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Executive Summary

Th i s w h i t ep ap er at t em p t s t o  p ro vi d e an  u n d erst an d i n g  o f t h e c o n c ep t  o f qu a l i t y as i t

re l a t es t o  t h e u se o f assessm en t  t o o l s.   Th e i n h eren t  c o m p l ex i t y o f assessm en t  t o o l s an d

rec en t  i n c reases i n  t h e i r u se h ave c reat ed  a n eed  fo r t h i s t yp e o f i n fo rm at i o n .  Th i s p ap er

p ro vi d es an  o vervi ew  o f w h at  assessm en t  qu al i t y m ean s an d  p ro vi d es i n fo rm at i o n

d esi g n ed  t o  h e l p  o rg an i z at i o n s bet t er eval u at e t h e qu al i t y o f assessm en t  t o o l s.   Th i s g o a l  i s

ac c o m p l i sh ed  vi a  t h e p resen t at i o n  o f t h e fo l l o w i n g  i n fo rm at i o n .

Section I: Introduction to the Problem

Rec en t  ad van c es i n  h i r i n g  t ec h n o l o g y an d  p rac t i c e h ave c o n t i n u ed  t o  d em o n st rat e t h e
ab i l i t y o f c o rrec t l y i m p l em en t ed  t o o l s an d  p ro c esses t o  h e l p  o rg an i z at i o n s m eet  t h e i r
st rat eg i c  o b jec t i ves.  Th i s evo l u t i o n  o f p ro d u c t s an d  p ro c esses h ave c reat ed  a g ro w i n g
d em an d  fo r a  w i d e ran g e o f p ro d u c t s fo c u sed  o n  p ro vi d i n g  so l u t i o n s t o  a  vari ety o f
d i fferen t  sp ec i fi c  i ssu es re l at ed  t o  t h e h i r i n g  p ro c ess.  Assessm en t  t o o l s rep resen t  o n e su c h
t o o l ,  an d  a l t h o u g h  t h ey h ave been  su c c essfu l l y u sed  fo r d ec ad es, i n t erest  i n  t h e i r
u t i l i z at i o n  h as i n c reased  su bst an t i a l l y o ver t h e p ast  severa l  years.

Wh i l e  t h ere are m an y p o t en t i a l l y p o si t i ve o u t c o m es asso c i at ed  w i t h  assessm en t  t o o l s,  t h e i r
u se c an  be a re l at i ve l y c o m p l ex  p ro p o si t i o n .  On e o f t h e m o st  c o m m o n  i ssu es fac ed  by
o rg an i z at i o n s i n t erest ed  i n  u si n g  assessm en t  t o o l s i s t h e fac t  t h at  t h ere i s a  g o o d  d ea l  o f
vari at i o n  i n  t h e qu al i t y o f t h ese t o o l s.   Th i s c an  be p ro b l em at i c  bec au se m an y
o rg an i z at i o n s l ac k t h e ex p eri en c e an d  m et h o d o l o g y n ec essary t o  m ake ac c u rat e
eval u at i o n s o f assessm en t  qu al i t y, t h u s c reat i n g  a si t u at i o n  i n  w h i c h  assessm en t s m ay en d
u p  "u n d erac h i evi n g " w h en  i t  c o m es t o  d em o n st rat i n g  resu l t s.
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Th e p u rp o se o f t h i s p ap er i s t o  ex p l o re t h e c o n c ep t  o f assessm en t  qu al i t y i n  o rd er t o  h e l p
t h o se i n t erest ed  i n  u si n g  assessm en t  t o o l s t o  m ake m o re i n fo rm ed  d ec i si o n s t h at  w i l l  resu l t
i n  a  g reat er ab i l i t y o f t h ese t o o l s t o  h e l p  p ro vi d e val u e.  In  o rd er t o  set  t h e st ag e fo r t h e
d i sc u ssi o n s p ro vi d ed  i n  t h i s p ap er, o u r w o rki n g  d efi n i t i o n  o f qu a l i t y i s as fo l l o w s:

Qu ali t y assessm en t  t o o ls pro vi de o rgan i zat i o n s wi t h  t h e abi li t y t o
system at i cally m ake accu rate predi ct i o n s regardi n g t h e abi li t y o f po ten t i a l
appli can ts t o  perfo rm  t h e requ i rem en ts o f a  jo b wi t h i n  a  speci fi c en vi ro n m en t .
Th e greater  t h e accu racy o f t h e predi ct i o n s t h at  resu lt  fro m  t h e u se o f an
assessm en t  t o o l,  t h e h i gh er  i t s qu ali t y. 

Gi ven  t h i s d efi n i t i o n , t h e qu al i t y o f an y assessm en t  t o o l  i s d i rec t l y re l at ed  t o  i t s ab i l i t y t o
assi st  o rg an i z at i o n s i n  en su ri n g  i t s h i r i n g  p ro c ess resu l t s i n  effec t i ve d ec i si o n  m aki n g .
Un fo rt u n at e l y, t h ere are a vari ety o f fac t o rs w h i c h  c an  m ake i t  d i ffi c u l t  fo r o rg an i z at i o n s t o
m ake so u n d  d ec i si o n s w h en  at t em p t i n g  t o  se l ec t  assessm en t  t o o l s.  Th ese i n c l u d e t h e
fo l l o w i n g :

LLaacc kk  oo ff  gg oo vveerrnn aann cc ee.. Wh i l e  t h ere are st an d ard s an d  g u i d e l i n es w h i c h  h ave
been  c reat ed  t o  h e l p  g u i d e t h e i m p l em en t at i o n  o f assessm en t  t o o l s,  t h ere
rem ai n s a l m o st  n o  g o vern an c e re l at ed  t o  w h o  c an  se l l  an  assessm en t  t o o l  o r
even  w h at  an  assessm en t  t o o l  ac t u a l l y i s.   Th ere are p resen t l y n o  l i m i t s o n
w h o  c an  se l l  t o o l s t h at  c an  be u sed  t o  h e l p  m ake se l ec t i o n  d ec i si o n s. 

BBaadd   pp rreessss.. Neg at i ve ex p eri en c es re l at ed  t o  t h e u se o f p o o r qu al i t y t o o l s an d
a l ac k o f u n d erst an d i n g  o f t h e fac t  t h at  so m e t o o l s are si m p l y n o t  d esi g n ed
t o  be u sed  i n  sp ec i fi c  si t u at i o n s h as l ed  t o  so m e n eg at i ve p u b l i c i t y
su rro u n d i n g  t h e u se o f assessm en t  t o o l s.

LLaacc kk  oo ff  uu nn dd eerrsstt aann dd ii nn gg .. Assessm en t  i s a  c o m p l ex  su b jec t  m at t er an d  even  t h e
m o st  c arefu l l y c o n st ru c t ed  assessm en t s w i l l  fa i l  t o  d e l i ver va l u e i f n o t  u sed
c o rrec t l y.

IInn cc rreeaassii nn gg   dd eemm aann dd .. Th e evo l u t i o n  o f h i r i n g  p rac t i c es h as p l ac ed  a sp o t l i g h t
o n  t h e u se o f assessm en t  t o o l s.   As m o re o rg an i z at i o n s beg i n  t o  rea l i z e t h at
t h e u se o f t h ese t o o l s i s essen t i a l  fo r t ru l y d e l i veri n g  va l u e t h ro u g h  t h e
h i r i n g  p ro c ess, i n t erest  i n  t h i s area i s g ro w i n g .  Un fo rt u n at e l y, t h i s h as
c reat ed  a si t u at i o n  i n  w h i c h  t h ere h as been  a p ro l i ferat i o n  o f n ew  p ro d u c t s
an d  ap p ro ac h es. Wh i l e  m an y o f t h ese are h i g h l y effec t i ve, o t h ers rep resen t
so l u t i o n s w h i c h  h ave been  h ast i l y c reat ed  i n  o rd er t o  "c ash  i n " o n  t h i s t ren d .
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Gi ven  t h ese i ssu es, t h e n eed  h as bec o m e ap p aren t  fo r i n fo rm at i o n  w h i c h  c an  h e l p
c o n su m ers o f assessm en t  t o o l s u n d erst an d  h o w  t o  eval u at e t h e qu al i t y o f t h ese t o o l s.   Th e
fo l l o w i n g  sec t i o n  p ro vi d es a d et a i l ed  d i sc u ssi o n  o f t h e c o n c ep t  o f qu a l i t y as i t  re l a t es t o
assessm en t  t o o l s.   

