
Presenter
Presentation Notes
Good morning. Welcome to our workshop, Designing an Assessment Strategy.

Thanks to FEB host site.

Facilitator introductions.

This course was recently developed in response to training needs that agencies identified in conjunction with hiring reform initiatives. Our hope is that you will leave with some new ideas and a better understanding of the assessment options that are available. 

It is new, so we look forward to any feedback you may have to help us make sure it is on the mark.

Housekeeping – ensure that all participants have signed in. Explain that they will be asked to sign in again in the afternoon session.  Certificates of completion will be available to all participants who sign in a.m. and p.m.  

Does everyone have copies of the participant handouts (one-page action steps and nine-page handout)? 



Course Objectives

• Provide a broad overview of assessment 
goals

• Outline current and emerging assessment 
options and models

• Identify steps and variables to consider 
when developing an assessment strategy

• Discuss implementation issues and 
considerations
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Presenter
Presentation Notes
There are four primary course objectives:
Provide a broad overview of assessment goals and principles, particularly as they relate to current hiring reform initiatives.
Outline assessment options and models that can be used in conjunction with a category rating model.
Identify steps and variables to consider when developing an assessment strategy.
Discuss implementation issues and considerations, including assigning Veterans’ Preference, using category rating, and establishing cut points.
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Agenda

• Background and Context

• Assessment Models and Options

• Building an Assessment Strategy

• Implementation Considerations

• Summary and Conclusion

Presenter
Presentation Notes
The course is divided into 5 sections:……
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Introductions

• HR professionals?

• HR managers?

• Hiring managers?

• Agency executives?

• Other?

Who is our audience?…

Presenter
Presentation Notes
We would like to gain a better understanding of our audience.

Can I see by a show of hands those of you who represent HR professionals? HR managers? Hiring managers? Agency executives? 

Can I see by a show of hands those of you who are filling jobs primarily under Title V? Outside of Title V? 

Also, to better know our audience, can I see by a show of hands those who are filling jobs primarily through Delegating Examining? Merit Promotion?

Also, who here has been to other hiring reform workshops?  Which ones?





Background & Context
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Assessment:  Defining the Terms

• Assessment: a systematic approach to 
gathering information about individuals; this 
information is used to make employment or 
career-related decisions about applicants and 
employees

• Assessment Tool: any test or procedure (for 
example, ability test, structured interview, work 
sample) used to measure an individual’s 
employment or career-related qualifications 
and interests

U.S. Department of Labor, Testing and Assessment: An 
Employer’s Guide to Good Practices, 2000
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Presenter
Presentation Notes
In a hiring context, assessment is any method of collecting information on individuals for the purpose of making a selection decision.



Assessment:  Defining the Terms

Assessment Strategy: an established plan for 
designing and implementing one or more assessment 
tools for an organization, occupation, or a specific 
situation.
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Presenter
Presentation Notes
When do you start building a new assessment strategy?

New assessment strategies are developed well before you are faced with a need to fill a position or before the 80-day hiring period begins. 

Building a new assessment strategy requires a proactive and strategic approach and generally needs to take place during the workforce planning phase. 




Goal of Assessment in Federal Hiring

To make consistent, accurate, and merit-based 
distinctions among candidates

U.S. Merit Systems Protection Board, Identifying 
Talent through Technology:|
Automated Hiring Systems in
Federal  Agencies, 2004
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Presenter
Presentation Notes
Prior to Merit principles, we really did not need assessments. You could hire your friends and family. Today, however, particularly with the volume of applicants we are seeing, there is a pressing need to be able to make consistent, accurate, and merit-based distinctions among applicants. 



• Presidential Memorandum issued May 11, 2010
- http://www.whitehouse.gov/the-press-office/presidential-

memorandum-improving-federal-recruitment-and-hiring-
process

• Overarching objectives:
- Recruit and hire highly qualified employees in a 

timely and efficient manner
- Make public service a career of choice for the 

most talented Americans

Hiring Reform
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Presenter
Presentation Notes
To help provide some current context surrounding assessments, we wanted to highlight hiring reform initiatives related to assessments.

Can I see by a show of hands those of you familiar with current hiring reform requirements?

To quickly summarize for those who are not as familiar with them, President Obama signed a memorandum on May 11, 2010 that maps out a series of Federal hiring reform priorities. OPM provides a wide range of information and resources about the hiring reform effort at www.opm.gov/hiringreform (a slide with the link is listed at the back of the presentation).

There are a number of directives contained in the memorandum; but, in brief, the overarching goals of the hiring reform effort are to: 1) recruit and hire high qualified employees in a timely and efficient manner, and 2) to make public service a career of choice for the most talented Americans. 


http://www.whitehouse.gov/the-press-office/presidential-memorandum-improving-federal-recruitment-and-hiring-process�
http://www.whitehouse.gov/the-press-office/presidential-memorandum-improving-federal-recruitment-and-hiring-process�
http://www.whitehouse.gov/the-press-office/presidential-memorandum-improving-federal-recruitment-and-hiring-process�


Hiring Reform & Assessment

•Eliminate written essay-style 
questions (KSAs) at the time of 
application

•Allow individuals to apply by 
submitting resumes and cover 
letters or completing simple, plain 
language applications, and assess 
applicants using valid, reliable 
tools
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Departments/Agencies will by November 1, 2010…

Presenter
Presentation Notes
On the next two slides are hiring reform directives specifically related to assessment.

They include:…



Hiring Reform & Assessment

Departments/Agencies will by November 1, 2010…

•Provide for selection among a larger number of 
qualified applicants by using “category rating”

•More fully involve managers and supervisors with 
responsibility for hiring in workforce planning, job 
analysis, recruitment, and assessment
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Presenter
Presentation Notes
Is there anyone who is not familiar with category rating?

Category rating replaces the traditional Rule of 3. With category rating, eligible candidates are ranked by being placed in one of two or more pre-defined quality categories instead of being ranked by individual numeric score order.

Names of all eligible candidates in the highest quality category are referred/sent on the Certificate of Eligibles to the selecting official for consideration.

The selecting official selects from among eligible candidates in the highest quality category (without being limited to the top three eligible candidates).

Veterans’ preference is applied by listing eligibles ahead of non- preference eligibles within each quality category. All qualified CP/CPS Veterans go and stay in the top group (except for scientific and professional positions at the grade 9 or higher – in this case CPS and CP eligibles do not “float” to the highest quality category). 



State of Assessment

“…Assessment is the weakest link in the 
government’s problematic hiring chain…”

- Partnership for Public Service & PDRI, A PreVisor
Company (August 2010). The Weakest Link: How 
Strengthening Assessment Leads to Better Federal
Hiring (p. i). 
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Presenter
Presentation Notes
A new report came out from the Partnership for Public Service and PDRI just as we were developing this course. 

This report identifies assessment as the weakest link in the government’s hiring process.

This report is a good resource for agencies looking to improve their assessment strategies. 

The report is available on Partnership for Public Service's website under 'Publications': http://www.ourpublicservice.org/OPS/publications/






• Key players in the federal hiring process—
hiring managers, HR professionals, agency 
leaders and OPM—often do not work together

• Lack of assessment expertise

• Narrow perception of assessment

• Information technology systems may not 
easily support a range of assessment options

• Lack of meaningful data to evaluate 
effectiveness of assessments

Barriers to Effective Assessment
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Presenter
Presentation Notes
The report identifies five key barriers to effective assessment: … 



• Increases the likelihood of hiring employees 
who possess the right competencies and will 
contribute to agency success

• Results in hiring, placing, and promoting 
greater numbers of superior performers

• Results in reduced
turnover

• Allows veterans’
preference to work
as intended

The Importance of Effective Assessment
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Presenter
Presentation Notes
The report also highlights benefits associated with effective assessment strategies, which include:

Applying veterans’ preference is a unique aspect of federal hiring, which can be undermined by weak assessments. 

The intent is to give veterans preference over non-veteran candidates with roughly equal or lesser qualifications. 

This process assumes accuracy in comparing and ranking candidates, as well as placing them in categories with similarly qualified applicants. 

Without good assessment tools to make these judgments, veterans’ preference does not work as intended. 




The Importance of Effective Assessment

• Results in cost savings to the organization
- Poor hire estimated to cost 2-3 X salary in

year one
- Lower training and performance management 

costs
• Decreases the likelihood of a bad hire and
associated consequences

- Poor work quality
- Dissatisfied customers
- Lowered morale among fellow employees
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“Devoting resources and attention to 
assessment is a key element needed to make 
federal hiring reforms work ...” 

-Partnership for Public Service & PDRI, A PreVisor
Company (August 2010). The Weakest Link: How 
Strengthening Assessment Leads to Better Federal 
Hiring (p. iii). 

Assessment: The Way Ahead
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“Senior agency leaders, not just the heads of HR, 
must elevate the importance of assessment in the 
hiring process by:

• investing sufficient staff time and resources,
• outlining reasonable goals for agency success,
• promoting ownership among key agency staff and
•holding appropriate people accountable for results.” 

