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TITLE

Employee Resourcing: Recruitment and Selection

EXECUTIVE SUMMARY

Since the existing number of Unicall staff is now clearly inadequate for the growing demand for the telephone banking services. And the new operation, Uniline, is urgently needs staff that can help both to develop and run the initial trials of Uniline. In order to make and justify recommendations for a people management strategy which avoids HR problems and benefits the Unibank business, it is a necessary to develop a particular employee resourcing framework of recruitment and make informed choices about the appropriateness of different applicants’ selection tools.
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INTRODUCTION

The importance of Recruitment and Selection in business and organizations is arguably the easiest concept to grasp in the practice of HRM. Consider for a moment the people you work with, either formally in employment, or informally in your studies or elsewhere. We can all relate to observations that people differ in their effectiveness at work and fundamentally in their strengths, skills and competencies. It is likewise easy to appreciate that jobs make different demands on people: simply consider the range of jobs in an organization with which you are familiar.

Nevertheless, whilst it is very easy to understand the need for systematic and strategic recruitment and selection, developing an understanding of how to implement it at an organizational level is more difficult. This is particularly true in the context of strategic HRM because the vast majority of the recruitment and selection literature adopts a micro-HRM perspective, focusing on narrow issues and specific techniques. This leads to poor practice and a failure in too many (although certainly not all) organizations to apply an evidence-based approach to attracting and selecting effective and competent people.

In this business consultancy report we will evaluate and analyze some of the core issues and latest thinking in the recruitment and selection literature. Our report begins by contextualizing and reviewing the foundations of effective recruitment and selection processes from a strategic HRM perspective. We draw heavily on the literature on selection that has accumulated in the field of Work and Organizational Psychology and consider specific assessment methodologies and their relative merits in different HRM contexts. We finally consider some of the wider ethical and social psychological issues associated with recruitment and selection.

EFFECTIVE RECRUITMENT AND SELECTION: A PRIMER

In this report, we define an effective approach to Recruitment and Selection as one that is:
· Evidence-based — this means that research and empirical evidence are used to inform the processes and procedures of recruitment and selection.
· Systematic — this means that processes follow a logical pathway whereby decisions are made sequentially and on the basis of sound analyses.
· Strategic — this means that recruitment and selection are performed with due attention to the strategic context of the HR function and the strategic needs of the organization.

The Work and Organizational Psychology literature is rich in evidence about the validity of selection assessment methodologies and techniques (Woods and West, 2010). In this sense, the evidence base for effective recruitment and selection is wide ranging and high volume. The emphasis in most of this literature is towards the effectiveness of systematic or structured techniques of selection (Zibarras and Woods, 2010). These might be defined as techniques that have a high degree of procedural methodology and clear processes of measurement and evaluation. The research literature, virtually without exception, points to the merits of such techniques (Schmidt and Hunter, 1998).
 
In systematic approaches to selection, a sequential process is followed that applies research or problem-solving logic to the recruitment and selection problem (Woods and West, 2010), see Figure 1. The process begins with job analysis, in which various techniques of research are applied to determine the work to be done and the various knowledge, skills, abilities and other characteristics/competencies that are required to deliver the work.

Recruit Applicant Pool
· Recruitment Objectives
· Strategy Development
· Recruitment Activities
Analyze Job Requirements and Strategic Needs
· Job and Competency Analyses
· Strategic Analyses (Organization Needs Market Conditions, HR Architecture)


Selection Assessment
Choose Assessments
· Reliability
· Validity
· Fairness
Specify Selection and Performance Criteria
Define Assessment Needs:
· Knowledge
· Skills
· Abilities
· Other Characteristics
· Competencies



Select-out Unsuitable Applicants (Sifting) 
· Application Forms
· CVs
· Biodata
· Psychometric Testing
Select-in Suitable Candidates
(Managed Assessment)
· Psychometric Testing
· Selection Interviews
· Work Samples and Assessment Centers

Evaluate Selection Process



Figure 1 A suggested model of the recruitment and selection process for Unicall/Uniline.

Based on the job analysis, recruitment activities are carried out to advertise and communicate job vacancies and attract job applicants by describing the tasks and person requirements alongside benefits and other information. Job analyses also guide decisions about selection criteria (i.e. upon what information will a selection decision be made?), and ultimately the choice of selection assessment techniques. Information about the reliability and validity of selection assessments also guides choices about which techniques to use.