Section II: Definition of Assessment Quality 
Th e n eed  i s c l ear fo r i n fo rm at i o n  t h at  c an  h e l p  p ro vi d e o rg an i z at i o n s w i t h  t h e ab i l i t y t o
m o re fu l l y u n d erst an d  t h e c o n c ep t  o f assessm en t  qu al i t y.  Th i s sec t i o n  p ro vi d es an  o vervi ew
o f t h e c o n c ep t  o f assessm en t  qu al i t y, fi rst  d i sc u ssi n g  ex i st i n g  st an d ard s p u t  fo rt h  by t h e US
Go vern m en t  an d  t h en  p ro p o si n g  an  ad d i t i o n a l  m o d el  t o  h e l p  su p p l em en t  t h ese.  Th i s m o d el
d raw s o n  a c o m b i n at i o n  o f bo t h  m et h o d o l o g y an d  p rac t i c a l i t y t o  d efi n e assessm en t  qu al i t y
as a m at t er o f  c o n t i n g en cy requ i r i n g  an  aw aren ess o f t h e si t u at i o n  i n  w h i c h  t h e assessm en t
t o o l  i s t o  be u sed .   

EExx ii sstt ii nn gg   SStt aann dd aarrdd ss  ffoo rr  AAsssseessssmm eenn tt   QQuu aall ii tt yy

Wh i l e  t h ere are a vari ety o f u n w ri t t en  ru l es fo r d efi n i n g  assessm en t  qu al i t y, t h e o n l y ac t u a l
rea l  st an d ard s t h at  h ave been  c reat ed  are t h e Un i fo rm  Gu i d e l i n es o n  Em p l o yee Sel ec t i o n
Pro c ed u res p u b l i sh ed  by t h e US Go vern m en t    ( h t t p : / / w w w .u n i fo rm g u i d e l i n es.c o m / ) .  Th e
m i ssi o n  o f t h ese g u i d e l i n es i s t o :

"In co rpo rate a si n gle set  o f pr i n ci ples wh i ch  are desi gn ed t o  assi st  em plo yers,
labo r  o rgan i zat i o n s, em plo ym en t  agen ci es, an d li cen si n g an d cert i fi cat i o n
bo ards t o  co m ply wi t h  requ i rem en ts o f Federal laws pro h i bi t i n g em plo ym en t
pract i ces wh i ch  di scr i m i n ate o n  gro u n ds o f race, co lo r,  reli gi o n , sex, an d
n at i o n al o r i gi n .  Th ey are desi gn ed t o  pro vi de a fram ewo rk fo r  determ i n i n g t h e
pro per u se o f tests an d o t h er  select i o n  pro cedu res."

Th ese g u i d e l i n es are severa l  d ec ad es o l d  an d  w h i l e  t h ey d o  p ro vi d e an  i m p o rt an t  set  o f
st an d ard s, t h ey m ay be d i ffi c u l t  fo r u n t ra i n ed  i n d i vi d u a l s t o  fu l l y c o m p reh en d .  Fo r t h e
m o st  p art ,  t h e Gu i d e l i n es fo c u s m o st l y o n  t h e i d ea o f t est  va l i d at i o n  ( i .e . ,  veri fyi n g  t h e fac t
t h at  t h e t est  m easu res w h at  i t  i s su p p o sed  t o  m easu re)  an d  w h at  fo rm s o f va l i d at i o n  are
ac c ep t ab l e.  Th ese Gu i d e l i n es serve as "t h e st an d ard " w h en  i t  c o m es t o  t h e t ec h n i c a l
eval u at i o n  o f ac c ep t ab l e p erso n n el  t est i n g  p ro c ed u res.  Wh i l e  t h ese p ro vi d e ex c e l l en t
st an d ard s fo r o rg an i z at i o n s c reat i n g  assessm en t s,  t h ey are n o t  very "c o n su m er o ri en t ed " an d
d o  n o t  o ffer o rg an i z at i o n s a c l ear p at h  t o  u n d erst an d i n g  h o w  t o  c h o o se a p art i c u l ar
assessm en t .    

In  1 9 9 9 , t h e US Dep art m en t  o f Labo r ( DOL)  re l eased  an  ac c o m p an yi n g  d o c u m en t ,  "Test i n g
an d Assessm en t  - An  Em plo yer 's Gu i de t o  Go o d Pract i ces" ( avai l ab l e at  n o  c o st  fro m  t h e
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Un i fo rm  Gu i d e l i n es w ebsi t e) .   Th i s 8 0  p ag e d o c u m en t  i s basi c a l l y a  "fi e l d  g u i d e" t h at
c o m m u n i c at es t h e l eg a l  c o n t ex t ,  l aw s, an d  reg u l at i o n s t h at  su rro u n d  t est i n g  as w el l  as
p ro vi d es i n fo rm at i o n  o n  t h e st at i st i c a l  asp ec t s o f t est  qu a l i t y, h o w  t o  se l ec t  an  assessm en t
t est ,  h o w  t o  u se an d  sc o re assessm en t s,  an d  h o w  t o  eval u at e t h e effec t i ven ess o f an
assessm en t  t est .    Th i s d o c u m en t  o ffers a  very so l i d  fo u n d at i o n  fo r d et erm i n i n g  w h at  i s
l eg a l  an d  w h at  i s n o t  w h en  i t  c o m es t o  t est i n g  an d  assessm en t  an d  i s h i g h l y rec o m m en d ed
read i n g  fo r t h o se i n t erest ed  i n  bet t er u n d erst an d i n g  w h at  i t  t akes t o  "d o  i t  r i g h t " w h en  i t
c o m es t o  u si n g  t est s an d  assessm en t s.  

Th e i n fo rm at i o n  i n  t h e "Gu i d e t o  Go o d  Prac t i c es" i s d i rec t l y ex t rac t ed  fro m  t h e Un i fo rm
Gu i d el i n es an d  p ro vi d es a g o o d  set  o f c l ear i d eas reg ard i n g  t h e u se o f assessm en t s.
Ho w ever, t h i s d o c u m en t  a l o n e d o es n o t  o ffer t h e i n fo rm at i o n  t h at  m ay be requ i red  t o  h e l p
an  o rg an i z at i o n  eval u at e t h e qu al i t y an d  re l evan c e o f a  sp ec i fi c  assessm en t  t o o l  w h i c h  t h ey
m ay be i n t erest ed  i n  u si n g . 

Th i s l evel  o f u n d erst an d i n g  requ i res o rg an i z at i o n s t o  t ake a m o re ac t i ve ro l e  i n  eval u at i n g
assessm en t  t o o l s re l at i ve t o  t h e i r sp ec i fi c  n eed s.

AA  PPrraacc tt ii cc aa ll   DDeeffii nn ii tt ii oo nn   oo ff  AAsssseessssmm eenn tt   QQuu aall ii tt yy

Un fo rt u n at e l y, t h e i d ea o f Assessm en t  Qu al i t y i s n o t  a  si m p l e o n e.  Th ere are m an y fac t o rs
i n vo l ved  i n  t h i s d et erm i n at i o n  an d  qu al i t y g o es w el l  beyo n d  t h e t ec h n i c a l  asp ec t s o f t h e
assessm en t  i t se l f su c h  as t h o se o ffered  by t h e DOL.

Th i s p ap er vi ew s "Assessm en t  Qu al i t y" as a  bro ad er i d ea, o n e w h i c h  g o es beyo n d  t h e m ere
t ec h n i c a l  c o n st ru c t i o n  o f a  t est  t o  i n c l u d e t h e c o n c ep t  t h at  "d o i n g  i t  r i g h t " requ i res c arefu l l y
se l ec t i n g  t h e r i g h t  t o o l  fo r t h e jo b .  

Sp ec i fi c a l l y, assessm en t  qu al i t y i s d efi n ed  as h avi n g  t w o  fac et s.   Th e fi rst  o f t h ese i n vo l ves
t h e m et h o d o l o g y u sed  t o  c o n st ru c t  t h e t o o l  i t se l f w h i l e  t h e sec o n d  rep resen t s t h e
c o n t i n g en c i es su rro u n d i n g  t h e p ro p o sed  u se o f t h e t o o l .   

