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Abstract
This paper proposes a structured and researched approach to review and edit Memories Bridal
and Evening Wear’s Sales Consultant employee selection process in hopes of decreasing
employee turnover and increasing new employee performance. Research suggests that hiring
management and business professionals use six main steps to create the core components of job
tasks and competencies to make up a job analysis. A realistic job preview should also be created
to ensure a successful match between the candidate and the job position. In addition to creating
new pieces, hiring management must edit the existing application to include only necessary
information to filter through the minimum qualifications of the position. The committee must
also agree on what to look for in resumes, and how to correctly and incorrectly evaluate a
candidate by a resume. Structured interviews are proven to be more reliable and valid than
unstructured interviews. The hiring management are to edit current interview questions, and
create new interview questions into structured behavioral and situational type questions. In order
to maintain a structured process, a nominal rating scale and qualitative screening instrument
provide a multidimensional approach that provides details and overall summary of the candidate.
Hiring management will learn how to use the new and improved evaluations skills, interview
questions, rating scales, and screening instruments.
Keywords: job analysis, realistic job preview, interview
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Introduction
There are many steps to hiring a new employee that need to be taken into consideration.
Especially with a small family-owned business, every position offer and hire is significant to the
sustainability and growth of the company. There are many hiring practices that have remained
concrete and reliable over decades such as resumes and face-to-face interviewing, while other
pieces of the process, such as behavioral and personality interviewing have become more popular
and significant over recent years. As Memories Bridal and Evening Wear of Kalamazoo,
Michigan is growing fast and looking to expand, their hiring process is becoming more important
than ever in finding employees to support the local special occasion that is on the rise. Pieces of
successful hiring processes including a job analysis, realistic job preview, methods in selecting
external candidates, and interviewing techniques are due to be reviewed and re-vamped to keep
up with the pace.
Job Analysis
Editing Memories Bridal and Evening Wear’s selection process for the position of a Sales
Consultant requires multiple steps and pieces. The very first question that has to be asked is
“What is a Sales Consultant at Memories?” It has to be determined how the store defines this
position and the responsibilities it entails. Formally, this is known as creating a job analysis.
According to Morgeson and Campion (1997), a job analysis is “one of the most widely used
organizational data collection techniques” (p. 627). A job analysis is the basis for all selection
decisions and is crucial to fully understanding the nature of a job both for the company and the
applicants. As the Office of Personal Management (n.d.) describes, a job analysis provides a
means to gain this understanding of the position by examining “the tasks performed in a job, the
competencies required to perform those tasks, and the connection between the tasks and
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competencies” (p. 5). A job analysis is not an evaluation of the employee doing the job, as
people commonly misunderstand. Instead, the United States Office of Personnel Management
states it is “a study of what workers do on the job, what competencies are necessary to do it,
what resources are used in doing it, and the conditions under which it is done” (p. 5).
The commonly used behavioral, and reliable, approach to creating a job analysis is called
competency modeling. “Competencies are more broadly defined components of a successful
worker’s repertoire of behavior needed to do the job well. Rather than mere job skills, they are
the worker characteristics that underlie on-the-job success” (Phillips & Gully, 2012, p.111). A
competency-based job description allows for flexibility in terms of frequency of updating the job
description seeing as it describes how a job should be performed. For the same reasoning, the
description becomes broader and prevents conflict of workers claiming that a new assigned task
isn’t in their job description (Phillips & Gully, 2012). This can become an issue for management
when a more rigid job description is used.
Majority of hiring management and business professionals will agree that there are six
main steps in utilizing competency modeling to create a job analysis. The first step involves
deciding how gathered data is going to be used, seeing as this will determine what kind of data to
collect and how to collect it. As stated by Lepak and Gowan (2008), human resource
management utilizes job analyses for various reasons including but not limited to: recruitment
and selection, compensation, performance appraisal, training, discovering unassigned duties, and
EEO compliance. The second step involves collecting material to determine what
responsibilities, skills and abilities most accurately make up the job position. This generally
starts with reviewing any relevant existing material, such as job descriptions and organizational
charts. Another way to determine job specifications is to use outside sources, such as O*NET or
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jobdescriptions.com (Lepak & Gowan, 2008). These sites can be used to search a general, yet
relevant, job title and scroll through lists of competences defined for the position. The third step,
more relevant in larger companies, is to select a representative group of employees in which to
gather data from. It is too time consuming and costly (not to mention redundant) to interview
hundreds of employees in the same position when a selected group of 10 can result in collecting
the same data.