Once selection assessments are chosen, and applicants attracted, the process of selection proceeds with the objective of narrowing down the applicant pool. Sifting techniques help selectors to make select-out decisions, rejecting those who are unsuitable because, for Unicall as an example, they do not meet minimum mandatory requirements. Potentially suitable candidates are then assessed more carefully to determine who should be selected-in.

Once selected, recruits are managed into the organization through induction and socialization procedures, which we do not cover in this report. In reflective learning organizations, selection processes are evaluated to determine their effectiveness.

Many practitioners and academics present this kind of systematic process as robust and contemporary. Whilst it is certainly robust, it is now more reasonable perhaps to see this methodology as quite traditional (Cascio and Aguinis, 2008). Bringing the literature into the 21st century requires a better integration of the evidence base for structured and systematic recruitment and selection into a strategic HRM framework.

One key theme in the strategic HRM literature is the role of contingencies in the effectiveness of HR practices (Andrade and Drake, 2009). Contingency theories emphasize that in certain scenarios specific practices are likely to be more or less effective than in others. This point is less frequently acknowledged in the traditional selection literature. Systematic selection as described above is typically grouped with other so-called high-performance work systems and treated as universally effective (thereby constituting a potential practice for inclusion in the universal perspective, which identifies HR practices that always have a positive effect on performance (Lengnick-Hall et al., 2009).

It is possible to identify evidence for both positions, depending upon one's perspective. For Uniline as an example, the evidence from meta-analyses is consistently that structured selection is more effective than unstructured, informal techniques. Nevertheless, the utility of such techniques is predicated on being able to be very selective in decision making. The fact is that in some economies there is a dramatic under-supply of people with key skills and knowledge, meaning that selectors often do not have the luxury of selecting one person from a candidate pool of twenty. Rather they may be required to select one from three, one from two, or even two from every three candidates. So, selection ratio based on economic context is a key contingency that influences the effectiveness of structured selection practice.

It is also worthwhile to consider the position of recruitment and selection alongside other core aspects of Unibank HRM. In particular, there is a clear interface of recruitment and selection with training and learning, and with performance management. Whilst recruitment and selection help to ensure that people are recruited with as well-developed competencies as can be reasonably expected, the processes of performance management and training and learning help people to integrate into the organization and to ultimately be effective
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RECRUITMENT: ATTRACTING PEOPLE TO WORK

Given the importance of this stage of the recruitment and selection process, it is surprising that the findings of research are not more directive or insightful. Indeed, some critics point out that many findings from recruitment research are somewhat obvious (Ployhart, 2006). However, there is sufficient evidence to help practitioners in applying systematic approaches. Breaugh (2008) identifies the following key steps in recruitment activities:
1. Recruitment Objectives: identifying the specific recruitment need, the kinds of individuals to be recruited, the time frame for processes, and the required levels of performance and retention needed from the process.
2. Strategy Development: working out a strategy for the recruitment activity, in which key questions about who and where to recruit, how to reach targeted people, and what to communicate during the recruitment, are all considered.
3. Recruitment Activities: application of specific methods of recruitment to attract the applicant pool, typically involving decisions about who will do the recruitment, whether it will be outsourced, the nature of the information to be conveyed, and the use of various media.

Schneider’s Attraction-Selection-Attrition model (ASA; Schneider, 1987) describes how people are attracted to organizations principally on the basis of their judgement about whether they fit with the job and organization. Initial decisions may be based on perceptions of job fit, but during the recruitment and selection phase, according to the ASA model, applicants and organizations undertake a mutual fact-finding exercise, designed to ascertain the degree of fit between them. When the person-to-organization fit is high, the applicant is more likely to be selected. Within the organization, employees who are a poorer fit are more likely to leave (attrition), resulting in an iterative homogenization of the organizational culture. This model highlights the importance of subjective fit perceptions in decision making, with implications for how jobs are marketed during recruitment.

Other research has examined specific practices, which can be interpreted against contingencies of recruitment and selection. For Unicall as an example, in situations in which there is likely to be a large applicant pool for some particular jobs of programming and others with knowledge of banking and financial services, recruiters often use realistic job previews to ensure a good fit between person and job characteristics. Such previews might highlight any negative aspects of the job in order to ensure the seriousness of the job application. The administration of this and other practices is equally important. Chapman, Uggerslev, Carroll, Piasentin and Jones (2005) found that receiving timely responses to enquiries and applications led to higher perceptions of the attractiveness of the recruiting company.