-Partnership for Public Service & PDRI, A PreVisor
Company (August 2010). The Weakest Link: How 
Strengthening Assessment Leads to Better Federal 
Hiring (p. ii). 
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Assessment: The Way Ahead



Action Step

Use the form provided to..

• Identify topics for strategic assessment discussions  
at your agency

• Identify specific ideas and action steps for
improving assessments
at your agency 
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Presenter
Presentation Notes
As an action step, we hope that you will leave with some take-aways.

Was everyone able to print off the handouts? There is one that says ‘Assessment Strategy Action Steps.’ We have a few extra copies if anyone needs one. Just raise your hand.

We recognize that these classes are drawing a wide audience. Some of you may have decision making authority whereas others may not. 

Hopefully, you are in a position to educate others at your agency or at least share some ideas.

We have included two columns for each course section: 1) topics for strategic assessment discussion at your agency, and 2) specific ideas and action steps for improving assessment.

At the end of the course, we hope you will share some of the action steps you jot down.



Assessment Models & Options

19



Topics Covered

• Broad assessment considerations

• Assessment options

• Multiple hurdles approach

• Case studies

• Discussion
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Presenter
Presentation Notes
In this section we will be discussing various assessment options.  We’ll start out with some broad considerations for assessments.  Next, we will discuss various assessment tools – their characteristics, strengths, and considerations.  We will discuss a common assessment strategy – multiple hurdles approach – followed by some real-life case studies of multiple hurdles being applied in agencies.  We will conclude the morning with an interactive discussion.



Assessment Considerations

• Development and implementation costs

• Time and expertise required

• Applicant acceptance/face validity

• Potential for adverse impact

• Reliability and validity evidence 
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Presenter
Presentation Notes
These are some recurring considerations that you will see associated with the various assessment tools.  
Costs - We do not list estimated costs for the assessment tools – just be aware that developing and implementing assessments will require funding – the level of that funding will vary depending on a number of factors.
Expertise - Many of the assessment tools that we will cover require expertise to develop – this means working with others that specialize in assessments.  We will provide you with a list of resources later on if you need more direction on where to turn for expertise. 
Face Validity - Do applicants view the assessment favorably? Important consideration, especially if your agency is concerned about challenges to the process.
Adverse Impact - A “substantially different” passing rate (or selection rate) between two groups on an assessment procedure. We must be sure that certain groups of individuals are not discriminated against as a result of the assessment tool.
Reliability and Validity – Reliability = consistency of scores obtained when the same applicants are reexamined with the same or equivalent form of an assessment . Validity = extent to which performance on an assessment is linked to performance on the job. To better explain reliability and validity, we have a visual on the next slide.





Reliability and Validity: An Example
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Reliable, but not Valid Both Reliable and Valid

High reliability is a necessary condition for high validity, 
but high reliability does not ensure validity.

Presenter
Presentation Notes
Reliability:  the extent to which an assessment tool is consistent or free from random error in measurement
Validity:  the extent to which an assessment tool measures what it is intended to measure	

The board on the left shows three darts close together, but no where near the intended target. In this case, the player was extremely consistent (i.e. reliable) with his/her throws, but was not accurate (i.e. validity). This relates to a person being assessed three times, each resulting in a similar score. However, the assessment score is not an accurate reflection of what it intended to measure.

The board on the right shows three darts not only close together, but also at their intended target. In this case, the player was both consistent in his/her throws (i.e. reliable) and accurate (i.e. validity). This relates to a person being assessed three times, each resulting in a similar score that is also an accurate reflection of what the tool is supposed to measure.

Thus, it is possible for an assessment tool to be reliable but still be ineffective in assessing a job candidate (i.e. not valid).



Validity of Various Assessment Tools

Work Sample Tests .54  
Structured Interviews .51
Job Knowledge Tests .48
Assessment Centers .37
Biodata Instruments .35
Reference Checks .26
Training & Experience Point Method .11

Validity coefficients quantify the relationship 
between scores on a selection device and job 
performance. The higher the coefficient, the better 
we can predict job performance.

Schmidt, F., & Hunter, J.  (1998).  The Validity and Utility of Selection 
Methods in Personnel Psychology: Practical and Theoretical Implications 
of 85 Years of Research Findings. Psychological Bulletin, 124, 262-274.

Validity 
Coefficients
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Presenter
Presentation Notes
As discussed, assessment tools with higher validities better predict who will perform well on the job. Assessment tools vary in their validity; here are some validity coefficients associated with assessment tools based on a compilation of many different studies. It is important to keep in mind that the validity will vary based on the specific tool implemented. For example, the validity coefficients associated with the work sample tests and structured interviews are quite high. The validity coefficient for the training and experience point method  is .11, which is quite low. The point method assigns points based on years of experience and training. 
Validities typically associated with task and competency-based self-rated training and experience measures  more similar to occupational questionnaires administered through automated staffing systems used today probably fall in the .15 - .20 range ( McDaniel et al., 1988). However, they are difficult to interpret due to the small number of studies available and variability in the procedures used (Sproule, 2009). 
Another way that we look at validity is called content validity or content validation. Content validity refers to evidence, based on job analysis and expert judgment, that the choice of items or tasks included in the assessment logically match or represent those tasks or competencies required by the job. Content validation approaches are commonly used when developing occupational questionnaires and structured interviews, for example.
Bottom line is that investing in better assessment tools will pay off in an increased ability to select employees who will be successful on the job. 




Assessment Options
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Presenter
Presentation Notes
Next we will review some common assessment tools – their characteristics, strengths, considerations, and examples.

Please keep in mind that we can not go into great detail on each assessment, but want to make you aware of the variety of valid tools you have to select from when planning your assessment strategy.  Remember, once we review the various types of assessments, we will be “putting the puzzle together” after lunch when we cover Building an Assessment Strategy and Implementation Considerations.
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Strengths Considerations
Can be administered and scored 
electronically in a non-proctored 
setting

Requires subject matter expert 
(SME) involvement to develop

High face validity and 
convenience for applicants

Applicant response inflation must 
be addressed

Wide variety of competencies 
can be assessed

Less suitable for entry-level and 
unspecialized  positions

Low adverse impact Low validity; potential for lack of 
discrimination among applicants

Task- and competency-based self-report 
questionnaires used to screen and rank applicants 
based on their job-related training and experience

Occupational Questionnaire

Presenter
Presentation Notes
The Occupational Questionnaire is also known as Training & Experience Questionnaire, Prescreen Questionnaire, Assessment Questionnaire, Rating Schedule, or sometimes Crediting Plan.

Occupational Questionnaires are typically made up of: 
Screening factors that rate applicants as qualified or not qualified (eligible or ineligible), and 
Ranking factors – produce a ranked list of all eligible applicants from scores on the ranking questions (scores on these factors determine the top group of applicants - those who can be reached for selection).

(read through strengths and considerations)



Occupational Questionnaire: Example

Indicate the extent to which you have communicated orally 
with various levels of employees to obtain and provide 
information.
A. I have had no experience in performing this task.

B. I have communicated orally with others to obtain or verify 
information or to provide routine information.

C. I have communicated orally with supervisors, managers, or office 
personnel to notify them of decisions, problems, or further actions 
needed, or to explain the organization's programs or services.

D. I have given short oral presentations at departmental or 
organizational briefings and meetings to convey information on 
program activities or to describe the impact of new organizational 
policies on operational responsibilities.

E. I have led briefings or taught courses on highly technical or complex 
material to audiences such as high-level managers or executives.
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Presenter
Presentation Notes
We are assuming that you all have familiarity with minimum qualification items and ranking items using a generic scale.  So, this slide shows an example of an item under a ranking factor that uses a customized rating scale.  In this case, the item is for the competency Oral Communication.

The response options are developed with the help of subject matter experts knowledgeable about the job and are specific to the question stem. 



Manage a financial management information system 
that supports accounting, budgeting, procurement, 
disbursing, and/or statistical reporting.
A.…
B.…
C.…
D.…
E.….

If you rated yourself D or E, in the text box below, 
please write in the name of the financial 
management system you managed and the relevant 
position(s) you held.
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Occupational Questionnaire: Example

Presenter
Presentation Notes
Another option you can consider is asking applicants to elaborate on certain key items. Although collection of narrative summaries is no longer permitted per hiring reform, asking for a discrete piece of information such as the specific job (listed on their resume) where they gained a certain experience or for the name and contact information of a reference who can support their rating is acceptable, or in this case, the specific financial management system used. 

Important to note, collecting discrete information in text boxes should be done very sparingly (e.g., 1-2 items). Some agencies might consider setting a character limit on text boxes to ensure that only discrete pieces of information are collected.





• Items about past events and behaviors that predict 
overall performance for a given occupation

• Items scored using a research-based scoring key
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Strengths Considerations
Can be administered and 
scored electronically in a 
non-proctored setting

Requires SME 
involvement and 
measurement expertise 
to develop

High validity Somewhat low face 
validity for applicants

Low adverse impact

Biographical Data Questionnaire (Biodata)

Presenter
Presentation Notes
Biodata measures include items about past events and behaviors reflecting personality attributes, attitudes, experiences, interests, skills and abilities validated as predictors of overall performance for a given occupation. 

