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INTRODUCTION

"It is becoming increasingly important for organizations to
incorporate a detailed and comprehensive assessment
strateqy into the staffing process.” ~ Taleo’s Senior Industrial
Psychologist, Nathan Mondragon, Ph.D.

Introduction of the World Wide Web as a sourcing tool has
enabled corporations to reach a tremendous database of
applicants efficiently and with relatively low cost as
compared to more traditional sourcing methods. In some
cases, corporate web pages and online applications flood
companies with applicants, both qualified and unqualified.
The range and volume of applicants pose a tremendous
workload for staffing personnel and introduce higher
probabilities of either hiring the wrong person for the job or

simply missing the best candidate.

Given the current recruitment landscape, organizations that
have implemented sourcing strategies that attract many
applicants while simultaneously filtering out unqualified
individuals enjoy a clear competitive edge. “Around late 2000
and into 2001”, according to Allan Schweyer, Executive
Director of the Human Capital Institute, “as Applicant
Tracking Systems [ATS] became web-enabled, corporations
saw a doubling and tripling in the amount of applicants
responding to job postings. However, at about this time,
recruitment strategies shifted in part, from sourcing to
managing and matching applications. Recruiters went from a
dearth of candidates to a flood, and their focus changed
from casting a wider recruitment net to finding efficient

ways to filter out unqualified applicants.”

As a result, and as staffing methods changed and assessment
and tracking systems evolved, a tremendous growth in the
technology available for pre-screening and assessment
emerged. Today, these tools continue to improve as they
address organizational recruitment and staffing challenges.
There are currently hundreds of ATS products on the market.
Many of them have embedded pre-screening assessment
tools that assist in channeling the flood of resumes into the
initial “consider further” and “rejected” categories.

In meeting recruiters’ needs beyond initial pre-screening, ATS
providers have also begun developing more sophisticated
tools to perform automated screening further into the

selection process. According to John Chaisson, a
with
Institute, “The providers are often ahead of

Senior Director the Human Capital
their customers in this regard. Even before the
science of the selection (had reached) the
organizations, advanced screening tools have
become available. Some of these modules are

valuable and some are not.”

In his recent paper, “Raising the Bar on Hiring
Standards:
Candidate Sourcing and Screening”] written by
Dr. Charles Handler, PhD., he states that
“although there are clear advantages that the

Using Technology to Integrate

increase in technology brings to the area of
sourcing, such as broadening the reach of a
ability to
communicate effectively the employer branding

corporation, increasing  the
initiatives of a company, proactive hiring, cost

savings, greater diversity and a favorable
selection ratio, there is also produced the
problem of ‘information overload’ for staffing
and recruiting personnel. ‘Noise’ or unnecessary
data places limitations on the entire hiring
process because, besides information overload,
it limits the accuracy of hiring decisions by
allowing applicants who are not qualified to

remain in consideration for a position.”

Although companies attempt to reach specific
talent through corporate branding and other
recruiting initiatives via the Web, employing a
sourcing initiative without implementing a
strategic and reliable assessment system to
assist in dealing with the response is costly,
dangerous and incredibly time consuming at a
corporate level. “The less irrelevant information
that must be processed, the faster information
that has value can be identified and used to
help achieve the objectives for which the
process has been created in the first place.” Dr.

Handler states in “Raising the Bar on Hiring

' Please see:
http://www.redmatch.com/siteFiles/1/2/139.asp?source=roc
kethire
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Sourcing and Screening.

Using Technology to Integrate

The objective of any screening or pre-screening tool is to
filter through the “noise” to assist in the assessment and
hiring initiatives of a corporation. John Chaisson, in an HCl
web cast dated September 15, 2005, entitled: Implementing
Best-Practice Assessment and Screening Technologies, makes
the valid argument that any selection tool has to “actually
meet the business objectives inside a company and [must]
align with the hiring, recruiting and talent goals” of that
company. “You are the expert in your talent management
goal. You are the expert in the hiring goals of your business
and expert in how that assessment aligns to your business
outcome

