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Additional Assessment and Selection Tools 
· Oral Exams
· Assessment Centers 
· Performance Assessment 
· Physical Agility Assessment 
· Psychological/Personality Tests 
· Biodata and Background Review 
· Supplemental, Training and Experience Examinations 
· Written Examinations 
Written Examinations
When an employer asks job candidates to demonstrate their job-related skills by providing written responses to a series of questions, this is usually referred to as a written examination.  Formerly known as “paper-and-pencil tests”, this examination format is still commonly used.  During the last decade there has been a dramatic increase in the use of personal computers to replace the "paper and pencil" tests.

Generally anywhere from ten to 100 individual questions are presented in writing to candidates.  Each question has a certain weight, and for each question correctly answered the candidate receives additional points.  If the developers and/or owners of the test results determine that a candidate has adequately demonstrated their abilities by answering enough questions correctly, they have “passed” the examination.

Multiple-choice examinations allow candidates to choose the correct answer to a question from among several (usually three to five) possible responses.  Under normal circumstances, there is only one correct response, and two to four incorrect ones.  The candidate needs only to recognize and choose the correct response and record it on an answer sheet, test booklet, or on the computer screen.  This is the best testing approach for clerical and managerial support types of positions.

Essay examinations ask candidates to write a response to a problem or scenario that addresses some work-related topic.  Examinations of this nature usually place more burden on the scorer as he or she may have to evaluate a tremendous variety of responses.  Unlike a multiple-choice examination, there may be “degrees of correctness” in a response.  

Fill-in-the-blank, open or constructed response examinations usually ask candidates to read a statement and demonstrate their job knowledge by supplying missing information in the statement.  The missing information is literally a blank (e.g., “The colors in the flag of the United States are (fill in the answer), white and blue.”).  While there may be more than one correct response to some questions the response is not likely to be as “free form” as in an essay examination.  Unlike a multiple-choice examination the candidate must do more than choose the correct response from among several printed choices; he or she must know (or guess) the response without seeing an array of answer choices.

Supplemental, Training and Experience Examinations 
Many times resumes and application forms will be scored on a point method assigning points to certain types of experience, knowledge, skills, and abilities (KSAs), and competencies, education, and training considered relevant to a job. Points are assigned based on the recentness of training experience, amount of job experience, and amount of education received. The assignment of points should be based on a strategy developed from a job analysis. A passing point is set where some number of points must be earned to move along in the assessment process. A job analysis should be done to determine what background information should be considered in a training and experience exams (T&E) as well as what point values to assign to relevant information. 

The grouping approach is a T&E method that involves making just a few broad distinctions between applications. Categories of qualifications might be High, Middle, Low, and Unqualified. All individuals in the same category receive the same score. The combinations of training and experience chosen to define the groups should distinguish among the groups in terms of job success. A job analysis should be used to determine the combinations that best describe each group. 

The behavioral consistency method of T&E Evaluation has been shown to have good relationships with job performance. The method requires job applicants to describe their past accomplishments in several job-related areas that have been judged to distinguish between superior and marginal performance. A job analysis should be used to determine which behaviors are most predictive of success on the job. 

The task-based method involves the identification of critical job tasks. Applicants often indicate whether any given task has been performed. Applicants may also be asked to indicate how frequently tasks have been performed, closeness of supervision received in task performance, or some other rating criterion. A job analysis should be conducted to determine work tasks and their relative importance to the job.

The KSA-based method asks applicants to review various job-related knowledge, skills, and abilities. Applicants then make ratings on whether a KSA is possessed and how proficient the applicant is with the knowledge, skill, or ability. A job analysis should be done to determine a job’s KSA’s.

The behavioral consistency approach shows the strongest relationship with job performance.  The grouping method might be employed when time cannot be spent to develop a behavioral consistency technique. The task and point methods show low relationships with job performance.  T&E approaches are often relied upon to make a first cut to determine who moves along in the assessment process. Other assessment approaches such as structured interviews and written tests may then be employed as a more effective way to make selections for positions. 

Most T&E approaches show high inter-rater reliabilities where different specialists tend to evaluate application materials quite similarly. Average inter-rater reliabilities are strong, when the raters have been properly trained and using well-anchored descriptions and scales based on a sound job analysis.    