AArreeaa  OOnn ee::   TThh ee  tt eecc hh nn ii cc aa ll   dd ii mm eenn ssii oo nn ..   Th i s asp ec t  o f qu a l i t y i s d efi n ed  by best  p rac t i c es i n
t est  c o n st ru c t i o n  an d  t ec h n i c a l  st an d ard s i n c l u d i n g  t h o se p u t  fo rt h  by t h i rd  p arty
o rg an i z at i o n s su c h  as t h e Asso c i at i o n  o f Test  Pu b l i sh ers an d  t h e Am eri c an  Psyc h o l o g i c a l
Asso c i at i o n .  Th e m at eri a l  su c h  as t h at  fo u n d  i n  t h e Un i fo rm  Gu i d e l i n es a l so  p ro vi d es a
g o o d  fo u n d at i o n  fo r t h e t ec h n i c a l  eval u at i o n  o f assessm en t  t o o l s.   Wh i l e  a  d et a i l ed
d esc ri p t i o n  o f t h ese so u rc es i s beyo n d  t h e sc o p e o f t h i s p ap er, t h ere are so m e basi c  t en an t s
o n  w h i c h  t h e assu m p t i o n  o f t ec h n i c a l  assessm en t  qu al i t y sh o u l d  be based , as t h ey rep resen t

September 2005



WHITE PAPERStandards for Evaluating the Quality of Assessment Tools 

Copyright ©2005 Unicru, Inc.  All rights reserved.  Do not distribute without permission. 5

so m e o f t h e m ajo r t h i n g s t h at  are requ i red  i n  o rd er t o  su p p o rt  t h e assu m p t i o n  t h at  a  t est
h as been  p ro p erl y c o n st ru c t ed .  Fro m  a t ec h n i c a l  p ersp ec t i ve, a  qu al i t y assessm en t  sh o u l d
be ac c o m p an i ed  by t h e fo l l o w i n g :   

¥ An  o p erat i o n a l  d efi n i t i o n  o f w h at  t h e t est  m easu res

¥ Th eo ret i c a l  l i n ks ex p l a i n i n g  w h y t h e t est  i s a  reaso n ab l e m easu re o f t h ese t h i n g s

¥ Do c u m en t at i o n  o f p syc h o m et ri c  an a l yses c o n d u c t ed  d u ri n g  t h e t est  c o n st ru c t i o n
p ro c ess

¥ Evi d en c e i n d i c at i n g  t h at  t h e t est  m easu res w h at  i t  i s su p p o sed  t o  m easu re ( i .e . ,
va l i d at i o n  evi d en c e)

¥ Evi d en c e t h at  t h e t est  d o es n o t  p red i c t  d i fferen t i a l l y fo r m em bers o f c ert a i n
p ro t ec t ed  g ro u p s ( a c o n c ep t  kn o w n  as ad verse i m p ac t )

¥ Ad d i t i o n a l  evi d en c e su m m ari z i n g  resu l t s t h at  c an  be ex p ec t ed  w h en  u si n g  t h e
t est  t o  m easu re t h e c o n st ru c t s i t  i s su p p o sed  t o  m easu re ( su m m ary o f ROI an d
t h e d i rec t  re l at i o n sh i p  bet w een  vari o u s l evel s o f t est  sc o res an d  jo b
p erfo rm an c e) .

Th e abo ve sh o u l d  be c o n t a i n ed  i n  a  t est  m an u al  o r t est  va l i d at i o n  d o c u m en t ,  t h e eval u at i o n
o f w h i c h  i s an  abso l u t e n ec essi t y fo r an yo n e w h o  i s i n t erest ed  i n  u si n g  a sp ec i fi c  assessm en t
t o o l .   Th i s d o c u m en t at i o n  sh o u l d  be c arefu l l y eval u at ed  t o  h e l p  p ro vi d e an  u n d erst an d i n g
o f t h e c are an d  t ec h n i c a l  p ro c ed u res t h at  w en t  i n t o  t h e c reat i o n  o f t h e t est .   

Desp i t e  t h e p ri m ary i m p o rt an c e o f t ec h n i c a l  ac c u racy, t h e c h an g i n g  n at u re o f t h e w o rl d  o f
em p l o yee se l ec t i o n  h as i n c reasi n g l y beg u n  t o  sh o w  t h at  m eet i n g  t h e abo ve st an d ard s are
n o t  en o u g h .  Eval u at i n g  t h e t ec h n i c a l  su i t ab i l i t y o f p ro d u c t s i s d efi n i t e l y a c ri t i c a l  fi rst  st ep
i n  t h e se l ec t i o n  o f an  assessm en t  t o o l .   Tec h n i c a l  st an d ard s are a base l i n e w h i c h  p ro vi d e
so m e p i ec e o f m i n d  an d  o ffer a  g o o d  fi l t er i n  t h at  an y o rg an i z at i o n  t h at  c an n o t  p ro vi d e t h e
abo ve i n fo rm at i o n  fo r t h e i r t est  o r assessm en t  t h ey are o fferi n g  fo r sa l e  i s basi c a l l y fa i l i n g
t o  o ffer qu al i t y.  

Wh i l e  a  t ec h n i c a l  eval u at i o n  m ay h el p  t o  i d en t i fy t h o se o rg an i z at i o n s w h o se p ro d u c t s are
si m p l y n o t  l eg i t i m at e, m o st  assessm en t  ven d o rs are ab l e t o  p ro vi d e t h i s i n fo rm at i o n  t o
i n t erest ed  c o n su m ers i n  so m e fo rm  o r an o t h er.  Ho w ever, t h ere i s n o  set  fo rm u l a fo r t h e
p resen t at i o n  o f t h e abo ve i n fo rm at i o n  an d  bec au se t h ese st u d i es are o ft en  p resen t ed  as p art
o f a  sa l es cyc l e,  t h ey c an n o t  be t ru st ed  t o  be t h e so l e  so u rc e o f qu a l i t y.  So , t h ey are a
n ec essary, bu t  n o t  su ffi c i en t  p art  o f t h e qu al i t y equ at i o n .  Th i s p ap er su g g est s t h at ,  w h i l e
t h e t ec h n i c a l  d i m en si o n s are d efi n i t e l y a p re-requ i si t e ,  qu a l i t y i s rea l l y a  refl ec t i o n  o f t h e
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rel evan c e o f t h e assessm en t  t o o l  t o  t h e sp ec i fi c  n eed s o f t h e o rg an i z at i o n .  Th i s i s referred
t o  as t h e "c o n t i n g en cy d i m en si o n " o f qu a l i t y. 

AArreeaa  TTww oo ::   TThh ee  cc oo nn tt ii nn gg eenn ccyy  dd ii mm eenn ssii oo nn ..     Th e rec en t  ex p l o si o n  o f i n t erest  an d  avai l ab i l i t y o f
assessm en t  t o o l s h as l ed  t o  t h e n eed  t o  eval u at e assessm en t  qu al i t y i n  a  m an n er t h at  g o es
beyo n d  a m ere revi ew  o f t h e t ec h n i c a l  d o c u m en t at i o n  t h at  ac c o m p an i es an  assessm en t  t o o l .
Th e fac t  i s t h at  t h e m ajo ri t y o f t o o l s t h at  are c o m m erc i a l l y avai l ab l e i n  t o d ay's assessm en t
m arket p l ac e w i l l  m eet  m i n i m u m  t ec h n i c a l  st an d ard s, w i t h  m o st  be i n g  re l at i ve l y w el l
c o n st ru c t ed .  Th i s m ean s t h at  t h ere m u st  be an o t h er d i m en si o n  t o  h e l p  d efi n e assessm en t
t o o l  qu a l i t y.  

Th e c o n t i n g en cy d i m en si o n  i s a l l  abo u t  t h e m an n er i n  w h i c h  t h e assessm en t  t o o l  i s
d ep l o yed  re l at i ve t o  t h e sp ec i fi c  n eed s o f t h e c o n su m er.  A d esc ri p t i o n  o f a  fu l l  m et h o d o l o g y
fo r d et erm i n i n g  t h e sp ec i fi c  p aram et ers o f c o n t i n g en cy i s beyo n d  t h e sc o p e o f t h i s p ap er.
Ho w ever, eval u at i n g  c o n t i n g en c i es asso c i at ed  w i t h  t h e u se o f an  assessm en t  t o o l  g en era l l y
i n vo l ves an  u n d erst an d i n g  o f t h e fo l l o w i n g :

TThh ee  kkeeyy  ee ll eemm eenn tt ss  oo ff  tt hh ee  jjoo bb  (( oo rr  jjoo bbss))   ffoo rr  ww hh ii cc hh   tt hh ee  tt oo oo ll   ww ii ll ll   bbee  uu sseedd .. Th i s
i n vo l ves t h e l evel  o f t h e jo b , t h e c o m p et en c i es,  kn o w l ed g es, ski l l s,  ab i l i t i es,
et c  t h at  are t o  be m easu red  u si n g  t h e t o o l .   Effec t i ve p red i c t i o n  fo r d i fferen t
typ es o f jo bs requ i res t h e u se o f d i fferen t  t yp es o f t o o l s.

