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In this presentation, Lance Seberhagen discussed general standards for Minimum Qualifications (MQs) and the use of supplemental applications to screen MQs through structured questions which cover relevant, job-related areas (e.g., education, experience, self-assessment of KSAs, etc.).  

Dr. Seberhagen defined MQs as pass/fail selection procedures that can be used to screen all job applicants on the basis of information obtained from application forms.  The principal role of MQs in a selection process is to screen out applicants who are obviously unfit for the job.  As such, MQs should be treated and developed like any other personnel test, and when feasible, validated.  Often, MQs are developed by classification personnel whose primary focus is on equitable compensation in the industry, and not on the validity of the tool or on the effects of certain job requirements.   

Dr. Seberhagen listed the following six common misuses of using MQs.

1. To identify the best qualified applicants.  Since MQs may serve a variety of purposes within an organization, they should be general, and allow for broad interpretations.  However, when MQs are written very specific and detailed, they will screen out the bulk of the applicant pool.  Thus, an organization my get applicants qualified on “paper” but will miss out on large numbers of other highly qualified individuals.  A crude screening tool such as MQs should not be used for precise employment decisions.

2. To artificially reduce the number of applicants.  Stringent MQs should not be developed for the sole purpose of reducing the administrative work of processing applications.  There are far better ways to reduce the number of applicants for job openings.  Dr. Seberhagen suggested that one way to fairly reduce the number of applicants would be to randomly select X number of qualified applicants to further consider for the position.  Finally, stringent MQs are very difficult to defend under scrutiny.  

3. To justify higher pay.  MQs should not be used to arbitrarily justify higher compensation.  For instance, arbitrarily awarding 5 points for a high school degree and 10 points for a college degree may be unjustified.  All qualifications listed in the MQs should be highly job relevant.  Ideally, testing personnel should validate the use of MQs in a selection process in the same way other personnel tests are validated.  

4. To restrict competition for employment.  MQs should never limit or restrict competition for employment decisions.

5. To enhance organizational “prestige”.  Dr. Seberhagen emphasized that every requirement listed in the MQs should be job related.  For instance, it would inappropriate to require that all employees in a particular classification hold a Master’s degree simply because it looks good on paper.  However, if certain graduate courses are essential to successful performance, then it is recommended that organizations only require that applicants have those specific courses, and not the entire degree that may include non-related credits.  

6. To Discriminate against certain groups.  MQs should never act as an artificial barrier that restricts certain groups from meeting the requirements.  For instance, height and weight requirements are inappropriate criteria.  Dr. Seberhagen recommends translating requirements into observable behaviors, like climbing ladders, standing on feet for 8 hours, etc.

Dr. Seberhagen identified several technical standards that all MQs should adhere to when they are implemented in organizations.  First, MQs should be validated.  MQs should only list important qualities about the job needed on day one.  While content validity is the most common method for gathering validity evidence, criterion validity is also a possibility.  Secondly, the verbiage in MQs should be in terms of observable behaviors, and not abstract ideas that are difficult, or impossible to quantify.  MQs should also be very broad and flexible in scope, and not try to account for every specific experience.  Therefore, MQs should have true minimums that can be used to screen out unfit applicants and not make an attempt to identify the best-qualified applicants.  MQs should minimize adverse impact by allowing for broad interpretations and have objective scoring.  Little or no judgement should be needed when determining an applicant’s eligibility to continue in the selection process.  Very objective MQ applications should be able to be computer scored.  In addition to objective scoring methods, MQs should be applied consistently across jobs.  Similar jobs should have similar MQs, while higher-level jobs should have more demanding MQs than lower-level jobs.  Finally, MQs should comply with professional (i.e., APA standards, SIOP Principles) and legal (i.e., Uniform Guidelines, ADA) standards.  

One method to enhance the effectiveness of using MQs for personnel selection is to develop a supplemental application or survey that is sent to all applicants in addition to the standard application form.  Supplemental applications can target very specific aspects of the job, and provide applicants with a better understanding of the job.  Some supplemental applications resemble willingness surveys and can act as a realistic job preview.  This can be an effective tool to screen out applicants (through self-selection) who are unable or unwilling to perform certain critical aspects of the job.  Dr. Seberhagen shared a supplemental application he developed for the position of Electric Traction Trainee.  He emphasized that MQs and supplemental applications do not have to be limited to traditional measures like education and experience.  For instance, it would be possible to include personality traits, interests and motivation levels in MQs.  The key is to translate these job-related characteristics into observable behaviors useful for determining and screening individual qualifications.  

Dr. Seberhagen concluded his discussion by reiterating that MQs should be used to screen out job applicants who are obviously unfit for the job and should not be used for identifying the most qualified candidates.  Finally, he emphasized the importance for requirements listed in MQs to be job related.  
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