Recruiters should seek out appropriate and effective tools
that mesh specifically with their organization’s corporate
initiatives by staying involved in all stages of implementing
an ATS. From this perspective, integration of talent tools
and talent technology is a holistic process. Corporations can’t
just arbitrarily plug in assessment tools and hope the
performance of the tools meet the standards of success that
vendors claim. Some studies show that corporations are still
shying away from evaluating how a system is working within
Data from Dr. Handler’s Dec 15, 2005
2005 Online Screening and Assessment Survey

the organization.
article:
Results, Part 2” led one reader to respond: “ ...so out of the
100% of companies that used testing ... 72% are c-l-u-e-I-e-

s-s as to whether the test is accomplishing anything!"3

Essentially, companies need a game plan for online
assessment. In particular, to direct and achieve a better
quality of hiring. The company needs to ask, “are we getting
what we need?” and more importantly, “Do we know what
we need to reach our goals?” Perhaps integration of internal
job assessments and measuring results with external talent

may result in employing or rejecting possible assessment

2
Tbid

3
Please see:

http://www.erexchange.com/articles/db/5602DB189C984EEBA1C4C25176CE
EF8D.asp Reader responses (by Frank Risalvato, CPC )

tools. Regardless, there is a need to make
investments early in the assessment process:
“The obvious one being the interview training
and online technical support to initiate better
interviewing techniques.” according to John

Chaisson.

“Leverage these tools up front and don’t avoid
them because you think they may cost too
much,” recommends Jeff Dahltorp of the
(PAN

Powered), “For example, implementing some of

Performance  Assessment  Network
the available online tools in an attempt to test
more applicants may in the long run cost
corporations much less. The reality is, what is
the cost of turnover for a corporation?” He
asks. Companies that scrimp on investing in a
solid

system, or by not taking the time to understand

and valuable assessment and hiring
and determine the validity of the system within
the matrices of that company’s culture and

business goals are missing the boat, so to speak.

The predictability of any assessment tool or
system of tools is testimony to the efficacy of
the chosen tool. By monitoring the validity of a
tool internally, corporations have the added
advantage of testing the true success of a
product they have introduced into their hiring
strategy. Lewis Hollweg of Batrus Hollweg

suggests  that  determining how  valid
predictability is, can only be valuable if you
know “... what you are predicting for. What
data is available to signify what constitutes
success for a particular role within an
organization for which an ATS is designated to

evaluate.”?

What

appropriate test or selection system?

are the criteria for developing an
“Part of
the problem is that companies don’t have the

criteria or the information to measure success
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for a given position in question.” Says Handler in a recent
article; “This can present problems because if you are using a
test that is not optimal for the outcomes you are trying to
predict, the ability of the test to demonstrate value will be

94

greatly reduced.

For example, success in an entry level position may be
“If this is
the case, than it is important to choose an HMS or ATS that

measured by supervisor ratings or job turnover:

uses turnover as the ultimate criteria for which to measure
success”, according to Lewis Hollweg. “But how turnover is
classified within the organization is the defining criteria of
the relevance of that comparison. Ultimately, (despite the
broad

employers) it depends on a company’s ability to develop

spectrum of exemplary technology available to

criteria or standards for what constitutes success in a
particular job.”

According to Handler. “An applicant pool is only as good as
those individuals who are reached with a message and
compelled to apply.” Suggesting that in accurately assessing
a company’s needs and goals, appropriate applicants will be
attracted to a particular posting. As well as streamlining the
applications that make it to the talent pool, companies need
to understand the directive of that streamline process so as
to effectively extract candidates with the highest likelihood
of success. Following is a brief introduction of some of the
assessment tools available to companies through third party
vendors.

Charles

Handler as: “Scientifically-based screening tools that look

Assessment/screening tools are defined by Dr.

more deeply into a candidate’s abilities, interests, and skills.
These tools include personality measures, cognitive tests (i.e.,
verbal and quantitative skills), situational judgment tests, job
simulations, etc. They are typically used for a more in-depth
evaluation later on in the staffing process.” ®

* Please see:
http://www.erexchange.com/articles/db/BEB492794EB84B5799C20787CE3D
2A5D.asp

* Please see: http://www.erexchange.com2005 Online Screening and
Assessment Survey Results, Part 2:Trends Centered Around the use of
Assessment Tools at Organizations.

