Defending Your Selection System

The Case of PDQ Corporation

The selection system for sales people at  PDQ Corporation is under attack.  A militant group of job applicants who were not hired has banded together and complained to the local newspaper and television station about PDQ.  They say PDQ has not responded to its changing environment.  In particular, they charge that they were not treated fairly during the hiring process.  With all the publicity it is a sure thing that opportunistic lawyers will seize the chance to represent this group and file a lawsuit of SOME kind.

PDQ has been in business for 30 years.  When your uncle started the company, the city of Metropolis was predominantly mid to lower middle in terms of socio-economic status (SES) and Caucasian.  The reputation of Metropolis as having good quality of life, including temperate climate, good schools, low unemployment and a strong industrial base, has made it a destination of choice for immigrants seeking to relocate.  

You started working at PDQ when your uncle hired you years ago while you were in high school.  You started out doing odd jobs around the office, and your responsibilities grew as you continued your education, graduating from the local state university with a business degree and a concentration in Human Resource Management.  Given the problems looming at work, you now wish you had paid more attention in your selection class.

Your uncle is a typical entrepreneur.  He’s great at identifying new opportunities and he is always open to new ideas.  These talents have helped him to expand the business rapidly, doubling annual sales revenue every two years.  A charismatic individual, your uncle inspires his employees and excites people about working for PDQ.  All of these positives have helped to make PDQ one of the employers of choice in Metropolis.  

Also typical of entrepreneurs, you uncle has paid little attention to the structure and operating systems of PDQ.  Having started the business of scratch, the size of the company has outpaced you uncle’s capacity for keeping organized.  With your business background, you understand the need for some basic systems, and fortunately(?) your uncle has been more than willing to leave their development up to you.  He has been very willing to support your efforts (so long as you don’t bother him with the details too often) and keep costs within reason.  

Needless to say, your uncle is not happy with the attention PDQ has been getting from the press.  He is deeply concerned about the impact negative press can have on his efforts to roll out a new addition to the product line.  Consequently he has demanded that you get this selection problem under control ASAP, and he has given you a “blank check” to do whatever it takes.  You contact your former HR professor (who is now a world-renowned consultant) and beg her to help you deal with the situation.  Fortunately 

Charmaine remembers you fondly from class and just happens to have a break in her schedule, so she’s been in your office the past week, digging through your records, developing the best defense you can muster…

If you were in a fog about the statistics of selection years ago in college, it’s only worse all these years later.  While Charmaine will deal with the press and attorneys for you, she believes someone in the company needs to be familiar with the situation, and that means you (if you think YOU are lost, forget your uncle!)  What follows is the data that Charmaine has discussed with you.  You will eventually receive a written report from her that lays out all the details and explanations, but right now this is what you know:

The attention to sales positions is prompted by the fact that they are the best jobs in the company, with the potential for high pay, given the base salary plus commissions structure.  According to Charmaine, you need to prove that PDQ provides equal access to those jobs to all members of the community.  In particular it is critical to demonstrate the reliability and validity of your selection tests.  

To start with, Charmaine shows you the following tables:

Availability

5 years ago
3 years ago
Last year

Males
56
Males
54
Males
51

Females
44
Females
46
Females
49

White
57
White
50
White
39

Blacks
25
Blacks
30
Blacks
35

Asians
6
Asians
8
Asians
11

Hispanics
12
Hispanics
12
Hispanics
15

Utilization

5 years ago
3 years ago
Last year

Males
65
Males
63
Males
63

Females
35
Females
37
Females
37

White
72
White
65
White
53

Blacks
19
Blacks
24
Blacks
31

Asians
4
Asians
6
Asians
12

Hispanics
5
Hispanics
5
Hispanics
4

Selection Rates

5 years ago
3 years ago
Last year

Males
85%
Males
81%
Males
76%

Females
32
Females
39
Females
45

White
79
White
80
White
74

Blacks
70
Blacks
67
Blacks
61

Asians
10
Asians
25
Asians
53

Hispanics
40
Hispanics
65
Hispanics
53

Your uncle happens to walk through the office while you are looking at this last table and he asks you what it means.  He says he doesn’t see why the women are complaining, since you are obviously hiring fewer men and more women year by year.   The numbers for blacks make him nervous, however, but he sees no cause for concern with other minority groups.  He looks at you for confirmation of his theories …  When you finally get a chance to speak … you inform him of the correct interpretation of the data and how it was calculated.  You also explain utilization and availability to him.

Charmaine has to attend to a previously scheduled client.  She won’t be back for a week.  As she rushes out the door, she drops the attached table on your desk and asks you to develop a preliminary analysis of the results.  It is a correlation table …

Shown on the table are the correlations among various scores you have on file for employees.  During the hiring process, part of the Big Five (conscientiousness and extroversion) and the MBTI (extroversion, sensing, thinking, perceiving) personality tests are administered, along with a product knowledge test.  Candidates are also interviewed by a sales manager and a salesperson.  Also on file is the number of sales visits per week and sales in dollar volume for each salesperson.  Finally you have the results of a 360 degree feedback performance appraisal administered at two different times, one year apart.  The three dimensions covered are customer satisfaction with the product, with service, and with the salesperson.  