Supplemental examinations might be used to collect information on a limited group of applicants after T&E evaluations are done. For example, those who perform well at the T&E stage may be sent a questionnaire, or a set of essay or short answer questions say via E-Mail that seek more information relevant to the job. Typically, it would not be practical to send such questionnaires to all applicants for a position. Information gained in this manner may be used to determine who is invited to the next stage of the assessment process. One drawback with supplemental examinations is that the administration process is not standardized. For example, some applicants may have more time to devote to them, while others may use reference materials to answer questions.

Biodata can be considered as a type of supplemental data collected on applicants. Biodata is generally made up of questions seeking information on the personal backgrounds and life experiences of applicants. Biodata item categories might include 1) habits and attitudes, 2) human relations, 3) money, 4) parental home, childhood, teens, 5) personal attributes, 6) present home, spouse, and children, 7) recreation, hobbies, and interest, 8) school and education, 9) self impressions, 10) values, opinions, and preferences, and 11) work.

Any biodata inventory should be pre-tested to insure the items are ones of high quality. Items might be removed that tend to be answered in the same way by all applicants. A normal distribution of responses to each item is desired. Also, items answered differently by protected and majority groups should be removed. Biodata measures demonstrate high reliability and moderate to high validity with respect to measures of job success.  More on biodata is contained in a following section.

Biodata and Background Review 

Biodata refers to "biographical data," or personal background information that is gathered on or from an individual.  This type of information may be gathered through an application background page, questionnaires, observations, or reference calls.  Biodata is usually predictive of future performance, when properly developed.  It can be highly useful information, or it may just be something that is nice to know.

For instance, recent research has shown that high school achievement tests can correlate in the .90 range with family socioeconomic status.  So by looking at family status, a good prediction can be made on who will graduate from high school.  However, using this as a determinate, it means that the children of itinerant workers would not be given the opportunity to attend high school.  So tests are only one part of a graduation requirement.  This allows children from lower socioeconomic groups to also achieve and do well.  The same is true of work and employment.

If the wrong biodata is chosen for the screening of job applicants, many highly qualified applicants might be screened out.  While references might be used to predict about 5% of job success, using a structured interview with anchored rating scales and a written test in combination can be five times as predictive in identifying who will be successful in job performance.  

Drug screening is another type of biodata.  One must be cautious when using these types of screening tools.  Constitutional rights are involved and human and civil rights complaints are common.  Additionally, drug screening is often referred to a marijuana use test.  Tetrahydrocannabinoids, the active ingredient in marijuana, is fat soluble.  So it stores up in the users fat cells and is therefore easier to detect for longer periods of time.

Cocaine, opiates, amphetamines and  Phencyclidine or PCPs along with marijuana are referred to as the Big Five, the drug screened used most frequently by employers.  These drugs will wash out of the system more quickly than marijuana.  There are more drugs of abuse, but these are the most commonly abused and those recommended for testing by the National Institute of Drug Abuse.

If you agency is considering the use of drug screening, you should confer with an assessment specialist and your agency’s legal counsel.

Psychological/Personality Tests 
Personality tests are designed to systematically elicit information about a person's motivations, preferences, interests, emotional make-up, and style of interacting with people and situations. Personality measures can be in the form of interviews, in-basket exercises, observer ratings, or self-report inventories (i.e., questionnaires). 

Personality self-report inventories typically ask applicants to rate their level of agreement with a series of statements designed to measure their standing on relatively stable personality traits. This information is used to generate a profile used to predict job performance or satisfaction with certain aspects of the work. 

Personality is described using a combination of traits or dimensions. Therefore, it is ill-advised to use a measure that taps only one specific dimension (e.g., conscientiousness). Rather, job performance outcomes are usually best predicted by a combination of personality scales. The personality traits most frequently assessed in work situations include: (1) Extroversion, (2) Emotional Stability, (3) Agreeableness, (4) Conscientiousness, and (5) Openness to Experience. 

These five personality traits are often referred to collectively as the Big Five or the Five-Factor Model. While these are the most commonly measured traits, the specific factors most predictive of job performance will depend on the job in question. When selecting or developing a personality scale, it is useful to begin with inventories that tap the Big Five, but the results from a validity study may indicate some of these traits are more relevant than others in predicting job performance.