TThh ee  oo uu tt cc oo mm eess  tt hh aatt   aarree  dd eessii rreedd   ffrroo mm   tt hh ee  uu ssee  oo ff  tt hh ee  tt oo oo ll .. Th i s i n vo l ves t h e
ac t u a l  p erfo rm an c e c ri t eri a  o r o b jec t i ves t h at  re l at e t o  t h e u se o f t h e t o o l .
Th ese c an  vary qu i t e  a  b i t  as d i fferen t  t yp es o f t o o l s are d esi g n ed  t o  h e l p  t h e
u ser ac h i eve d i fferen t  o u t c o m es.

AA  cc oo nn ssii dd eerraatt ii oo nn   oo ff  tt hh ee  tt rraadd eeoo ffff  bbeett ww eeeenn   sspp eeeedd   aann dd   aacc cc uu rraaccyy.. Th i s i s
p erh ap s o n e o f t h e m o st  i m p o rt an t  asp ec t s o f t h e c o n t i n g en cy d i m en si o n .
Th e d ec i si o n s m ad e i n  d et erm i n i n g  h o w  i m p o rt an t  i t  i s t o  c u st o m i z e an
assessm en t  t o o l  fo r u se i n  a  sp ec i fi c  si t u at i o n  vs. u si n g  a t o o l  t h at  i s m o re
g en eri c  w i l l  h ave a t rem en d o u s i m p ac t  o n  t h e o vera l l  qu a l i t y o f t h e
assessm en t  t o o l ? 

TThh ee  mm aann nn eerr  ii nn   ww hh ii cc hh   tt hh ee  tt oo oo ll   ffii tt ss  ii nn tt oo   tt hh ee  eexx ii sstt ii nn gg   hh ii rr ii nn gg   pp rroo cc eessss.. Th i s
re l at es t o  t h e p h i l o so p h y w i t h  w h i c h  t h e t o o l  i s i m p l em en t ed  re l at i ve t o  t h e
o vera l l  h i r i n g  p ro c ess.  Th at  i s,  w i l l  t h e t o o l  be u sed  as a  si n g l e  t est  o r w i l l  i t
be u sed  as p art  o f a  m o re i n t eg rat ed  p ro c ess i n  w h i c h  t est  d at a c an  be
c o m b i n ed  w i t h  o t h er i n fo rm at i o n  i n  a  m an n er t h at  i s su p p o rt ed  by d ec i si o n
m aki n g  t o o l s.
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AAnn   uu nn dd eerrsstt aann dd ii nn gg   oo ff  hh oo ww   tt hh ee  eeffffeecc tt ii vveenn eessss  oo ff  tt hh ee  tt oo oo ll   ww ii ll ll   bbee  mm eeaassuu rreedd ..
Th e m an n er i n  w h i c h  t h e effec t i ven ess o f t h e t o o l  w i l l  be veri fi ed  i s an
i m p o rt an t  c o n si d erat i o n  w h en  c h o o si n g  a t o o l .   Fo r i n st an c e, sm al l er
o rg an i z at i o n s m ay n o t  h ave t h e vo l u m e o f ap p l i c an t s requ i red  t o  su p p o rt
em p i r i c a l  eval u at i o n s o f t h e effec t i ven ess o f t h e t o o l .   Th i s c an  h ave a
d efi n i t e  i m p ac t  o n  an  u n d erst an d i n g  o f t h e qu al i t y o f t h e o vera l l  p ro c ess.   

At  t h e en d  o f t h e d ay, a  c o n si d erat i o n  o f t h e abo ve fac t o rs w h en  se l ec t i n g  an  assessm en t
t o o l  w i l l  h ave a m ajo r i m p ac t  o n  t h e resu l t s t h at  are ret u rn ed .  In  o t h er w o rd s, qu a l i t y i s
abo u t  u si n g  t h e r i g h t  t o o l  fo r t h e r i g h t  jo b  bu t  a l so  abo u t  fi n d i n g  a t o o l  t h at  fi t s w i t h  t h e
c o n si d erat i o n s d ri vi n g  t h e n eed  fo r t h e t o o l  i t se l f.   

Ul t i m at e l y, i t  i s t h e c o m b i n at i o n  o f t h e t ec h n i c a l  d i m en si o n  an d  t h e c o n t i n g en cy d i m en si o n
t h at  w i l l  en d  u p  d efi n i n g  t h e ab i l i t y o f t h e assessm en t  t o o l  t o  p ro vi d e o p t i m al  o u t c o m es
t h at  w i l l  o ffer va l u e t o  t h e o rg an i z at i o n .   Th e fo l l o w i n g  sec t i o n  d esc ri bes t h e m an n er i n
w h i c h  an  eval u at i o n  o f bo t h  d i m en si o n s c an  h e l p  o rg an i z at i o n s o p t i m i z e assessm en t  qu al i t y
as i t  re l a t es t o  t h e i r sp ec i fi c  n eed s. 

Section III: Optimizing Quality
At  t h e en d  o f t h e d ay, t h e c o n c ep t  o f qu a l i t y as i t  re l a t es t o  t h e u se o f assessm en t  t o o l s i s a l l
abo u t  p red i c t i o n .  Th e ex t en t  t o  w h i c h  t h e t o o l  i s ab l e t o  ac c u rat e l y an d  syst em at i c a l l y
p red i c t  t h e o u t c o m es fo r w h i c h  i t  w as i m p l em en t ed  i s w h at  w i l l  d efi n e i t s qu a l i t y.  Th i s
c o n c ep t  requ i res an  u n d erst an d i n g  t h at ,  w h i l e  t h eo ret i c a l l y p o ssi b l e ,  fro m  a p rac t i c a l  p o i n t
o f vi ew  p erfec t  p red i c t i o n  u si n g  assessm en t  t o o l s i s si m p l y n o t  p o ssi b l e .   Aft er a l l ,  em p l o yee
sel ec t i o n  d ea l s w i t h  h u m an s w h o se i n d i vi d u a l  d i fferen c es m ake t h em  u n p red i c t ab l e.  

Desp i t e  t h e l ac k o f ab i l i t y t o  ac h i eve p erfec t  p red i c t i o n , t h e ac c u racy w i t h  w h i c h  p red i c t i o n s
are m ad e c an  be c o n t ro l l ed .  Th i s i s ex t rem el y u sefu l  bec au se t h e m o re ac c u rat e t h ese
p red i c t i o n s are, t h e g reat er t h e ret u rn s o n  t h e i n vest m en t  m ad e i n  t h e u se o f t h e
assessm en t  t o o l .   Th i s p ap er su g g est s t h at  t h e c o m b i n at i o n  o f t ec h n i c a l  ac c u racy an d  t h e
ex t en t  t o  w h i c h  c o n t i n g en cy p aram et ers are c o n si d ered  c reat es a  "qu al i t y c o n t i n u u m " w i t h
w h i c h  t h e qu al i t y o f t h e t o o l  w i l l  be d efi n ed  by i t s ab i l i t y t o  o ffer a  h i g h  d eg ree o f ac c u racy
i n  p red i c t i o n .   Al t h o u g h  t h ere are an  i n fi n i t e  n u m ber o f p o ssi b l e  p o i n t s o n  t h i s c o n t i n u u m ,
t h i s p ap er w i l l  d i sc u ss qu al i t y i n  t erm s o f t h e t h ree key an c h o r p o i n t s o n  t h e c o n t i n u u m :
h i g h  qu al i t y, m ed i u m  qu al i t y an d  l o w  qu al i t y.  Eac h  o f t h ese i s d esc ri bed  i n  m o re d et a i l
be l o w .
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Fi g u re 1  d em o n st rat es t h e re l at i o n sh i p  bet w een  t h e c o n t en t  o f an  assessm en t  t o o l  an d  jo b
p erfo rm an c e t h at  c an  be asso c i at ed  w i t h  h i g h  qu al i t y so l u t i o n s.  Th e i d ea beh i n d  t h i s
fi g u re i s a  si m p l e o n e;  t h e h i g h er t h e d eg ree o f o verl ap  bet w een  t h e c o n st ru c t  m easu red  by
t h e assessm en t  an d  t h e c o n st ru c t s t h at  d efi n e jo b  p erfo rm an c e, t h e m o re c l o se l y t h e c i rc l es
w i l l  o verl ap .

