keep both employee and employer safe. Research has
identified about 50 genetic disorders that could increase a
person’s susceptibility to toxins or chemicals. For example,
people with sickle cell trait could be at risk for sickle cell
anemia if exposed to carbon monoxide or cyanide. Genetic
screening could reduce certain people’s chances of getting
such diseases, which would spare them from spending thou-
sands of dollars in medical bills and from premature death.
Employers would benefit from the savings incurred from less

Y ou read in this chapter that drug testing, office and

workers’ compensation payments, health-care premiums, low
productivity, and high absenteeism and turnover. And job appli-
cants don't have to agree to the screening. According to defen-
ders of this practice, those applicants have the right to seek
employment elsewhere.

Many opponents of such practices in the workplace say
that there are many issues involved with these practices,
one of which is employee privacy. Critics state that there
are certain aspects of an employee’s personal life, both at
work and at home, that should not be available to employers,
such as personal phone conversations or personal emails.
Although making personal phone conversations or personal
emails may cut into company time, it is unrealistic to think
that there are never times when it is necessary for an
employee to do such personal things during work hours.

Although some amount of employee monitoring, if used
properly, may be useful to evaluate employees’ performance,
critics say there should be a limit to how much monitoring can
be done. Information that is gathered can be stored and used
against the employee many years later, which could impact
an employees’ potential promotion within the company or
his/her references when applying to other companies. And it
is not necessary that managers watch everything employees
do to be able to fairly evaluate their performance. Some
limits should be imposed, by law, including some mechanism
that can warn employees when they are being monitored
so that they will not be engaging in activities of a private
matter.

As for genetic testing, this will remain an ongoing debate.
Opponents state that such screening violates the Fourteenth
Amendment to the Constitution, which provides equal protec-
tion to all people (not just healthy ones) and states that all
people should be treated fairly. They state that a person’s
health is a private matter and should not be under scrutiny
of potential or actual employers. If companies find out that
applicants or employees are at risk for certain diseases, these
applicants and employees will be treated differently from
those who aren’t at risk. Not only is that breaking the law,
according to critics, it is unfair, and therefore, unethical treat-
ment of a certain class of people. Other objections to genetic
testing include the fact that the validity and reliability of such
tests have not been established, and the fear that the infor-
mation gained from the genetic tests could fall into the hands
of health-care providers, who can then reject some people
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who may never actually end up with a disease from adequate ™ What are the ethical responsibilities to employees from
health-care coverage. companies who chose to use such practices?

What Do You Think? m What are some other ethical dilemmas that you think could

. . arise from such practices?
m Do you think the legal reasons for these workplace practices

outweigh the ethical responsibilities of organizations? m Conduct an Internet search on the Genetic Information
Nondiscrimination Act signed by President Bush. Do you
think that act is fair to employers and employees? Why or
why not?

m Are companies being unfair, and therefore, unethical by
engaging in such activities?

Chapter Summary
In this chapter you learned:

m Discrimination complaints are filed with the EEOC.

B A variety of federal laws forbid discrimination based on sex (male, female), race
(African American, European American, Asian American, Native American),
national origin, color, religion, disability, age (over 40), pregnancy, and qualified
veteran status.

B The legality of an employment practice is determined by such factors as the pres-
ence of adverse impact and the job relatedness of the employment practice.

B Adverse impact is usually determined by the four-fifths rule.

m Affirmative action consists of a variety of strategies, such as intentional recruit-
ment of minority applicants, identification and removal of employment practices
working against minority applicants and employees, and preferential hiring and
promotion.

m Employers need to be cautious about violating employee privacy rights regarding
drug testing, office and locker searches, psychological testing, and electronic
surveillance.

m Organizations can be held liable for the sexual harassment of their employees. This
harassment can take the form of quid pro quo or a hostile environment.

Questions for Review

1. What would make an employment practice a BFEOQ?

. Is affirmative action still needed? Why or why not?

. Why do public employees have more privacy rights than private employees?

. If a male employee asks out a female coworker, is this sexual harassment? Would
your answer be different if the male were a supervisor rather than a coworker?
Why or why not?

5. Would a color-blind person be considered disabled under the ADA?

Why or why not?

=W N
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Media Resources and Learning Tools

m Want more practice applying industrial/organizational psychology? Check out the
1/0 Applications Workbook. This workbook (keyed to your textbook) offers engag-

ing, high-interest activities to help you reinforce the important concepts presented
in the text.
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EMPLOYEE SELECTION:
RECRUITING AND INTERVIEWING

Learning Objectives

= Know how to recruit applicants
= Understand why the traditional, unstructured interview

doesn't work

= Know how to perform well when being interviewed

= [earn how to construct a valid, structured interview

w Learn how to write a résumé and a cover letter

Employee Recruitment
Media Advertisements
Point-of-Purchase Methods
Recruiters

Employment Agencies and Search Firms
Employee Referrals

Direct Mail

Internet

Social Media

Job Fairs

Special Recruit Populations
Nontraditional Populations
Recruiting “Passive” Applicants

Evaluating the Effectiveness of Recruitment
Strategies

Realistic Job Previews

Effective Employee Selection
Techniques

Employment Interviews

Types of Interviews

Advantages of Structured Interviews
Problems with Unstructured Interviews
(reating a Structured Interview
Conducting the Structured Interview

Job Search Skills

Successfully Surviving the Interview Process
Writing Cover Letters

Writing a Résumé

On the Job: Applied Case Study:
Recruitment at the Borgata Hotel
Casino and Spa

Focus on Ethics: The Ethics of
Recruiting and Hiring Based on
Physical Appearance
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detective Harry Callahan, upon learning that he has been transferred from

homicide to personnel, replies, “Personnel—only idiots work in personnel!”
Although this statement is a bit strong, it represents the attitude many people held
about the field of human resources. That is, if you can’t do anything else, you can
always work in human resources.

The image of the human resources (HR) field has been greatly enhanced in recent
years, however, for the most part by its application of modern, scientific principles in
employee selection and by the realization that properly designed employee selection
procedures can save organizations a lot of money.

Chapters 4, 5, and 6 will focus on issues associated with recruiting, screening,
selecting, and hiring employees. In this chapter, we will first explore ways to recruit
employees and explain job hunting methods, and then discuss interviewing
techniques as well as offer some tips that you can use to help find and obtain a
desired job. Chapter 5 will discuss non-interview selection techniques used by I/O
psychologists and Chapter 6 will conclude with a discussion of how to evaluate the
various selection techniques.

As shown in Figure 4.1, certain steps can be taken to successfully choose
employees. Some of the steps are designed to attract excellent applicants to the
organization, others are designed to select the best applicants, and still others are
designed to give applicants a good image not only of the organization but of the job
search process in general. Keep in mind that for most job openings, many more
people will apply than will be hired. If you multiply the number of people who are not
hired by the number of job openings each year, it is clear that a lot of people will be in
contact with a particular organization. Those people not hired are potential customers,
with friends who are also potential customers. Furthermore, applicants not hired for
one position may turn out to be well qualified for future positions with the
organization. Leaving them with a positive image of the company should be a priority.

I n the television version of the motion picture The Enforcer, Clint Eastwood, as

Employee Recruitment

Recruitment The process of An important step in selecting employees is recruitment: attracting people with the

attracting employees to an right qualifications (as determined in the job analysis) to apply for the job. As you

organization. will see in the first section of this chapter, recruitment methods have changed tremen-
dously over the past 20 years. Twenty years ago, most employees were recruited
through advertisements run in newspapers and trade publications. Today, the Internet
serves as a primary source both for employers advertising jobs as well as for applicants
searching for jobs. As you read about the various recruitment methods, keep in mind
that, although some methods are used more than others, the degree of use depends
on such factors as the nature of the job and the size of the organization. That is, the
mom-and-pop store downtown will likely recruit employees differently than will such
large organizations as Microsoft, Walmart, and Tyson Foods.

External recruitment Although most of our discussion will focus on recruiting new employees to the
Recruiting employees from out- organization (external recruitment), it is important to understand that many jobs
side the organization. are filled by transferring or promoting someone from within the organization
Internal recruitment (internal recruitment). Many organizations first advertise employment openings
Recruiting employees already for two weeks to current employees. If no qualified applicants are found, the orga-
employed by the organization. nizations then advertise outside. Federal contractors are an exception to this option
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Respond by calling
Recruitment ads in which
applicants are instructed to call
rather than to apply in person or
send résumés.

Apply-in-person ads
Recruitment ads that instruct ap-
plicants to apply in person rather
than to call or send résumés.

Figure 4.1

Steps in Selecting
Employees

Job
analysis

Selection
of testing
methods

|

Test
validation

Recruitment

Screening

Testing

Selecting

Hiring/
rejecting

as they must post all job openings with state employment agencies
in order to meet their affirmative action requirements for qualified
veterans.

Internal promotions can be either competitive or noncompeti-
tive. Noncompetitive promotions usually involve “career progres-
sion” positions in which employees move from a position such as
Engineer I to Engineer II to Engineer III and so on as they gain expe-
rience and knowledge. The number of promotions in a given year is
not limited and employees do not compete with other employees. At
universities, a good example of a career progression for faculty
would be the promotion from Assistant Professor to Associate Pro-
fessor and finally to Professor. Career progression promotions usu-
ally result in a change of title as well as an increase in salary.

With competitive promotions, several internal applicants com-
pete with one another (and sometimes with external applicants) for
a limited number of higher positions. For example, 20 Walmart
employees might compete for an assistant manager position. Internal
promotions can be a great source of motivation, but if an organiza-
tion always promotes employees from within, it runs the risk of hav-
ing a stale workforce that is devoid of the many ideas that new
employees bring with them from their previous employment set-
tings. Heavy reliance on internal sources is thought to perpetuate
the racial, gender, and age composition of the workforce. Thus, a
balance between promoting current employees and hiring outside
applicants is needed.

Media Advertisements
Newspaper Ads

Running ads in periodicals such as local newspapers or professional
journals is a declining method of recruiting employees. In fact, in a
study of 108,000 external hires in large organizations, Crespin and
Mehler (2013) found that in 2012, only 2.3% of external hires were
recruited through print media, compared to 28.7% from a similar
survey in 1997. Such a decline is consistent with a 2007 survey in
which recruiters rated print advertising as one of the least effective
recruitment methods (SHRM, 2007). These findings demonstrate the
huge change in recruiting that has occurred in the past decade: In
2002, recruiters rated newspaper advertising as one of the most
effective avenues of applicant recruitment (Gere, Scarborough, &
Collison, 2002)!

As shown in Figure 4.2, job advertisements, whether found in
the newspapers itself or online, typically ask the applicant to
respond in one of four ways: calling, applying in person, sending a
résumé directly to the organization (usually electronically), or send-
ing a résumé to a blind box. Applicants are asked to respond by
calling when an organization wants to either quickly screen appli-
cants or hear an applicant’s phone voice (e.g., for telemarketing or
receptionist positions). Organizations use apply-in-person ads

EMPLOYEE SELECTION: RECRUITING AND INTERVIEWING 119

Copyright 2016 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.



Figure 4.2

Examples of Help-
Wanted Ads

Send-résumé ads Recruit-
ment ads in which applicants
are instructed to send their ré-
sumé to the company rather
than call or apply in person.

Blind box Recruitment ads
that instruct applicants to send
their résumé to a box at the
newspaper; neither the name
nor the address of the company
is provided.

PLUMBER needed immediately
in Rocky Mount area. Top pay for
experienced person. Call
712-483-2315

LEGAL ASSISTANT

TITLE AGENCY ADMINISTRATOR
Downtown law firm seeking
experienced real estate legal
assistant/title agency administrator
with  working knowledge of
WordPerfect 5.1. All benefits and
parking provided. Send résumé in

Engineering
Manager

Highly motivated and profes-
sional individual with 10 years
performance track record to
successfully lead a large engi-
neering department. Must have
clear conceptual understanding
of the telephone industry includ-
ing PABX and Key telephone
systems. Engineering abilities
including analog circuit design,
digital logic design, micropro-

confidence to: Box M262. c/o | cessor, and infrared design.
Poncha Springs Times & World | Familiarity with regulatory agen-
News, P.O. Box 2491, Poncha cies is necessary. Ability to
Springs, Va. 24010 maintain productivity and quality

schedules for timely work
HOTEL DESK CLERK

completion. Most desirable cre-
Afternoon & night shift available.

dentials include BSEE degree
plus MBA.

Apply in person at Comfort Inn,

Bassville.

Respond by sending résumé to:

Volcan, Inc.
Attn: Human Resources
2222 Industry Ave.
N Sweed, VA 24013

EOE
No agencies or phone calls

when they don’t want their phones tied up by applicants calling (e.g., a travel
agency or pizza delivery restaurant), want the applicants to fill out a specific job
application, or want to get a physical look at the applicant. Applicants are asked to
send a résumé directly to the company (send-résumé ads) when the organization
expects a large response and does not have the resources to speak with thousands
of applicants.

The fourth type of ad, the blind box, directs the applicant to send résumés to
a blind box. Organizations use blind boxes for three main reasons. First, the orga-
nization doesn’t want its name in public. This might be the case when a well-
known company such as AT&T or IBM has a very specific job opening and is
concerned that rumors will spread that there are many openings for a variety of
positions. This could result in an avalanche of résumés, many from unqualified
applicants. Second, the company might fear that people wouldn’t apply if they
knew the name of the company. For example, an ad for sales positions would
probably not draw a large response if applicants were asked to send their résumés
to a funeral home (even though selling burial plots can be a lucrative job). Third,
on rare occasions, a company needs to terminate an employee but wants first to
find a replacement. As you can imagine, running an ad containing the name of the
company would not be smart if the current employee were not aware that he or
she was about to be fired.
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Advice on how to respond to various kinds of ads is shown in the Career Work-
shop Box. To help you identify the types of help-wanted ads, complete Exercise 4.1 in
your workbook.

Writing Recruitment Ads. Although little research is available, there is plenty of expert
advice on the best way for an employer to write recruitment advertisements. Research
on recruitment ads indicates the following findings:

B Ads containing realistic information about the job, rather than information
that is “too good to be true,” increase applicant attraction to the organization
(Thorsteinson, Palmer, Wulff, & Anderson, 2004).

m Ads containing detailed descriptions of the job and organization provide
applicants with an idea of how well they would fit into an organization and
result in positive thoughts about it (Roberson, Collins, & Oreg, 2005).

m Ads containing information about the selection process affect the probability
that applicants will apply for a job. For example, ads stating that an in-person
interview will be used to select employees result in applicants being more
likely to apply for a job than ads indicating that grade point average (GPA)
will be a factor (Reeve & Schultz, 2004).