SELECTION: ASSESSMENT AND SELECTING PEOPLE INTO THE ORGANISATION

Much research in the area of selection might be considered micro-HRM. This should not necessarily be negative in its connotation but is rather to say that the most impactful research is usually concerned with process and method. There are important insights for all HR practitioners. We will consider the strategic context of this evidence base after reviewing the key findings of the field.

Job analysis
Before we can assess whether or not a candidate is suitable for the job Unicall/Uniline are recruiting first need to establish what to measure. Unicall/Uniline probably have a fairly clear idea of the kind of things that make a staff effective in their job (for instance, they need programming and others with knowledge of banking and financial services that can help both to develop and run the initial trials of Uniline). But what if you were recruiting tor a very specialist role that you knew little about? How could you decide how to assess whether a candidate would make an effective programming technician, a banking or even a financial officer?

The answer is that we do this through a process called ‘job analysis’. Job analysis is the foundation of all selection processes. It is the systematic process by which HR professionals seek to better understand what a job role involves and what makes for an effective worker in that role.

There are two broad approaches to job analysis, which differ in their focus, the methods Unicall/Uniline might use to conduct them and their resultant outputs. Work-oriented job analysis seeks to break the job down into its elements, the smallest units of work that it consists of. These elements are grouped into job tasks, all of which may be grouped together to produce a job description, which is the eventual output of work-oriented job analysis.

By contrast, worker-oriented job analysis focuses on defining the knowledge, skills, abilities and other attributes/characteristics (KSAOs) that make a worker effective in a particular role. Once defined, these attributes are drawn together to form a detailed 'person specification'.

In contemporary HRM practice, a very widely used approach to job analysis is competency modelling or profiling. Competencies can be defined as 'observable workplace behaviors that can form the basis of a differentiated measurement of performance' (Bartram, 2005: 1185-1186). Advances in competency modelling have aimed to standardize and understand the main classifications of job competencies (e.g. planning and organizing, communicating and presenting), most recently by relating them to core aspects of individual differences In personality, motivation and ability (Bartram, 2005). From a practical point of view, standardized competency models help practitioners to understand the broad competency domain, but specific companies typically have their own emphasis and contextual information to add, making competency models organization- and job-specific. The task of the HRM practitioner is usually to help devise competency models, develop descriptions of relevant behavioral content, and then identify specific competencies required for specific jobs and positions in the organization.

Measurement issues
Once a job description and person specification for the job have been generated, specific assessment methods can be chosen to best assess candidates for the role. However, it can be challenging to decide whether or not an assessment method is fit for the purpose of predicting the future job performance of a candidate.

Contemporary approaches to selection aim to increase the objectivity of a selection process, reducing the impact of a number of biases associated with subjective assessment of candidates. According to Galin and Benoliel (1990), the most important of these are the halo effect, the similarity effect and the beautyism effect.
1. The Halo Effect: The tendency for an assessor to generalize a good or poor rating of one of a candidate's attributes to all other attributes of that candidate.
2. The Similarity Effect: The tendency for assessors to rate candidates whom they perceive to be similar to them more highly than those they do not.
3. The Beautyism Effect: The tendency for assessors to rate candidates they perceive to be attractive more highly than those they do not. 
These combined effects — termed idiosyncratic rating tendencies — are biases in perception that all of us are subject to as human beings. Together, these effects can account for around 62 per cent of the variation in assessors' subjective ratings of candidates (Scullen, Mount and Goff, 2000).