Hi g h  qu al i t y so l u t i o n s w i l l  fi rst  an d  fo rem o st  m eet  a l l  t ec h n i c a l  requ i rem en t s i n  t erm s o f
t est  d evel o p m en t  an d  c o n st ru c t i o n .  Th i s i s a  p re-requ i si t e .   Ho w ever, even  t h e m o st
c arefu l l y c reat ed  t o o l  w i l l  o ffer n o  va l u e i f n o t  u sed  c o rrec t l y.  H i g h  qu al i t y so l u t i o n s are
g en era l l y t h o se t h at  are c l o se l y m ap p ed  t o  t h e jo b  i n  qu est i o n  vi a  t h o ro u g h  jo b  an a l ysi s
p ro c ess, h ave evi d en c e t o  su p p o rt  t h e i r ab i l i t y t o  p red i c t  ac c u rat e l y fo r si m i l ar jo bs, an d  are
u sed  as p art  o f a  p ro c ess as o p p o sed  t o  o n e i so l a t ed  p i ec e o f i n fo rm at i o n . 

So l u t i o n s m eet i n g  t h e abo ve c ri t eri a  w i l l  g en era l l y d e l i ver t h e m o st  ac c u rat e l evel s o f
p red i c t i o n  bu t  at  a  c o st .   Th i s c o st  be i n g  t h e fac t  t h at  i t  t akes t i m e, m o n ey an d  a g o o d  d ea l
o f effo rt  t o  en su re t h e assessm en t  h as been  p ro p erl y c reat ed  an d  t h at  t h e t o o l  i s "d i a l ed  i n "
t o  t h e u n i qu e asp ec t s o f t h e jo b  o r o rg an i z at i o n  fo r w h i c h  i t  w i l l  be u sed .   Th e t rad eo ff
h ere i s t h at ,  u p  t o  a  p o i n t ,  t h e g reat er t h e effo rt  p u t  fo rt h  t o  d ep l o y a h i g h  qu al i t y so l u t i o n ,
t h e g reat er t h e ret u rn s o n  t h e i n vest m en t  m ad e i n  i t  w i l l  be.   

Fi g u re 2  rep resen t s t h e re l at i o n sh i p  bet w een  t h e c o n t en t  o f t h e assessm en t  t o o l  an d  jo b
p erfo rm an c e t h at  c an  be asso c i at ed  w i t h  m ed i u m  qu al i t y so l u t i o n s.  No t e t h at  t h e c i rc l es i n
t h i s fi g u re h ave a g o o d  d ea l  l ess o verl ap  t h en  t h o se i n  Fi g u re 1  bu t  st i l l  o ffer t h e ab i l i t y t o
p ro vi d e so m e d eg ree o f ac c u racy.  Th i s l evel  o f ac c u racy c an  st i l l  p ro vi d e si g n i fi c an t  ret u rn s
o n  i n vest m en t  bu t  n o t  at  t h e l evel  asso c i at ed  w i t h  si t u at i o n s i n  w h i c h  bo t h  t ec h n i c a l  an d
c o n t i n g en cy d i m en si o n s are o p t i m i z ed .  
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Med i u m  qu al i t y assessm en t s fa l l  i n  a  ran g e t h at  i n c l u d es t h e m i d d l e o f t h e qu al i t y
c o n t i n u u m .  Th ese assessm en t s m o st  o ft en  h ave been  c reat ed  i n  a  m an n er t h at  m eet
t ec h n i c a l  st an d ard s, a l t h o u g h  i n  so m e si t u at i o n s a fa i l u re t o  fu l l y m eet  t ec h n i c a l  st an d ard s
m ay be o n e reaso n  fo r red u c ed  l evel s o f ac c u racy.  Th e b i g g est  d et erm i n an t  t h at  c reat es a
si t u at i o n  o f m ed i u m  qu al i t y i s t h e c o n t i n g en cy d i m en si o n .  Th at  i s,  t h e l ess t h e assessm en t
t o o l  i s c u st o m i z ed  t o  m eet  sp ec i fi c  n eed s o f t h e jo b , t h e l ess ac c u rat e i t  w i l l  be.  Th i s i s n o t
n ec essari l y a  bad  t h i n g , as t h e va l u e p ro vi d ed  by qu al i t y d ep en d s o n  t h e n eed s o f t h e
o rg an i z at i o n .  

Th e m ed i u m  qu al i t y ran g e typ i c a l l y i n c l u d es "o ff t h e sh e l f" assessm en t s o r "o n e si z e fi t s a l l "
assessm en t s.   Th at  i s,  assessm en t s t h at  h ave been  c reat ed  fo r u se i n  a  w i d er ran g e o f
si t u at i o n s w i t h  t h e g o a l  be i n g  rap i d  d ep l o ym en t  an d  l o w er c o st  t o  t h e c o n su m er.   Pro vi d ed
t h e o rg an i z at i o n  u si n g  t h e assessm en t  u n d erst an d s t h i s,  assessm en t s o f m ed i u m  qu al i t y c an
o ffer va l u e.  Th ese t o o l s are esp ec i a l l y u sefu l  t o  sm al l er o rg an i z at i o n s t h at  d o  n o t  h ave t h e
reso u rc es requ i red  t o  i n vest  i n  a  h i g h er qu al i t y so l u t i o n . 

Fi g u re 3  rep resen t s t h e l o w est  p o i n t  o n  t h e qu al i t y c o n t i n u u m .  No t e t h at  c i rc l es i n  t h i s
fi g u re sh o w  t h at  t h ere i s vi rt u a l l y n o  re l at i o n sh i p  bet w een  t h e c o n t en t  o f t h e assessm en t
an d  t h e e l em en t s o f t h e jo b  fo r w h i c h  i t  i s be i n g  u sed .  Th i s c reat es a  si t u at i o n  w h ere
ac c u rat e an d  syst em at i c  p red i c t i o n  i s e i t h er n o t  p o ssi b l e  o r far fro m  o p t i m al .  

Th ere are a vari ety o f reaso n s w h y an  assessm en t  m ay be o f l o w  qu al i t y.  Ho w ever, t h ese
are g en era l l y re l at ed  t o  o n e o f t w o  p o ssi b l e  si t u at i o n s.  Ei t h er t h e assessm en t  i t se l f h as n o t
been  c reat ed  u si n g  p ro p er t ec h n i c a l  t ec h n i qu es, o r t h e assessm en t  t h at  h as been  c h o sen  h as
very l i t t l e  re l evan c e fo r t h e si t u at i o n  i n  w h i c h  i t  i s be i n g  u sed .  Reg ard l ess o f t h e reaso n  fo r
t h e l o w  l evel  o f ac c u racy, t h i s si t u at i o n  i s t o  be avo i d ed  bec au se i t  w i l l  fa i l  t o  p ro vi d e u sers
w i t h  t h e ab i l i t y t o  syst em at i c a l l y p red i c t  o u t c o m es t h at  h ave val u e t o  t h e o rg an i z at i o n . 
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Th i s si t u at i o n  i s a  b i t  d i fferen t  fro m  t h at  o f h i g h  an d  m ed i u m  qu al i t y bec au se, w h i l e  t h o se
requ i re a c h o i c e re l at ed  t o  t h e n eed s an d  reso u rc es o f t h e o rg an i z at i o n , l o w  qu al i t y
assessm en t s sh o u l d  be avo i d ed  at  a l l  c o st s.  

Th e fo l l o w i n g  sec t i o n  p ro vi d es so m e d i rec t i o n  t o  h e l p  o rg an i z at i o n s avo i d  se l ec t i n g  l o w
qu al i t y so l u t i o n s.  