In recent years, a trend in help-wanted advertising has been the use of creative,
high-energy ads (Levit, 2008). By using innovative advertising, On-Line Software tri-
pled the number of applicants who responded to its help-wanted ad for secretarial
positions. Hyundai’s innovative ad cost only $5,000 and had almost 2,000 responses
to advertised positions. Some organizations have tried to recruit employees by making
fun of the job openings. Here are some examples:

m FH Company, a Norwegian importer and distributor, ran a help-wanted
advertisement reading, “Tiresome and boring wholesale company seeks
indolent people with a total lack of service mindedness for a job that is
completely without challenge.”

m C. Rinker Paving, a Virginia asphalt company, ran a help-wanted advertise-
ment asking for applicants who “have hair short enough to see and hear, are
able to gulp down a sandwich in 30 minutes and be able to work at least 30
minutes without going to the restroom or drinking something, and have nose
and earrings light enough not to interfere with their work.”

B A national sales company advertised that they were “interested in hiring five
semi-obnoxious pushy sales pros for a very boring repetitive job of selling.
Our current sales staff is the laziest group of individuals that you'll ever see
drag themselves to work 5 days a week to decide whether to complain about
the weather, coffee, thermostat or the manager.”

B The New York City Administration for Children’s Services ran an advertise-
ment stating “Wanted: men and women willing to walk into strange buildings
in dangerous neighborhoods, be screamed at by unhinged individuals—per-
haps in a language you do not understand—and, on occasion, forcibly remove
a child from the custody of a parent because the alternative could have tragic
consequences.”

Thus, the same techniques and imagination used in product advertisements may
increase the recruitment yield from help-wanted ads. To practice what you have
learned about writing help-wanted advertisements, complete Exercise 4.2 in your
workbook.
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Electronic Media

Perhaps the best use of television recruitment in the private sector has been by
McDonald’s, whose television commercials show the fast-food chain to be the ideal
place for retirees to work part-time. In addition to generating applicants, the commer-
cials are an excellent public relations vehicle. In the public sector, the military has
been very active in television recruitment: Who can forget the “Be all that you can
be” or “An army of one” commercials?

The potential advantage to using electronic media for recruitment is that, accord-
ing to a 2013 study by the Radio Advertising Bureau, Americans spend 3.7 hours per
day watching TV and 2.3 hours a day listening to the radio. Furthermore, different
types of radio stations (e.g., rock, rap, classical, country, oldies, news) reach different
types of audiences, and thus radio ads can be easily targeted to the desired audience.
For example, Harris Trucking often advertises its openings for drivers on radio sta-
tions playing country music. The radio ads are used not only to recruit new drivers
but to thank current drivers for doing such a good job.

Point-of-Purchase Methods

The point-of-purchase method of recruitment is based on the same “POP” (point-
of-purchase) advertising principles used to market products to consumers. For exam-
ple, consider shopping at a local grocery store. As you push your cart through one
aisle, you see a special display for potato chips, in the next aisle a display for cookies.
When you get to the checkout stand, items such as the National Enquirer, candy, and
batteries are conveniently placed so you can examine them while you wait in line. The
idea is to get you to buy more items once you are already in the store.

In employee recruitment, job vacancy notices are posted in places where custo-
mers or current employees are likely to see them: store windows, bulletin boards, res-
taurant placemats, and the sides of trucks. The advantages to this method are that it is
inexpensive and it is targeted toward people who frequent the business. The disadvan-
tage is that only a limited number of people are exposed to the sign.

Cabela’s, a retail chain specializing in hunting and fishing goods, is an excellent
example of an organization that recruits current customers for job openings. Because
Cabela’s needs employees with extensive knowledge of hunting and fishing, they find
it much easier to hire customers who already have that interest and knowledge than
to train new employees from scratch. In addition to targeting current customers,
Cabela’s also lures hunting and fishing clubs whose members are not only potential
employees, but potential customers as well. A perk that also helps recruit avid hunters
and fishermen is product discounts and a policy that allows sales staff to take a prod-
uct home for 60 days so that they can provide customers with accurate opinions about
the product (Taylor, 2007).

Because of the difficulty in obtaining employees, many fast-food restaurants are
using unusual point-of-purchase techniques. McDonald’s, Arby’s, Burger King, and
Carl’s Jr. have all printed help-wanted ads with application blanks on their paper pla-
cemats. To apply for a job, customers (can we now call them McApplicants?) simply
wipe the spilled ketchup off the placemat, fill in their name and address, and give the
placemat to the manager.

Wendy’s has printed announcements of job openings on its cash-register receipts
(“Now hiring smiling faces”), as do Target and Home Depot; Domino’s Pizza placed
help-wanted ads on its pizza boxes; and Kentucky Fried Chicken placed signs on
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(TR T How to Respond to Newspaper Advertisements

Respond-by-Calling Ads

= Practice your first few sentences, such as “I saw your help-
wanted advertisement in the local newspaper and would like
to get more information.” Don’t count on being able to ad-lib
or you might sound as inarticulate as the typical person
leaving a message on an answering machine.

= Be prepared for a short interview by making sure you have
time to talk, having your résumé handy to answer questions,
and having paper and pencil close by. GeGe Beall, a human
resources manager, once received a phone call just as she
was stepping out of the shower and before she had time to
get dressed. The caller turned out to be an employer, who
interviewed Beall for the next hour. The employer told Beall
that she liked phone interviews because the applicant “didn’t
have to worry about putting on her interview suit.” In this
case, she didn’t realize just how accurate her statement was!

Apply-in-Person Ads

= Be prepared to interview on the spot. The organization may
simply take your résumé and call at a later date to schedule
an interview. However, it is not unusual for an organization
to interview applicants as they drop off their résumés. Dress
as if you were going to an interview. It might be convenient
to drop off your résumé on your way to the beach, but

dressing poorly will leave a bad impression, whether you
receive an immediate interview or not.

= Bring copies of your résumé and leave one even if you are
asked to complete a job application.

= Bring a pen. Many organizations automatically eliminate
applicants who do not do this.

= Be nice to the receptionist or any other person with whom
you come in contact. The organization’s first look at you is
probably the most important, and you can be sure that word
of a rude or poorly dressed applicant will quickly get back to
the person making the actual hiring decision.

Send-Résumé Ads

= Always include a cover letter (a concept that will be discussed
later in the chapter).

= Type the envelope if possible.

Blind Box Ads

= Don't be afraid to respond to these types of ads. Most of the
time, they will result in good jobs with respectable
organizations.

= Respond promptly, as these boxes are assigned to advertisers
only for the period in which they run their ad.

vans that stopped at student gathering places to distribute free sodas and application
materials. Because Store 24 had difficulty recruiting manager trainees, it took the
unique approach of placing a help-wanted advertisement on one side of its milk car-
tons. The cost of the recruitment campaign was minimal, as the company already
bore the expense of creating and printing the milk cartons. Other examples of inno-
vative recruitment methods include Lauriat’s Books placing a job posting and mini-
résumé on a bookmark; the clothing store Rugged Wearhouse putting help-wanted
signs in its dressing rooms; and both SmithKline and Prudential Insurance posting
help-wanted ads on billboards in the Philadelphia area. To record point-of-purchase
methods you have seen, complete Exercise 4.3 in your workbook.

Recruiters

Campus Recruiters

Many organizations send recruiters to college campuses to answer questions about
themselves and interview students for available positions. Not surprisingly, the behav-
ior and attitude of recruiters can greatly influence applicants’ decisions to accept jobs
that are offered (Chapman, Uggerslev, Carroll, Piasentin, & Jones, 2005; Rynes, Bretz, &
Gerhart, 1991).

EMPLOYEE SELECTION: RECRUITING AND INTERVIEWING 123

Copyright 2016 Cengage Learning. All Rights Reserved. May not be copied, scanned, or duplicated, in whole or in part. Due to electronic rights, some third party content may be suppressed from the eBook and/or eChapter(s).
Editorial review has deemed that any suppressed content does not materially affect the overall learning experience. Cengage Learning reserves the right to remove additional content at any time if subsequent rights restrictions require it.



Virtual job fair A job fair
held on campus in which stu-
dents can “tour” a company
online, ask questions of recrui-
ters, and electronically send
résumes.

Executive search firms
Employment agencies, often also
called headhunters, that spe-
dalize in placing applicants in
high-paying jobs.

Employment agency An
organization that specializes in
finding jobs for applicants and
finding applicants for organiza-
tions looking for employees.

Due to cost considerations, many employers have cut back on the use of
on-campus recruiting. As a result, an increasing number of colleges are organizing
virtual job fairs, in which their students and alumni can use the web to “visit” with
recruiters from hundreds of organizations at one time. In a virtual job fair, applicants
can talk to or instant message a recruiter, learn more about the company, and submit
résumés.

Outside Recruiters

More than 75% of organizations use such outside recruiting sources as private
employment agencies, public employment agencies, and executive search firms
(SHRM, 2001b). Private employment agencies and executive search firms are designed
to make a profit from recruitment activities, whereas public employment agencies are
operated by state and local public agencies and are strictly nonprofit.

Employment Agencies and Search Firms

Employment Agencies

Employment agencies operate in one of two ways. They charge either the company
or the applicant when the applicant takes the job. The amount charged usually ranges
from 10% to 30% of the applicant’s first-year salary.

From an organization’s perspective, there are few risks in using an employment
agency that charges the applicant for its services. That is, if the employment agency
cannot find an appropriate candidate, the organization has not wasted money. But if
the employment agency is successful, the organization gets a qualified employee at
no cost.

Employment agencies are especially useful if an HR department is overloaded
with work or if an organization does not have an individual with the skills and experi-
ence needed to select employees properly. The disadvantage of employment agencies
is that a company loses some control over its recruitment process and may end up
with undesirable applicants. Remember, most “counselors” at employment agencies
are hired because of their skill in sales, not because of their solid background in the
area of personnel selection. In fact, one employment agency turned down one of its
own job applicants because the applicant had earned a degree in personnel manage-
ment. During the interview the head of the agency told the applicant, “We are not
really looking for a personnel professional. What we want is the type of person who
could sell aluminum siding to the owner of a brick home.”

The applicant can seldom go wrong using an employment agency. If the fee is
charged to the company, the applicant gets a job at no cost. However, even if the fee
is charged to the applicant, the applicant may still benefit. For example, suppose you
are having difficulty finding a job, and an employment agency finds you a good job
paying $60,000 per year. Spending $6,000 to obtain a good job might be worthwhile
because every month of unemployment is costing you $5,000 in lost income. So, the
fee is essentially one month’s salary that you would not have earned anyway without
the job.

Executive Search Firms

Executive search firms, better known as “head hunters,” differ from employment
agencies in several ways. First, the jobs they represent tend to be higher-paying, non-
entry-level positions such as executives, engineers, and computer programmers.
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Public employment
agency An employment ser-
vice operated by a state or local
government, designed to match
applicants with job openings.

Employee referral A
method of recruitment in which
a current employee refers a
friend or family member for

a job.

Second, reputable executive search firms always charge their fees to organizations
rather than to applicants. Third, fees charged by executive search firms tend to be
about 30% of the applicant’s first-year salary.

A word of caution about both employment agencies and executive search firms:
Because they make their money on the number of applicants they place, they tend to
exert tremendous pressure on applicants to take jobs that are offered. But applicants
are not obligated to take jobs and should not be intimidated about turning down a
position that appears to be a poor match.

Public Employment Agencies

The third type of outside recruitment organization is state and local employment
agencies. These public employment agencies are designed primarily to help the
unemployed find work, but they often offer services such as career advisement and
résumé preparation. From the organization’s perspective, public employment agencies
can be of great value in filling blue-collar and clerical positions. Not only is there no
cost involved in hiring the applicants, but often government programs are also avail-
able that will help pay training costs. There are many organizations that do all of their
recruiting and screening for laborer and clerical positions exclusively with state
employment agencies.

Many public employment agencies have made finding jobs easier by placing
kiosks in locations such as shopping malls and public buildings. Applicants can use
the kiosks to search for local job openings and get information on how they can
apply for the jobs. Recruiting kiosks are increasingly being used by employers that
receive large numbers of walk-in applicants. Rather than speaking to a receptionist,
potential job applicants can use the kiosk located in the company lobby, shopping
mall, or state employment agency to search for current job openings and then apply
electronically to jobs for which they are qualified.

Employee Referrals

Another way to recruit is by employee referral, in which current employees recom-
mend family members and friends for specific job openings. Surveys investigating this
referral method indicate that about 50% of private organizations have formal referral
programs and 66% use employee referrals in some way (Burke, 2005b). A 2013 survey
by CareerXRoads found that about 25% of all external hires were referred by a current
employee, an increase from the 19.7% found in their 1997 Sources of Hire survey
(Crispin & Mehler, 2013). This increase may in part, be due to the increased ease of
making referrals through social media networks such as LinkedIn, Twitter, and
Facebook.

In a survey of 450 HR professionals, employee referrals were rated as the most
effective recruitment method (SHRM, 2007). Some organizations are so convinced
of the attractiveness of this method that they provide financial incentives to employ-
ees who recommend applicants who are hired. For example, Integrated Systems
Consulting Group gave $3,000 and a chance to win a vacation in Hawaii to employ-
ees referring successful applicants. Kaiser Permanente gave employees a $3,000
bonus for referring employees for hard-to-fill positions; Temporary Associates in
Ilinois gave $250 college scholarships to students who recommended applicants
for seasonal positions; 7-Eleven offered employees $1,000 for recommending poten-
tial field consultants; Sybase ran a referral campaign in which employees whose
referrals resulted in an interview were entered in a raffle for such prizes as a TV,
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Many organizations
provide kiosks for
applicants to apply
for jobs

© Photo courtesy of Lee Raynes

five cases of beer, 36 Baby Ruth bars, and a hammock; and White Memorial Medical
Center provided recommenders of successful employees free maid service for a full
year. The average amount of such bonuses offered by organizations is less than
$1,000 (SHRM, 2001a). The typical time period that a new employee must stay
with the company before the referring employee is eligible for a bonus is three
months (Stewart, Ellenburg, Hicks, Kremen, & Daniel, 1990). Stewart and his collea-
gues (1990) found no relationship between the size of the bonus and the number of
referrals, nor did they find that organizations offering referral bonuses received
more referrals than did organizations not offering bonuses. Though such a finding
might be surprising, 42% of employees said they made a referral to help a friend,
and another 24% said they made the referral to help their employer. Only 24%
reported making the referral for the incentive (Lachnit, 2001).
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EMPLOYMENT PROFILE

am a Human Resources Representative for an

ammunition and propellant manufacturer in

southwestern Virginia. Our company operates a
government-owned facility and manufactures a num-
ber of propellants and ammunition components for
the US. armed forces. My responsibilities include
compensation, benefits administration, and workers'
compensation. | am also involved in employee
recruitment and selection. Recruiting and hiring
highly qualified applicants is a critical component
in the success of our operation, particularly in light
of the volatile nature of the materials our employees
are exposed to in their work environment.