A key issue in employment selection is that, since human beings are immensely complex organisms, we can never predict how someone will behave with 100% accuracy. When making the decision about whether or not to use a particular assessment method, assessment professionals base their judgements on a number of aspects of the method. The first of these are its reliability and validity, often referred to collectively as its psychometric properties.
· Reliability. 
· The reliability of an assessment method, broadly speaking, is best defined as how accurate it is. If a method is reliable, we can be much more confident in its assessment of a candidate than if it were unreliable, as these assessments are less likely to be influenced by outside factors such as measurement error or assessor bias.
· Reliability is represented by a coefficient, a number between 0 and 1 that represents the degree to which measurements of the same thing using the same assessment method will agree with one another (a value of 1 representing perfect agreement between measurements and 0 representing no agreement).
· Reliability is assessed in different ways for different assessment methods. Inter-rater reliability, for example, is a measure of the extent to which interviewers on a panel might agree with each other's ratings of some aspect of a particular candidate, giving him or her similar ratings. Low inter-rater reliability may indicate that assessors' ratings of a candidate are based more on idiosyncratic rating tendencies than on objective assessment of the candidate's attributes. By contrast, internal consistency is a measure of the degree to which questions within a test designed to measure a specific ability or personality trait might 'agree' with one another, a candidate scoring similarly across the different questions. Finally, test-retest reliability measures the extent to which scores on an assessment method at one time agree with scores at a later date, reflecting accuracy of measurement over time.
· Validity.
· Validity, on the other hand, refers to the extent to which a method is measuring what it is supposed to measure. There are many kinds of validity, but the kind that is of most interest to HR professionals is criterion-related validity. This refers to the extent to which scores on a selection method reflect some kind of outcome. In the case of selection assessment, this outcome is most frequently the future job performance of a candidate.
· Criterion-related validity is represented by correlational data, taking coefficients between 0 and 1 (1 representing perfect prediction and 0 representing no predictive power whatsoever). In practice, methods with criterion-related validity values of 0.50 and above are considered strong predictors of job performance, although validities as low as 0.20 can represent meaningful predictive effects with impact for performance.

Assessment techniques: early-stage
Early on in the selection process - assuming recruitment has been effective - there will be many candidates, all of whom will be interested to some degree in the job on offer. The objective is to reduce the number of applicants in this pool to a more manageable size. This approach to selection is called selecting-out or sifting.

Curriculum Vitae (CV)
1. CVs is often the first contact that an applicant and an organization will have with one another (Thoms et al., 1999). CVs typically include data such as an applicant's employment history, qualifications and contact details; but beyond this, there is little standardization of their content, different CVs varying widely in their layout and the information they provide. This lack of standardization is problematic as inclusion of details such as a personal statement or academic grade point averages can influence whether an applicant is selected or rejected at this stage (Thoms et al., 1999). The other downside to using CVs for sifting is that it is relatively resource-intensive to sort through them in high volume, even when using some form of CV management system (Maheshwari et al., 2010).

Application form
1. A more manageable way of handling the data collected by a CV is to force applicants to present it in a structured way. By using an application form in place of a CV in a selection process, an organization can control the information that candidates submit, rather than leaving the choice of whether to include or omit a piece of information in the candidate's hands.
2. In spite of the popularity of both CVs and application forms, the evidence for their predictive validity is poor. As they collect a diverse range of data about a candidate, the psychometric properties of individual data types within them tend to be examined rather than the candidate's suitability as a whole. Years of job experience, years of education and candidate interests have all been demonstrated to be poor predictors of future job performance, showing predictive validity coefficients of 0.18, 0.10 and 0.10 respectively (Robertson and Smith, 2001).
3. Within application forms, a growing practice is the inclusion of biodata items. These are questions that allow candidates' responses to be scored more objectively, theoretically allowing for better comparison between candidates. Biodata items can take many forms. For Unicall as an example, a biodata item designed to assess a candidate's experience of wearing a headsets and microphones to take calls and operate terminals with access to all the required account and product information,  which a candidate was asked to rate the frequency with which they had led a call center team in the two years, or could assess their experiences of past leadership in a more open-ended, short answer-type way, the latter being scored against a set of pre-determined criteria.
4. The advantage of adopting a more structured biodata approach to collecting early-stage information about a candida is clear: Meta-analytic evidence suggests that biodata items are much better predictors of future job performance than the more conventional methods that typically make up CVs and application forms, showing validity coefficients of around 0.35 (Schmidt and Hunter, 1998). The inclusion of biodata items can, therefore, allow HR professionals potentially to raise the predictive validity of their early-stage assessment methods to acceptable levels. 

Assessment techniques: mid-stage
Psychometrics
1. Psychometrics are tools designed to assess hidden constructs aspects of a person such as intelligence and personality traits that often cannot be measured or observed directly. We include them here as ‘mid-stage’ techniques. They are commonly used during late-stage assessment, though technological changes, coupled with their relatively inexpensive costs to administer to large groups, have meant that psychometrics are increasingly being used as part of the sifting stage (often as a second-sift) in many selection processes.