Biodata test items are developed through behavioral examples provided by subject matter experts (SMEs). 

(read through strengths and considerations) 
……….
There are also targeted biodata instruments - a job compatibility measure (sometimes referred to as a suitability measure) which focuses on the prediction of counterproductive or deviant behaviors. A job compatibility index is typically used to screen out applicants who are more likely to engage in counterproductive behavior if they are hired.




This questionnaire asks you to describe your 
educational, work, and other experiences in specific 
areas which relate to successful job performance...
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My peers would probably describe me as being:
A. much more confident than most
B. somewhat more confident than most
C. about as confident as anyone else
D. somewhat less confident than most
E. much less confident than most

During high school (grades 9-12) I made the semester honor roll:
A. never
B. once or twice
C. three or four times
D. five or six times
E. seven or eight times

Biodata: Example

Presenter
Presentation Notes
A response to a single biodata item is of little value. Rather, it is the pattern of responses across several different situations that give biographical data the power to predict future behavior on the job. 

Again, the applicants may look at these items and wonder what they have to do with job, but when developed properly these can have high validity 



Cognitive Ability Test

Applicants are asked to solve questions to 
estimate their potential to use mental processes 
to solve job-related problems or  acquire job 
knowledge; can also measure aptitude for job-
related skills
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Strengths Considerations
Can be administered and 
scored electronically

Security of test materials

High validity Can adversely impact 
minority groups
Requires measurement 
expertise to develop

Presenter
Presentation Notes
Cognitive ability tests assess abilities involved in thinking (e.g., reasoning, perception, memory, verbal and mathematical ability, and problem solving). Such tests pose questions designed to estimate applicants’ potential to use mental processes to solve work-related problems or to acquire new job knowledge. 

Many professionally developed cognitive tests are available commercially and may be considered when there is no significant need to develop a test that refers specifically to the particular job or organization. 

(read through strengths and considerations)





Cognitive Ability Test:  Example

The bus fare is increasing by 10%.  The old bus fare 
was $20.  What will the new fare be?

A. $20   
B. $21
C. $22 
D. $23
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Presenter
Presentation Notes
Examples of cognitive ability items include arithmetic computations (as seen here), but can also include: verbal analogies, reading comprehension, number series completion, and spatial relations (i.e., visualizing objects in three-dimensional space). 

Examples of item formats include multiple choice, sentence completion, short answer, or true-false.




Personality Test

Multiple choice questions used to generate a profile 
of traits which can predict job performance or 
satisfaction with certain aspects of work
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Strengths Considerations
High validity Must be linked to job-

relevant information
Can be administered and 
scored electronically in a 
non-proctored setting

Requires measurement 
expertise to develop and 
interpret results

Presenter
Presentation Notes
The personality traits most frequently assessed in work situations are often referred to collectively as the Big Five or the Five-Factor Model; they include: (1) Extroversion, (2) Emotional Stability, (3) Agreeableness, (4) Conscientiousness, and (5) Openness to Experience. The specific factors most predictive of job performance will depend on the job in question. 

It is important to recognize some personality tests are designed to diagnose psychiatric conditions (e.g., paranoia, schizophrenia, compulsive disorders) rather than work-related personality traits. The Americans with Disabilities Act considers any test designed to reveal such psychiatric disorders as a “medical examination.” Under the Americans with Disabilities Act, personality tests meeting the definition of a medical examination may only be administered after an offer of employment has been made. 

(read through strengths and considerations)



I find it easy to see things from someone else’s point
of view.

A. Strongly agree
B. Somewhat agree
C. Neither agree or disagree
D. Somewhat disagree
E. Strongly disagree
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Personality Test:  Example

Presenter
Presentation Notes
Personality self-report inventories typically ask applicants to rate their level of agreement with a series of statements (like the example here) designed to measure their standing on relatively stable personality traits. This information is used to generate a profile used to predict job performance or satisfaction with certain aspects of the work. 

Personality measures can be in the form of interviews, in-basket exercises, observer ratings, or (most commonly) self-report inventories (i.e., questionnaires). 





Situational Judgment Test

Presents applicants with a description of a work 
problem or critical situation, and asks them to identify 
how they would deal with it (can be paper, 
computerized, or video-based format)

34

Strengths Considerations
High validity and face 
validity for applicants

Requires SME 
involvement and 
measurement expertise to 
develop

Can be administered and 
scored electronically

Security of test materials

Presenter
Presentation Notes
Situational judgment tests (SJTs) present applicants with a description of a work problem or critical situation related to the job they are applying for and ask them to identify how they would handle it. 

SJTs measure effectiveness in social functioning dimensions such as conflict management, interpersonal skills, problem solving, negotiation skills, facilitating teamwork, and cultural awareness. SJTs are particularly effective measures of managerial and leadership competencies. 

(read through strengths and considerations)




Situational Judgment Test: Example

No special training or experience is required to answer 
these questions. Identify from the response options the 
one that best represents how you would handle the 
situation. 

You are a member of a project team.  Another member 
of the team gives you a task that you do not feel 
qualified or trained to handle.  What would you do?

A. Complete the task as best you can.

B. Consult with your supervisor.

C. Ask someone in the office who knows how to do the 
task to help you.

D. Ask the staff member to reassign the task to a more 
qualified team member.
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Presenter
Presentation Notes
This is an example of a multiple choice SJT items in a paper-and-pencil or computer-based format.

SJTs can be developed to present scenarios and collect responses using a variety of formats (paper-and-pencil, computerized, pictures, animation, video-based). 




Job Knowledge Test

Comprised of specific questions developed to 
determine how much the candidate knows about 
particular job tasks or responsibilities
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Strengths Considerations
High validity and face 
validity for applicants

Requires SME 
involvement and 
measurement expertise to 
develop

Can be administered and 
scored electronically

Security of test materials

Most appropriate for 
specialized or technical 
jobs

Presenter
Presentation Notes
Job knowledge tests are used in situations where applicants must already possess a body of learned information prior to being hired. They are particularly useful for jobs requiring specialized or technical knowledge that can only be acquired over an extended period of time. 

(read through strengths and considerations)




Job Knowledge Test:  Example

A corporation repurchased some of their own stock 
purchase warrants.  The price that they paid exceeded 
the amount that was assigned to the warrants at 
issuance.  How should the excess paid be treated?

A. expensed
B. charged to capital stock
C. charged to additional paid-in capital
D. charged to retained earnings
E. capitalized and amortized
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Presenter
Presentation Notes
While the most typical format for a job knowledge test is a multiple choice question format (as seen here), other formats include written essays and fill-in-the-blank questions. Examples of job knowledge tests include tests of basic accounting principles, computer programming, financial management, and knowledge of contract law. Licensing exams, agency certification, and/or professional certification programs are also job knowledge tests. 




Writing Assessment

• Presents applicants with exercises similar to the 
writing that they would be required to perform on 
the job

• Scored by raters using professionally-developed 
benchmarks or by complex automated protocols
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Strengths Considerations
High validity and face 
validity for applicants

Requires SME 
involvement and 
measurement expertise to 
develop

Multiple 
ratings/consensus leads 
to increased reliability

Resource intensive rating 
process

Can be administered 
electronically

Security of test materials

Presenter
Presentation Notes
There are several types of assessments that can measure writing, but when we talk about writing assessments here, it is when an applicant is presented with exercises similar to the writing that employees are required to perform on the job.  The writing assessment is typically rated by teams of assessors and is scored using professionally derived benchmarks.  There are also new complex automated protocols that, once programmed, can mimic human raters. 

(read through strengths and considerations)




Writing Assessment:  Example

You are the supervisor in charge. You have been 
provided a list of information gathered by one of your 
team members during an investigation; this list of facts 
is in no particular order.  You will need to prepare an 
Incident Report to document the situation.  When 
generating your Incident Report, use the information 
provided as the basis for your document.  Additional 
analysis of the facts provided is not required.    

- suspect: male
- occurred 3:30pm
- Sergeant Smith on scene saw everything
- found near east entrance - white powder 
- ….
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Presenter
Presentation Notes
This is an example of a writing assessment for a law enforcement position, where report writing is critical for the position.  We would have somewhere around 15 - 20 facts that give further detail on the scenario that the applicant then has to arrange into a written narrative.

Other writing assessment options could be a more open-ended opinion essay, a writing sample, or a multiple-choice or fill-in-the-blank test.



• Requires applicants to perform tasks/ activities that 
are identical or highly similar to tasks/activities 
performed on the job

• Generally rated by assessors using professionally-
developed benchmarks 
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Strengths Considerations
High validity and face 
validity for applicants

Requires SME 
involvement and 
measurement expertise to 
develop

Multiple 
ratings/consensus leads 
to increased reliability

Resource intensive rating 
process

Can be administered 
electronically

Security of test materials

Work Sample/Simulation

Presenter
Presentation Notes
Work sample tests require applicants to perform tasks or work activities that mirror the tasks employees perform on the job. As with job knowledge tests, work sample tests should only be used in situations where applicants are expected to possess the required competencies upon entry into the position.

