CHAPTER 14

(Page 340)

Once the firm decides what types of workers it wants, both in terms of their average qualities and the amount of dispersion sought around those averages, it must find ways to select among applicants.

For example, firms that pay premium wages and provide premium perks(  relative to local market conditions.)

These other benefits include reduced turnover and a more committed workforce, whether out of fear of losing a plum position or because of the norm reciprocity.

(Page 341)

We noted in Chapter 3 that the conditions of employment are so well known within the surroundings communities of Cleveland that hard-working, industrious children reportedly will sometimes come home from school with report cards read that “Joanie is a Lincoln Electric sort of child.” 

The industry standard is that agents split their commissions with the agency. The industry stands is that agents split their commissions with the agency for which they work, perhaps with a base wage to supplement commissions and ensure against dry spells. RE/MAX, in contrast, allows agents to keep all of their commissions, collecting from them a fixed amount per month for office and clerical services that are tendered. This clearly a compensation system that favors hard working, talented, and aggressive agents: and thus the compensations system attracts the state of real estate agent.

(Page 342)

Referrals are in part of selection device current employees may have good information about the qualities of the candidate that might otherwise be unavailable to the employer.

We expect that individuals who find a job through a personal contact with someone else already working the organization should be more satisfied, productive, and likely to remain. In general, research on the topic confirms the topic confirms those expectations.

Accordingly, the new hired is likely to form positive relations with the other people with whom the “sponsor” has positive relations within the organizations that hire primarily based on attitudes, values, or organizational fit, such as Airlines of Toyota.

This however, is a darker side of co-workers referrals. By relying on personal referrals of existing employees, organizations are more likely to reproduce themselves socially, which could hamper efforts to diversify the workforce along particular dimensions.

(Page 343)

Also, this sort of probationary period is useful when the firm wishes to hire nontraditional workers or employees whose credentials and qualifications are hard to ascertain.

To some extent, effort and ability are substitutes in job performance.

The longer the probationary period, the more costly it is to employee to be discharged at or near the end of period.

(Page 346)

The organizational that offers the credential is particularly skilled in its selections process, and employers free ride on those skills. For example, a theory sometimes advanced regarding MBA degrees form premiere business schools is that all the value added come from the admissions process. Having survived the competition to gain admission to Harvard or INSEAD, says the student is certified as a good potential manager.

In so far as this is true, there is little reason to bother with the (according-to-this-theory) irrelevant education and tuition.

An MBA education might actually be useful, for instance, because of the specific knowledge conveyed, or perhaps because values and work ethic inculcated while pursuing the degree.

Alternatively, the value of the education might come form the network of contract that students build while in graduate school.

By obtaining the credential, individuals signify that they possess desirable inherent talents or skills, which are signaled by the possession of the credentials.

For example, an employer may not feel that the education attained by getting a high school diploma is of any use on the job, but the employer may view applicants who obtained their diploma as more apt to be diligent or to accept authority or to be trainable than are applicants who didn’t graduate high school.

(Page 351)

Moreover, they are subject to substantial cognitive and evaluative biases, including in-group bias, (favoring those who are socially similar to the interviewer, especially when the interview is part of the organization’s dominate group), improper discounting, anchoring on initial impressions, and so on. 

Panel interviews, in which the interviewee faces a panel of interviewers simultaneously, tend to give better results. Interviews that involve a simulated decision making exercise tend to work better (when the job calls for decision making). Interviews can be most useful for assessing communication and interpersonal skills and sometime general intelligence, and they are least useful for assessing specific analytical skills. Interviews do a better job when they rate the individual along a number of different scales and combine scores mechanically or by formula than when they try subjectively to integrate the different aspects into a single overall evaluation. Training of interviewers can be effective in increasing reliability and validity and in reducing interviewers influence.

(Page 352)

In other words, the job interview is often where an organization creates its first impression on individuals who will eventually become employees, and where it begins to communicate it culture.

This works documents fairly convincingly that so-called “realistic job previews,” which communicate the good and bad things about the job and the organization, are better in the long run than hard-sell efforts that ultimately produce disappointment and disillusionment.

Such previews are most effective when they provide accurate and credible information form multiple sources concerning a variety of aspects of employment, especially things that employees feel they wouldn’t other wise have easily been able to find out.

Note that in addition to helping employees form more realistic expectations and facilitating self-selection, realistic job previews may also cause employees to perceive the employer as honest and therefore as more credible and deserving.

Of course, no psychometric test will indicate perfectly whether the individual is suited for a particular job, because no test gives results that are perfectly correlated with job performance. So all such tests (and, more generally, all forms of evaluation) are somewhat indirect tests of the relevant variable. The key to successful application of such tests is to find tests whose scores correlate to the greatest possible extent with eventual performance and that are least subject to cognitive or other biases in application. Although this should seem obvious and straight forward, it is disturbingly easy to find instances of screening tests that have gained widespread used despite convincing data to support their job-related validity. An example, of this connection might be the Myers-Briggs personality inventory, which is widely used by companies for selection and career development decisions and yet has received low marks in an independent comprehensive evaluation of the evidence.

(Page 359)

Note that validation involves not simply demonstrating that some attribute or selection technique is correlated with performance but also that it is necessary to achieve satisfactory levels of performance. For instance, employers often place substantial weight on candidates’ previous relevant experience in making hiring or promotion decisions. Even if the amount of prior experience were associated with measurable job performance, it might nonetheless prove unlawful to use prior experience as a selection criterion. In some circumstances, such as criterion will have an adverse impact on women, people of color, or other groups who have only recently gained entry into an occupation or industry. If members of protected classes have less experience than white males but are capable of performing a given job satisfactorily, it may be illegal to screen for that job based on previous experience, especially if there are readily available forms of training that could be provided to ameliorate the disadvantage in experience.

(Page 365)

For example, a screen with discriminatory consequences can be justified if it is essential to legitimate business concerns, but not if it simply fosters those concerns.

Courts may construe promises made orally to job applicants as enforceable.

Despite the legal dangers just cited, there are real benefits from having non-experts intimately involved in recruitment, including securing their commitment to new recruits, accelerating the integration of new hires into the organization, and coopting employees into recruitment goals and efforts of the organization.