Section IV: Choosing a Quality Assessment Tool
Th i s p ap er su g g est s t h at  c h o o si n g  an  assessm en t  t o o l  t h at  w i l l  d e l i ver qu al i t y requ i res t w o
i m p o rt an t  c o n si d erat i o n s.  Th e fi rst  o f t h ese i s d et erm i n i n g  w h at  l evel  o f qu a l i t y i s d esi rab l e
g i ven  t h e c o n t i n g en c i es t h at  su rro u n d  t h e i m p l em en t at i o n .  Th e sec o n d  i s c o n d u c t i n g  t h e
d u e d i l i g en c e requ i red  t o  avo i d  c h o o si n g  a l o w  qu al i t y so l u t i o n .

AA..  OOpp tt ii mm ii zz ii nn gg   qquu aall ii tt yy  rree ll aatt ii vvee  tt oo   nn eeeedd ss

En su ri n g  t h e se l ec t i o n  o f a  qu al i t y assessm en t  t o o l  requ i res a  vari ety o f c arefu l
c o n si d erat i o n s an d  an  aw aren ess bo t h  o f t h e o rg an i z at i o n 's sp ec i fi c  n eed s an d  t h e reso u rc es
avai l ab l e t o  m eet  t h o se n eed s.  Th i s requ i res a  c arefu l  revi ew  o f t h e p aram et ers t h at  c reat e
t h e c o n t i n g en cy d i m en si o n  o f qu a l i t y an d  an  u n d erst an d i n g  o f t h e fo l l o w i n g  key d ec i si o n
m aki n g  fac t o rs:  

YYoo uu rr  nn eeeedd ss..     Wh at  i s t h e p ri m ary d ri ver fo r t h e u se o f t h e assessm en t  t o o l ?  Wh at  d o  yo u
h o p e t o  g a i n  vi a  i t s u se?
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TThh ee  ssuu bbsstt aann cc ee.. Wh at  h u m an  d i m en si o n s d efi n e jo b  p erfo rm an c e an d  t h u s w i l l  h e l p  t o
en su re yo u  are ab l e t o  rea l i z e t h e o u t c o m es yo u  seek?  Is t h e jo b  a c o m p l ex  o n e o r o n e t h at
i s re l at i ve l y si m p l e?  Ho w  u n i qu e are t h ese asp ec t s an d  t o  w h at  d eg ree d o  u n i qu e asp ec t s
d et erm i n e o u t c o m es?

AAvvaaii ll aabb ll ee  rreessoo uu rrcc eess.. Ho w  m u c h  t i m e an d  m o n ey d o  yo u  h ave t o  sp en d  o n  t h i s p ro jec t ?
Wh at  i s t h e c o m fo rt  l evel  i n  i n vest m en t  i n  t h i s t o o l ?  Sm al l er o rg an i z at i o n s o r t h o se w i t h
few er reso u rc es t o  i n vest  m ay n o t  be ab l e t o  seek o u t  t h e h i g h est  qu a l i t y so l u t i o n s, bu t  st i l l
m ay be ab l e t o  ben efi t  fro m  t h o se o f m ed i u m  qu al i t y. 

SScc oo pp ee.. Ho w  bro ad l y w i l l  t h e assessm en t  t o o l  be i m p l em en t ed ?  Wi l l  o n e t o o l  be ex p ec t ed
t o  c arry t h e l o ad  fo r m o re t h an  o n e jo b?

PPrroo cc eessss.. Ho w  w i l l  t h e assessm en t  t o o l  be em bed d ed  i n t o  yo u r p ro c ess?  Th i s w i l l  be an
i m p o rt an t  c o n si d erat i o n  as t h e u l t i m at e ab i l i t y t o  m ake ac c u rat e se l ec t i o n  d ec i si o n s i s a
resu l t  o f t h e en t i re se l ec t i o n  p ro c ess rat h er t h en  o n e sp ec i fi c  assessm en t .

An sw eri n g  t h e abo ve qu est i o n s w i l l  resu l t  i n  a  d ec i si o n  reg ard i n g  t h e st rat eg y u sed  w h en
eval u at i n g  t h e su i t ab i l i t y o f an  assessm en t .   Fo r i n st an c e, i f yo u  h ave a h i g h  vo l u m e jo b  t h at
i s re l at i ve l y u n i qu e, an d  h ave t i m e t o  w o rk t h ro u g h  i m p l em en t at i o n , t h en  c h o o si n g  an
assessm en t  t h at  i s c u st o m i z ed  t o  yo u r n eed s m ay m ake sen se.  On  t h e o t h er h an d , i t  m ay
m ake sen se fo r sm al l er o rg an i z at i o n s w i t h  few er reso u rc es t o  d ep l o y an  assessm en t  t h at
w i l l  be i m p l em en t ed  o ff t h e sh e l f w i t h  n o  c u st o m i z at i o n .  Wh i l e  t h e qu al i t y o f t h i s so l u t i o n
m ay n o t  be as h i g h  as t h at  o f a  m o re c u st o m i z ed  so l u t i o n , t h i s t yp e o f t o o l  c an  be d ep l o yed
qu i c kl y an d  easi l y an d  c an  st i l l  o ffer va l u e t h ro u g h  syst em at i c  p red i c t i o n  o f va l u ed
o u t c o m es. 

BB..  AAvvoo ii dd ii nn gg   ll oo ww   qquu aall ii tt yy  ssoo ll uu tt ii oo nn ss::   DDuu ee  DDii ll ii gg eenn cc ee

A sec o n d  an d  c ri t i c a l  st ep  i n  o p t i m i z i n g  t h e u se o f assessm en t  t o o l s i n vo l ves en su ri n g  t h e
avo i d an c e o f l o w  qu al i t y so l u t i o n s.  Th i s requ i res t w o  typ es o f ac t i vi t i es.   Th e fi rst  i s an
au d i t  o f t h e t ec h n i c a l  asp ec t s re l at ed  t o  t h e assessm en t  w h i l e  t h e sec o n d  i n vo l ves a
t h o ro u g h  u n d erst an d i n g  o f t h e m at c h  bet w een  t h e c o n t en t  o f t h e t est  an d  t h e p aram et ers
t h at  d efi n e jo b  p erfo rm an c e.  

11 ..   TTeecc hh nn ii cc aa ll   eevvaall uu aatt ii oo nn

Th e t ec h n i c a l  eval u at i o n  o f an  assessm en t  m easu re c an  be a re l at i ve l y c o m p l ex  en d eavo r.
At  a  m i n i m u m , an y o rg an i z at i o n  o fferi n g  an  assessm en t  fo r u se i n  p re-em p l o ym en t  t est i n g
sh o u l d  be ab l e t o  p ro vi d e a t ec h n i c a l  m an u al  t o  d em o n st rat e t h e "p ed i g ree" o f t h e
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assessm en t .   Un fo rt u n at e l y, w h i l e  t h e p ro vi si o n  o f a  t ec h n i c a l  m an u al  i s a  p re-requ i si t e ,
t h ese m an u al s sh o u l d  be sc ru t i n i z ed  c arefu l l y bec au se m o st  t ec h n i c a l  m an u al s h ave been
c reat ed  t o  sh i n e a p o si t i ve l i g h t  o n  t h e assessm en t  i n  qu est i o n .  Th e g o a l  o f revi ew i n g  t h e
t ec h n i c a l  m an u al  sh o u l d  be t o  g a i n  i n si g h t  i n t o  t h e fo l l o w i n g :  

¥ An  u n d erst an d i n g  o f t h e t h eo ry o n  w h i c h  t h e assessm en t  i s based

¥ An  u n d erst an d i n g  o f t h e p ro c ess u sed  t o  c o n st ru c t  t h e assessm en t

¥ Do c u m en t at i o n  o f va l i d at i o n  effo rt s d em o n st rat i n g  t h e effec t i ven ess o f 
t h e t o o l

¥ Evi d en c e o f p o si t i ve o u t c o m es re l at ed  t o  t h e u se o f t h e assessm en t

¥ Eval u at i o n  o f l eg a l  i m p l i c at i o n s asso c i at ed  w i t h  u si n g  t h e assessm en t  ( e.g . ,
ad verse i m p ac t )

22 ..   RReell eevvaann cc ee  oo ff  tt hh ee  aasssseessssmm eenn tt   tt oo   jjoo bb  pp eerrffoo rrmm aann cc ee

Th e sec o n d  asp ec t  o f d u e d i l i g en c e i n vo l ves g a i n i n g  a t h o ro u g h  u n d erst an d i n g  o f t h e m at c h
bet w een  t h e ac t u a l  c o n t en t  o f t h e assessm en t  m easu re an d  t h e vari o u s h u m an  e l em en t s
t h at  are requ i red  fo r effec t i ve jo b  p erfo rm an c e. 