Whether a position is a new or an existing one,
the first step in recruiting is to ensure that an accu-
rate job description exists for the position. Informa-
tion from this job description is utilized for development of the internal
personnel requisition and in advertisements for the position. The
appropriate market for advertising the position is determined by the
type of position to be filled.

Entry-level production positions are generally filled in partnership
with the local employment commission, in addition to newspaper
advertisements as needed. Recruiting for technical or management-
level positions requires a broader focus. Recruiting for professional,
scientific, and managerial positions often includes a national search.
In national searches, it is essential to use a variety of recruitment
methods to reach more potential applicants. All open positions are

. V.
Rhonda Duffie,
MS, PHR

Human Resources Representative
Alliant Techsystems, Inc.

posted on the company’s website, which includes a data-
base searchable by location, facility, or job category.

(andidates may complete an online application and
attach a résumé file to their online application. For critical
or difficult-to-fill positions, Alliant Techsystems offers an
incentive to employees to encourage referrals of candidates
for these positions. In addition to the company website, a
variety of other advertising resources are used, including
local and national newspapers, trade and professional
organizations, and online job search services. Another
important aspect of our recruiting involves participation in
on-campus recruiting efforts and hosting  information
booths at professional association meetings. The participa-
tion in these events is generally a team-based approach
involving recruiting staff from several company locations.

As with most organizations, an important part of the
selection process is the employment interview. To increase the effec-
tiveness of the interview as a selection tool, a structured interview is
used for all open positions. For each position, a set of essential
competencies is identified. Questions for each competency are devel-
oped and may be either technical or situational in nature. A panel
whose members are selected by the hiring manager interviews the
applicants. Each interviewer takes notes during the interview and
completes a standard rating sheet on each of the applicants. The
ratings are utilized to identify the successful candidate for the position.
Using a structured interview and a panel of interviewers reduces the
bias involved in typical interviews.

© Rhonda W. Duffie

In general, research indicates that employee referrals are an excellent recruitment

source. Employee referrals are more likely to be hired and have longer tenure with an
organization than are employees recruited through other means (Breaugh, 2008;
Brown, Setren, & Topa, 2013; Zottoli & Wanous, 2000).

Although the idea of employee referrals sounds good, not all referrals are the
same. Aamodt and Carr (1988) and Rupert (1989) compared the success of employees
who had been referred by current successful and unsuccessful employees and found
that employees referred by successful employees had longer tenure than did employ-
ees who had been referred by unsuccessful employees. Thus, only those referrals made
by successful employees should be considered. This finding, explained by social psy-
chology research, indicates that our friends tend to be similar to us in characteristics
such as personality, values, and interests. If a particular employee is a good employee,
then the same characteristics that make her a good employee are probably shared by
her friends and family. The same would be true of an unsuccessful employee.

Even though referrals by successful employees are a good recruitment avenue, the
similarity of friends can also pose some problems. The biggest is that our friends also
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tend to be the same gender, race, and national origin as we are. For example, Mouw
(2002) found that 88% of the friends of White employees and 92% of the friends of
African American employees are of the same race, and 50% of job applicants used
their social networks to help find a job.

Thus, if an organization uses employee referrals and the organization consists
predominantly of White males, it is possible that it will hire fewer African Americans
or females than an organization whose employees are more diverse. Thus, even
though the organization didn’t intend to discriminate, the consequences of its recruit-
ment policy may have that effect. However, organizations such as Alpine Banks of
Colorado have used this similarity bias to their advantage by asking its bilingual
employees to refer bilingual applicants. Similarly, Wegmans Food Markets encourages
employees to refer family members-so much so that as of 2009, 7,000 of the organiza-
tion’s 37,000 employees were related to at least one person on the company payroll
(Owens, 2009).

Direct Mail

Direct mail A method of Because direct mail has been successful in product advertising, several organiza-
recruitment in which an tions have used it to recruit applicants, especially those who are not actively job
organization sends out mass hunting. With direct-mail recruitment, an employer typically obtains a mailing list
mailings of information about and sends help-wanted letters or brochures to people through the mail. Although
job ‘pper:ings to potentia direct mail recruitment seems to be an “old school” technique, it is still used as it
applicants.

reaches audiences such as passive job seekers that many electronic methods such
as job boards do not.

One California branch of Allstate Insurance had been using newspaper advertise-
ments and getting limited response. However, from a single mailing of 64,000 letters
that explained the career opportunities available at Allstate to current policyholders,
the company received more than 500 calls and was able to hire 20 new employees.
Union Special, an Illinois manufacturer of sewing machines, had difficulty filling 10
engineering positions, so they direct-mailed 3,300 cards to Chicago-area engineers at
a cost of about $5,000. As a result, the company received 100 responses and con-
ducted 30 interviews. A third company that successfully used direct-mail recruitment
is the Bank of America. To save money, Bank of America did something different
from Allstate and Union Special. Instead of sending a special recruitment mailing,
Bank of America included recruitment literature in the regular monthly mailing of
bank statements to its customers.

Direct-mail recruiting is especially useful for positions involving specialized
skills. For example, Minor’s Landscape Services in Texas had difficulty finding
licensed irrigators, so the company located a list of people in Texas who had irriga-
tion licenses and sent letters to each person on the list. The company found 20 qual-
ified candidates and was able to fill both of its openings. Likewise, Doctors
Community Hospital in Maryland used direct mail to fill a night-shift pharmacy
position in a record three days.

Because passive applicants are different from those actively seeking jobs,
employers using a direct mail approach need to increase their availability to the
applicants. That is, instead of having interested applicants apply through the normal
online process, the recruiter should provide an email address and phone number
through which the applicants can directly contact the recruiter. Direct mail specia-
lists such as TalentMap or DMTalentNow can assist employers develop a unique
direct mail recruiting plan.
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Internet

The Internet continues to be a fast-growing source of recruitment. Internet recruiting
efforts usually take one of three forms: employer-based websites, job boards, and
social networking sites.

Employer-Based Websites

With employer-based websites, an organization lists available job openings and pro-
vides information about itself and the minimum requirements needed to apply to a
particular job. Though the level of sophistication varies across organization websites,
on most, applicants can upload their résumés, answer questions designed to screen
out unqualified applicants, and then actually take employment tests. On many sites,
the tests are instantly scored, and if the applicant is deemed qualified, interviews are
scheduled electronically.

Rock Bottom restaurants (Rock Bottom Brewery, Old Chicago pizza, Chop House,
Walnut Brewery, and Sing Sing nightclub) provide an excellent example of an
employer using an automated hiring system. Applicants can apply for jobs and com-
plete personality inventories online at home, at a Rock Bottom restaurant, or at a
career fair. The system automatically screens for work eligibility, scores the tests, and
sends messages to restaurant managers letting them know when a high-quality appli-
cant has applied. The system even suggests interview questions the manager should
ask a particular applicant (e.g., Why did you have a five-month gap between jobs in
20147?). Since using the new online system, turnover has gone down.

Research indicates that the effective employer-based websites contain information
that is detailed and credible, are easy to navigate, are aesthetically pleasing, are inter-
active, and contain videos of employee testimonials regarding the company (Allen,
Mahto, & Otondo, 2007; Breaugh, 2008). Including employee testimonials from
racially and ethnically diverse employees can enhance an organization’s diversity
efforts (Walker, Feild, Giles, Armenakis, & Bernerth, 2009).

As is the case with print media, the look and content of a web recruitment page
or advertisement greatly influences applicant reactions. A study by Dineen, Ling, Ash,
and Del Vecchio (2007) found that web-based job postings were most effective when
the posting was aesthetically pleasing and contained customized information about
the job and the company. Aesthetics or content by themselves were not enough to
influence applicant reactions.

Many organizations are expanding the traditional web approach by blogging and
posting videos on YouTube. Blogging allows recruiters to more informally discuss an
organization’s career opportunities and corporate culture with potential applicants.
The blog will usually include links to the organization’s official employment website.
Recruiting videos posted on YouTube allow applicants to get gain information about
an organization as well as insight into its culture.

Job Boards

A job board is a private company whose website lists job openings for hundreds or
thousands of organizations and résumés for millions of applicants. The largest Inter-
net recruiter, Indeed, had more than 36 million unique U.S. visitors per month in
2013. Although small organizations are as likely as larger ones to recruit employees
through their webpages, larger organizations are more likely to use job boards (Haus-
dorf & Duncan, 2004).
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Employers are finding that there are many advantages to using job boards com-
pared with traditional newspaper help-wanted ads. Perhaps the biggest advantage is
the cost; depending on the geographic location, advertisement size, and length of the
ad run, advertising in a major city newspaper can be 10 times more expensive than
Internet recruiting. Internet recruiting reaches more people over a larger geographic
area than do newspaper ads, and whereas the Sunday edition is the main newspaper
recruitment tool, “every day is Sunday” on the Internet. Though the Internet changes
every day, these were the leading recruitment websites in 2014:

www.indeed.com
www.CareerBuilder.com
www.monster.com
www.simplyhired.com

In addition to the large job boards previously mentioned, there are job boards
that are specific to a particular industry or skill set. For example, AllRetailJobs.com
not surprisingly specializes in retail jobs, Adrants specializes in advertising jobs, and
ClearanceJobs contains jobs in which the applicant needs a security clearance.

Though the use of online recruiting and screening has certainly increased, there is
little research investigating whether the Internet is an effective recruitment source
(Hausdorf & Duncan, 2004). There seems to be little doubt that the Internet generates
more applications than more traditional recruiting methods, but the relative quality
of those applicants is not known. In the only study to date addressing this issue,
McManus and Ferguson (2003) found that Internet sources produced better-quality
applicants than did newspaper ads and career fairs and produced similar quality to
school placement offices.

Social Media

In recent years, the greatest change in employee recruitment has been the
increased use of social media outlets such as LinkedIn, Facebook, and Twitter.
Essentially, social media sites are traditional employee referral programs and net-
working on steroids. The various sites primarily differ on the audiences they
reach: Facebook reaches friends and family, LinkedIn reaches professional connec-
tions, and Twitter reaches people related by similar interests such as a favorite
celebrity, hobby, or occupation.

With LinkedIn, an applicant can search for job openings by company and can
email professional connections to see if they know of job openings. A recruiter
with a job opening can search profiles for people with the desired skills and experi-
ence, post job openings for applicants to find, and can email connections about an
opening. With Twitter, applicants can connect to people that they may not know,
but share similar interests. Applicants can learn about job openings, read Tweets
from people who work for an organizations, and send Tweets asking for information
about a company or about potential job openings. On Facebook, applicants can
inform their networks about status changes such as moving or losing a job or
about job openings with their company.

Job fair A recruitment method

in which several employers are Job Fairs
available at one location so that

many applicants can obtain in- Job fairs are used by many organizations to provide information in a personal fash-
formation at one time. ion to as many applicants as possible. Job fairs are typically conducted in one of
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three ways. In the first, many types of organizations have booths at the same loca-
tion. For example, a multiemployer job fair sponsored by the Birmingham, Alabama
Chamber of Commerce in 2013 drew over 600 applicants and 45 employers. Your
college probably has one or two of these job fairs each year, in which dozens of
organizations send representatives to discuss employment opportunities with stu-
dents and to collect résumés. In addition, representatives usually hand out company
literature and souvenirs such as T-shirts, yardsticks, and cups. If you haven’t been to
a campus job fair, contact your career services center to see when they are sched-
uled on your campus.

Job fairs are also held when an event or disaster occurs that affects local employ-
ment. Following the September 11, 2001, attack on the World Trade Center, a job fair
for displaced workers attracted more than 25,000 job seekers. Similar fairs were held
for airline workers in Philadelphia and Pittsburgh (Gelbart, 2001). Similarly, in the
rebuilding process in the aftermath of Hurricane Katrina, a multiemployer job fair
called “West of the Connection” was held in the New Orleans area.

The second type of job fair has many organizations in the same field in one loca-
tion. For example, an education job fair in Honolulu, Hawaii, in 2011 had 50 private
and public schools attend to recruit new teachers. The advantage to this type of job
fair is that with a single employment field represented, each visitor is a potential appli-
cant for every organization. The drawback, of course, is that each organization must
compete directly with the other organizations at the fair.

The third approach to a job fair is for an organization to hold its own. Here are
some examples:

B Gaylord Palms in Kissimmee, Florida, held a job fair attended by more than
12,000 people interested in the resort’s 1,400 job openings. The job fair began
with an overnight “pajama party” attended by 3,000 applicants.

® LG Chem in Holland, Michigan, had more than 800 job seekers attend its job
fair held to fill 100 production positions at its new plant.

®m Microsoft held a job fair in Atlanta that attracted 3,000 people, and Concen-
tra Corporation held an “open house” that attracted more than 100 applicants
and resulted in four job openings being filled.

Although this approach is certainly more expensive than multiemployer job fairs,
it has the advantage of focusing the attention of the applicants on only one company.

Special Recruit Populations
Increasing Applicant Diversity

Many organizations make special efforts to recruit underrepresented groups
such as women and minorities. Efforts include recruiting at historically black col-
leges (HBCs), developing targeted intern positions, and highlighting the organiza-
tion’s openness to diversity in recruitment materials (e.g., including affirmative
action statements, displaying pictures of minority employees, and using minority
recruiters). Research by Avery and McKay (2006) and McKay and Avery (2006)
indicates that a key to recruiting minority applicants is how they perceive the diver-
sity of the organization during a site visit. That is, minority applicants look at how
may minorities they see, what positions the minorities are in, and how well they
perceive the quality of the interaction between minority and nonminority
employees.
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Nontraditional Populations

When traditional recruitment methods are unsuccessful, many organizations look for
potential applicants from nontraditional populations. Here are a few examples:

B Manpower Incorporated, in Chandler, Arizona; the Chicago Police
Department; and the Hackensack, New Jersey, Police Department
formed partnerships with local churches that resulted in successful hires
(Tyler, 2000).

m Borders teams with AARP to actively recruit older, retired applicants to work
at its bookstores.

m IBM, Google, Morgan Stanley, and Cisco Systems developed recruitment
strategies and such gay-friendly benefits as domestic partner benefits to
recruit and retain gay and lesbian employees.

m Seventy percent of organizations have reported that hiring welfare
recipients has been a successful source of recruitment (Minton-Eversole,
2001).