Examples of works simulations would be: 1) an interactive role-play between the applicant and a well-trained actor that measures applicant’s problem solving, communication, and interpersonal skills; or 2) an analytical exercise where the applicant reviews a set of materials, analyzes information, draws conclusions, and prepares a written argument or recommendation.

Applicants are assessed using established benchmarks.

(read through strengths and considerations)





Work Sample/Simulation: Example

• For the purposes of this exercise, you are to assume the 
role of a new analyst with OA Consultants (OAC).  OAC 
is a small consulting firm that evaluates various 
organizational processes for public and private sector 
clients.   Your supervisor, Chris Carpenter, has asked 
you to review the attached materials and respond, in 
writing, to the request found in the memo from the 
customer.  

• The purpose of this exercise is to evaluate your 
Reasoning, Customer Service, and Writing skills.  
Please be sure to state the request and discuss your 
findings and conclusions in your report. You will have 
one hour to review the materials and write your report. 
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Presenter
Presentation Notes
This is an example of instructions for an analytical work simulation where the applicants receive a number of documents around a problem, and they are to review, analyze, and prepare a recommendation or response.



• Panel interview where all candidates are asked the 
same job-related questions (often competency-and 
behavioral-based)

• Interviewers use detailed rating scales, evaluating all 
candidates according to the same standards
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Strengths Considerations
High validity and face 
validity for applicants

Requires SME involvement 
to develop

Multiple ratings/consensus 
leads to increased 
reliability

Resource intensive 
administration and rating 
process

Legally defensible 
compared to unstructured, 
conventional interviews

Assessors must be trained 
in conducting and rating 
the interviews

Structured Interview

Presenter
Presentation Notes
Can I see by a show of hands those of you who currently use structured interviews?

Structured interviews are very different from a conventional/unstructured interview – it is an assessment tool just like everything else we have discussed today.

In a structured interview, the interviewers ask applicants a set of standardized, job-related questions and rate the applicants’ responses based on pre-determined, job-related criteria (benchmarks).  Each interview question is accompanied by benchmarks, which define low, medium, and high levels of the competency and provide examples of responses associated with the different rating levels.
 
(read through strengths and considerations)





Structured Interview:  Example

Competency: Interpersonal Skills - Shows understanding, 
friendliness, courtesy, tact, empathy, concern, and politeness to 
others; develops and maintains effective relationships with 
others; may include effectively dealing with individuals who are 
difficult, hostile, or distressed; relates well to people from varied 
backgrounds and different situations; is sensitive to cultural 
diversity, race, gender, disabilities, and other individual 
differences. 

Lead Question: Describe a situation in which you 
dealt with individuals who were difficult, hostile, or 
distressed. 
Probing Questions: Who was involved? What 
specific actions did you take? What was the 
outcome?
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Presenter
Presentation Notes
This is an example of lead question that is linked to the competency of Interpersonal Skills, and is behavioral in nature – an applicant can relate the specific behaviors or actions they demonstrated in the past.  There are probing questions associated with the lead question to elicit a thorough response from the candidate.
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Proficiency 
Level

1- Low 2 3-Average 4 5-
Outstanding

Benchmark
Definition

Handles 
interpersonal
situations 
involving little 
or no tension
or discomfort
... 

Handles 
interpersonal 
situations 
involving a 
moderate 
degree of 
tension or 
discomfort ...

Handles 
interpersonal 
situations 
involving a 
high degree 
of tension or 
discomfort
... 

Example 1 Example 2 Example 3 Example 4 Example 5

Behavioral 
Example

Refers 
employees to 
the 
appropriate 
staff member 
... 

Works 
with 
others on 
a cross-
functional 
team  …

Establishes 
cooperative 
working 
relationships 
with 
managers  ...

Facilitates 
an open 
forum to 
discuss 
employee 
concerns
…

Diffuses an 
emotionally 
charged 
meeting with 
external 
stakeholders 
...

Structured Interview:  Example

Presenter
Presentation Notes
This is an abbreviated example of the scoring protocol, or benchmarks, established for Interpersonal Skills.  The applicant is rated on a 5-point scale, with a broad definition at the 1, 3, and 5 level, and behavioral examples indicative of the various proficiency levels.




• Applicants provide a written description of a  
situation to illustrate their proficiency in critical 
job-related competencies

• Evaluated by a panel of trained raters against 
competency-based benchmarks
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Strengths Considerations
High face validity for 
applicants

Somewhat burdensome 
for applicants as a 
prescreen

Multiple 
ratings/consensus leads 
to increased reliability

Resource intensive rating 
process

Can be administered 
electronically in a non-
proctored setting

Results should be verified 
at a later stage in the 
assessment process

Accomplishment Record

Presenter
Presentation Notes
Applicants are required to provide written descriptions of an accomplishment for a specific competency, including information about situation, the specific actions taken, and the results or outcomes achieved by those actions. 

Accomplishment statements are evaluated by a panel of trained raters using competency-based benchmarks created for the targeted occupation (i.e., similar to those shown for the structured interview).

(read through strengths and considerations)

It is important to mention that Accomplishment Records have previously been used in the first stages of application processes across the government, but this is no longer allowed under the hiring reform initiative due to the increased burden on the applicant and increased resources needed to rate responses.  





Accomplishment Record:  Example

Analytical Reasoning is critical for the Program Analyst 
position.  Analytical Reasoning is defined as…

Using the text box below, please describe one specific 
instance from your training and/or experience in which you 
demonstrated experience in Analytical Reasoning. In your 
response, please follow these important guidelines as you write 
your accomplishment:
- Describe the situation -- i.e., the challenge faced, the 

problem to be solved... 
- Describe the specific actions you took…
- State the outcome, results, or long-term impact of your 

accomplishment…

Provide the name and a telephone number or email address or 
other method of contacting someone who can verify this 
information...
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Presenter
Presentation Notes
Here is an excerpt of instructions an applicant would receive for completing an accomplishment record.





• Consists of multiple assessments to evaluate small 
groups of applicants on a variety of job-related 
competencies

• Designed to resemble actual challenges that will be 
found in the job

• Applicant performance is observed and evaluated by 
multiple trained assessors
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Strengths Considerations
High validity and face 
validity for applicants

Requires SME involvement 
and measurement 
expertise to develop

Multiple ratings/consensus 
across multiple 
assessments leads to 
increased reliability

Resource intensive 
administration and rating 
process

Low adverse impact

Assessment Center

Presenter
Presentation Notes
An assessment center employs multiple assessment methods and exercises to evaluate a wide range of competencies.  Assessment centers can be used to assess small groups of people at relatively the same time. Many assessment center exercises resemble work sample tests designed to simulate the actual challenges found on the job. Applicant performance is usually observed and evaluated by multiple assessors (i.e., raters). 

While assessment centers can be designed for various types of jobs, they are particularly effective for assessing higher-level managerial and leadership competencies. 

(read through strengths and considerations)




Assessment Center:  Example

You are to assume the role of a new manager in XYZ 
Fictitious Agency.  Today is your first day…  Your 
schedule today will include:

• Orientation
• Individual in-basket exercise
• Role-play exercise
• Group interaction
• Writing exercise
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Presenter
Presentation Notes
A frequently used assessment center exercise is the in-basket test. A typical in-basket test is designed to simulate administrative tasks. During this exercise, applicants are asked to play the role of a person new to the job and are instructed to read and react to a pile of memos, messages, reports, and articles. 

Often, an assessment center will include a role-play exercise designed to mimic the types of one-on-one interactions an employee may face on the job. 

Some assessment center exercises can be used to evaluate groups and individual behaviors in group situations. For example, in a leaderless group discussion, a group of applicants is tasked with solving a problem or a series of problems in a limited amount of time. 

Other assessment center exercises include, but are not limited to, job knowledge tests, personality tests, and structured interviews. 



Emerging Assessment Options
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•A Federal platform for online, un-proctored 
assessments

•Will integrate with automated staffing systems 
through USAJOBS®

•Currently undergoing system validation 

•Offers the flexibility to use assessment techniques 
not generally offered – or offered with less fidelity - in 
traditional staffing systems

•Can be supplemented by occupational 
questionnaires designed to measure technical 
competencies 

USAJOBS Assess
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Presenter
Presentation Notes
Can I see a show of hands of those who have seen one of the USAJOBS Assess demonstrations?

OPM is currently working to develop a system that will help Agencies supplement occupational questionnaires with additional assessments.  

The OPM assessments being developed for USAJOBS Assess focus on general competencies. Agencies can supplement the OPM assessments with minimum qualification questions focused on technical requirements. 

[Notes to instructors: 
1. OPM is currently working out the details of the USAJOBS Assess communication plan . We will plan to update speaker notes as appropriate. 