Ability tests
1. Ability tests are designed to measure some facet of cognitive ability (e.g. verbal reasoning, numerical reasoning, abstract reasoning, spatial rotation) or general mental ability as a whole (often referred to as GMA or ‘g’). In selection, Unibank HR professionals map key job tasks to the kinds of cognitive ability that they are likely to tap into. For Uniline, if a role required the job holder to run complex financial statistics, it is likely that a candidate with high numerical reasoning would be able to perform this task effectively (once given the necessary training). The Unibank HR professional would, therefore, test all candidates for the job on their numerical reasoning ability.
2. Meta-analytic research has consistently found ability tests to be the single best predictor of future job performance available (Schmidt and Hunter, 1999). Furthermore, they have been shown to predict success in a wide range of occupations (Robertson and Smith, 2001). The reason for these findings is still somewhat unclear, but the most frequently cited explanations are that high cognitive ability increases the likelihood of training success (Ackerman et al., 1995) and/or helps in the effective acquisition of job knowledge (Kuncel, Ones and Sackett, 2010).
3. The major limitation of using ability tests for selection is that certain social groups appear to perform better on them than others. A vast amount of research h shown mean group differences between men and women (Jackson and Rushton, 2006), older and younger people (Hough, Oswald and Ployhart, 2001), people from differing socio-economic status groups (Eckland, 1979) and - most markedly - people from different ethnic backgrounds (Cooper and Robertson, 1995; Berry, Clark and McClure, 2011). The implication of these group differences is that, when used for selection, ability tests may present the problem of adverse impact.

Personality questionnaires
1. In selection, HR professionals often use personality questionnaires to measure aspects of a candidate's personality that may be desirable for some tasks within a job role. Since personality reflects broad preferences for behavior, these questionnaires can - at least in theory - be used to predict a wide range of on-the-job behaviors that a candidate is likely to display. All personality questionnaires fall into one of two broad categories: type-based measures, such as the ubiquitous Myer-Briggs Type Indicator (MBTI), seek to classify people’s personality as belonging to one of a number of discrete types (e.g. either 'introvert’ or ‘extravert’); by contrast, trait-based measures, such as the NEO PI-R, classify candidates as belonging somewhere on a scale (using the same example as before, the same candidate could lie anywhere on the scale between ‘highly introverted' and 'highly extraverted’). Conceptually, only trait-based measures should be used for selection since, unlike trait-based measures, type-based measures do not allow for quantitative comparison between candidates and are plagued with other scientific and theoretical limitations (Woods and West, 2010).
2. The use of personality testing for selection requires the Unibank HR professional first to develop an ideal personality profile. The ideal profile is a summary of the pattern of personality traits that would be best suited to the tasks of the target job, and is developed using job analysis data. Once this ideal profile has been created, the personality profiles of applicants for the role can be judged against this ideal profile, highlighting areas of consistency (indicating that a candidate would be well suited to aspects of the job that require personality traits of this kind) and areas of inconsistency (indicating that a candidate might potentially struggle with job tasks related to this aspect of their personality).
3. Personality questionnaires demonstrate predictive validity of around 0.30 (Schmidt and Hunter, 1998), although this increases substantially when good job analysis is used (Hogan and Holland, 2003). Moreover, recent research has highlighted the potential long-term benefits of assessing personality at selection. This research reflects new perspectives in performance at work that more clearly acknowledge the dynamic nature of performance in an organization. When people start a new job, they typically experience a learning curve, during which they accumulate new knowledge about a job. Ability makes a different to this acquisition of knowledge; however, once a person has acquired relevant job knowledge, performance motivation and, in many jobs, interpersonal competencies make a difference for long-term effectiveness. Research now indicates the long-term validity of personality traits for sustained performance (Thoresen et al., 2004; Lievens et al., 2009).
4. An often-cited limitation of using personality questionnaires for selection is that responses to them can be faked. In high-stakes selection situations, it is not unreasonable to expect some candidates to be tempted to deliberately create a more favorable impression of themselves than might be the truth. This practice is known as socially desirable responding behavior (SDR) or impression management (IM). Despite concerns of practitioner, there is no academic consensus about the actual importance of faking in selection. More practically, there are a number of options available to address and mitigate potential SDR.
5. Instructions should be designed in such a way as to promote an honesty contract between candidate and assessor, as is becoming accepted practice in modern psychometric testing (Lievens and Burke, 2011). Psychometric test designers could also consider the possibility of including some form of social desirability scale in their questionnaires. These scales are made up of items (i e. questions) that no one would realistically agree with unless they were trying to create a more favorable impression (e.g. ‘I have never told a lie’). With the advent of remotely administered online testing, concerns have been raised that SDR behavior in personality assessment is likely to become more prevalent. However, recent encouraging research suggests that SDR behavior may, in actual fact, be no more prevalent in remotely administered selection situations than it is in supervised conditions (Arthur et al., 2010).