B Due to low wage-and-benefit costs, Jostens Incorporated and Escod Indus-
tries are using prison inmates to perform work. In addition to the financial
savings to the employer and the work skills learned by the inmates, 20 cents
of every dollar earned by inmates is used to pay the cost of incarceration, and
another 10 cents goes for victim compensation and support of the inmate’s
family (Workplace Visions, 1999).

m In 2011, The Ridge House and Safe Harbors in Reno, Nevada, sponsored a
job fair attended by 15 employers and 500 ex-convicts who were seeking
employment.

E Cub Foods in Illinois hires people with intellectual disabilities to serve as
baggers in their grocery stores, and at rug maker Habitat International in
Tennessee, over 80% of the employees have a physical or intellectual disabil-
ity (Andrews, 2005).

m To solve the driver-shortage problem, many trucking companies are trying to
hire married couples to be team drivers. To better entice them, trucks are
enhanced to include larger sleeping berths and appliances such as microwave
ovens (Taylor, 2007b).

Recruiting “Passive” Applicants

With the exception of the direct-mail approach, and at times, the use of executive
recruiters, most of the recruiting methods previously discussed in this chapter deal
with applicants who are actively seeking work. Because “the best” employees are
already employed, recruiters try to find ways to identify this hidden talent and then
convince the person to apply for a job with their company.

One such approach is for recruiters to build relationships with professional asso-
ciations for each of the fields in which they recruit. For example, SIOP would be the
professional association for I/O psychologists, the Society for Human Resource Man-
agement (SHRM) for HR professionals, and the American Compensation Association
(ACA) for compensation professionals. Recruiters would then attend the association’s
conferences, read their newsletters and magazines, and scan the association’s website
to identify the “cream of the crop” and then approach those people about applying for
a job (Overman, 2007).
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Cost per applicant The
amount of money spent on a
recruitment campaign divided by
the number of people that
subsequently apply for jobs as
a result of the recruitment
campaign.

Cost per qualified
applicant The amount of
money spent on a recruitment
campaign divided by the num-
ber of qualified people that
subsequently apply for jobs as
a result of the recruitment
campaign.

Figure 4.3

Evaluating the
Effectiveness of
Recruitment Strategies

Evaluating the Effectiveness of Recruitment Strategies

Considering the number of potential recruitment sources, it is important to determine
which source is the best to use. Such an evaluation can be conducted in several ways.
As shown in Figure 4.3, one method is to examine the number of applicants each
recruitment source yields. That is, if a newspaper ad results in 100 applicants and an
in-store sign results in 20 applicants, newspaper ads could be considered the better
method.

Using the number of applicants as the measure of success may be appropriate
when the emphasis is simply getting enough bodies to fill the job openings, but look-
ing only at the number of applicants does not take into account the cost of the
recruitment campaign. Thus, a second method for evaluating the success of a recruit-
ment campaign is to consider the cost per applicant, which is determined by dividing
the number of applicants by the amount spent for each strategy. Continuing with the
previous example, suppose our newspaper ad cost $200 and yielded 10 applicants and
our in-store sign cost $5 and yielded 2 applicants. The cost per applicant for the
newspaper ad would be $20, whereas the cost per applicant for the in-store sign
would be just $2.50. Using this method of evaluation, the in-store sign would be best
as long as it generated the number of applicants needed by the organization. But if the
organization needs to hire 10 new employees and there are only 2 applicants for jobs,
this recruitment strategy by itself is not effective.

Although the cost-per-applicant evaluation method is an improvement on the
applicant-yield method, it too has a serious drawback. An organization might receive
a large number of applicants at a relatively low cost per applicant, but none may be
qualified for the job. Therefore, the third and fourth strategies would be to look at
either the number of qualified applicants or the cost per qualified applicant.

Another method for evaluating the effectiveness of various recruitment sources,
and perhaps the best one, looks at the number of successful employees generated by
each recruitment source. This is an effective method because, as shown in Figure 4.3,
every applicant will not be qualified, nor will every qualified applicant become a suc-
cessful employee.

A final method for evaluating recruitment source effectiveness is to look at the
number of minorities and women that applied for the job and were hired. It is not
uncommon for large organizations to hold recruiters accountable for their efforts in
attracting a diverse applicant pool. Though there has not been much research on
this topic, Kirnan, Farley, and Geisinger (1989) found that women and African Amer-
icans were more likely to use formal sources of recruitment (e.g., newspaper ads, job
fairs) than were men and nonminorities.

To determine differences in recruitment-source effectiveness, a meta-analysis
conducted by Zottoli and Wanous (2000) first categorized recruitment methods as

Recruitment Sources

o Criterion Advertisements Referrals Walk-ins
: Number of applicants 40 30 10
Y Number qualified 10 15 5
L Number hired 2 7 1
Number successful 0 4 1
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being from either an inside source (employee referrals, rehires) or an outside source
(advertisements, employment agencies, school placement offices, recruiters). They
found that employees recruited through inside sources stayed with the organization
longer (higher tenure) and performed better than employees recruited through out-
side sources. Several theories might explain the superiority of inside sources.

The first theory suggests that rehires or applicants who are referred by other
employees receive more accurate information about the job than do employees
recruited by other methods (Wanous, 1980). This theory has been supported in
research by McManus and Baratta (1992), Conard and Ashworth (1986), and Breaugh
and Mann (1984), who found that applicants referred by current employees received
not only more information but also more accurate information about the job than did
applicants recruited through other channels.

The second theory postulates that differences in recruitment-source effectiveness
are the result of different recruitment sources reaching and being used by different
types of applicants (Schwab, 1982). Although some research has supported this theory
of individual differences (Breaugh & Mann, 1984; Swaroff, Barclay, & Bass, 1985; Tay-
lor & Schmidt, 1983), other research has not (Breaugh, 1981). In fact, no variables
have consistently distinguished users of one recruitment method from users of
another method. Furthermore, the typical person looking for a job uses a wide variety
of job search strategies. To underscore this point, think of the part-time jobs you have
held. How did you find out about each one? Was it the same method each time? As
you can see, it is unlikely that a certain type of person responds only to newspaper
ads, while another type goes only to employment agencies.

A third theory might better explain the finding that employee referrals result in
greater tenure than do other recruitment strategies. This theory, cited earlier in the
discussion on employee referral programs, has its roots in the literature on interper-
sonal attraction, which indicates that people tend to be attracted to those who are
similar to themselves (Kassin, Fein, & Markus, 2014). If true—and research strongly
suggests it is—then an employee recommending a friend for a job will more than
likely recommend one similar to herself. Thus, it would make sense that a person
who is happy with her job would recommend a person who, because of her similarity
to the incumbent, should also be happy with the job. Likewise, an unhappy employee
would recommend similar friends who would also be unhappy and would probably
have short tenure with the organization.

This theory has not been heavily researched, but it has been supported by two
studies. As discussed earlier, both Aamodt and Carr (1988) and Rupert (1989) found
that long-tenured employees referred applicants who, after being hired, stayed on
their jobs longer than applicants who were referred by short-tenured employees.
No significant differences were found when job performance was examined instead
of tenure.

Realistic Job Previews

Realistic job preview Because recruitment sources have only a slight effect on tenure of future employees,
(RIP) A method of recruitment~~ using other methods during the recruitment process may be helpful in recruiting
in which job applicants are told applicants who will be successful. One such method is the realistic job preview
both the positive and the neg- (RJP). RJPs involve giving an applicant an honest assessment of a job. For example,
ative aspects of a job. instead of telling the applicant how much fun she will have working on the assembly
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line, the recruiter honestly tells her that although the pay is well above average, the
work is often boring and there is little chance for advancement.

The logic behind RJPs is that even though telling the truth scares away many
applicants (Saks, Wiesner, & Summers, 1996), especially the most qualified ones
(Bretz & Judge, 1998), the ones who stay will not be surprised about the job. Because
they know what to expect, informed applicants will tend to stay on the job longer than
applicants who did not understand the nature of the job. As one would imagine, RJPs
have the greatest impact on applicants who have little knowledge or unrealistic expec-
tations about a job or company and who are also in a financial position that they can
actually decline a job offer (Breaugh, 2008).

RJPs are also thought to be effective because they communicate to the applicant
that the company is willing to be honest, and thus can be trusted. In fact, in a meta-
analysis investigating why RJPs might be successful in reducing turnover, Earnest,
Allen, and Landis (2011) found that the perception of company honesty was the
prime driver of RJP success.

In a meta-analysis of 40 RJP studies, Phillips (1998) found that although RJPs result
in lower turnover, higher job satisfaction, and better performance, the size of the effect
is rather small. The meta-analysis also suggested that RJPs will be most effective if they
are given in an oral rather than a written format, and if they are given to the applicant
at the time of the job offer rather than earlier in the recruitment process or after the
job offer has been accepted. The Earnest et al. meta-analysis also found that the effect
size for reducing turnover was small and that an oral presentation was best, but found
that an RJP given after hire was as effective, if not more so, than one given prehire.

In another meta-analysis, Shetzer and Stackman (1991) found that RJPs discuss-
ing opportunities for career advancement (d = .19) were more effective than ones
without a career component (d = .05). These two meta-analyses indicate that RJPs,
especially if they are conducted orally and contain a career component, may be useful
in the recruitment process. To practice developing a recruitment campaign, complete
Exercise 4.4 in your workbook.

Expectation-lowering A variation of the RJP is a technique called an expectation-lowering procedure
procedure (ELP) A form of (ELP). Unlike an RJP, which focuses on a particular job, an ELP lowers an applicant’s
RIP that lowers an applicant's expectations about work and expectations in general (Buckley et al., 2002). For exam-
expectations about the various ple, an RJP might include a statement such as, “This job is performed in a very small

aspects of the job. space, in high levels of heat, with few opportunities for social interaction,” whereas an

ELP might include a statement such as:

“We often start a new job with high expectations, thinking the job will be perfect.
As you will discover, no job is perfect and there will be times when you become
frustrated by your supervisor or your coworkers. Prior to accepting this job, be
sure to give some thought regarding whether this job and our organization will
meet the expectations that you have. Also, give some thought to whether your
expectations about work are realistic.”

Effective Employee Selection Techniques

If the recruitment process was successful, an organization will have several
applicants from which to choose. At this point, many techniques can be used to
select the best person from this pool of applicants. In the remainder of this
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chapter, we will discuss the employment interview. In Chapter 5, such methods as
reference checks, assessment centers, biodata, psychological tests, and physical
ability tests will be discussed.

Effective employee selection systems share three characteristics: They are valid,
they reduce the chance of a legal challenge, and they are cost-effective. A valid
selection test is one that is based on a job analysis (content validity), predicts
work-related behavior (criterion validity), and measures the construct it purports
to measure (construct validity). As you will recall from Chapters 2 and 3, selection
tests will reduce the chance of a legal challenge if their content appears to be job
related (face validity), the questions don’t invade an applicant’s privacy, and adverse
impact is minimized. Ideal selection tests are also cost-effective in terms of the
costs to purchase or create, to administer, and to score. With these characteristics
in mind, let’s begin our discussion of selection techniques with the employment
interview.

Employment Interviews

Employment interview A
method of selecting employees
in which an interviewer asks
questions of an applicant and
then makes an employment
decision based on the answers
to the questions as well as the
way in which the questions
were answered.

Structured interviews
Interviews in which questions
are based on a job analysis,
every applicant is asked the
same questions, and there is a
standardized scoring system so
that identical answers are given
identical scores.

Unstructured interview
An interview in which applicants
are not asked the same ques-
tions and in which there is no
standard scoring system to score
applicant answers.

Undoubtedly, the most commonly used method to select employees is the employment
interview. In fact, if you think back to all of the part-time and summer jobs to which
you applied, most of those jobs were obtained after you went through an interview pro-
cess. You might even remember the sweaty palms that went along with the interview. In
all likelihood, the interviews you have been through could be labeled “traditional” or
“unstructured” and must be distinguished from the structured interviews that will be
discussed in this chapter.

Types of Interviews

Perhaps a good place to start a discussion on interviews is to define the various types.
Interviews vary on three main factors: structure, style, and medium.

Structure

The structure of an interview is determined by the source of the questions, the
extent to which all applicants are asked the same questions, and the structure of
the system used to score the answers. A structured interview is one in which (1)
the source of the questions is a job analysis (job-related questions), (2) all appli-
cants are asked the same questions, and (3) there is a standardized scoring key to
evaluate each answer. An unstructured interview is one in which interviewers are
free to ask anything they want (e.g., Where do you want to be in five years? What
was the last book you read?), are not required to have consistency in what they ask
of each applicant, and may assign numbers of points at their own discretion. Inter-
views vary in their structure, and rather than calling interviews structured or
unstructured, it might make more sense to use terms such as highly structured
(all three criteria are met), moderately structured (two criteria are met), slightly
structured (one criterion is met), and unstructured (none of the three criteria are
met). The research is clear that highly structured interviews are more reliable
and valid than interviews with less structure (Huffcutt & Arthur, 1994; Huffcutt,
Culbertson, & Weyhrauch, 2013).
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Style

The style of an interview is determined by the number of interviewees and number of
interviewers. One-on-one interviews involve one interviewer interviewing one appli-
cant. Serial interviews involve a series of single interviews. For example, the HR man-
ager might interview an applicant at 9:00 a.m., the department supervisor interviews
the applicant at 10:00 a.m., and the vice-president interviews the applicant at 11:00
a.m. Return interviews are similar to serial interviews with the difference being a pass-
ing of time between the first and subsequent interview. For example, an applicant
might be interviewed by the HR manager and then brought back a week later to inter-
view with the vice president. Panel interviews have multiple interviewers asking ques-
tions and evaluating answers of the same applicant at the same time, and group
interviews have multiple applicants answering questions during the same interview.
Of course one could put together several combinations such as a serial-panel-group
interview, but life is too short for such nonsense.

Medium

Interviews also differ in the extent to which they are done in person. In face-to-face
interviews, both the interviewer and the applicant are in the same room. Face-to-face
interviews provide a personal setting and allow the participants to use both visual and
vocal cues to evaluate information. Telephone interviews are often used to screen
applicants but do not allow the use of visual cues (not always a bad thing). Videocon-
ference interviews are conducted at remote sites. The applicant and the interviewer
can hear and see each other, but the setting is not as personal, nor is the image and
vocal quality of the interview as sharp as in face-to-face interviews. Written interviews
involve the applicant answering a series of written questions and then sending the
answers back through regular mail or through email.