It is important to recognize some personality tests are designed to diagnose abnormal psychiatric conditions (e.g., paranoia, schizophrenia, compulsive disorders) rather than work-related personality traits. The Americans with Disabilities Act considers any test designed to reveal such psychiatric disorders as a "medical examination." Examples of such medical tests include the Minnesota Multiphasic Personality Inventory (MMPI) and the Millon Clinical Multi-Axial Inventory (MCMI).  

Other tests have a dual role.  These include tests like the California Psychological Inventory (CPI) and State-Trait-Anxiety Test (STAXI).  While parts of these tests are focused on normal personality traits, other parts may focus on gender identity sexuality or temperament as it relates to high blood pressure and heart disease, thereby putting them into the medical category and possible violations of ADA if used before a job offer has been made.  

Generally speaking, personality tests used to make employment decisions should be specifically designed for use with normal adult populations. Under the Americans with Disabilities Act, personality tests meeting the definition of a medical examination may only be administered after an offer of employment has been made.

Considerations: 

· Validity— Personality tests have been shown to be valid predictors of job performance (i.e., they have an acceptable level of criterion-related validity) in numerous settings and for a wide range of criterion types (e.g., overall performance, customer service, team work), but tend to be less valid than other types of predictors such as cognitive ability tests, assessment centers, and performance tests and simulations.  In these cases, it is best to have a licensed psychologist administer them.  In some instances, the use of psychological testing can also result in negative prediction, again depending upon the type of job and KSAs being measured. 

· Face Validity/Applicant Reactions — May contain items that do not appear to be job related (i.e., low face validity) or seem to reveal applicants' private thoughts and feelings; Applicants may react to personality tests as being unnecessarily invasive; Items may also be highly transparent, making it easy for applicants to fake or distort test scores in their favor 

· Administration Method — Can be administered via paper and pencil or electronically 

· Subgroup Differences — Generally, few, if any, average score differences are found between men and women or applicants of different races or ethnicities, therefore it may be beneficial to use a personality measure when another measure with greater potential for adverse impact (e.g., cognitive ability test) is included in the selection process 

· Development Costs — Cost of purchasing a personality test is typically less expensive than developing a customized test 

· Administration Costs — Generally inexpensive, requires few resources for administration, and does not require skilled administrators 

· Utility/ROI — High return on investment if you need applicants who possess strong interpersonal skills or other job-related specific personality traits 

· Common Uses — Typically used to measure whether applicants have the potential to be successful in jobs where performance requires a great deal of interpersonal interaction or work in team settings; Less useful for highly scripted jobs where personality has little room to take effect; Frequently administered to large groups of applicants as a screen 

Physical Agility Assessment
Physical ability tests typically ask individuals to perform job-related tasks requiring manual labor or physical skill. These tasks measure physical abilities such as strength, muscular flexibility, and stamina. Examples of physical ability tests include:

· Muscular Tension Tests - Tasks requiring pushing, pulling, lifting 

· Muscular Power Tests - Tasks requiring the individual to overcome some initial resistance (e.g., loosening a nut on a bolt) 

· Muscular Endurance Tests - Tasks involving repetitions of tool use (e.g., removing objects from belts) 

· Cardiovascular Endurance Tests - Tasks assessing aerobic capacity (e.g., climbing stairs) 

· Flexibility Tests - Tasks where bending, twisting, stretching or reaching of a body segment occurs (e.g., installing lighting fixtures) 

· Balance Tests - Tasks in which stability of body position is difficult to maintain (e.g., standing on rungs of a ladder) 

While some physical ability tests may require electronically monitored machines, equipment needs can often be kept simple. For example, stamina can be measured with a treadmill and an electrocardiograph, or with a simple set of steps. However, a possible drawback of using simpler methods is less precise measurement. 

Many factors must be taken into consideration when using physical ability tests.  First, employment selection based on physical abilities can be litigious. Legal challenges have arisen over the years because physical ability tests, especially those involving strength and endurance, tend to screen out a disproportionate number of women and some ethnic minorities. Therefore, it is crucial to have validity evidence justifying the job-relatedness of physical ability measures.  The Supreme Court holds physical ability testing to high standards, and has referred to them as "lightning rods." 

Second, physical ability tests involving the monitoring of heart rate, blood pressure, or other physiological factors are considered medical exams under the Americans with Disabilities Act. Administering medical exams to job applicants prior to making a job offer is expressly prohibited. 