Prescreening/screening tools are defined as:

“Tools that gather information about, or ask
candidates to respond to questions about their
experience, skills and qualifications in order to
identify  if

requirements. These tools are typically used

they meet minimum job
early on in the staffing process.” °

Pre-screening was first introduced as a method
to help recruiters deal with an expansive volume
The tools took the form of
which

voluntary or mandatory and, in some cases,

of resumes.
simplified questionnaires, could be
weighted. Currently the extensive variance and
availability of such tools makes it difficult to
define what differentiates a screening from a
pre-screening tool. Essentially pre-screening
tools are implemented at the primary stages of
an application and are designed to differentiate
applicants

from potential candidates by

uncovering the most elemental of qualifications.

Initially, pre-screening tools were not used to
the same level of success that is typical today.
As the recruiting environment changed over
time, the extent of efficacy, validity and
reliability of pre-screening tests evolved to a
much more

sophisticated and predictable

variable in the selection process. In general
these tests are used early in the process and in
many instances are seamlessly integrated in the
application process. In some cases, they might
identify
attributes that the company considers essential

help to candidates who possess
to the position in question. More frequently,
they are used to eliminate candidates that do
not possess critical requirements for the job.
The questionnaires may appear in the form of a
few simple “knock-out questions” or constitute
a lengthier questionnaire.  Ultimately pre-

screening and screening tools, or any tools used

6
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in assessment and selection, are only as useful as the results
of such tests are predictable, validated and reliable, both in
an objective and scientific sense, and to what extent that test

can predict the success of a potential candidate.

PRE-SCREENING", SCREENING AND SEARCH TOOLS

“Prescreening” suggests implementation prior to an applicant
becoming a candidate. This may be a useful way to
distinguish it from "screening”, which can occur at any point
during the selection process and generally involves the use of
a variety of assessment and selection tools. The emphasis on
the use of any prescreening test or any assessment tool is to
be specific about the information the test is geared to
extract. In being specific, from a “know thyself” approach,
screening and prescreening tools can be extremely useful
tools in the preliminary and elementary stages of the

“recruiting life cycle.”

Two items of concern for the organization in the use of
screening tools are in the possible legal ramifications and in
“turning off” potential candidates. The question has arisen
as to the millennial generation’s acceptance of the use of
such tests. Studies indicate that “provided applicants can see
a relative correlation between the questions being asked and
the position for which they are applying, the consensus view
is that they are not adverse to participating in the

questionnaire.” According to Schweyer.

A key concern is in keeping a personalized approach overall,
throughout the screening process and throughout the
recruiting process. Studies indicate that screening, if used
intelligently, deriving questions in alignment with the job
and the corporate goals and business objectives, is an
excellent tool for streamlining and narrowing the talent pool.
Organizations can better avoid pitfalls and legal dangers if
hiring personnel work closely with the vendor that provides
the tools used. In doing so, screening as part of the decision
making process, proves valuable to corporations.

Determining what tools to use poses a unique challenge to
recruiters as there are literally hundreds of thousands of tests
available; all purporting to be reliable. Organizations should

also consider applicant pool search tools as
screening and assessment options. According to
many professionals, they are a tool that can
help corporations get to individuals in the
talent pool who may already work for the
organization, and people that are within the
company’s existing data base, allowing them to
get to the “short list” of qualified applicants
much more expediently.  “The search tool
allows for a more immediate and streamlined
use of a resume data base from which to
with  the

According to Schweyer.

proceed assessment  process.”

At the beginning of the process, the tools are
used to build the best talent pool for each
position. Qualification prescreening if used in
with
tactics introduced at the earliest stages of the

conjunction complementary  sourcing
searching/matching process, and executed and
monitored in alignment with corporate goals
and identity can be extremely useful. The use of
broad base sourcing and filtering tools can
provide a database of the most qualified
applicants from which to proceed. The system
has to be efficient and effective in that it
targets specific qualifications that have proven
impact upon the success of an applicant to
perform the of a

requirements particular

position. Integrating sourcing strategies that
attract many, and simultaneously filtering out
thus

“noise”, increases the success and accuracy of

unqualified applicants, reducing the

the hiring initiative. When deeper level
screening tools and powerful talent pool search
technology is added, the system emerges as an
efficient and effective component of the
decision making process. It is mandatory that
the organization be involved in the process of
defining success and devising the best ways to
extract the best applicants. “Making a good

hiring decision is a blend of two things-
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gathering enough predicative data to help learn about an
applicant’s capabilities relative to job requirements and
having hiring personnel who have the experience and ability
to accurately interpret this data and use it to their
advantage. The hiring process is a continuum, and the
outcome of each element in the process is limited by the step
that comes before it.” According to Dr. Charles Handler, in a

recent report on candidate assessment and selection’.