Advantages of Structured Interviews

Though some HR professionals think they are using a structured interview because
they ask the same questions of everyone, it is the job relatedness and standardized
scoring that most distinguish the structured from the unstructured interview. The
distinction is an important one because meta-analyses (Huffcutt & Arthur, 1994;
McDaniel, Whetzel, Schmidt, & Maurer, 1994) clearly indicate that interviews high
in structure are more valid than unstructured interviews. This is true even when the
interview is conducted over the phone (Schmidt & Rader, 1999). Furthermore,
research (Campion, Campion, & Hudson, 1994; Cortina, Goldstein, Payne, Davison, &
Gilliland, 2000) indicates that structured interviews can add predictive power (called
incremental validity) to the use of cognitive ability tests.

From a legal standpoint, structured interviews are viewed more favorably by the
courts than are unstructured interviews (Williamson, Campion, Malos, Roehling, &
Campion, 1997). There are two probable reasons for this. One, structured interviews
are based on a job analysis. A review of interview research by Campion, Palmer, and
Campion (1997) concluded that interviews based on a job analysis will be more valid
and legally defensible than ones not based on a job analysis. Two, structured inter-
views result in substantially lower adverse impact than do unstructured interviews
(Huffcutt & Roth, 1998; Levashina, Hartwell, Morgeson, & Campion, 2014). In part,
this is because unstructured interviews concentrate on general intelligence, education,
and training, whereas structured interviews tap job knowledge, job skills, applied
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mental skills, and interpersonal skills (Huffcutt, Conway, Roth, & Stone, 2001). A fur-
ther advantage to structured interviews is that the racial and gender similarity issues
mentioned previously as a problem with unstructured interviews do not appear to
greatly affect structured interviews (Buckley, Jackson, Bolino, Veres, & Feild, 2007;
McCarthy, Van Iddekinge, & Campion, 2010).

Although structured interviews are considered superior to unstructured ones,
applicants perceive structured interviews to be more difficult (Gilmore, 1989). Fur-
thermore, because the interview is so structured, applicants may feel that they did
not have the chance to tell the interviewer everything they wanted to (Gilliland &
Steiner, 1997).

Problems with Unstructured Interviews

Why does the unstructured interview seem not to predict future employee perfor-
mance? Researchers have investigated this question for several years and have identified
eight factors that contribute to the poor reliability and validity of the unstructured inter-
view: poor intuitive ability, lack of job relatedness, primacy effects, contrast effects,
negative-information bias, interviewer-interviewee similarity, interviewee appearance,
and nonverbal cues.

Poor Intuitive Ability

Interviewers often base their hiring decisions on “gut reactions,” or intuition. How-
ever, people are not good at using intuition to predict behavior: research indicates
that human intuition and clinical judgment are inaccurate predictors of a variety of
factors ranging from future employee success (Kuncel, Klieger, Connelly, & Ones,
2013) to the detection of deception (Aamodt, 2008). And contrary to what many HR
professionals think, there are no individual differences in interviewers’ ability to pre-
dict future performance (Pulakos, Schmitt, Whitney, & Smith, 1996). That is, research
does not support the idea that some interviewers are able to predict behavior, whereas
others are not. Divorce rates provide an excellent example of this poor predictive abil-
ity. Couples involved in romantic relationships spend, on average, two years together
before getting married. In spite of this time together, 50% of all marriages fail—an
important reason for which is lack of compatibility. So, if after two years of “inter-
viewing” a prospective spouse, we make the wrong choice 50% of the time, is it logical
to assume that after spending only 15 minutes interviewing an applicant we can pre-
dict how well she will get along with the varied members of an organization?

Lack of Job Relatedness

Research by Bolles (2014) has identified the most common questions asked by inter-
viewers. As you can see in Figure 4.4, these questions are not related to any particular
job. Furthermore, the proper answers to these questions have not been empirically
determined. Research has shown which answers personnel managers prefer (Bolles,
2014), but preference for an answer does not imply that it will actually predict future
performance on the job. As discussed earlier in this and preceding chapters, informa-
tion that is used to select employees must be job related if it is to have any chance of
predicting future employee performance. In addition to not being job related, many
questions asked by interviewers are illegal (e.g., “Are you married?” or “Do you have
any health problems?”). Interestingly, most interviewers who ask illegal questions
know that they are illegal (Dew & Steiner, 1997).
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Figure 4.4

Commonly Asked
Unstructured
Employment Interview
Questions

Primacy effect The fact that
information presented early in

an interview carries more weight
than information presented later.

Contrast effect When the
performance of one applicant
affects the perception of the
performance of the next
applicant.

Why should | hire you?

What do you see yourself doing five years from now?

What do you consider your greatest strengths and weaknesses?
How would you describe yourself?

What college subjects did you like best? Least?

What do you know about our company?

Why did you decide to seek a position with the company?

Why did you leave your last job?

What do you want to earn five years from now?

What do you really want to do in life?

© PN R WD A
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Primacy Effects

The research on the importance of primacy effects or “first impressions” in the
interview is mixed. Some research indicates that information presented prior to the
interview (Dougherty, Turban, & Callender, 1994) or early in the interview carries
more weight than does information presented later in the interview (Farr, 1973). Fur-
thermore, it has been suggested that interviewers decide about a candidate within the
first few minutes of an interview (Dessler, 2002; Otting, 2004). In fact, of a group of
personnel professionals, 74% said they can make a decision within the first five min-
utes of an interview (Buckley & Eder, 1989), and three studies (Barrick, Swider, &
Stewart, 2010; Giluk, Stewart, & Shaffer; 2008; Stewart, Dustin, Shaffer, & Giluk,
2008) found significant correlations between interviewer ratings made after a few min-
utes of rapport building and the final interview rating.

However, one study (Raymark et al., 2008) found that only 5% of interviewers
made up their mind in the first minute and only 31% within the first five minutes.
Thus, most interviewers take at least five minutes to make their decisions. As one
would imagine, the time taken by interviewers to make a decision was influenced
by several factors, such as the degree to which the interview is structured,
the behavior of the interviewee, and the interview dimensions being tapped.
Regardless of when an interviewer makes his or her decision, there is no relation-
ship between the length of an interview and how well the interview predicts perfor-
mance (Thorsteinson, 2014;).

To reduce potential primacy effects, interviewers are advised to make repeated
judgments throughout the interview rather than one overall judgment at the end of
the interview. That is, the interviewer might rate the applicant’s response after each
question or series of questions rather than waiting until the end of the interview to
make a single rating or judgment.

Contrast Effects

With the contrast effect, the interview performance of one applicant may affect the
interview score given to the next applicant (Kopelman, 1975; Oduwole, Morgan, &
Bernardo, 2000; Wexley, Sanders, & Yukl, 1973). If a terrible applicant precedes an
average applicant, the interview score for the average applicant will be higher than if
no applicant or a very qualified applicant preceded her. In other words, an appli-
cant’s performance is judged in relation to the performance of previous interviewees.
Thus, it may be advantageous to be interviewed immediately after someone who has
done poorly.

Research by Wexley, Yukl, Kovacs, and Sanders (1972) found that interviewers
who were trained to be aware of the occurrence of contrast effects were able to reduce
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them. Other researchers (Landy & Bates, 1973), however, have questioned whether
the contrast effect actually plays a significant role in the interview process.

Negative-Information Bias

Negative information apparently weighs more heavily than positive information

Negative-information (Bocketti, Hamilton, & Maser, 2000; Rowe, 1989). Negative-information bias seems
bias The fact that negative to occur only when interviewers aren’t aware of job requirements (Langdale & Weitz,
information recefves more 1973). It seems to support the observation that most job applicants are afraid of being
weight in an employment honest in interviews for fear that one negative response will cost them their job
decision than does positive opportunities.

information.

This lack of honesty may be especially evident in the interview, where the
face-to-face nature of the process increases the odds that an applicant would
respond in such a way as to look better to the interviewer. In a study conducted
to increase the honesty of applicants during the interview process, Martin and
Nagao (1989) had applicants interview for a job in one of four conditions. In the
first, applicants read written interview questions and then wrote their responses
to the questions. In the second condition, applicants were “interviewed” by a
computer. In the third condition, applicants were interviewed face-to-face by an
interviewer who behaved warmly; and in the fourth condition, applicants were
interviewed by an interviewer who seemed cold. As expected, Martin and Nagao
found that applicants were more honest in reporting their GPAs and their SAT
scores under the nonsocial conditions that involved paper-and-pencil and com-
puter interviewing. Thus, one might increase the accuracy of information
obtained in the interview by reducing social pressure and using written or com-
puterized interviews.

Interviewer-Interviewee Similarity

In general, research suggests that an interviewee will receive a higher score (Howard &
Ferris, 1996) if he or she is similar to the interviewer in terms of personality (Foster,
1990), attitude (Frank & Hackman, 1975), gender (Foster, Dingman, Muscolino, &
Jankowski, 1996), or race (McFarland, Ryan, Sacco, & Kriska, 2004; Prewett-
Livingston et al., 1996). However, a study by Sacco, Scheu, Ryan, and Schmitt
(2003) found that the method used to analyze interview data is a factor in whether
similarity matters. Sacco et al. found that when using a traditional approach
(d scores) to analyze their findings, interviewers gave higher ratings to same-race
interviewees. When a more sophisticated method was used (hierarchical linear
models), neither racial nor sex similarity affected interview scores. Thus, further
research is needed to accurately determine the importance of similarity in unstructured
interview decisions.

Interviewee Appearance

Meta-analyses (Barrick, Shaffer, & DeGrassi, 2009; Hosada, Stone-Romero, & Coats,
2003; Steggert, Chrisman, & Haap, 2006) indicate that, in general, physically attractive
applicants have an advantage in interviews over less attractive applicants, and appli-
cants who dress professionally receive higher interview scores than do more poorly
dressed applicants. This attractiveness bias occurred for men and women and for tra-
ditionally masculine and feminine job types.

The appearance bias extends to weight, as research (Kutcher & Bragger, 2004;
Pingitore, Dugoni, Tindale, & Spring, 1994; Roehling, Pichler, & Bruce, 2013;
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Rudolph, Wells, Weller, & Baltes, 2009) indicates that obese applicants receive
lower interview scores and are less likely to be hired and are offered lower salaries
than their leaner counterparts. Interviewee appearance, it seems, is a potent hiring
factor.

Nonverbal Cues

Nonverbal A meta-analysis by Barrick et al. (2009) found that the use of appropriate nonverbal

communication Factors such communication is highly correlated with interview scores. Appropriate nonverbal

as eye contact and posture that  cues include such things as smiling and making appropriate eye contact (Levine &

are not associated with actual Feldman, 2002). Not surprisingly, meta-analysis results indicate that structured inter-

words spoken. views are not as affected by nonverbal cues as are unstructured interviews (Barrick
et al., 2008). Meta-analysis results also indicate that the appropriate use of such verbal
cues as tone, pitch, speech rate, and pauses is also related to higher interview scores
(Barrick et al., 2008).

Although many more studies and variables could be listed, this discussion shows
that the interview contains many sources of bias that are not job related. Remember
that one of the major purposes of the employment interview is to determine which
applicant will be the most successful in performing a job. To determine this, decisions
must be based on ability to do the job and not on such variables as physical attractive-
ness and similarity.

Creating a Structured Interview

To create a structured interview, information about the job is obtained (job analysis)
and questions are created that are designed to find out the extent to which applicants’
skills and experiences match those needed to successfully perform the job. These
questions are incorporated into an interview form used by all interviewers for all
applicants. Examples of good and bad answers are located next to the questions to
help an interviewer score the answers given by applicants.

Determining the KSAOs to Tap in the Interview

The first step in creating a structured interview is to conduct a thorough job analy-
sis and write a detailed job description. As discussed in Chapter 2, the job analysis
should identify the tasks performed, the conditions under which they are per-
formed, and the competencies needed to perform the tasks. The second step is to
determine the best way to measure an applicant’s ability to perform each of the
tasks identified in the job analysis. Some of the competencies can be appropriately
measured in an interview; others will need to be tapped through such methods as
psychological tests, job samples, assessment centers, references, background checks,
and training and experience ratings (these other methods will be thoroughly
discussed in Chapter 5). For example, suppose a job description for a receptionist
indicated that the primary tasks included typing reports, filing correspondence,
answering the phone, and dealing with people visiting the organization. Typing
ability might best be measured with a typing test, filing correspondence with a
filing test, answering the phone with a job sample, and customer service with an
interview question. The important point here is that not every competency can or
should be tapped in an interview. To practice this process, use the job description
in Chapter 2 (Table 2.1) to complete Exercise 4.5 in your workbook and determine
the competencies you would tap in an interview.
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Figure 4.5

Types of Structured
Interview Questions

Clarifier A type of structured
interview question that clarifies
information on the résumé or
application.

Disqualifier A type of struc-
tured interview question in
which a wrong answer will
disqualify the applicant from
further consideration.

Skill-level determiner A
type of structured-interview
question designed to tap an
applicant’s knowledge or skill.

Future-focused question
A type of structured interview
question in which applicants are
given a situation and asked how
they would handle it.

Situational question A
structured-interview technique
in which applicants are pre-
sented with a series of situations
and asked how they would
handle each one.

Question Type Example

Clarifier I noticed a three-year gap between two of your jobs. Could you tell me
about that?
You were a bench hand at AT&T. What is that?

Disqualifier Can you work overtime without notice?

Do you have a valid driver's license?

Skill-level determiner Several months after installing a computer network, the client calls and

says that nothing will print on the printer. What could be going wrong?

Past-focused
(behavioral)

When you are dealing with customers, it is inevitable that you are
going to get someone angry. Tell us about a time when a customer
was angry with you. What did you do to fix the situation?

Future-focused
(situational)

Imagine that you told a client that you would be there at 10:00 a.m.
It is now 10:30 and there is no way you will be finished with your
current job until 11:30. You are supposed to meet with another client
for lunch at noon and then be at another job at 1:15 p.m.

How would you handle this situation?

Organizational fit What type of work pace is best for you?

Describe your experience working with a culturally diverse group
of people.

Creating Interview Questions

As shown in Figure 4.5, there are six types of interview questions: clarifiers, dis-
qualifiers, skill-level determiners, past-focused, future-focused, and organizational
fit. Clarifiers allow the interviewer to clarify information in the résumé, cover let-
ter, and application, fill in gaps, and obtain other necessary information. Because
each applicant’s résumé and cover letter are unique, specific clarifiers are not
standard across applicants. For example, an interviewer may need to ask one
applicant to explain what she won the McArthur Award for and another applicant
what she was doing during a two-year gap between jobs. Disqualifiers are ques-
tions that must be answered a particular way or the applicant is disqualified. For
example, if a job requires that employees work on weekends, a disqualifier might
be, “Are you available to work on weekends?” If the answer is no, the applicant
will not get the job.