Third, there is the concern of candidates injuring themselves while performing a physical ability test (e.g., a test involving heavy lifting may result in a back injury or aggravate an existing medical condition).

Performance Assessment 

An effective performance test requires applicants to perform a set of tasks that are physically and/or psychologically similar to those performed on the job. Some examples of performance tests might involve an applicant in counseling an individual playing the role of an employee on a work related problem, developing a chart with Excel, or reading a set of blueprints.

Performance tests should be based on a job analysis which includes at least the work activities, tasks, or duties performed. These tests should use standardized administration and scoring procedures developed with the aid of job specialists in the occupation in question. 

Applicants often view performance tests in a more positive manner than say written tests. High validity, cost-effectiveness, and reduced adverse impact make performance tests attractive. Performance tests are among the better predictors of job performance. Those that examine motor skills (e.g., involving physical manipulation) will typically predict job performance more effectively than performance tests looking at verbal skills (e.g., communication and interpersonal skills). 

Some performance tests are found more often with managerial positions. Some of these tests include the:

· In-Box Exercise:  There are many variants, but most have a common theme of giving the person an unstructured large pile of work and then see how they go about doing it.  Usually the theme includes the tasks that an incumbent would face in a typical day at work, plus a few unplanned “emergencies” that must be dealt with, or delegated, as appropriate 

· Planning Exercise: Again there are many variants, but basically you present the candidate with problems, and see how creatively and practically they attempt to solve them.

· Case Analysis:  Candidates are presented with a real life (or make-believe) business situation that went awry.  They are asked to analyze what went wrong, how they would fix it, and how they would prevent it from happening again.

Some suggestions can be made regarding the development of performance tests. 

· Insure that the total time required to perform tasks are reasonable.

· Use tasks that distinguish between superior and average performers. Don’t use tasks that almost everyone gets correct or incorrect.

· If two tasks are approximately the same in how effective they would be use the one task with the less expensive materials, equipment, or facilities.

· Consider how difficult it would be to present and score task performance in a standardized manner.

· Carryover from one task to another can be desirable. However, be aware of those situations when information presented with one task can be used to assist performance on another task.

· The criteria for scoring performance tests should be clearly defined and include input from specialists for the job. Scoring often is a function of comparing test performance to a standard used in the organization as satisfactory.

· Insure that those grading performance tests have been trained. Even job specialists may have different views of what comprises effective performance on the test. Training helps insure that graders use the same standards when scoring performance tests.

Assessment Centers

The Assessment Center is an approach to selection where a battery of tests and exercises are administered to a group of candidates across a number of hours over one to three days.  A number of types of exams might be included, such as individual and group oral exams (discussed below), interviews, written tests, in-box exercise, and personality tests. Assessment centers typically include one or more oral exams. For a good review of the assessment center concept review a presentation available at the International Personnel Assessment Council (IPAC): http://annex.ipacweb.org/library/conf/09/joiner.pdf.
Assessment centers are particularly useful where:

· Required skills are complex and cannot easily be assessed with interview or simple tests. 

· Required skills include significant interpersonal elements (e.g. management roles). 

· Multiple candidates are available and it is acceptable for them to interact with one another. 

Developing Assessment Centers 

Developing assessment centers can involve much test development, although exercise can be purchased ‘off the shelf'. Agencies should:
Identify criteria

· Identify the criteria by which you will assess the candidates. Derive these from a sound job analysis.

· Keep the number of criteria low -- less than six is good -- in order to help assessors remember and focus. This also helps simplify the final judgment process. 

Develop exercises

· Make exercises as realistic as possible. This will help both candidates and assessors and will give a good idea what the candidate is like in real situations.

· Triangulate for results across multiple exercises so each exercise supports others, showing different facets of the person and their behavior against the criteria.

Select assessors

· Select assessors based on their ability to make effective judgments. Gender is not important, but age and rank are.

· It is helpful to use a small pool of assessors who become better at the job.
· Use assessors who are aware of organizational norms and values. Include job specialists with a good understanding of the job for which candidates are competing.

Develop tools for assessors

· Tools can be developed to help them score candidates accurately and consistently.