2. If asked if USAJOBS Assess can be used in connection with Merit Promotion hiring…our understanding is that assessments are being used to generate category assignments. Because category rating only applies to delegated examining, these assessments are likely to be more appropriate for external (delegated examining) hiring, at least in the short term. That said, if an agency’s Merit Promotion policy allows for categories, we are not aware of any reason they could not be used for Merit Promotion. ] 
 




• Computer adaptive testing

• Innovative assessments (e.g., animation)

• Cognitive and non-cognitive competencies

• Lower applicant burden

• Same/greater prediction

• Less concern around “the test” being “gamed” 
by applicants 
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USAJOBS Assess

Presenter
Presentation Notes
USAJOBS Assess will allow for sophisticated techniques in assessments, such as computer adaptive testing, where the test is dynamic, rather than static.  

Innovative assessment formats can be used, such as animation for an SJT.

Because the assessments are implemented online in an unproctored setting, they are very convenient for the applicants, but due to test security measures within the system, the assessments will have the same accuracy.




Assessments for 12 occupational series:
• Accountant, GS-0510
• Budget Analyst, GS-0560
• Financial Management Specialist, GS-0501
• Contract Specialist, GS-1102
• Contact Representative, GS-0962
• Management and Program Analyst, GS-0343 
• Human Resources Specialist, GS-0201 
• Information Technology Specialist, GS-2210
• Security Specialist, GS-0080
• Secretary (Office Automation), GS-0318
• Miscellaneous Clerk and Assistant, GS-0303
• Human Resources Assistant, GS-0203
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USAJOBS Assess

Presenter
Presentation Notes
Assessments are currently being developed for these 12 critical occupations (all non-supervisory grades), government-wide. 

Agencies seeking additional information can contact their Hiring Reform point of contact (POC) or consult the MAX site. As discussed in a later slide, the MAX site allows users to ask OPM questions about Hiring Reform and receive the “official” agency answer. This site has a calendar with upcoming events related to Hiring Reform and also allows users to search frequently asked questions (FAQs) to see if OPM has already provided an “official” answer to a question similar to/the same as their own.
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Sample Screen Shots

Presenter
Presentation Notes
Some screen shots of various types of tests available for the applicant to take.
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Sample Screen Shots

Presenter
Presentation Notes
Here’s a screen shot of a video-based SJT on USAJOBS Assess




Other Assessment Strategy Tools

“Agencies view assessment too narrowly and miss 
out on good candidates” 
- Partnership for Public Service & PDRI, A PreVisor Company 
(August 2010). The Weakest Link: How Strengthening 
Assessment Leads to Better Federal Hiring (p. 9). 

• Realistic job preview (RJP)
• Reference checks
• Probationary period
• Intern programs
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Presenter
Presentation Notes
(read quote)  In addition to all the assessment tools we’ve discussed, it’s helpful for agencies consider a few other broad tools when designing their assessment strategy.  

A realistic job preview (RJP) can provide potential applicants with information about the positive and negative aspects of the job early on in the process.  An RJP can be as simple as a few paragraphs detailing the work and environment of the job, or it can be as elaborate a video-based interviews with incumbents of the position.  This tool can help ensure that individuals that do apply are well-informed and motivated, and also allows others to self-select out of the process; thus helping to reduce turnover.  

Checking the references of the top candidates for a position is often overlooked, but can provide an agency with useful information.  This should be more than a casual, unstructured conversation conducted by administrative staff unfamiliar with the position.  Creating a list of standardized questions and having an SME or hiring manager conduct the reference check can help to reduce the number of unsuitable applicants making their way through the hiring process. For example, see the report issued by the U.S. Merit Systems Protection Board (2005), Reference Checking in Federal Hiring: Making the Call (http://www.mspb.gov/studies/studiessearch.htm).

The probationary period (typically 12 months for federal employees) provides a long-term sample of performance that should be viewed as an extended final assessment.  Agencies should feel empowered to observe actual work and performance over the probationary period and then utilize that information to assess individuals. See also the report issued by the U.S. Merit Systems Protection Board (2006), Navigating the Probationary Period After Van Wersch & McCormick (http://www.mspb.gov/studies/studiessearch.htm).

According to the report referenced (in the slide), agencies do not hire enough of their best interns into permanent positions.  Federal agencies employ tens of thousands of interns each year.  Every internship offers a chance to assess entry-level talent on the job – one of the best predictors of future performance.  Yet, few agencies use these programs strategically to hire the best people.




Multiple Hurdles Approach

56



Common Assessment Strategy

Multiple Hurdles Approach
• When using multiple assessment tools, a 

hurdled approach helps narrow down the 
applicant pool 

• Maximizes the efficiency of resources by 
utilizing the most time and cost intensive 
resources on the best qualified individuals
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Multiple Hurdles Approach: An Example
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Career Site 
Agency Website 

USAJOBS®

First Hurdle:
Application & 

Occupational Questionnaire

Verification

Second Hurdle:
Situational 

Judgment Test

Third Hurdle:
Structured 
Interview

Selecting 
Official Decision

Presenter
Presentation Notes
To walk you through the model…starting at the top…First, an applicant goes to a career site, the agency website and/or directly to USAJOBS to search and read through the job announcements. Once she decides to apply, she clicks on the link that takes her to the application and automated prescreen questionnaire (2nd box on the slide). She completes the application and occupational questionnaire online. These are delivered through the automated system. The automated system scores the questionnaire and screens and ranks the applicant. As a recommended next step, agencies use a manual (human review) process to verify the qualifications of some subgroup of top-ranked applicants. Applicants whose qualifications are verified are then eligible for the next assessment identified – an SJT in this example.  The top group of applicants would then move on to the most resource-intensive assessment in the process – the structured interview.  Finally, the selecting official will review results of assessments and make a hiring decision.








Assessment Order

• Common first hurdles
- Application and resume
- Occupational questionnaire
- Biodata

• Common second and/or third hurdles
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- Cognitive ability test
- Personality test
- Situational judgment 

test
- Job knowledge test

- Writing assessment
- Work sample/ simulation
- Accomplishment record
- Structured interview
- Assessment center

Presenter
Presentation Notes
As mentioned previously, one of the benefits of a multiple hurdles approach is maximizing resources.  To help guide you in designing your assessment strategy, here are some common first hurdles and common second/third hurdles.




Case Studies
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Case Study (2009): 
HR Assistant Shared Register

61

1st Hurdle: Applicants applied online, responded to 
minimum qualifications questions and 
uploaded required documentation

2nd Hurdle:Eligible applicants took an online un-
proctored cognitive (clerical skills) test

- HR Specialist verifies minimum 
qualifications for applicants meeting 
the established cutoff

3rd Hurdle: Top applicants were referred to the 
agency for consideration

Presenter
Presentation Notes
(read through hurdles)
This assessment process was implemented prior to the requirement of category rating, so applicants were ranked based on their results of the second hurdle.  This could still be implemented having applicants’ scores on the second hurdle place them into categories though.



Case Study (2010): 
OPM Personnel Psychologist
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1st Hurdle: Applicants completed an online 
prescreen occupational questionnaire

2nd Hurdle: Applicants in the top category were 
invited to a structured interview

3rd Hurdle: Top applicants were interviewed by the 
selecting official

Presenter
Presentation Notes
This is a very straightforward application of a multiple hurdles approach.  This was a situation where it was known that the applicant pool would be relatively small, and with highly specialized skills.
(read through hurdles)






1st Hurdle: Applicants completed a customized online 
application

2nd Hurdle: Eligible applicants completed computer-
based proctored assessments: cognitive 
test, biodata test, and writing assessment

- Applicants ranked based on their 
combined score on the assessments

3rd Hurdle: Top applicants interviewed by interested 
agencies
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Case Study (2010): 
Presidential Management Fellows (PMF)

Presenter
Presentation Notes
(read through hurdles)
While the PMF program falls under excepted service, the same principles for selection in competitive service hold true.




Discussion

•How are you making decisions regarding 
assessment tools and strategies at your agency?

•What experience do you have using a multiple 
hurdles approach?

•How might you take advantage of a multiple 
hurdles approach at your agency?
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Presenter
Presentation Notes
(Be sure to keep the discussion to the assessments themselves, rather than straying too far into implementation – remind the participants that following lunch there will be an overview of Building an Assessment Strategy, an interactive exercise, and Implementation Considerations)

Might also ask, ‘Who develops the assessment tools at your agency?’




Building an Assessment Strategy
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Topics Covered 

• Questions to consider

• Resources available

• Group exercise
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Presenter
Presentation Notes
Questions to consider when designing an assessment strategy.  These are the items to think about before and during the development of your assessment strategy.

Resources available to assist with the process of designing an assessment strategy.  This is just a list of some possible sources of assistance – it is not meant to be an exhaustive list.

Group exercise – we will divide up into groups and each group will be asked to develop an assessment strategy given a set of resources.




Questions to Consider

• How many job openings and applicants
are expected?

- If the ratio of job openings to applicants is high 
(e.g., few job openings and few applicants), you 
may not need an elaborate assessment strategy

- If the ratio of job openings to applicants is low 
(e.g., few job openings and many applicants), a 
more elaborate assessment strategy will likely 
prove beneficial
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Presenter
Presentation Notes
Elaborate assessment strategy – an assessment strategy that may include multiple hurdles, multiple assessments in a single hurdle or multiple hurdles approach, and/or resource-intensive assessments (such as assessment centers) in terms of cost/personnel.