Skill-level determiners tap an interviewee’s level of expertise. For example,
if an applicant says she is proficient in Microsoft Word, an interviewer might ask
some questions about the word processing program. If an applicant claims to be
fluent in Spanish, the interviewer might want to ask her a few questions in
Spanish.

Future-focused questions, also called situational questions, ask an applicant
what she would do in a particular situation. As shown in Table 4.1, the first step in
creating situational questions is to collect critical incidents, a technique you learned
in Chapter 2. These incidents are then rewritten into questions that will be used
during the interview. It is important that these questions can be answered with the
applicant’s current knowledge. That is, asking police applicants situational questions
in which they would need knowledge of police procedures would not be appropriate
because they won'’t learn this information until they graduate from the police acad-
emy. After creating the questions, the next step is to create a scoring key. This step
will be discussed later in the chapter.
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Past-focused question A
type of structured-interview
question that taps an applicant’s
experience.

Patterned-behavior
description interview
(PBDI) A structured interview
in which the questions focus on
behavior in previous jobs.

Organizational-fit
questions A type of
structured-interview question
that taps how well an appli-
cant’s personality and values will
fit with the organizational
culture.

Table 4.1

The Critical Incident

A customer entered a bank and began yelling about how the bank had messed up his account. He became so
angry that he began to swear, saying that he would not leave the bank until the problem was solved. Unfor-
tunately, the computer was down and the teller could not access the needed information.

(reating Situational Interview Questions

The Question

You are working as a teller and have a long line of waiting customers. One customer runs to the front of the
line and yells that he bounced a check and was charged $20, which caused other checks to bounce. He then
swears at you and tells you that he will not leave until the problem is solved. You are unable to check on his
account because the information is at another branch. What would you do?

The Benchmark Answers

5 Because | do not have the information and the line is long, | would call my supervisor and have her talk to
the customer in her office away from everyone else.

While trying to calm him down, | would call my supervisor.
| would try to calm him down and explain to him that the computer is down.
| would explain that | cannot help him because the computer is down, and ask him to come back later.

_ N W

| would tell him to get to the end of the line and wait his turn.

Past-focused questions, sometimes referred to as patterned-behavior descrip-
tion interviews (PBDIs), differ from situational interview questions by focusing on
previous behavior rather than future intended behavior. That is, applicants are asked
to provide specific examples of how they demonstrated job-related skills in previous
jobs (Janz, Hellervik, & Gilmore, 1986). Although future-focused and past-focused
interview questions have different orientations, interviewees who do well on one type
typically do well on the other (Campion et al., 1994; Cohen & Scott, 1996). However,
scores on past-focused questions are better predictors of performance in higher-level
positions than are future-focused questions (Huffcutt, Roth, Conway, & Klehe, 2004;
Huffcutt, Weekley, Wiesner, DeGroot, & Jones, 2001; Pulakos & Schmitt, 1995).

Rather than trying to predict future performance, organizational-fit questions
tap the extent to which an applicant will fit into the culture of an organization or
with the leadership style of a particular supervisor. For example, some organizations
are very policy oriented, whereas others encourage employees to use their initiative.
Some supervisors are very task oriented, whereas others are more person oriented.
The idea behind organizational-fit questions is to make sure that the applicant’s per-
sonality and goals are consistent with those of the organization. To practice creating
interview questions, complete Exercise 4.6 in your workbook.

Creating a Scoring Key for Interview Answers

Once interview questions are created, the next step is to create a key to score appli-
cants’ answers to the questions. Though answers to some questions can be scored as
being right or wrong (e.g., “Do you have to pay an employee overtime for working
over 8 hours in a day?”), as shown in Table 4.2, there are two main methods of scor-
ing most answers: typical-answer approach and key-issues approach.

Right/Wrong Approach. Some interview questions, especially skill-level determiners, can
be scored simply on the basis of whether the answer given was correct or incorrect.
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Typical-answer approach
A method of scoring interview
answers that compares an ap-
plicant’s answer with benchmark
answers.

Benchmark answers
Standard answers to interview
questions, the quality of which
has been agreed on by job
experts.

Key-issues approach A
method of scoring interview
answers that provides points for
each part of an answer that
matches the scoring key.

Table 4.2
Typical-Answer Approach

Scoring Examples

1 | ' would tell him to get to the end of the line and wait his turn.

2 | would explain to him that | cannot help him because the computer is down, and ask him to come
back later.

3 | ' would try to calm him down and explain to him that the computer is down.

4 | 'would call my supervisor.

5 Because | do not have the information and the line is long, | would call my supervisor and have her

talk to the customer in her office away from everyone else.
Key-Issues Approach

Acknowledged the long line and the concem for other customers
_ Recognized the need to calm the customer

Recognized the need to get the customer away from the other customers

Recognized that help could not be immediately given because the computer was down

Was not confrontational with the customer

For example, consider the question “As a server, can you give a glass of wine to a
16-year-old if his parents are present and give permission?” If the interviewee answers
no, she would get a point for a correct answer. If she answers yes, she would not get a
point. If the question type being asked was a disqualifier (e.g, Can you work
weekends?), the wrong answer would actually disqualify the individual from further
consideration rather than merely result in no points being awarded.

Typical-Answer Approach. The idea behind the typical-answer approach is to create a list
of all possible answers to each question, have subject-matter experts (SMEs) rate the
favorableness of each answer, and then use these ratings to serve as benchmarks for
each point on a five-point scale. Though some scoring keys have only one benchmark
answer for each point on the scale, research by Buchner (1990) indicates that increas-
ing the number of benchmark answers will greatly increase the scoring reliability.
Because the number of possible answers to any question is probably finite, it might
be a good idea at this stage to brainstorm all possible answers to a question and
then benchmark each of the answers. This approach would result in 10 or so bench-
marked answers per question rather than the traditional 5.

Key-Issues Approach. A problem with the typical-answer approach is that there are many
possible answers to a question, and applicants often provide answers that could fit
parts of several different benchmarks. To correct this problem, the key-issues
approach can be used. In this approach, SMEs create a list of key issues they think
should be included in the perfect answer. For each key issue that is included, the
interviewee gets a point. The key issues can also be weighted so that the most impor-
tant issues get more points than the less important issues.

Psychologist Pete DiVasto uses the key-issues approach when he interviews
applicants for law enforcement positions. In one of his questions, he asks
applicants to imagine that they are a police officer and have received a call about
a possible break-in at a store. Upon arrival, the officer notices the following: a
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police car in the parking lot with its lights flashing, an officer on the ground next
to the police car, an alarm going off in the store, and a person running from the
store. DiVasto then asks the applicant what he or she would do in that situation.
The key issues in a good answer include indicating that a cop is hurt and needs
help, an understanding that the person running could be dangerous but could also
be a victim, the realization that backup is needed, and articulation of a good
rationale for choosing to either help the cop first or attend to the person
running.

When scoring interviews, it is appropriate to have a system to evaluate an appli-
cant’s nonverbal cues, especially when the job involves interpersonal skills. Such scor-
ing is supported by research demonstrating that an applicant’s nonverbal cues in
interviews can predict job performance (Barrick et al., 2008; Burnett & Motowidlo,
1998; DeGroot & Motowidlo, 1999). To practice scoring interviews, complete Exercise
4.7 in your workbook.

Conducting the Structured Interview

Though it is common to use a panel interview, research suggests that interviews will
best predict performance when one trained interviewer is used for all applicants
(Huffcutt & Woehr, 1999). The first step in conducting the interview is to build rap-
port; do not begin asking questions until applicants have had time to “settle their
nerves.” Building rapport is an important step, as it results in the applicant feeling
more positive about the interview (Chapman & Zweig, 2005).

Once an applicant feels at ease, set the agenda for the interview by explaining
the process. Most applicants have not been through a structured interview, so it is
important to explain the types of questions that will be asked and point out that
each interviewer will be taking notes and scoring the answers immediately after the
interviewee has responded. After the agenda has been established, ask the interview
questions. You may want to have only one person ask all of the questions or have
each panel member ask some questions. It is important to score each answer after
it has been given. Once the questions have been asked, provide information about
the job and the organization. Such information might include salary and benefits,
the job duties, opportunities for advancement, a history of the organization, and so
on. Then, answer any questions the applicant might have. It is a good idea at this
point to say something like, “We have asked you a lot of questions but may not
have asked you about things you want to tell us. Is there any information you
would like to tell us that we did not ask about?” End the interview on a pleasant
note by complimenting the interviewee (“It was a pleasure meeting you”) and letting
her know when you will be contacting the applicant about job offers. At the conclu-
sion of the interview, the scores from the questions are summed and the resulting
figure is the applicant’s interview score.

Job Search Skills

Though the orientation of this and the next chapter is on selecting employees, it is
important that you master the skills necessary to obtain a job. The following three
sections provide advice on how to interview, write a cover letter, and write a
résumé.
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Successfully Surviving the Interview Process

Even though the unstructured employment interview has many problems, the odds
are high that a person being considered for a job will undergo such an interview.
Research and experience both indicate that applicants can take several steps to
increase their interview scores. One of the most important of these steps is to obtain
training on how to interview. Research by Maurer and his colleagues (Maurer, Sola-
mon, Andrews, & Troxtel, 2001; Maurer, Solamon, & Troxtel, 1998) has shown that
such training can increase an applicant’s score on structured interviews. Receiving
interview training and practicing interviewing skills are good ways to reduce interview
anxiety. Reducing anxiety is important, as research indicates that there is a negative
correlation between interviewee anxiety and interview performance (McCarthy &
Goffin, 2004; McCarthy & Saks, 2008).

Scheduling the Interview

Contrary to popular advice, neither day of week nor time of day affect interview
scores (Aamodt, 1986; Willihnganz & Myers, 1993). What will affect the score, how-
ever, is when applicants arrive for the interview. If they arrive late, the score will be
drastically lower (Lantz, 2001). In fact, in a study I conducted many years ago
(Aamodt, 1986), no applicant who arrived late was hired. No differences, however,
have been found in interview scores based on whether an applicant arrives on time
or five or ten minutes early. Therefore, the interview can be scheduled for any time
of the day or week, but the applicant must not be late!

Before the Interview

Learn about the company (Freiberger, 2013). Recall from Figure 4.4 that one of the
most commonly asked unstructured interview questions (“What do you know about
our company?”’) is used to determine the applicant’s knowledge of the organization.
Not only does this advice make sense, but research has found that an applicant’s
knowledge significantly correlates with the interview rating (Aamodt, 1986) and that
interview preparation significantly correlates with being asked back for a second inter-
view (Caldwell & Burger, 1998). Organizations are especially impressed if an applicant
knows its products and services, future needs, major problems faced, and philosophy
or mission.

A former student of mine tells the story of an interview for a managerial posi-
tion that she had with Allstate Insurance. The night before the interview, she read
all the available information on Allstate on the Internet. During the interview, she
was asked why she wanted to work for Allstate. She replied that she was active in
the community and was attracted to Allstate because of its “Helping Hands” com-
munity program—which she had read about the night before. The interviewer was
greatly impressed and spent the next 10 minutes describing the program and its
importance. The interview was a success in part because the applicant had done
her homework. To see how the Career Services Center at your university can help
you prepare for interviews, complete the Finding Career Resources Exercise (4.8) in
your workbook.

On the day of the interview, dress neatly and professionally, and adjust your style
as necessary to fit the situation (Williams, 2005). Avoid wearing accessories such as
flashy large earrings and brightly colored ties. Hair should be worn conservatively—
avoid “big hair” and colors such as purple and green (impersonating a member of
MTV’s Jersey Shore is not a good interview strategy).
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During the Interview

Most suggestions about how best to behave in an interview take advantage of the
interviewer biases discussed in this chapter. Nonverbal behaviors should include
a firm handshake, eye contact, smiling, and head nodding. Desired verbal beha-
viors include asking questions, subtly pointing out how you are similar to the
interviewer, not asking about the salary, not speaking slowly, and not hesitating
before answering questions. Keep in mind that first impressions are the most
important.

As a method of saving travel expenses associated with face-to-face interviews,
many organizations interview applicants through a videoconference in which an
applicant goes to a local FedEx Office (or similar location) or gets onto Skype from
their own home and is interviewed by employers hundreds or thousands of miles
away. Although the previous interview advice still holds for videoconference inter-
views, some additional advice includes speaking loudly, keeping hand and arm
movements to a minimum, looking directly at the camera, and dressing in conserva-
tive, solid colors.

After the Interview

Immediately following the interview, write a brief letter or email thanking the inter-
viewer for her time. This nice touch certainly cannot hurt. To help you prepare for
the employment interview, complete the Surviving the Employment Interview Exer-
cise (4.9) in your workbook.

Writing Cover Letters

Cover letter A letter that Cover letters tell an employer that you are enclosing your résumé and would like to
accompanies a résumé or job apply for a job. Cover letters should never be longer than one page. As shown in the
application. sample cover letters in Figures 4.6 and 4.7, cover letters contain a salutation, four

basic paragraphs, and a closing signature.

Salutation

If possible, get the name of the person to whom you want to direct the letter. If
you aren’t sure of the person’s name, call the company and simply ask for the
name of the person (have it spelled) to whom you should send your résumé. If
the first name leaves doubt about the person’s gender (e.g., Kim, Robin, Paige),
ask if the person is male or female so that you can properly address the letter to
Mr. Smith or Ms. Smith. Do not refer to the person by his or her first name
(e.g., Dear Sarah). If you can’t get the person’s name, a safe salutation is “Dear
Human Resource Director.” Avoid phrases such as “Dear Sir or Madam” (unless
the company is a “house of ill repute”) or “To Whom It May Concern” (it
doesn’t concern me).

Paragraphs

The opening paragraph should be one or two sentences long and communicate
three pieces of information: the fact that your résumé is enclosed, the name of
the job you are applying for, and how you know about the job opening (such as
a newspaper ad or from a friend). The second paragraph states that you are quali-
fied for the job and provides about three reasons why. This paragraph should be
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April 18, 2015

Mr. John Smith
Alco, Inc.

217 West Street
Johnson, VA 24132

Dear Mr. Smith:

Enclosed is a copy of my résumé. Please consider me for the position of
welder that was advertised in the Roanoke Times and World News.

For several reasons, | believe that | am qualified for your position. First, | have
six years of welding experience in an industrial setting. Second, | am a very
dependable worker, as shown by the fact that | have missed only two days of
work in the last five years. Finally, | am available to work any shift at any of
your three plants.

I look forward to hearing from you. | can best be reached after 3:00 p.m. on
weekdays and anytime on weekends.