Th i s t yp e o f eval u at i o n  i s best  ap p ro ac h ed  by en su ri n g  t h at  t h e i d ea o f w h at  d efi n es jo b
p erfo rm an c e i s d o c u m en t ed  befo re an y eval u at i o n  i s beg u n .

Th i s w i l l  h e l p  t o  en su re a so l i d  fo u n d at i o n  w i t h  w h i c h  t h e re l evan c e o f an  assessm en t  t o o l
c an  be g au g ed . On c e t h i s i n fo rm at i o n  h as been  d o c u m en t ed , t h e c o n t en t s o f vari o u s
assessm en t  t o o l s c an  be eval u at ed  re l at i ve t o  a  set  o f d esi red  p erfo rm an c e d i m en si o n s.

Th i s t yp e o f eval u at i o n  requ i res a  revi ew  o f m an n er i n  w h i c h  jo b  p erfo rm an c e d i m en si o n s
are i d en t i fi ed  by t h e assessm en t  p ro vi d er.  Th e g reat er t h e i n vest m en t  m ad e by t h e t est
p ro vi d er i n  en su ri n g  a c l o se m ap p i n g  o f t est  c o n t en t  t o  d esi red  o u t c o m es, t h e h i g h er t h e
qu al i t y t h e assessm en t  sh o u l d  be.  Fo r i n st an c e, h i g h l y c u st o m i z ed  assessm en t s sh o u l d  be o f
h i g h er qu al i t y bec au se t h ey h ave been  d evel o p ed  o r m o d i fi ed  t o  m at c h  sp ec i fi c  jo b
p erfo rm an c e requ i rem en t s.   On  t h e o t h er h an d , assessm en t s t h at  are u sed  o ff t h e sh e l f w i t h
l ess m o d i fi c at i o n  m ay h ave a g o o d  d ea l  o f o verl ap  w i t h  d esi red  p erfo rm an c e o u t c o m es bu t
m ay fa i l  t o  m easu re so m e c ri t i c a l  d i m en si o n s an d  m easu re o t h er d i m en si o n s t h at  are n o t
re l evan t .   Th u s t h e o ff t h e sh e l f ap p ro ac h  i s m o st  l i ke l y t o  o ffer a  m ed i u m  l evel  o f qu a l i t y.
Th i s i s n o t  n ec essari l y a  p ro b l em , bu t  rat h er a  c o n si d erat i o n  t h at  m u st  be t aken  i n t o
ac c o u n t  w h en  revi ew i n g  t h e d et a i l s o f an y assessm en t  t o o l .   
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Th e si t u at i o n  t h at  m u st  be avo i d ed  i s o n e i n  w h i c h  t h ere i s l i t t l e  o r n o  re l at i o n  bet w een  t h e
c o n t en t  o f t h e assessm en t  an d  p erfo rm an c e o n  t h e jo b  i n  qu est i o n .  Th i s si t u at i o n  w i l l  o ffer
l i t t l e  o r n o  qu al i t y an d  t h erefo re n o  val u e t h ro u g h  t h e u se o f t h e assessm en t .   Th erefo re,
w h en  p erfo rm i n g  d u e d i l i g en c e en su ri n g  t h e st ren g t h  o f t h e re l at i o n sh i p  bet w een  t est
c o n t en t  an d  p erfo rm an c e i s a  c r i t i c a l  st ep  i n  en su ri n g  qu al i t y.  On c e so m e c o n n ec t i o n
bet w een  t h e c o n st ru c t s m easu red  by a t est  an d  t h o se requ i red  fo r jo b  p erfo rm an c e h as been
est ab l i sh ed , d et erm i n i n g  an  ac c ep t ab l e l evel  fo r t h e st ren g t h  o f t h i s c o n n ec t i o n  w i l l  requ i re
an  eval u at i o n  o f t h e c o n t i n g en c i es asso c i at ed  w i t h  t h e i m p l em en t at i o n  o f t h e assessm en t
t o o l .   Op t i n g  fo r a  h i g h er l evel  o f c o n n ec t i o n  bet w een  t est  c o n t en t  an d  jo b  p erfo rm an c e h as
a d i rec t  re l at i o n sh i p  t o  t an g i b l e  o u t c o m es t h at  c an  h ave val u e fo r t h e o rg an i z at i o n .  Th ese
o u t c o m es are d i sc u ssed  i n  m o re d et a i l  i n  t h e fo l l o w i n g  sec t i o n .  

IV. Conclusion 
Th ere are t w o  i m p o rt an t  reaso n s w h y o rg an i z at i o n s sh o u l d  t ake t i m e t o  en su re t h e qu al i t y
o f an y assessm en t  m easu re t h ey are c o n si d eri n g :  l eg a l  d efen si b i l i t y an d  ret u rn  o n
i n vest m en t .   Th ese t h i n g s are ac t u a l l y d i rec t l y re l at ed  t o  o n e an o t h er vi a  t h e fac t  t h at  t h ey
bo t h  re l y o n  t h e ac c u racy o f t h e assessm en t  i n  p red i c t i n g  jo b  p erfo rm an c e ( i .e . ,  assessm en t  
qu al i t y) .

LLeegg aall   dd eeffeenn ssii bb ii ll ii tt yy

Th e g reat er t h e qu al i t y o f an  assessm en t  t h e c l o ser t h e l i n k bet w een  t h at  assessm en t  an d
jo b  p erfo rm an c e.  Th i s l i n k i s t h e p ri m ary d et erm i n an t  o f l eg a l i t y w h en  i t  c o m es t o  t h e u se
o f assessm en t  t o o l s.   So , o rg an i z at i o n s w h o  are c o n c ern ed  abo u t  l eg a l  i ssu es re l at ed  t o  t h e
u se o f an  assessm en t  t o o l  sh o u l d  w o rk t o  en su re t h at  t h e re l at i o n sh i p  bet w een  t est  an d  jo b
p erfo rm an c e i s as st ro n g  as p o ssi b l e .    It  i s i m p o rt an t  t o  u n d erst an d  t h at  even  assessm en t s
o f m ed i u m  qu al i t y sh o u l d  p ro vi d e l eg a l  d efen si b i l i t y bu t  t h at  t h e l evel  a t  w h i c h   qu a l i t y
d i m i n i sh es w i l l  h ave a d i rec t  i m p ac t  o n  t h e l eg a l  r i sk asso c i at ed  w i t h  t h e u se o f t h e
assessm en t  t o o l .   Aft er a  c ert a i n  p o i n t ,  o n e i n  w h i c h  t h ere i s l i t t l e  o r n o  re l at i o n sh i p
bet w een  t h e t est  an d  jo b  p erfo rm an c e, l eg a l  d efen si b i l i t y w i l l  be c o m p ro m i sed . 

RReett uu rrnn   oo nn   ii nn vveesstt mm eenn tt

Th e sam e re l at i o n sh i p  w h i c h  d efi n es t h e l eg a l  d efen si b i l i t y o f an  assessm en t  m easu re h as a
d i rec t  i m p ac t  o n  i t s ab i l i t y t o  p ro vi d e ret u rn  o n  t h e i n vest m en t  m ad e i n  i m p l em en t i n g  i t .
Th e h i g h er t h e qu al i t y o f t h e assessm en t  t o o l ,  t h e m o re d i rec t  t h e l i n k bet w een  t h e
c o n st ru c t s i t  m easu res an d  jo b  p erfo rm an c e requ i rem en t s.   Th i s m ean s t h at ,  i n  g en era l ,
se l ec t i n g  a  h i g h er qu al i t y assessm en t  t o o l  sh o u l d  l ead  t o  l arg er ret u rn s bec au se o f t h e
i n c reased  ac c u racy asso c i at ed  w i t h  t h e m easu re.  