If you have few applicants, typically it is NOT cost-effective nor efficient to administer a multiple hurdles approach, which is typically used to pare down a large number of applicants.  Screening of just a few applicants can be done with one or two hurdles (e.g., an occupational questionnaire (also called a training and experience measure) and/or a structured interview).

When you have many applicants, it makes more sense to have a multiple hurdles approach, because each successive step in the hiring process helps to pare down the large number of applicants to a more manageable list of qualified applicants.



Questions to Consider

• What is the nature and level of jobs to be filled?

- If the job is more general in nature and/or 
the job level is lower, you may not need an 
elaborate assessment strategy

- If the job is specialized in nature and/or the 
job level is higher, a more elaborate 
assessment strategy may prove beneficial
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Presenter
Presentation Notes
Some of these decisions come down to costs.

If the consequence of hiring the wrong person is low, it may not be cost-effective to implement multiple, resource-intensive assessments.  This is more typically the case with jobs that are general in nature or that are lower level.  For example, an elaborate assessment strategy is not needed when hiring secretaries.

If the consequence of hiring the wrong person IS high, it may be cost-effective to implement multiple, resource-intensive assessments.  This is more typically the case with jobs that are specialized in nature or that are higher level.  For example, an elaborate assessment strategy may be needed when hiring nuclear physicists.
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Questions to Consider

• What resources are available to develop and 
implement assessments?

- Time

- Budget

- People

Presenter
Presentation Notes
Time – with available time, you may be able to develop and implement a customized assessment solution.  If you are limited on time to develop and implement, then you may need to go with a standardized assessment solution (e.g., off-the-shelf vendor solution).

Budget – with a sufficient budget, you may be able to develop and implement a customized assessment solution. If you have a limited budget, then you may need to go with a standardized assessment solution (e.g., off-the-shelf vendor solution).

People – if you have limited in-house staff to assist with development and/or implementation, you need to consider acquiring/purchasing outside assistance (e.g., OPM, private consulting firm, hiring additional qualified staff). You also will want to consider the availability of subject matter experts (SMEs) needed for the development of certain types of assessments. 



Questions to Consider

• What competencies need to be assessed?

- Determined via job analysis
 See OPM’s Delegated Examining Operations Handbook 

(Chapter 2, Section B and Appendix G) 
http://www.opm.gov/deu/Handbook_2007/DEO_Handbook.
pdf 

 See also http://opm.gov/hiringtoolkit/docs/jobanalysis.pdf

- Identified with input of job experts

- Not all competencies can be assessed

- Identify most important competencies that are 
linked to the job and are required at entry and 
focus on these
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Presenter
Presentation Notes
Determined via job analysis – systematic study of the job to identify the important tasks for performing the job and the important competencies required to perform the tasks successfully.

Identified with input of job experts – typically ask subject matter experts (job incumbents and/or their supervisors) for input regarding the important tasks and competencies

Not all competencies can be assessed – a job analysis might identify 20 – 30 competencies as being important for performing the job successfully, but we might only be able to measure 5-10 of these competencies with the assessments available (whether off-the-shelf or customized). You can generally get broader coverage of the important competencies with multiple assessments.

Focus on most important competencies – focus on competencies that are required at entry to the position and that are considered to be important by incumbents/supervisors

http://www.opm.gov/deu/Handbook_2007/DEO_Handbook.pdf�
http://www.opm.gov/deu/Handbook_2007/DEO_Handbook.pdf�
http://www.opm.gov/deu/Handbook_2007/DEO_Handbook.pdf�


Questions to Consider

•Have you evaluated each assessment option?

- Reliability and validity

- Potential for subgroup differences (adverse 
impact)

- Competencies assessed

- How the assessments interrelate

- Prior experience with assessments
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Presenter
Presentation Notes
Reliability & validity – always looking for the most reliable and valid assessments.

Potential for subgroup differences - try to avoid assessments that have the potential for adverse impact against any protected group (e.g., based on race, gender, age, handicap status).  This decision has to be weighed against the validity of the assessment, because some of the most valid assessments (e.g., cognitive ability assessment) can result in subgroup differences.

Competencies assessed – if you need to measure oral communication for the job because it was identified in the job analysis as being important and needed at entry to the job, a structured interview may be useful (vs. a job knowledge test).  Certain assessments are useful for measuring certain competencies.

How the assessments interrelate – if you have two assessments that measure the same set of competencies, you are likely not getting additional prediction of job performance because they are redundant (and not adding unique information about the person).

Prior experience with assessments – has your agency utilized any assessments before? Do you have people on staff with expertise and/or familiarity with the assessments? 




Questions to Consider

72

• How will the assessments be scored?

- Formula used to combine scores?

- Setting of passing/cut-off scores?

Presenter
Presentation Notes
When considering the assessments that are needed to measure the important job competencies, you should think about the following factors. This is meant to be an overview – each of these will be covered in detail later in this training material.

Formula used to combine scores – will the assessment(s) be scored in a pass/fail fashion or will the assessment(s) be numerically scored and combined with other assessments in a compensatory fashion?  How should assessment scores be combined, if at all?

Setting of passing/cut scores – are the cut scores determined based on some examination of minimal competence or are the cut scores determined based on business necessity?  What steps are required to set passing/cut scores?
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• In what order will the assessments be 
administered?

- Is there a single hurdle, or screen?

- Is there more than one hurdle (i.e., 
multiple hurdles approach)?

Questions to Consider

Presenter
Presentation Notes
Single hurdle – may just need/want an occupational questionnaire to screen out less eligible applicants and to rank the eligible applicants.

Multiple hurdles – may want to combine assessments to increase validity and to further reduce the list of eligible applicants.

Performance-based assessments (e.g., assessment centers, physical ability tests, work samples, writing assessments scored by trained raters) are more resource intensive, so you may want to administer these with a limited number of applicants.

Structured interviews are typically reserved until the final stage of the assessment process.  It is resource intensive as well.



Questions to Consider

• Are there any other factors we need to consider in 
filling this position?

- Satisfaction with previous applicants and hires

- Cost of a hiring error

- Union involvement

- Prior litigation

- High turnover
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Presenter
Presentation Notes
Satisfaction with previous hires – if not satisfied with previous applicants and hires, look for alternative, valid assessments
Cost of a hiring error - if the cost of a hiring error is high, consider a more elaborate assessment strategy (e.g., multiple hurdles w/ more rigorous assessments).
Union involvement – if the assessment strategy involves a job in which there is union involvement, the unions should be involved in the process from the beginning.  That is, before decisions are made about which assessments should be used to hire applicants for the job in question, the unions should have been involved.  Early communication with the union will enhance buy-in.
Prior litigation – if there has been prior litigation regarding the hiring for the job in question, it is a good idea to obtain expert help with the assessment strategy very early in the process.  Prior litigation may signal the potential for additional litigation.  Plaintiffs (and plaintiff’s attorneys) may be looking very closely for any mistakes in the assessment process.  It is a good idea to involve your agency’s Office of General Counsel through all stages of the assessment strategy process.
High turnover – jobs exhibiting high levels of turnover may be indicative of poor assessment and selection processes.  That is, the assessments used previously may not be valid measures of the competencies needed to perform the job successfully, or the assessments may not be measuring the right mix of competencies that have been shown to be important for performing the job successfully.
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Resources for Assistance

• OPM’s Assessment Decision Tool (ADT):
- An interactive system for developing customized 

assessment strategies
- Presents assessment methods based on 

competencies targeted for assessment and 
situational factors relevant to the hiring situation

• OPM’s Assessment Decision Guide:
- Contains additional information on assessment 

options and considerations

http://apps.opm.gov/ADT

Presenter
Presentation Notes
The Assessment Decision Tool presents assessment methods that are based on competencies targeted for the assessment and based on situational factors relevant to the hiring situation (e.g., volume of applicants, level of available resources).


http://apps.opm.gov/ADT/�
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How Does the ADT Work?

• A user identifies his or her particular hiring 
situation, for example:

- Projected number of applicants

- Resources available (time, money, staff)

- Competencies targeted for assessment

• The ADT presents the assessment methods 
most appropriate for the hiring situation
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Sample ADT Output

Presenter
Presentation Notes
Preferred = the body of research shows that this assessment is useful for measuring this competency

Potential = the body of research shows that this assessment may be useful for measuring this competency

--  =  this assessment is not useful more measuring this competency

[Walk through one or two assessment examples highlighting the preferred, potential, and not recommended.]
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Assessment Strategy Exercise

• Independently review the exercise handouts

• Divide into groups and discuss what your 
assessment strategy should be, given the 
information available and questions to consider

• Flip chart your assessment strategy and the 
competencies measured, for example:

• Be prepared to discuss what  your group  
considered in developing a strategy

1st Hurdle: Assessment(s) measuring 
Competencies A, B, etc.

2nd Hurdle: Assessment(s) measuring 
Competencies B, C, etc.

3rd Hurdle: Assessment(s) measuring 
Competencies A, X, Y, etc.

Presenter
Presentation Notes
(See exercise facilitator guide)



Implementation Considerations
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Presenter
Presentation Notes
This section reviews some of the implementation factors you may want to consider when designing an assessment strategy.