SKILLS TESTING

There are a tremendous amount of technological products
available to corporations for testing individuals who have
made it past the primary buffer and into the secondary and
tertiary phases of recruitment. For example, skills tests that
are very specific to a particular position. All tests will neither
fit for all companies, nor all positions within a company.
Although
organization to the other, corporations that invest the time

these tests may not translate from one
and money in acquiring and implementing such tests are
benefiting tremendously. Again it is essential to be aware of
the test claims and integrate the tests in such a way as to

intelligently take advantage of the technology’.

Use of online testing, which is very cost effective and less
time consuming than traditional on site testing, allows
companies to test more candidates, thus increasing the
likelihood of finding the best ones.
convenience, online testing is attractive for both applicants

In its efficiency and
and organizations. The tests range from very fundamental

and simple job skills tests, to tests that are highly
technologically sophisticated - as with job simulation testing.
Corporations need to sift through the diversity of tests
available and find a valid test most suited to meet the
corporate needs and environment in which the position

exists.

7
Please see:

http://www.erexchange.com/articles/db/D387FCFDEA7F4AEBSE79EBDD37C
4198D.asp

¢ The range of tests is too extensive for this paper, however an excellent
resource for any company designing a system for assessing skills, traits,
attributes etc. can be found at www. Rocket-Hire.com: “ 2005 Online
Buyer’s Guide to Web-Based Screening & Assessment Systems”, an excellent
and essential resource for any company that wishes to make a competent
and informed decision regarding an ATS platform.

PSYCHOMETRIC TESTS

Such tests as personality and ability and
aptitude assessment fall into this category.
“Psychometric testing is less vulnerable to
cheating”, according to Schweyer (because
when you talk about online testing there’s
always the possibility that the tests are falsified)
“they are designed to create a managerial aid to
recruiting, selecting, training, career planning
and team management. However, there is great
debate as to the effectiveness of these tools
because of the complexities of the positions for
which they are designed to test and the natural
distaste many people have for being categorized
typified through testing.”

The argument often follows patters similar to
the following:

“Testing individuals is a flawed process itself.
Why? Because if 1 hire all ‘aggressive, assertive,
competitive hunters’ ... 1 will wind up with an
office of backstabbing hyper-competitive reps
that can’t get along with one another.” Says
Frank Risalvato, CPC, in a discussion thread
related to an article posted by Charles Handler’.

Or consider another post by Karen Mattonen
C.A.C. to the same article:

“... [When [] recently informed a candidate that
he was to take a psychometric test, he started
asking some very interesting questions, such as:
‘Which test is it? What type is it? (projective,
objective, idiographic, etc.) What are they trying
to determine? What is the main goal? What is
the company culture?’ and so on. After about
20 minutes, 1 dug deeper, [I] wondered why he
asked so many deep questions about the

company’s profile and managers.. ...he made a

9
Please see:

http://www.erexchange.com/articles/db/F341811909704A50
92A59F8A7322B3DA.asp
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comment that was very interesting, he said just tell me what
personality you want me to be and 1 will be it’. [He] told me
a story of how his boss had told him that he needed to take
a test, he said the same to his boss, his boss laughed just like
1 did... Well this candidate later proved to me, and his boss,
that through some sales training and classes he took (some
were at the Jocal university) he learned how to master

psychometric tests.”"”

A strong rebuttal comes from another responder to the same
message thread: David Arnold, Ph.D., J.D. references: 7he
Validity and Utility of Selection Methods in Personnel
Psychology: Practical and Theoretical Implications of 85
He says, “This 1998 article
published in the American Psychological Association’s

Years of Research Findings.’