Assessment techniques: late-stage
Once the applicant pool has been reduced to a more manageable size through the sifting process, the task of selection becomes to identify the most suitable candidates. This process is often referred to as selecting-in.

Interviews.
1. The most common form of late-stage assessment is the interview. Interviews may take the form of being unstructured, in which the interviewer(s) invite the candidate for a free-form ‘informal chat’, or structured, in which candidates are asked a pre-determined set of questions and there is only very limited scope for elaboration of answers or follow-up questions. Despite unstructured interviews being far more common in selection than structured interviews (Van der Zee, Bakker and Bakker, 2002), evidence for both their reliability (Campion, Palmer and Campion, 1997) and predictive validity (Schmidt and Hunter, 1998) is poor. Conversely, a structured approach to interviewing seems to eliminate these problems, structured interviews consistently showing excellent inter-rater reliability and predictive validity coefficients of up to 0.56 (Schmidt and Hunter, 1998).

2. With the overwhelming evidence for the importance of structured interviews, a key question is exactly how one goes about designing them. There are well-established guidelines in the literature (Campion, Purcell and Brown, 1988), but, broadly speaking, the key features of a structured process are:
I. Questions defined on the basis of job analysis to ensure job relevance.
II. Use of standardised procedures, including asking all candidates the same questions.
III. Use of rating scales to evaluate answers, with examples used to anchor the rating scales
IV. Use of interview panels to evaluate the answers given.
V. Active attention to fairness, ethics and discrimination, to be mindful of potential bias and to challenge it.

An extension of the structured approach is the competency-based interview, which specifically asks questions around key job competencies and requires answers to report past behavioural examples. The behavioural content of answers is evaluated in order to assess the competency evidence.

STRATEGIC APPROACHES TO ASSESSMENT 

This report of selection assessment methodology has highlighted a number of key findings about the choice and deployment of selection assessment techniques. How do these findings fit with a strategic approach to Unibank HRM?

One way to think about this question is to consider HR architecture (Lengnick-Hall t al., 2009). Tsui, Pearce, Porter and Tripoli (1997) identify how organisations typically have many HR systems that are deployed differentially for specific positions. Adaptation of approach whilst maintaining best practice is of key importance. Here we suggest some specific case examples to illustrate applications of how contingencies can be incorporated into recruitment and selection methodology

[bookmark: _Hlk507732340]Talent and high potential selection
Talent management is an often-quoted activity in HRM that might range in meaning from managing people generally through to managing top-level managers and director. The most acceptable meaning is converging on the following (Collings and Mellahi, 2009):

I. Identification of key positions in a business that contribute to the achievement of strategic business objectives.
II. Identification of high-potential individuals, either external or internal to the business, that can be developed and managed in those positions.

When defined in this way, the strategic impact of talent management is obvious. Also clear is the role of sound and robust assessment and selection. Identifying high potential, selecting such individuals and keeping them, is a critical HRM task.

The challenge for assessment and selection is first to understand the nature of high potential and precisely what high potential people are being selected for. Typically, when an employee or recruit is added to a high-potential pool of people, that person is entered onto a steep career trajectory that will involve experiencing multiple areas of a business and progressing quickly to a online banking role. The person is not so much selected for a job, rather for a career.

Silzer and Church (2009) review the literature on high potential and formulate a model capturing three key elements that define high potential individuals:
I. Foundation aspects: high cognitive ability to facilitate learning, and key personality traits such as achievement orientation.
II. Growth aspects: motivation to learn, and resilience to grow and develop.
III. Career aspects: typically leadership, but also career-specific speciality or competence that might include technical excellence in a field.

One implication for assessment and selection is that a combination of assessment perspectives is needed. For foundation aspects, prospective assessment is needed to inform decisions, looking forwards at predictors of learning and performance maintenance. For career aspects, retrospective assessment is needed to examine capability and competencies developed through the career to date. For initial trials of Uniline, a combination of techniques may be needed to look at prospective and actual past learning and adaptation.