Topics Covered

• What is a defensible process for establishing cut-
off scores for use with a multiple hurdles strategy 
and/or category rating?

• How does a multiple hurdles strategy work with 
category rating?

• How is veterans’ preference applied with a 
multiple hurdles strategy?

• What are some broad considerations when 
implementing a new assessment process?
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Presenter
Presentation Notes
Topics include: [Go over questions].

To note, this training is not intended to cover all assessment implementation topics in depth. However, we would like to touch on some of the questions we have received in connection with hiring form that you may be wondering about.

As indicated in earlier sections of the training, assessment models and strategies can vary widely. While some strategies are very straightforward, more elaborate strategies may require not only sound knowledge of Federal staffing rules and regulations, but also knowledge of legal guidelines and professional standards surrounding assessment. 




Cut-off Scores

Q: What is a cut-off score?

A: A minimum score used to make decisions 
regarding an applicant’s next steps
in the assessment or
hiring process. 
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Presenter
Presentation Notes
The first topic relates to the question, ‘What is a defensible process for establishing cut-off scores?’ 

A cut-off score can be defined as: (see slide).

Cut-off scores also may be referred to as cut scores, cut points, or passing points depending on the circumstances. 

When are cut-off scores used?



How Are Cut-Off Scores Used?

•Minimum qualifications requirements – to 
determine eligibility only when the occupation 
has a written test requirement or competency-
based minimum qualification standards

•Multiple hurdles – to determine which 
applicants move to the next assessment 
hurdle 

•Category rating – to determine the quality 
category into which applicant is placed
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Presenter
Presentation Notes
Cut-off scores are used in connection with: (see slide).

To note, currently, competency-based minimum qualification standards are in place only for the GS-2210 (IT Specialist). (Note to instructor, no decision has been made to issue additional competency-based minimum qualifications in the near future.)

When are cut-off scores established? 

They are generally developed as part of the assessment development process. 

For example, cut points for category rating purposes are defined prior to announcing the job. They cannot be adjusted during the process, for example, based on the volume of applicants. 


 




Establishing Cut-Off Scores 

• Legal and professional standards

- Uniform Guidelines on Employee 
Selection Procedures

- The Standards for
Educational and
Psychological Testing

- The Principles for the
Validation and Use of
Personnel Selection
Procedures

- Court cases
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Presenter
Presentation Notes
Establishing legally defensible cut-off scores points is a complex topic. 

There are a number of legal guidelines and professional standards surrounding the use of cut-off scores. These include:

Is it important how cut-off scores are set? Yes!

Will your cut-off scores ever come under scrutiny? Possibly…in some cases (e.g., law enforcement), probably.

Can you defend your cut-off scores? To be defensible, cut-off scores should be job-related and based on a rationale of job competency.





• Various methodologies can be used depending on 
assessment goals, tools and strategies

• A systematic process and sound professional 
judgment is required; in some cases assessment 
experts and General Counsel are needed

• Documentation of how cut-off scores are 
established is critical
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Establishing Cut-Off Scores 

Presenter
Presentation Notes
There is no single method for establishing cut-off scores or cut points.

(Go through bullets on slide). 





• Potential sources of information used to develop 
cut-off scores include:

- Judgments of level of proficiency required
- Number of vacancies relative to anticipated 

number of applicants
- Business rules
- Statistical evidence
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Establishing Cut-Off Scores 

Presenter
Presentation Notes
Professional judgment is necessary in setting any cut-off score and typically is based on a rationale that includes judgments of level of proficiency (i.e., on critical job competencies) required for success in the position, number of vacancies relative to the anticipated number of applicants (i.e., based on experience with prior announcements), and consequences of failure on the job. 

How the cut-off scores are developed will depend on the type of assessment you are using. For structured interviews and occupational questionnaires, for example, you may be able to use subject matter experts and a process we will describe on the next slide. For cognitive ability tests, you likely will want to use more complex statistical methods.

Quality categories used in category rating are to be defined based on job requirements. The intent of category rating  is to group eligible candidates who have demonstrated, through an assessment, similar levels of proficiency on job-related competencies. Rather than arbitrarily establishing numeric cut -off scores (e.g., 70, 80, 90) to distinguish categories. To be defensible, we recommend that agencies link these scores to aspects of the job. We will talk about a couple of ways to do this in the next slides. 




One Possible Method for Use with 
Category Rating

• Identify group of subject matter experts (SMEs)

• Establish frame of reference by discussing the quality 
category definitions, as well as what a minimally proficient 
employee and candidate would look like with regard to 
each quality category and competency being assessed

• For each assessment item or competency, instruct SMEs 
to independently identify minimum rating or response 
needed to be placed into each quality category

• Average ratings across SMEs; discuss and come to 
consensus where there are differences among ratings 

• Sum average ratings (across items) as appropriate to 
determine overall cut-off score  (if needed) 

• Document rationale and process used
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Presenter
Presentation Notes
For example, one possible method for establishing cut-off scores for use with category rating involves defining minimal acceptable competence with regard to each category. 

In other words, what score(s) would you need to earn in order to be considered ‘Best Qualified’? What score(s) would you need to earn in order to be considered ‘Highly Qualified?’

(Go through steps on slide).

Note, to help ensure the legal defensibility of your cut-off scores, you will want to convene a group of SMEs (vs. a single hiring manager, for example). SMEs are typically high-performing incumbents and/or supervisors who are highly knowledgeable about the work performed in the occupation at the target grade level. The number of SMEs required will depend on a number of factors but should be representative of the incumbent/supervisor population in terms of region, race, gender, etc. Generally, 8-10 is a good rule of thumb for a focus group. SMEs should be at or above the grade level they are representing. 





Sample Scoring #1 

Category Cut-off Scores

Best
Qualified

Applicant must receive a total score of 95 or 
higher.

Highly
Qualified

Applicant must receive a total score of 88 or 
higher.

Qualified
Applicants whose ratings do not meet the 
criteria to be placed in the Best Qualified or 
Highly Qualified categories.
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Sample: Category Rating

Presenter
Presentation Notes
These particular cut-off scores were developed for use with a generic rating scale (i.e., the level of independence scale shown on an occupational questionnaire sample item). We worked with SMEs to determine that an applicant would need to have rated him/herself, on average, between a D and an E to be Best Qualified –they had to have experience performing the tasks independently. We determined that an applicant would need to have an average rating between a C and a D to be Highly Qualified – experience performing the task on the job with supervision. (All other applicants who met MQs would be assigned to the Qualified category.) These translated to minimum scores of 95 and 88.

Again, using arbitrary cut-off scores such as 70, 80, 90 as a rule of thumb is not recommended because scores are a function of the difficulty of the assessment you are using. For example, if you have a very easy assessment (i.e., everyone can rate the task-based items high), a score of 90 may not give you the level of proficiency you require of your ‘Best Qualified’ applicants. 

Important to note, in cases where the number of veterans in the top category precludes any possibility of reaching non-veterans, agencies have the option to refer only veterans. (See the full response on this topic from our policy office on MAX – a shared website that we will mention later in this presentation).





Sample: Category Rating

Category Cut-off Scores

Best
Qualified

Applicant must receive an average final 
rating of at least 4.0 for Statistics, Research 
Methods, and Written Communication AND 
at least 3.0 for each of the other 
competencies. 

Highly
Qualified

Applicant must receive an average final 
rating of at least 3.0 for each of the 
competencies.

Qualified
Applicants whose ratings do not meet the 
criteria to be placed in the Best Qualified or 
Highly Qualified categories.

Sample Scoring #2 
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Presenter
Presentation Notes
This particular example assumes that applicants are being rated on a 1-5 scale. 

We might have used the minimal acceptable competence approach (described earlier) to identify these cut-off scores for use with a structured interview, for example. 




Sample: Category Rating

Category Cut-off Scores

Best
Qualified

Applicant must receive a total score of 95 or higher 
on the occupational questionnaire; AND applicant 
must receive an average final rating of at least 4.0 
for Statistics, Research Methods, and Written 
Communication AND at least 3.0 for each of the 
other competencies on the structured interview (SI). 

Highly
Qualified

Applicant must receive a total score of 95 or higher 
on the occupational questionnaire; AND applicant 
must receive an average final rating of at least 3.0 
for each of the competencies on the SI.

Qualified Applicants who do not meet the criteria to be placed 
in the Best Qualified or Highly Qualified categories.

Sample Scoring #3 
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Presenter
Presentation Notes
This sample corresponds to a multiple hurdles assessment model.

For example, as will be explained more fully in a later slide, we might have developed an assessment strategy whereby an applicant had to meet initial criteria for Best Qualified on the occupational questionnaire to be considered further (in this case, a 95 or higher). In addition, applicants who were invited to the next assessment hurdle (a structured interview) had to meet minimum criteria on the interview (in this case, at least a 4.0 on Statistics, Research Methods, and Written Communication and a 3.0 on all other competencies) to be assigned to the Best Qualified category. 

Any questions?