Psychological Bulletin concludes that research shows that a
combination of certain assessments is often the most valid
and practical means of selecting employees. Parenthetically,
it Is important to note that no test, interview, job simulation,
drug test or background check is going to be a perfect
predictor of employee performance. As a result, there will
always be stories from the trenches that an applicant’s
performance on the job was exactly the opposite of what the
test, interview or other form of assessment predicted or that
an applicant faked out the interviewer, test or other process
because it was apparent what the job required. Reciprocally,
there will also be stories from the trenches that an
applicant’s job performance was perfectly predicted by the
test, interview or assessment. Obviously, an organization’s
reliance on testing or any selection procedure is much more
appropriately justified by professionally conducted and
legally probative validation studies, rather than a few isolated
1 trust this

information is helpful in moving this discussion to being a

»ll

case studies derived from the trenches.

bit more fact-focused.

Bill McKeown of Republic Windows and Doors inc.
15, webcast entitled

Assessment and Screening

commented in HCl's September,

“Implementing Best-Practice:

10
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Technologies”, that “ Purchasers (of ATS) are
recruiters and they don’t have the knowledge of
testing, psychometric instruments, etc. Nor are
they aware of the rules of validity - the
universals that govern the accuracy of the tests
they are implementing.” He argues that because
“they grow up on the recruiting side of things,
they lack the statistical knowledge to test the
validity of the systems they purchase and
deploy.” As a result, it is difficult if not
impossible for them to reliably align the
assessment tools with the company goals. His
concern is that the tests that companies base
their assessment and screening process on are
simple generic tests that do not factor in the
complexity of the hiring initiative each test
individually claims to support. In agreement
Lewis Hollweg of Batrus Hollweg sees the need
to evaluate each test within the hiring system.
“Selection (of an appropriate ATS) is a very
complicated process which, with mid-size
companies especially, can be very problematic.
They simply don’t have the resources available
to them to test the validity of each tool within
the ATS.”

these needs in an attempt to develop programs

But the market is responding to

that can facilitate internal confirmation of the
relative success of a strategy. If a test has been
used in a number of different environments, it
is said to have more “robustness” than a test
that has been tested in only one or a few
particular instances and places, according to
Hollweg. Because corporations are always
changing, there is a need to examine the
robustness of a test as opposed to a time
specific validity coefficient. Furthermore, how
does this test transfer to other usage within an
organization? For  example, internal
evaluation/comparison of a position. “There has
to be a balance between bringing in outside

expertise and keeping a hands on approach to
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understanding what is a valid tool/method of assessment,”

according to  Chaisson.

“Companies have to define their goals, vendors should
educate the companies and the companies should seek that
education. There should be an attempt at due diligence
before any company uses a tool.” warns Chaisson, “There
needs to be an alignment between the outcomes of the tool,
and the actual business and recruiting and hiring goals of
the company, and there needs to be ongoing involvement on
the part of the company.” This is where many companies are
being “cheated” in the value of the tools because of the
complexity of testing for validity and reliability. Recruiters,
purchasers etc.,, will unintentionally dis-empower the
corporation if certain products are implemented without a
clear understanding of how these products can and do fulfill
the requirements of the assessment and hiring goals. The
question remains: Do companies step back and let more
qualified personnel assess the success of a product, or if by
withholding methods to simply test products, are vendors
disempowering corporations and diminishing the value of the
tools they sell?

VALIDITY

Validity is essentially the relationship between a particular
selection tool and its ability to predict performance in some
meaningful way, which is usually expressed numerically with
a correlation coefficient. There is the element of time in
that, “you can’t get any validity coefficient if you don’t have
a reliable instrument... one relates and supports the other in
that if you test the person one day, a week later it should
produce the same results,” according to Hollweg. On a
corporate level there is a consistency with the type of person
you choose each time you implement a particular tool.
Ultimately, it is the company’s responsibility to verify on a
consistent basis that a tool is doing what it purports to do
and that validation is paramount in its use of a particular
system. There is a need to consider systems as opposed to
any specific tool in question to provide “support to the
validity and reliability of any specific element of that system.
Particularly, as we get into the cross section of the
assessment tool and technology.” Hollweg argues.