[bookmark: _Hlk507732367]APPLICANT PERCEPTIONS OF DIFFERENT SELECTION METHODS

Research has shown that applicants perceive selection methods differently in terms of ‘fairness’, with several studies (Anderson and Witvliet, 2008) conducted to compare cross-national perceptions of common selection methods (interviews, CVs, work samples, biodata, ability tests, references, personality questionnaires, honesty tests, personal contacts and graphology). Findings indicate a relatively stable pattern of results with few cross-national differences in ratings of process fairness on these selection methods. Generally, interviews, CVs and work samples are rated most favourably, whilst personal contacts, graphology and honesty tests are rated least favourably, with very few significant differences found between countries. Similarities in applicant perceptions are more prevalent than are differences (Hulsheger and Anderson, 2009), suggesting that it may be possible to generalise findings internationally.

Outcomes of applicant perceptions
Research suggests that there are three types of outcomes typically resulting from applicants’ perceptions of recruitment/selection processes. They can relate to:
I. Attitudes - where applicants' experiences during selection can influence their attitude (positively or negatively) towards the selection process, job or organisation (Van Vianen, Taris, Scholten and Schinkel, 2004). For organisations this may have a significant impact on public relations because an applicant’s towards the organisation can influence how positively they discuss it.
II. Intentions - where applicants’ perceptions relate to various intentions, such as job acceptance intentions (Truxillo, Bauer, Campion and Paronto, 2002), recommendation intentions (Anseel and Lievens, 2009) and litigation intentions (Bauer et al., 2001).
III. Behaviours - where applicants' experiences have been linked to some behaviours such as work performance (Gilliland, 1994) and subsequent re-application among rejected candidates (Gilliand et al., 2001).

It is important for Unibank to consider the applicants' perspective because negative experiences can result in the loss of good applicants from selection (Hulsheger and Anderson, 2009), having a detrimental effect on the utility of the process (Murphy, 1986). Successful selection processes therefore require ongoing evaluation and monitoring of their quality from both the applicants' and the organisation's perspectives (Cascio and Aguinis, 2008). Positive candidate experiences may also be important for continued attraction since applicants are more attracted to organisations with better reputations (Turban and Cable, 2003), and fair selection processes may positively influence an organisation's continued ability to attract the best applicants and recruit effectively within a given job market (Schmitt and Chan, 1999).

More broadly, of course, there are benefits of good selection for employees as well as businesses. People tend to be more satisfied with work if they perceive a good fit between them and their job (Lauver and Kristof-Brown, 2001).

ENSURING FAIRNESS AND BEST PRACTICE IN SELECTION PROCESSES

It is clear that the local labour market is unable to supply enough of expertise at a competitive rate, the Unibank need to consider recruitment from other countries. Despite the differences in legislation between countries, there are a number of best practice steps that all HR professionals can take to ensure that their recruitment and selection processes are fair and legally defensible:

I. Combining methods: As previously discussed, no assessment method can predict future performance with perfect accuracy. For this reason, high-stakes selection decisions should never be made on the basis of a single assessment score. This is particularly relevant when using psychometrics for sifting as candidates often do not get the opportunity to put their results into context.
II. Avoiding positive discrimination: Positive discrimination is the intentional treatment of a disadvantaged group in a more favourable way than other social groups. It is most often seen in quota systems, whereby an organisation decides to, for Unicall as an example, specifically hire more women so that women are better represented in their staff. While this may seem fair and justified, in many countries this is illegal. Instead, organisations in this situation should use positive action, a legal approach to increasing the representation of a particular group that includes encouraging applications from members of this group and advertising in places that target this group (websites publications, etc.).
III. Linking assessment methods to key KSAOs and competencies: As a general rule, the more job-relevant an assessment method appears to applicants, the less likely they are to object to its being used for selection (Anderson, Salgado and Hulsheger, 2010). One way of ensuring job relevance is to choose assessment methods that are directly related to job analysis data for the role.
IV. Monitoring the outcomes of selection processes: Finally, fairness can only be ensured if the outcomes of selection are monitored in terms of how it has treated applicants from different groups. If proportionally many fewer people from a disadvantaged group are being hired as a result of your selection process than the proportion of those applicants from the majority group, it may be an indication that your selection process is showing signs of adverse impact (Bobko and Roth, 2010). If this is the case, Unibank should immediately review its selection processes to see if any specific method may be unfairly disadvantaging members of a particular social group.

THE SELECTION DECISION: ISSUES OF FIT AND TRANSITION

Throughout this report, we have highlighted several areas of recruitment and selection practice that have received surprisingly little research attention. One such area is the selection decision, empirical examination of which is woefully light.