• Categories are assigned at time of certification

• Category assignment can be determined by a 
combination of the last formal assessment and one 
or more earlier assessments

• Additional assessments (e.g., structured 
interviews) can be used once applicants are 
assigned to quality categories; however, total 
scores are not computed and/ or used to rank 
applicants further

- Individual competency scores, for example, 
can be used along with other information in 
making an overall judgment about whether to 
hire the candidate
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Multiple Hurdles & Category Rating

Presenter
Presentation Notes
This slide relates to the question, ‘How does a multiple hurdles strategy work with category rating?’

When we use the term ‘formal assessment’ we are referring to assessments used exclusively for rating or ranking purposes. 

There may be instances in which you want to administer an assessment, such as a structured interview, once applicants have already been assigned to a category. The resulting scores, however, cannot be used to further rank applicants. Once assigned to a category, all applicants are considered equally qualified. It is permissible though to use scores (for example, individual competency scores on the interview), along with other information such as the resume, to make an overall judgment about whether or not to hire the candidate.
   




Scenario A – Sample Assessment Process for GS-0525/9 
(Accounting Technician)
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• All qualified CP/CPS Veterans go and 
stay in the top group

• All qualified TP/XP Veterans go to the top 
of the rated group

HR Office review and
verification of qualifications

Qualified

Not Qualified

Meet OQ criteriaStage 1:
Minimum
Qualifications 
Occupational  
questionnaire (OQ)  
screens on minimum 
qualifications, conditions 
of employment, and 
selective factors

Stage 2:
Occupational 
Questionnaire
OQ rating of critical 
competencies (ranking 
factors)

Stage 3:
Structured Interview 
Structured  interview 
of candidates who met 
OQ criteria

Stage 4:
Certification 
Certificate of Best 
Qualified candidates 
delivered to hiring 
manager 

Final Selection
Any candidate may 
be selected—
Veterans Preference 
applies

Multiple Hurdles & Category Rating

Does not meet OQ 
criteria

Best Qualified 

Highly Qualified 

Qualified 

Presenter
Presentation Notes
On the next two slides, we present two examples of how a multiple hurdles strategy might be applied with category rating.  In this first scenario, an occupational questionnaire is used to screen out ineligible applicants based on the minimum qualifications requirements. In addition, the ranking questions (quality ranking factors) on the occupational questionnaire are used to further rank eligible applicants.

In Stage 2, the score on the occupational questionnaire is used to determine if applicants met the initial (occupational questionnaire) criteria.

Applicants who meet the initial occupational questionnaires criteria go to Stage 3, a structured interview. Applicants meeting the structured interview criteria for Best Qualified are assigned to the Best Qualified category. Applicants meeting the structured interview criteria for Highly Qualified are assigned to that category. All others are assigned to the Quality category.

Using these scenarios, we also would like to address the question: ‘How is veterans’ preference applied with a multiple hurdles strategy?” Answer: the same way it is applied for category rating with a single assessment. All qualified CP/CPS veterans go and stay in the top group (with the exception of scientific and professional positions at or above grade 9 – CP/CPSs do not float to the top of the Best Qualified. They go to the top of the category to which they were assigned). All qualified TP/XP veterans go to the top of the rated group. You do not apply points with category rating.
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Scenario B – Sample Assessment Process for GS-0525/9 
(Accounting Technician)

HR Office review and
verification of qualifications

Qualified

Not Qualified • All qualified CP/CPS Veterans go and 
stay in the top group

• All qualified TP /XP Veterans go to the 
top of the rated group

Stage 1:
Minimum
Qualifications 
Occupational  
questionnaire (OQ)  
screens on minimum 
qualifications, conditions 
of employment, and 
selective factors

Stage 2:
Occupational 
Questionnaire
OQ rating of critical 
competencies  
(ranking factors)

Stage 3:
Certification
Certificate of Best Qualified 
candidates delivered to hiring 
manager. Hiring manager has 
option to conduct structured 
interview with one or more 
candidates

Final Selection
Any candidate may 
be selected—
Veterans Preference 
applies 

Multiple Hurdles & Category Rating

Best Qualified 
Highly Qualified 
Qualified 

Presenter
Presentation Notes
In this scenario, you again administer the occupational questionnaire to screen out ineligible applicants.

Scores on the ranking questions (quality ranking factors) are then used to determine category assignment. 

You can still administer one or more additional assessments (e.g., structured interview, writing assessment) to one, some or all applicants in your highest category (i.e., Category A) to make overall judgments about whether to hire a given candidate.




Implementing New Assessments

• Ensure ongoing coordination and collaboration 
among key stakeholders (HR, hiring managers)

• Develop implementation plan

- Costs, timeline, resource needs

- Logistics

- Training

• Develop communication plan

• Develop operation and maintenance plan

93

Presenter
Presentation Notes
These next two slides highlight broader considerations when implementing a new assessment strategy.

As indicated by the items on this slide, you will want to treat implementation of a new assessment strategy like any change management  effort.

Specifically, you will want to: (see slide). 



• Develop evaluation plan
- Define success and key metrics

- Collect data on continuous basis

- Determine effectiveness of assessments

- Evaluate impact and return on investment

• Make it last
- Ensure alignment of systems

and infrastructure

- Build in continuous mechanisms
for improvement

- Celebrate successes
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Implementing New Assessments

Presenter
Presentation Notes
How might we determine the effectiveness of a new assessment and/or evaluate its impact and return on investment?

(Examples: Conduct a validity study by collecting ratings of performance from supervisors, e.g., 6-12 months after hire, and comparing them to scores on the assessment; carry out a utility analysis to estimate return on investment.)



Getting Technical Help

If your agency lacks assessment expertise, consider 
bringing in :
• Peer agencies with assessment expertise
• OPM

- Employee Services (policy assistance and 
interpretation)

- HR Solutions (fee-for-service)
 Government consultants with assessment expertise
 Access to vendors with assessment expertise

• Private consulting organizations specializing
in assessment

• Hire your own assessment experts  (e.g., 
industrial/organizational psychologists)
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Summary & Conclusions



Review of Topics Covered

• Background and Context

• Assessment Models and Options

• Building an Assessment Strategy

• Implementation Considerations
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Presenter
Presentation Notes
To quickly review the topics we’ve covered today…



Next Steps?

• Topics for strategic assessment discussions at
your agency?

• Specific ideas and action steps for improving 
assessments at your agency?

98

Presenter
Presentation Notes
We hope that you are leaving today with some additional knowledge and insights about assessments. 

Does anyone have any items you wrote down on your assessment strategy action steps that you would like to share? Topics for strategic assessment discussion at your agency? Specific ideas and action steps for improving assessment at your agency?

Again we recognize that some of you are in decision making roles related to assessments, whereas others may not. 

Based on requests for more information about assessments and assessment options, we hope you are leaving with an increased awareness about assessment that you can share with others at your agency.




Questions?

Presenter
Presentation Notes
[Note to instructor: If there are questions you are not in a position to answer, please say something like: ‘There are a number of questions and issues that are surfacing and are being deliberated as agencies implement their hiring reform initiatives.  Qualifications, adjustments and modifications will be made as needed. If you have specific questions you would like to ask our policy office, the MAX site is a great forum for getting official OPM policy answers to your questions quickly (see web address and more detail on later slide).]
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http://www.opm.gov/hiringreform

Hiring Reform Web Page

Presenter
Presentation Notes
The first is the Hiring Reform Web Page which can be accessed at: http://www.opm.gov/hiringreform. This site is organized according to the directives outlined in the May 11, 2010 Presidential Memo. New resources are being added to the site on an ongoing basis, so be sure to check the site frequently.


http://www.opm.gov/hiringreform�


Frequently Asked Questions
Eliminate written essay-style questions (KSAs) 

Allow individuals to apply with resume/cover letters

Use Category Rating

Ensure manager responsibility/accountability 
for hiring

Improve quality and speed of hiring  

https://max.omb.gov/community/display/HumanCapital/Hiri
ng+Reform+%2710
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MAX Hiring Reform ’10

Presenter
Presentation Notes
The MAX Federal Community is a shared site used by the Office of Management and Budget (OMB) and Federal agencies to share information and collaborate. Registration is available to Federal government personnel or government contractors with a valid .gov, .mil, or .fed.us email address. 

MAX has a specific area devoted to Hiring Reform 2010, which contains a wide range of resources including latest news and broadcast e-mails, weekly updates, calendar of events, frequently asked questions, and presentations. MAX Hiring Reform 2010 can be accessed at the link on the slide:

https://max.omb.gov/community/display/HumanCapital/Hiring+Reform+%2710




https://max.omb.gov/community/display/HumanCapital/Hiring+Reform+'10�
https://max.omb.gov/community/display/HumanCapital/Hiring+Reform+'10�


One Final Thought

“The ultimate goal of staffing is to make good hires 
as efficiently as possible.  It is not to make bad hires 
quickly.”

-Maximizing the Value of Your Investment 
in Qualifications Screening Technology.  

Rocket-Hire.  Feb 2004.
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Contact Information:
Classification and Assessment Policy

(202) 606-3600
competency@opm.gov
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