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Introduction

According to the Society for Industrial and Organizational Psychology’s (SIOP's)
Principles for the Validation and Use of Employee Selection Procedures (2018):. “personnel
decisions are decisions to hire, train, place, certify, compensate, promote, terminate,
transfer, and/or take other actions that affect aspects of employment” (p. 3, emphasis
added), whereas selection procedures refer to “a wide variety of methods of
measurement that can be used to assess a wide variety of constructs (i.e., knowledge,
skills, abilities, and other characteristics [KSAOs] or competencies) that underlie
personnel decision-making” (p. 3, emphasis added).

The SIOP Principles specify that selection procedures include all manner of tests,
interviews, individual assessments, appraisals of job performance, education or
experience requirements, physical requirements, background investigations, and
estimates of advancement potential.

Similarly, the federal Uniform Guidelines on Employee Selection Procedures (EEOC et
al.,1978) (Uniform Guidelines) provide the following definition of a selection procedure:

Any measure, combination of measures, or procedure used as a basis for
any employment decision. Selection procedures include the full range of
assessment techniques from traditional paper and pencil tests, performance

tests, training programs, or probationary periods and physical, educational,
and work-experience requirements through informal or casual interviews
and unscored application forms. (Section 16Q, p. 38308, emphasis added)

Professional and legal standards provide a framework for how industrial-
organizational (I-O) psychologists, human resource (HR) professionals, governmental
agencies, and often the courts approach the evaluation of selection procedures.
These standards recognize three key concepts as crucial to ensuring fair and
equitable employment decisions — job-relatedness (“validity”), reliability, and the
consideration of less discriminatory alternatives.

Job-Relatedness

Underlying any tool or process used for employment decision-making is the
assumption that it is job-related; that is, it measures the characteristics or behaviors
necessary for successful job performance. Hiring managers take for granted that the
interviews and other screening tools they use predict potential employees’ future job
performance. However, without a deliberate and careful consideration of job-related
characteristics, there is no guarantee that a selection procedure is measuring the
right attributes. Validation is an empirical process whereby evidence is accumulated
to ensure that inferences about job performance are accurate and job-related.
According to the Uniform Guidelines, selection procedures must be validated if they
have an adverse impact when used as a basis for any employment decision.
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While formal validation is not a legal requirement in the absence of adverse impact,
it is critical that organizations intentionally identify the important work behaviors
that define a particular job, and the requirements for personnel performing that
work — specifically, the KSAOs or competencies needed for successful performance.
Fair and equitable personnel decisions require, at a minimum, selection criteria that
focus on individuals' job-related characteristics and constrain the consideration of
non-job-related characteristics.

Reliability

For a selection procedure to be valid or job-related, it must first be reliable or
relatively free from measurement error. Measurement error is produced by factors
that influence candidates’ scores or evaluations but are not related to the attributes
being measured by the selection procedure (e.g., intentional or unintentional
biases). Reliability refers to whether a selection procedure measures whatever

it is measuring consistently. To ensure reliability, there must be standardization

in the execution of the selection procedure (including, for example, what specific
criteria are used and how those criteria are scored) to minimize the extent to

which measurement error impacts the results. If the evidence shows that the
selection procedure measures skills and experience needed to perform critical and
important aspects of those jobs — and those characteristics are measured reliably
— predictions about job performance based on the selection procedure are justified
(Binning & Barrett, 1989; Guion, 1991; Schmitt & Landy, 1993; SIOP, 2018). Without
reliability, interpretations about job performance are undermined since the selection
procedure’s results were contaminated by factors unrelated to the candidates’ skills
and abilities.

Less Discriminatory Alternatives

The Uniform Guidelines recognize the concept of less discriminatory alternatives.
Before implementing a selection procedure, the Uniform Guidelines call for employers
to investigate alternatives to determine whether there are options with substantially
the same validity and less adverse impact. Even where an employer successfully
demonstrates the job-relatedness of its selection procedures, plaintiffs may prevail
in litigation by demonstrating that there is a less discriminatory alternative practice
that is equally valid. A search for less adverse alternatives may involve not just
investigating alternate selection procedures, but also exploring modifications to an
existing selection procedure in order to lessen adverse impact.
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