· Include behavioral checklists (lists of behaviors that display criteria).  
· Assessors should observe, record, classify, and evaluate. 
Prepare assessors and others

· Train the assessors thoroughly, well in advance of administering the assessment center. Ensure the people who will be assessing, role-playing, etc. are ready beforehand. The assessment center should not be a learning exercise for assessors.

· Two days of training are better than one. Include theory of social information processing, interpersonal judgment, social cognition, and decision-making theory.

· Make assessors responsible for giving feedback to candidates and accountable to organization for their decisions. This encourages them to be careful with their assessments.

Run the assessment center

If you have planned everything well, it will go well. Things to remember include:

· Directions to the center sent well beforehand, including by road, rail and air. 

· Capturing feedback from assessors immediately after sessions. 

· Focus assessors on criteria. 

· Swift and smooth correction of assessors who are not using criteria. 

· Provide a timetable for everyone. 

· Finishing the exercises in time for the assessors to do the final scoring/discussion session. 

Follow-up

· After the center, follow up with candidates and assessors as appropriate. 

· A good practice is to give helpful feedback to candidates who are unsuccessful so they can understand their strengths and weaknesses.

Discussion

Assessment centers are not inexpensive to develop and administer.  They require the use of multiple assessment tools and multiple assessors.  For professional standards on the development of assessment centers, ethical conduct, participant rights, etc., please see: Guidelines and Ethical Considerations for Assessment Center Operations: International Task Force on Assessment Center Guidelines; Public Personnel Management, v29 n3 p315-31 Fall 2000 at the following link  
 www.assessmentcenters.org/pdf/00guidelines.pdf.

Oral Examinations

Oral examinations should be based on a job analysis. They should reflect the most important work activities, tasks, duties, knowledge, skills, abilities (KSAs), and competencies.  

Types of oral exams

Candidates in the exams below are evaluated on the information they provide orally. These exams can also be found in assessment centers. Candidate performance is typically evaluated by one or more examiners. 
One-on-One Exercises

· Role-Playing Exercise: The candidate takes on a role (possibly the job being applied for) and interacts with someone who is acting (possibly one of the examiners) in a defined scenario. This may range from dealing with a disaffected employee to defending a persuasive argument to conducting a fact-finding interview.

· Presentation Exercise:  The candidates are given a topic and a fixed amount of time to prepare a presentation on a job-related topic.

· Reverse Interview Exercise:  The candidate is asked to conduct an interview with the rater playing the role of the candidate.  
Group Exercises 

· Leaderless Group Discussion:  This exercise is intended to give examiners insight into competencies such as leadership, assertiveness, cooperation, facilitation, problem solving, persuasion, and many others.  As the name suggests, the exercise starts without a designated leader.  Often, the group is told to discuss and attempt to solve a particular problem, or possibly make a recommendation on a course of action.  The discussion starts with everyone on a relatively equal position (although this may be affected by such as the shape of the table).

· Business Simulations:  Similar to the leaderless group discussion, these sometimes use computers to add information at various stages of the discussion to add realistic data/information and alter the problem.  These often work with 'turns' that are made of data given to the group, followed by a discussion and decision which is entered into the computer to give the results for the next round.

Standardization Issues and Recommendations for Oral Examinations

Every attempt should be made to standardize oral examinations. Standardization helps ensure that all candidates are provided the same opportunity to perform well. Listed below are some steps than can be taken towards standardization.

1) Greater standardization in the oral exam results in its improved quality and usefulness. Standardization increases the likelihood that the best candidate for a job will be identified through the oral examination.

2) Provide some amount of training to oral examiners. They will not have the same level of skill. Evidence shows examiners differ substantially in their ability to make valid evaluations of candidates.

3) Each examiner should review the assessment materials before the exam.

4) Use the same rating standards for each candidate.

5) Candidate responses should be recorded in sufficient detail to allow a thorough evaluation. Records are observational rather than interpretative and sufficient to clearly demonstrate and support any score being awarded for the observed behavior.
Factors You May Not Consider When Evaluating Candidates
Examiners are prohibited by law from considering certain candidate factors including.
· Race and color

· National origin

· Political or religious affiliations or opinions

· Marital status

· Children, child care, pregnancy, or plans to have children

· Age

· Sex

· Sexual orientation

· Sensory, mental, or physical disabilities

· Success or failure in previous examinations

· Union membership
· Membership in clubs, lodges, societies, etc.[image: image1]
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