If one were to consider all of the evidence we have reviewed on selection assessment, it would seem that selection decisions should be a simple case of actuarial reasoning: add up any relevant selection scores and select the person scoring most highly. Managers typically see this as an inappropriate approach to take for a simple reason: it may not reflect fit between the recruit and their team.

One research study of note in the area of selection decision making is informative in this respect. Kristof-Brown (2000) reported that in an examination of selection decision making and the reasons behind the decisions, it is possible to differentiate the aspects of person-job and person-organisation fit. That is to say that most of the assessment of KSAOs and competencies feeds into perceptions of person-job fit (that a person is competent), whereas judgements of person-organisation fit are more subjective.

On the basis of these findings, one must probably conclude that selection decisions are rational - a weighing-up of all relevant information - and that the challenge of HRM is to ensure that fair and ethical decisions are made that weight heavily the robust assessments used for selection, whilst simultaneously ensuring that inadvertent intra-group conflict due to poor team fit is avoided.

In this regard, there are steps that HR practitioners can take to facilitate transition, socialisation and fit. For example, the ‘transition cycle’ (Nicholson and West, 1989) highlights steps in transition to new jobs that recruits may need to navigate (preparation, encounter and adjustment). Support can be given to recruits at these different stages:
I. Preparation. This stage refers to the period prior to entering a new job role. It involves the formation of perceptions by the individual about what the new role will be like.
II. Encounter. The second stage in the cycle refers to the first days and weeks in the new role, involving a sort of reality check, by which the individual quickly learns about the basic characteristics of the job and the group of others that he or she will work with.
III. Adjustment. At this stage, the individual draws on the knowledge of the work and social environment that he/she has accumulated and develops his/her own style of fulfilling the work role.
IV. Stabilisation. In this fourth stage, the work associated with the job role becomes routine, with the person becoming more established in the role.

Moreover, in a development of the ASA model (the ASTMA model, incorporating Transformation and Manipulation), Roberts (2006) considers how, if managed properly, new recruits may grow to fit, of even effect change on, work environments and teams for positive benefit. Emergent thinking is also moving towards acknowledgement of the effects of work on people, such that their attitudes, values and even personality traits may develop, deepen or change in response to integration in work environments (Woods, Lievens, De Fruyt and Wille, 2013).

ETHICAL AND LEGAL ISSUES IN RECRUITMENT AND SELECTION

Recruitment and selection, like any human resources process, is governed by legislation. The exact nature of the legal framework that governs it varies between countries. For Unibank, in the United Arab Emirates (UAE) recruitment and selection processes must adhere to the terms of the Equality Act 2010, which seeks to protect candidates from both direct and indirect discrimination based on a number of protected characteristics (such as age, gender, ethnicity and so on). The legal context is of obvious importance in selection, given the increased risk of litigation by applicants towards organisations that they believe have discriminated against them at the selection stage, and the positive push for responsible management.

Related to - yet distinct from - the legal context of recruitment and selection are the ethical issues surrounding it. From a legal perspective, there might not be specific legislation preventing the use of a particular selection method. Moreover, globalised business also adds the complexity of HR managers being responsible for personnel of organisations operating in different legal contexts; the legal position in one location may be different from another. Responsible and ethical practice, however, would still dictate that Unibank take steps to ensure that the selection methods they use treat all candidates fairly, adopting ethical rather than legal viewpoints.

CONCLUSIONS

In this report, we have suggested some of the key aspects of effective recruitment and selection for Unibank, and considered these in the wider context of strategic HRM, together with practical applications in different kinds of situation. Key suggestion points from this report are:

· Effective recruitment and selection should be evidence based, systematic and strategic. When recruitment and selection processes are conducted effectively, there are benefits for performance, for Unibank image and perceptions of the organization, and for people's wellbeing.
· Recruitment activity is under-researched, but there are some clear steps that help to make recruitment more effective and coherent. Social psychological theory tells Unibank much about why people make decisions to apply to and join companies.
· There are well-evidenced structured techniques for assessing people for selection. However, a challenge for HR practitioners is to deploy these appropriately and adaptively in different contexts.
· In making selection decisions, practitioners need to carefully manage the impact of perceptions of person-team and person-organization fit. Post-selection, there are steps to be taken to help recruits make the transition to the new company, socialize and integrate.
· Effective recruitment and selection must pay attention to fairness and ethical issues. These apply at recruitment, selection and policy levels.
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