Sincerely,

Figure 4.6

Example of a Cover
Letter

Andrew S. Jones

only four or five sentences in length and should not rehash the content of your
résumé. The third paragraph explains why you are interested in the particular
company to which you are applying. The final paragraph closes your letter and
provides information on how you can best be reached. Though your phone num-
ber will be on your résumé, this paragraph is a good place to tell the employer the
best days and times to reach you.

Signature

Above your signature, use words such as “cordially” or “sincerely.” “Yours truly” is not
advised, and words such as “Love,” “Peace,” or “Hugs and snuggles” are strongly dis-
couraged. Personally sign each cover letter; and type your name, address, and phone
number below your signature.

HR professional GeGe Beall provides job applicants with the following tips about
cover letters:

»” o«

B Avoid sounding desperate and don’t beg (I really need a job bad! Please,
please, please hire me!).

B Avoid grammar and spelling errors. Employers view cover letters and
résumés as examples of the best work applicants can produce. If your cover
letter contains errors, an employer will be concerned about the quality of
your regular work.

®m Avoid officious words or phrases. Don’t use a 25-cent word when a nickel
word will do. Not only will employers be unimpressed by a large vocabulary,
but applicants using “big words” often misuse them. As an example, one
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July 15, 2015

Ms. Maria Duffie, Director
Human Resource Department
Raynes Cosmetics, Inc.

69 Beall Avenue

Amityville, NY 00312

Dear Ms. Duffie:
Enclosed is a copy of my résumé. Please consider me for the position of sales representative that was adver-

tised this past Sunday in the Washington Post. As you can see below, my qualifications are a good match for
the requirements stated in your advertisement.

Your Requirements My Qualifications

Bachelor’s degree B.A. in marketing from Radford University
Two years of sales experience Five years of sales experience

History of success in sales Received three sales awards at L.L. Bean
Strong clerical skills A.A.S. in secretarial science

Three years of clerical experience
55 words per minute typing speed

I am especially interested in working for your company because | have used your products for over ten years
and thus am familiar with both your product line and the high quality of your cosmetics.

I am looking forward to hearing from you. Please feel free to call me at home after 6:00 p.m. or at work
from 8:00 a.m. until 5:00 p.m. Because L.L. Bean is downsizing, my employer will not mind your calling me
at work.

Sincerely,
Mable Leane

Mable Leane

2345 Revlon Blvd.
Avon, VA 24132

Home: (540) 555-5678
Work: (540) 555-7676
mimi@aol.com

Figure 4.7

: g le of applicant tried to describe his work productivity by saying that his writings
(xampg 0 d g were “voluptuous,” rather than “voluminous,” as we think he meant to say.
L:?::rmlze over m Don't discuss personal circumstances such as “I find myself looking for a job

because I am recently divorced.” Employers are interested in only your
qualifications.

m If possible, tailor your letter to each company. Standard cover letters are
efficient but not as effective as those written specifically for each job you are
applying for.

m Don’t write your cover letter on the stationery of your current employer.
Ensure that you have used the correct name of the organization throughout
the letter. It is not uncommon when sending out large numbers of cover let-
ters to change the company name in the address but forget to change it in
the body of the letter.
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Writing a Résumé

Résumé A formal summary of ~ Résumés are summaries of an applicant’s professional and educational background.

an applicant’s professional and Although résumés are commonly requested by employers, little is known about their

educational background. value in predicting employee performance. Some studies have found that when an
interviewer reads a résumé before interviewing an applicant, the validity of the
employment interview may actually be reduced (Dipboye, Stramler, & Fontenelle,
1984; Phillips & Dipboye, 1989). Beyond these studies, however, it is unclear how
much predictive value, if any, résumés have.

Résumés may not predict performance partly because they are intended to be
advertisements for an applicant. Companies that specialize in résumé design
openly brag about their ability to “make your strengths more obvious and
your weaknesses hard to find.” As a result, many résumés contain inaccurate
information. In a review of surveys on résumé fraud, Aamodt and Williams
(2005) found that the median estimate was that 25% of résumés contained inaccu-
rate information.

Contrary to popular belief, there is no one best way to write a résumé. Because
people have such different backgrounds, a format that works for one individual may
not work for another. Therefore, this section will provide only general advice about
writing a résumé; the rest is up to you.

Views of Résumés

Résumés can be viewed in one of two ways: as a history of your life or as an adver-
tisement of your skills. Résumés written as a history of one’s life tend to be long and
to list every job ever worked, as well as personal information such as hobbies, mari-
tal status, and personal health. Résumés written as an advertisement of skills tend to
be shorter and contain only information that is both positive and relevant to a job
seeker’s desired career. This latter view of résumés is the most commonly held
today.

Characteristics of Effective Résumés

One of the most frustrating aspects of writing a résumé is that asking 100 people for
advice results in 100 different opinions. However, though there are many preferences,
there are really only three rules that must be followed in writing résumés:

1. The résumé must be attractive and easy to read. To achieve this, try to leave
at least a 1-inch margin on all sides, and allow plenty of white space; that is,
do not “pack” information into the résumé by using smaller fonts and mar-
gins. A résumé can have great content, but if the “package” is not attractive,
few employers will want to read it. This rule is hardly surprising, as physical
attractiveness provides a first impression for many activities, such as inter-
viewing, dating, and purchasing products.

2. The résumé cannot contain typing spelling, grammatical, or factual mistakes.
When Walter Pierce, Jr., was a personnel officer for Norfolk Southern Cor-
poration, his boss received a résumé from an excellent applicant who was
applying for a job as a computer programmer. Even though the applicant had
outstanding credentials, the personnel director would not even offer him an
interview, because the applicant had misspelled two words on his résumé.

A similar story is told by Dick Williams, general manager of N & W Credit
Union. He once received two cover letters stapled together—both referring to
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Chronological résumé A
résumé in which jobs are listed
in order from most to least
recent.

Functional résumé A
résumé format in which jobs are
grouped by function rather than
listed in order by date.

Psychological résumé A
résumé style that takes advan-
tage of psychological principles
pertaining to memory organi-
zation and impression formation.

the résumé that wasn't there. To make matters worse, four words were mis-
spelled. I could tell you more horror stories, but the point should be clear: Do
not make any careless mistakes!

3. The résumé should make the applicant look as qualified as possible—
without lying. This is an important rule in determining what information
should be included. If including hobbies, summer jobs, and lists of courses
will make you look more qualified for this particular job, then by all means,
include them.

If a résumé follows the above three rules—it looks nice, it doesn’t contain mis-
takes, and it makes the applicant look as good as possible—then it is an effective
résumé. Opinions to the contrary (such as “use boldface type instead of underlin-
ing” or “outline your duties instead of putting them in a paragraph”) probably rep-
resent differences in individual preferences rather than any major problem with the
résumé.

Types of Résumé

There are three main types of résumé: chronological, functional, and psychological. As
shown in Figure 4.8, chronological résumés list previous jobs in order from the most
to the least recent. This type of résumé is useful for applicants whose previous jobs
were related to their future plans and whose work histories do not contain gaps.

The functional résumé, as shown in Figure 4.9, organizes jobs based on the
skills required to perform them rather than the order in which they were worked.
Functional résumés are especially useful for applicants who are either changing
careers or have gaps in their work histories. The problem with this type of résumé
is that it takes employers longer to read and comprehend than the other résumé
types—this problem makes functional résumés the least popular with employers
(Toth, 1993).

The psychological résumé is the style I prefer, as it contains the strengths of
both the chronological and functional styles and is based on sound psychological the-
ory and research. As shown in Figure 4.10, the résumé should begin with a short sum-
mary of your strengths. This section takes advantage of the impression-formation
principles of priming (preparing the reader for what is to come), primacy (early
impressions are most important), and short-term memory limits (the list should not
be longer than seven items).

The next section of the résumé should contain information about either your
education or your experience—whichever is strongest for you. The design of the
education section is intended to provide an organizational framework that will
make it easier for the reader to remember the contents. In deciding which informa-
tion to put into these two sections, three impression-management rules should be
used: relevance, unusualness, and positivity. If information is relevant to your
desired career, it probably should be included. For example, you might mention
that you have two children if you are applying for a position in day care or elemen-
tary school teaching, but not if you are applying for a job involving a lot of travel.
How far back should one go in listing jobs? Using the principle of relevance, the
answer would be far enough back to include all relevant jobs. It is certainly accept-
able to list hobbies if they are relevant.

Unusual information should be included when possible, as people pay more
attention to it than to typical information. A problem for college seniors is that their
résumés look identical to those of their classmates. That is, most business majors take
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CHRISTOPHER R. MILLER

812 Main Street, Gainesville, FL 32789 (904) 645-1001
s8281@mgamail.net
Objective Entry-level management position in financial services.
Education B.S., University of Florida, May 2010
Maijor: Business Administration
GPA: 3.43/4.0
Minor: Information Systems

Business-Related Courses: Accounting, Money & Banking, Principles of
Marketing, Economics, Statistics

Professional Experience July 2014—Present
Assistant Manager. TCBY Yogurt, Gainesville, FL
Responsible for posting daily receipts and making bank deposits.
Further responsible for supervising and scheduling counter personnel, writing
progress reports, and handling employee disputes.

August 2013-July 2014
Cashier/Customer Service, TCBY Yogurt, Gainesville, FL

Responsible for assisting customers promptly and courteously, maintaining a
balanced cash drawer, and cleaning work station.

May 2012-August 2013
Bank Teller: Barnett Bank, Gainesville, FL

Responsible for assisting and advising customers with financial
transactions. Cash drawer balanced 99% of the time. Received excellent
performance ratings.

August 2011-May 2012
Waiter, Shakers Restaurant, Gainesville, FL

Responsible for taking food and drink orders from customers and serving them
courteously and efficiently. Worked in a high-volume, fast-paced environment.

Activities Member of Phi Kappa Phi Honor Society
Member of Phi Beta Lambda Business Organization
Vice President, Kappa Alpha Pi Social Fraternity
Member of Circle K Service Organization
Participated in Intramural Football

Figure 4.8

Chronological Résumé the same classes, belong to the same clubs, and have had similar part-time jobs. To
stand out from other graduates, an applicant needs something unusual, such as an
internship, an interesting hobby, or an unusual life experience (e.g., spent a year in
Europe, rode a bike across the country).

Though it is advisable to have unusual information, the information must also
be positive. It probably would not be a good idea to list unusual information such
as “I've been arrested more times than anyone in my class” or “I enjoy bungee jump-
ing without cords.” The unacceptability of these two examples is obvious, and few
applicants would make the mistake of actually placing such information on their
résumés; however, more subtle items can have the same effect. For example, sup-
pose you enjoy hunting and are a member of the Young Democrats on campus.
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MATTHEW F. JOHNSON

818 Broadway Road, Lexington, KY 63189
(508) 814-7282
s8281@mgamail.net

Career Objective Management-level position in banking services.

Banking & Management Experience
Posted receipts and made bank deposits daily for Dunkin” Donuts coffee shop in
Lexington, Kentucky. July 2013—-present.

Supervised and scheduled cashier personnel for Dunkin’ Donuts coffee shop in
Lexington, Kentucky. July 2013—present.

Bank teller for Citizen’s Fidelity Bank in Lexington, Kentucky. Maintained balanced
cash drawer 99% of the time. Trained in various financial transactions of the banking
field. May 2013-August 2013.

Customer Service Experience

Customer service/cashier for Dunkin’ Donuts coffee shop in Lexington, Kentucky.
Assisted customers with placing orders and was responsible for maintaining a
balanced cash drawer.

Assisted customers promptly and courteously with financial transactions at Citizen’s
Fidelity Bank in Lexington, Kentucky. Received excellent performance ratings.
May 2013-August 2013.

Waited on customers at EL Torito Mexican Restaurant in Lexington, Kentucky. After
taking customers’ orders, served customers promptly and courteously.
August 2012-May 2013.

Leadership Experience

Vice President of Sigma Epsilon Phi Social Fraternity. Was responsible for assisting
pledges with the transition into the fraternity and for raising money for the fraternity
philanthropy through various fundraisers.

Coordinated and participated in the actual intramural team for the fraternity.

Community Service and Campus Activities
Member of Key Club Service Organization on campus.
Member of Management Association.
Member of Phi Kappa Phi Honor Society.

Education B.A., Management University of Kentucky. May 2014.
GPA: 3.44/4.0 Minor: Information Systems

Courses: Accounting, Economics, Marketing, Money & Banking, Principles of
Management.

Figure 4.9
Functional Résumé
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ALEXANDER G. BELL
1421 Watson Drive e Ringem, Virginia 24147
(540) 555-5555 e abell@runet.edu

PROFESSIONAL STRENGTHS
e Bachelor’s degree in business
Two years of supervisory and leadership experience
Three years of customer service experience
Skilled in using spreadsheets (Excel) and presentation software (PowerPoint)
Conversational in Spanish
Excellent accounting and statistical skills

EDUCATION
B.S., Business Administration (May, 2015)
Radford University, Radford, VA

Highlights:
-3.33 G.PA.
— Extensive coursework in human resource management
— Minored in psychology
— President, Society for the Advancement of Management (SAM)
— Received two academic scholarships
— Worked to finance 50% of own education
— Participated in a variety of college activities including intramurals, two professional organizations,
and a fraternity

PART-TIME AND SUMMER EMPLOYMENT
Student Manager (August, 2013—present)
Radford University Dining Services, Radford, VA
Responsible for supervising 30 students working in the dining hall. Specific responsibilities
include scheduling employees, solving customer complaints, balancing the cash drawers,
promoting high levels of customer service, and ensuring health regulations are being followed.

Food Server (August, 2012-May, 2013)
Radford University Dining Services, Radford, VA
Responsible for serving food to students, keeping work area clean, and following health regulations.

Server (Summers 2011, 2012, 2013)
Whale’s Tail Restaurant, Redondo Beach, CA

Figure 4.10

Psychological Résume Including these items might make a negative impression on Republicans and those

who oppose hunting. Include only information that most people will find positive
(such as Red Cross volunteer, worked to help finance education, and so on), and
avoid information that may be viewed negatively, such as political affiliation, reli-
gion, and dangerous hobbies.

Of the many positive activities and accomplishments that you could list, list only
your best. Do not list everything you have done; research by Spock and Stevens (1985)
found that it is better to list a few great things, rather than a few great things and
Anderson that postultes that many good things. This finding is based on Anderson’s (1965) averaging versus add-
our impressions are based more  1ng model of impression formation, which implies that activity quality is more impor-
on the average value of each tant than quantity. It is neither necessary nor desirable to list all of your coursework.
impression than on the sum of To practice writing a psychological résumé, complete the Résumé Writing Exercise
the values for each impression. (4.10) in your workbook.