September 2005



WHITE PAPERStandards for Evaluating the Quality of Assessment Tools 

Copyright ©2005 Unicru, Inc.  All rights reserved.  Do not distribute without permission. 14

Ju st  as w i t h  l eg a l  d efen si b i l i t y, t h ere are ju d g m en t  c a l l s t h at  m u st  be m ad e w h en
d et erm i n i n g  t h e requ i red  l evel  o f qu a l i t y re l at i ve t o  t h e ROI o f an  assessm en t  m easu re.  In
t h e r i g h t  c i rc u m st an c es an  assessm en t  o f m ed i u m  qu al i t y i s c ap ab l e o f p ro vi d i n g  si g n i fi c an t
ret u rn  o n  i n vest m en t .   Th i s i s w h y c o n t i n g en cy fac t o rs bec o m e an  i m p o rt an t  fac t o r w h en
c h o o si n g  an  assessm en t  t o o l .   Fo r i n st an c e, u si n g  an  o ff t h e sh e l f assessm en t  t h at  w i l l
p ro vi d e o n l y a m ed i u m  l evel  o f ret u rn  o n  i n vest m en t  bu t  w h i c h  c an  be d ep l o yed  rap i d l y
w i t h  l i t t l e  d i sru p t i o n  an d  w h i c h  c an  p ro vi d e st ro n g  ROI m ay o ft en  be p referab l e t o  a  m o re
ex p en si ve an d  t i m e c o n su m i n g  so l u t i o n .  

VVeerrii ffyyii nn gg   qquu aall ii tt yy

On e i m p o rt an t  p art  o f eval u at i n g  t h e ret u rn  o n  i n vest m en t  p ro vi d ed  by an  assessm en t  t o o l
i n vo l ves t aki n g  st ep s t o  veri fy i t s qu a l i t y.  Th ere are a vari ety o f w ays t o  ac c o m p l i sh  t h i s bu t
n o  m at t er w h at  t h e m et h o d , t h e en d  g o a l  i n vo l ves an  eval u at i o n  o f t h e st ren g t h  o f t h e
re l at i o n sh i p  bet w een  t h e c o n t en t  o f an  assessm en t  an d  t h e o u t c o m es i t  h as been  d esi g n ed
t o  p red i c t .   Th e st ro n g er t h i s re l at i o n sh i p  i s,  t h e h i g h er t h e l evel  o f qu a l i t y o f t h e
assessm en t  t o o l  ( an d  t h e g reat er t h e ret u rn  o n  t h e i n vest m en t  m ad e i n  t h e t o o l ) .   Th i s i s
c o m m o n l y d o n e vi a  a  p ro c ess kn o w n  as t est  va l i d at i o n . Th ere are a vari ety o f w ays t o
val i d at e a  t est  bu t  t h e o n l y w ay t o  o b t a i n  an  ac t u a l  n u m eri c a l  i n d ex  o f t est  qu a l i t y i s vi a  a
p ro c ess i n  w h i c h  i s kn o w n  as a c ri t eri o n -re l at ed  val i d at i o n  st u d y.  A fu l l  d esc ri p t i o n  o f t h i s
p ro c ess i s beyo n d  t h e sc o p e o f t h i s p ap er, h o w ever t h e basi c  i d ea i s t h at  i t  p ro vi d es a w ay t o
veri fy t h e ac c u racy o f an  assessm en t  vi a  st at i st i c a l  eval u at i o n .  Th e resu l t s o f su c h  st u d i es
are o ft en  an  i m p o rt an t  p art  o f t h e t ec h n i c a l  d o c u m en t at i o n  p ro vi d ed  by assessm en t  ven d o rs
i n  o rd er t o  d em o n st rat e t h e effec t i ven ess o f t h e i r p ro d u c t s.    

Conclusion
Th i s i s an  i m p o rt an t  t i m e i n  t h e evo l u t i o n  o f h i r i n g  p ro c esses.  Tec h n o l o g y h as c h an g ed
m an y t h i n g s abo u t  t h e w ay assessm en t s are c o n fi g u red , d e l i vered , an d  eval u at ed .  Desp i t e
t h ese c h an g es, t h e c o n c ep t  o f assessm en t  qu al i t y rem ai n s g ro u n d ed  i n  t h e c en t ra l  i d ea t h at ,
t o  be effec t i ve, assessm en t s m u st  ac c u rat e l y p red i c t  key c o n st ru c t s requ i red  fo r effec t i ve jo b
p erfo rm an c e.  Wh i l e  a l l  t o o l s m u st  m eet  c ert a i n  t ec h n i c a l  st an d ard s i n  o rd er t o  be effec t i ve,
u n d erst an d i n g  assessm en t  qu al i t y i s re l at i ve i n  t h at  i t  requ i res c o n su m ers fi rst  u n d erst an d
t h e i r o w n  n eed s an d  m ake d ec i si o n s ac c o rd i n g l y.  Th ese d ec i si o n s w i l l  be u n i qu e t o  t h e
o rg an i z at i o n  i n t erest ed  i n  u si n g  t h e assessm en t  t o o l  an d  w i l l  u l t i m at e l y d efi n e t h e d eg ree o f
qu al i t y t h at  i s r i g h t  fo r eac h  sp ec i fi c  si t u at i o n .  Th u s, en su ri n g  qu al i t y o f assessm en t  t o o l s
requ i res aw aren ess o n  t h e p art  o f t h e c o n su m er an d  w i l l i n g n ess t o  c o n d u c t  t h e d u e
d i l i g en c e requ i red  t o  u n d erst an d  bo t h  t h e i r o w n  n eed s an d  t h e d eg ree t o  w h i c h  an
i n d i vi d u a l  t o o l  c an  m eet  t h em .  
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i n t ern at i o n a l l y kn o w n  t h o u g h t  l ead er i n  t h e d evel o p m en t  o f o n l i n e sc reen i n g  an d
assessm en t  t ec h n o l o g y. Si n c e st art i n g  Ro c ket -Hi re, h e h as sp ec i a l i z ed  i n  p art n eri n g  w i t h
c u st o m ers t o  d evel o p  st rat eg i es t o  h e l p  i n c rease t h e effi c i en cy an d  effec t i ven ess o f t h e
em p l o yee se l ec t i o n  p ro c ess. In  ad d i t i o n  t o  In t ern et  based  h i r i n g  p rac t i c es, Ch arl es h as a l so
c o n d u c t ed  ex t en si ve su rvey w o rk an d  c reat ed  t ra i n i n g / d evel o p m en t  an d  p erfo rm an c e
m an ag em en t  syst em s fo r a  vari ety o f c o m p an i es. He h as rec en t l y l au n c h ed  t h e o n l i n e
versi o n  o f h i s o n e o f a  ki n d  p u b l i c at i o n :  Th e Bu yer's Gu i d e t o  On l i n e Sc reen i n g  an d
Assessm en t  ( h t t p : / / bu yersg u i d e.ro c ket -h i re.c o m )

Dr. Han d l er's w o rk i n  bu i l d i n g  n ew  m o d el s fo r se l ec t i o n  u si n g  t ec h n o l o g y h as ap p eared  i n
HR p u b l i c at i o n s w o rl d w i d e.  He i s a  reg u l ar c o l u m n i st  fo r t h e El ec t ro n i c  Rec ru i t i n g
Ex c h an g e, Wo rkfo rc e Man ag em en t  Mag az i n e, an d  SHRM's Em p l o ym en t  Man ag em en t  To d ay
Mag az i n e.  Dr. Han d l er h as a l so  p l ayed  an  ac t i ve ro l e  i n  ed u c at i o n , servi n g  as a  m em ber o f
Tu l an e Un i versi t y's Bu si n ess St u d i es fac u l t y, w h ere h e c u rren t l y t eac h es Rec ru i t m en t  an d
Sel ec t i o n , an d  o t h er HR re l at ed  t o p i c s.   He i s frequ en t l y asked  t o  sp eak abo u t  best  p rac t i c es
fo r em p l o yee se l ec t i o n  at  even t s su c h  as t h e So c i ety fo r In d u st r i a l / Org an i z at i o n a l
Psyc h o l o g y's an n u al  c o n feren c e, t h e El ec t ro n i c  Rec ru i t i n g  Ex c h an g e An n u al  Ex p o , an d  a
m an y o t h er u ser c o n feren c es an d  w o rksh o p s.  

Dr. Han d l er i s a  m em ber o f t h e Am eri c an  Psyc h o l o g y Asso c i at i o n  ( APA) , Th e So c i ety fo r
Hu m an  Reso u rc e Man ag em en t  ( SHRM) , an d  Th e So c i ety fo r In d u st r i a l / Org an i z at i o n a l
Psyc h o l o g y ( SIOP) . He h o l d s a  Ph .D. i n  In d u st r i a l / Org an i z at i o n a l  Psyc h o l o g y fro m
Lo u i si an a St at e Un i versi t y an d  h as been  w o rki n g  as an  em p l o yee se l ec t i o n  sp ec i a l i st  fo r
o ver 1 0  years.
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