Usually companies are advised to use a battery
of tests rather than a single test in the
assessment selection process. The greatest
challenge is to try and mesh the knowledge of
“very skilled scientific individuals that validate
the tools and make that knowledge available to
the companies that are trying to make sense of
it from a business perspective and lawyers
trying to make legal sense of the tools.”

According to John Chaisson.

How can a company know what they are
Jeff Dahltorp

Assessment Network, realistically expects that

getting? of Performance
“any organization that works with and intends
to implement a particular assessment tool or
tools, should be able to ask and be provided
with statistical data that promotes the validity
and reliability of a particular tool and ultimately
its ability to predict success as an assessment
tool for a particular job.” 1t is also important
that the standards that the vendor uses to
measure the validity of a particular ATS be
reputable and that the claims are not all “smoke
and mirrors”. “It is imperative that companies
either understand the important elements or
have a consulting firm that [they] trust and a
long term relationship that can steer [the
corporation] through these difficult waters
because obviously there are legal ramifications
as well.” According to Lewis Hollweg

Essentially any system can be broken down into
the components that exist within that system.
However, the emphasis in assessment tools is
that no individual test should be given primary
consideration when considering how effective a
system is. Leveraging certain tools with a mix
of other tools that may have lower validities
from a scientific standpoint, yet may have a
stronger validity within the context of a

particular corporation, might sometimes be
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necessary. Nor are all testing styles suitable across the board.
One company may value simple questionnaires, another, the
interview. In the latter, as with the rigor surrounding other
tests and screening tools, it is important that the interview
be structured. One that has “consistency in the type of
questions being asked across the board as they relate to a
particular organizational culture. [The interview should] go
one step further to very specific questions related to that
Dahltorp.

interviewing helps to reduce subjectivity and focuses more

particular  candidate”,  advises Intelligent
on how well an applicant can particularly perform specific
tasks as they relate to the overall goals and culture of an
organization. “Really digging in and asking very specific
questions that will reveal to the interviewer aspects of a
person as they relate to a very specific role within the
organization is crucial.” Dahltorp insists. So that in essence,
like the validity and scientifically tested screening tool, the
interview can be tweaked to fit within a goal specific
platform unique to that organization. This type of interview
can also be validated to the extent the types of responses to

the questions asked are indicative of success on the job.

Determining the validity of any assessment system is
“incremental validity represented by a series of steps. For
example, pre-screening, assessment tools, interviews, etc.”,
according to Lewis Hollweg, “Each tool on its own may not
have a high coefficient, however, as a system may be highly
valid and reliable. 1t’s really about taking all of it and
putting it together. Job related skills, competencies, job
analysis and putting that together in a methodical way.
Using tools that have some robustness and then ultimately
validating that over a period of time; that is the way to
ensure  the  effectiveness of  [the  company’s]
assessment/selection process. 1f companies are willing to go
through these few steps, then by and large, a company will
benefit from a sound and proven, powerful assessment

system.” Emphasizes Hollweg.

In conclusion, the successful implementation and use of

screening, testing, interviewing and other

assessment/selection tools is best summarized as follows, by
Dr. Charles Handler:

“1 feel that pre-employment assessment is really
starting to come into its own as a viable tool
for adding value via its ability to ensure
organizations hire individuals who will allow
them to better meet their strategic business
No matter what the
winning is still about two things: effective

objectives. business,
leadership and having the right people in the
right jobs. Pre-employment assessment is an
essential ingredient for both of these and thus
its value will continue to become apparent as
hiring moves forward into the end of this

912

decade.

KEY SOURCES:
http://www.uniformguidelines.com/uniformguid

elines.html

http://www.onetcenter.org/dl files/empTestAsse
pdf

The Need for Speed: Validation Strategies of the
Future Thursday, January 09, 2003 | by Dr.
Charles Handler
http://www.erexchange.com/articles/db/28C3D6
545A694E599D300F8AEF7373A3.asp

Automated Matching of Supply and Demand

by Yves Lermusiaux www.taleo.com

Trends in Pre-Employment Assessment — What
to look for in 2006
By Charles Handler, Ph.D
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Trends in Pre-Employment Assessment — What to look

for in 2006

By Charles Handler, Ph.D
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