Averaging versus adding
model A model proposed by
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Applied Case Study

ON THE JOB

Recruitment at the

m What factors would affect not only the number of

and Spa open the first new resort in Atlantic City in 13

years. The 2,000-room casino and resort needed
to hire 5,000 employees across hundreds of positions.
To find enough high-quality employees, the Borgata

Borgata Hotel Casino T he Borgata Hotel Casino and Spa was about to

available applicants but the quality as well?

m How would you handle the practical aspects of
receiving and screening the 30,000 applications?

engaged in a creative recruitment campaign that

resulted in 30,000 well-qualified job applicants.

To see how the hotel handled this situation,
follow the web links on your text website.

m How would you have conducted such an extensive

recruitment campaign?

m The Ethics of Recruiting and Hiring Based on Physical Appearance

physical appearance is always a bona fide worker qual-

ification as long as customers and coworkers think that
it is. That is, if customers want to be served by beautiful
people and coworkers prefer working with beautiful people,
then it should be okay for companies to recruit and hire based
on an individual’s looks.

When people refer to someone’s “looks” or “physical
appearance,” they are generally referring to that person’s
height, weight, and facial symmetry (i.e., high cheekbones
v. no visible cheekbones; small nose v. big or bulbous nose).
Because looks are subjective, beauty really is in the eyes of
the beholder. In the United States, as well as other countries,
beautiful people are often judged based on their external
characteristics, rather than such internal characteristics as per-
sonality and ability. And it appears that many employers want
employees who are tall and strong (for men), small/petite (for
women), with no visible body fat, and a handsome or pretty
face. Even those HR professionals who know better can often
fall into the “looks” trap when recruiting and hiring.

Although some cities have laws against discrimination of
applicants based on their height, weight, and/or physical
appearance (e.g., San Francisco, CA; Santa Cruz, CA; Washing-
ton, DC), basically, there is no real protection from
appearance-based discrimination unless it singles out appli-
cants based on race, gender, or age. That is, you don't have
to hire ugly people so long as you aren't hiring them because
of their race, gender, or age.

H arvard economics professor Robert Barro believes that

The hiring professionals at the Borgata Hotel Casino and
Spa in Atlantic City, New Jersey, embrace this philosophy.
Applicants for positions of waiters and waitresses are told
that once hired, their weight cannot increase by more than
7%. This means that a 125-pound woman cannot gain more
than 8 pounds over her tenure at the company. Of course, if
you are a little too heavy to begin with (not obese, though),
you won't even get an interview.

Defenders of the right to hire based on looks say that
physically attractive people are perceived as smarter, more
successful, more sociable, more dominant, and as having
higher self-esteem. And customers would rather be helped
by those types of employees instead of by the less attractive
ones. The assumption is that the more beautiful employees a
company has, the more clients or customers that business will
attract. This, of course, means more money for the company.
And, the more money the company brings in, the higher the
salaries employees can earn. So, according to the defenders,
it'’s a win-win situation. Well, win-win for the beautiful peo-
ple, anyway.

And speaking of salaries: In 2005, the Federal Reserve
Bank of St. Louis reviewed the correlation between looks
and wages. The research showed that workers with below
average looks earned, on average, 9% less per hour than
above average looking workers. Above average looking
employees earn 5% more than their average looking cow-
orkers. And Fortune 500 companies seem to hire male CEOs
that are about 6 feet tall, which is 3” taller than the aver-
age man.
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Competency and the ability to do the job are often over- M Is it ethical to take a less skilled applicant over a more
looked when emphasis is placed on looks. Although these skilled one just because one is more attractive than the
beautiful people may be able to do the job, there may be other?
less attractive people denied a position who could do the job
more successfully.

So, like Professor Barro implies, as long as we, the cus-
tomer, prefer looks over highly skilled professionals, compa-
nies should have the right to refuse employment to m s there a more ethical way to balance the rights of companies
unattractive, short, and overweight applicants. to have attractive people and the rights of people who are

perceived as unattractive?

m Is it fair or ethical for places like Borgata Casino and Spa
to refuse employment to less than average looking
employees?

What Do You Think? m Do you think that more states and cities should make
= Do you see any potential ethical dilemmas of recruiting and laws against discrimination of people based on their
hiring based on looks? If so, what are they? looks?

Chapter Summary
In this chapter you learned:

B Employees can be recruited by a variety of methods, including help-wanted adver-
tisements, employee referrals, employment agencies, the Internet, point-
of-purchase methods, direct mail, and job fairs.

m The traditional, unstructured interview isn’t valid, because of such factors as lack
of job relatedness, poor interviewer intuition, contrast effects, negative-
information bias, use of nonverbal cues, interviewer-interviewee similarity, and
primacy effects.

m The structured interview is a valid predictor of employee performance because it is
based on a job analysis, all applicants are asked the same questions, and applicant
answers are scored with a standardized scoring procedure.

m To perform well when being interviewed, you need to be on time, learn about the
company, dress neatly, and use appropriate nonverbal behavior.

B There are three main types of résumé: functional, chronological, and
psychological.

Questions for Review

1. Why are employee referrals an effective means of recruitment?
. Describe the principles one should follow to write an effective help-wanted ad.
. If the unstructured interview is so bad, why is it still used so often?
. Is the key-issues approach to scoring interview questions better than the typical-
answer approach? Why or why not?
5. What psychological principles of impression formation are important to consider
when writing a résumé?

=W N
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Media Resources and Learning Tools

® Want more practice applying industrial/organizational psychology? Check out the
1/0 Applications Workbook. This workbook (keyed to your textbook) offers engag-
ing, high-interest activities to help you reinforce the important concepts presented
in the text.
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EMPLOYEE SELECTION:
REFERENCES AND TESTING

Learning Objectives

= Understand why references typically don't predict

performance

= [earn how to use the trait approach to score letters of

recommendation

= Be able to describe the different types of tests used to
select employees

= Be able to create and score a biodata instrument

= Know how to write a well-designed rejection letter

= Understand how to choose the right type of employment

test for a particular situation

Predicting Performance Using References

and Letters of Recommendation

Reasons for Using References and
Recommendations

Ethical Issues

Predicting Performance Using Applicant
Training and Education

Predicting Performance Using Applicant
Knowledge

Predicting Performance Using Applicant
Ability

Cognitive Ability

Perceptual Ability

Psychomotor Ability

Physical Ability

Predicting Performance Using Applicant Skill
Work Samples
Assessment Centers

Predicting Performance Using Prior
Experience

Experience Ratings

Biodata

Predicting Performance Using Personality,
Interest, and Character

Personality Inventories

Interest Inventories

Integrity Tests

Conditional Reasoning Tests

Credit History

Graphology

Predicting Performance Limitations Due
to Medical and Psychological Problems
Drug Testing

Psychological Exams

Medical Exams

Comparison of Techniques
Validity
Legal Issues

Rejecting Applicants

On the Job: Applied Case Study: City of New
London, Connecticut, Police Department

Focus on Ethics: The Ethics of Tests of Normal
Personality in Employee Selection
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methods to screen and select employees. Although these methods are the most

commonly used, they are certainly not the best. In this chapter, we discuss
several other techniques that are preferred by industrial psychologists to select
employees.

I n Chapter 4, interviews and résumés were described as the most commonly used

Predicting Performance Using References and Letters
of Recommendation

Reference check The process
of confirming the accuracy of
résumé and job application
information.

Reference The expression of
an opinion, either orally or
through a written checklist, re-
garding an applicant’s ability,
previous performance, work
habits, character, or potential for
future success.

Letter of
recommendation A letter
expressing an opinion regarding
an applicant’s ability, previous
performance, work habits,
character, or potential for
SUCcess.

Résumé fraud The
intentional placement of untrue
information on a résumé.

In psychology, a common belief is that the best predictor of future performance is
past performance. Thus, if an organization wants to hire a salesperson, the best appli-
cant might be a successful salesperson who held jobs that were similar to the one for
which he is now applying.

Verifying previous employment is not difficult, but it can be difficult to verify the
quality of previous performance. I recently watched the National Football League’s draft
of college players on television (ESPN, of course) and was envious of the fact that pro-
fessional football teams can assess a player’s previous performance by watching game
films. That is, they do not have to rely on the opinions of other coaches. Instead, the
scouts can watch literally every minute a player has spent on the field while in college.

Unfortunately, few applicants bring “game films” of their previous employment
performances. Instead, an employer must obtain information about the quality of pre-
vious performance by relying on an applicant’s references, either by calling those
references directly or asking for letters of recommendation from previous employers.
The Career Workshop Box tells how to ask for a letter of recommendation.

Before discussing this topic further, it might be a good idea to differentiate among
reference checks, references, and letters of recommendation. A reference check is the pro-
cess of confirming the accuracy of information provided by an applicant. A reference is
the expression of an opinion, either orally or through a written checklist, regarding an
applicant’s ability, previous performance, work habits, character, or potential for future
success. The content and format of a reference are determined by the person or organiza-
tion asking for the reference. A letter of recommendation is a letter expressing an opin-
ion regarding an applicant’s ability, previous performance, work habits, character, or
potential for future success. The content and format of a letter of recommendation are
determined by the letter writer.

Reasons for Using References and Recommendations

Confirming Details on a Résumé

As mentioned in Chapter 4, it is not uncommon for applicants to engage in résumé
fraud—lying on their résumés about what experience or education they actually have.
Thus, one reason to check references or ask for letters of recommendation is simply
to confirm the truthfulness of information provided by the applicant. An excellent
example of résumé fraud is the bizarre 1994 assault against figure skater Nancy Ker-
rigan arranged by the late Shawn Eckardt, the bodyguard of Kerrigan’s skating rival
Tonya Harding. Harding hired Eckardt as her bodyguard because his résumé indicated
he was an expert in counterintelligence and international terrorism, had graduated
from an elite executive protection school, and had spent four years “tracking terrorist
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Asking for Letters of Recommendation

hether you will be going on to graduate school or = Choose references who can provide information from
W applying for jobs, at some point you will need to ask multiple perspectives. For example, a professor who can

for references or letters of recommendation. Here is talk about how you performed in the classroom, a
some advice on the topic by Professor Mark Nagy at Xavier professor who can talk about your research experience, or
University in Ohio (Nagy, 2005). an employer who can talk about your work ethic.

= If there are certain types of information you need the
reference to include, don’t be shy about speaking up. For
example, if you are applying to a manager training program,
you might mention that the prospective employer is
interested in hearing about your leadership skills. If you

= Provide your reference with a copy of your résumé and any
other information you think might be useful to him or her.
This person may know you from the classroom but may not
know about your other experiences.

= Be sure to'give your refere'nce enough time to writg a good are applying to a doctoral program, mention that the
letter. Asking two days prior to the deadline or asking that program is interested in hearing about your research.
the letter be written over Thanksgiving break is probably not
a good idea. Don't be shy about asking a reference if they sent the letter;

people do tend to forget and they won't think you are pestering

= Ask whether the reference feels that he or she can write you . . . .
them if you give a friendly reminder.

a positive letter.

cells” and “conducting a successful hostage retrieval operation” (Meehan, 1994). After
the attack against Kerrigan, however, a private investigator discovered that Eckardt
never graduated from a security school and would have been 16 during the time he
claimed he was in Europe saving the world from terrorists. The president of a school
he did attend stated that he “wouldn’t hire Eckardt as a bodyguard in a lifetime”—an
opinion that would have been discovered had Harding checked Eckardt’s references.

Résumé fraud may not initially seem like a great problem, but consider these
examples:

m In 2014, a Polk State College professor, David Broxterman, was fired when
the university discovered that he had lied about having a Ph.D. from the
University of South Florida (USF). What helped give him away after five years
at Polk State? He misspelled the word “Board” on his fake diploma and used
the wrong middle name when forging the USF president’s signature on the
diploma. If being fired wasn’t bad enough, Broxterman was arrested and
charged with grand theft; the State is charging that his salary was stolen
because he got his job through fraud.

m In 2012, Yahoo CEO, Scott Thompson, resigned after it was discovered that
his claim of having a degree in computer science wasn't true, although he did
have a bachelor’s degree in accounting.

m In 2009, Patrick Avery, the president of Intrepid Potash, Inc., was fired when
it was discovered that he had lied on his résumé about having a master’s
degree from Loyola Marymount University and a bachelor’s degree from the
University of Colorado.

m In 2008, Dinner: Impossible host Robert Irvine was fired from the Food Net-
work after a newspaper reported that Irvine’s claims of designing Princess
Diana’s wedding cake and being a chef at the White House were not true.
Apparently the Food Network didn’t think such a falsehood was too serious,
as they rehired Irvine later that same year.
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m In April of 2005, Federigkoe DiBritto was fired from his $100,000 job as a
fund-raiser at UCLA after it was discovered that his résumé listed
phony credentials. This was not the first time DiBritto had engaged in
résumé fraud; he had also doctored his credentials so that he could
obtain previous jobs as a Catholic priest, a youth counselor, and the
executive director of the Southern California chapter of the National
Kidney Foundation.

m In May of 2002, Sandra Baldwin was forced to resign as chair of the U.S.
Olympic Committee when it was discovered she had lied on her résumé
about having a Ph.D.

m In December of 2001, George O’Leary resigned after only a few days as the
head football coach at Notre Dame University after it was discovered that he
had lied about lettering in high school football and about receiving a master’s
degree from New York University.

These stories are tragic and may not be typical of résumé-fraud cases, but 98%
of employers believe that it is enough of a problem to merit reference checks (Mei-
nert, 2011). In a survey of employers in the United Kingdom, 25% said that they had
withdrawn job offers in the past year after discovering that applicants had lied on
their applications, and another 23% said they had fired current employees after dis-
covering résumé fraud (Reade, 2005). In 2006, legislators in the state of Washington
thought résumé fraud was so much of a problem that they passed a law in which
claiming a fake degree is a Class C felony, punishable by up to $10,000 in fine or
five years in prison.

Checking for Discipline Problems

A second reason to check references or obtain letters of recommendation is to deter-
mine whether the applicant has a history of such discipline problems as poor atten-
dance, sexual harassment, and violence. Such a history is important for an
organization to discover to avoid future problems as well as to protect itself from a
Negligent hiring A sitiation ~ potential charge of negligent hiring. If an organization hires an applicant without

in which an employee with a checking his references and background and he later commits a crime while in the
previous criminal record commits employ of the organization, the organization may be found liable for negligent hiring
é cnlme as part of his/her if the employee has a criminal background that would have been detected had a back-
employment.

ground check been conducted.

Negligent-hiring cases are typically filed in court as common-law cases, or torts.
These ca