The fourth step is when the actual analyzing comes into play. According to Lepak and
Gowan (2008), this can be done by “collecting data on job activities, required employee
behaviors, working conditions, and human traits and abilities needed to perform the job” (p. 62).
Reliable analyzing is done through a task analysis, completed by a task committee. The team will
use task questionnaires to determine the job position specifications and the competencies needed
to fulfill them.
The tasks of the position being filled must first be defined. According to
businessdictionary.com, a task analysis is defined as a “systematic identification of the
fundamental elements of a job, and examination of knowledge and skills required for the job’s
performance”. Before the desirable behaviors of a candidate can be defined, the tasks for which
the behaviors are to be enacted on is a valuable piece to define. Tasks can be determined through
various techniques, two of which being a task committee or force and a task questionnaire.
The task force often consists of experts in the job position including managers,
employees, and human resource representatives. Task force members partake in multiple
activities to gather information for a task analysis including but not limited to: writing their own
task statements then grouping them by dimensions and importance; interviewing people in the
job position and managers; and reviewing information that exists and gathering sample job
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descriptions (Heneman & Judge, 2008). This method of task analysis works well with small
companies or management teams.
A task questionnaire generally consists of a long list of task statements related to multiple
different job titles, and is administered to all of the related job positions. For each task listed, the
employee must indicate 1) whether the task applies to the respondent’s job and 2) task
importance (Heneman & Judge, 2008). Some advantages of questionnaires include: standardized
content and format; economical; can obtain large quantities of data; and anonymous respondents
improves participation and honesty in answers. There are also multiple limitations to task
questionnaires as well, including but not limited to: considerable time and research is required to
ensure that the statements are not biased; potential negative respondent reactions to the
questionnaire; and the assumption that respondents are experienced in their job.
Once a task analysis has occurred and specific job tasks are written, the task force must
determine what competencies are necessary to perform the specified tasks and duties of the job.
They can ask themselves “what does it take to do this job well?” From there education
descriptions, qualities, training, and intelligence features may be rattled off from personal
experience. Some examples of retail sales consultant tasks according to O*NET (n.d.) may be
“greet customers and ascertain what each customer wants or needs” or to “recommend, select,
and help locate or obtain merchandise based on customer needs and desires”. Competencies
based on these tasks could be work styles such as attention to detail, abilities like oral
comprehension, or skills such as service orientation.
The main components of job tasks/duties and competencies make up a completed job
analysis. Depending on the depth and size of the company and job position, managers may
decide to include other sections to the job description such as education, interests, credentials, or
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tools and technology. Now the hiring manager is ready to find candidates to fit the completed job
analysis.
The fifth step is to verify the job analysis with the person performing the role, and his or
her immediate supervisor (Lepak & Gowan, 2008). This will help confirm that the information
gathered is accurate to the position, its responsibilities, and its performer. The sixth and final step
to a job analysis is to develop a job description, and in some cases a job specification. A job
description describes the duties and responsibilities of a position, and other important factors
such as safety, work environment, and other contributions from the job. Although there is no
specific standard for writing a job description, most descriptions contain sections that cover job
identification, job summary, responsibilities and duties, authority of incumbent, performance
standards, working conditions, and job specifications (Lepak & Gowan, 2008). A job
specification can be built determining what human traits, qualities, and experiences the job
performer needs in order to fulfill the needs of the job description. Some job descriptions will
also include a “Relationship” section that defines who the applicant can plan on reporting to,
working side-by-side with, within the company and, at times, externally. Many job descriptions
are still written by the employers themselves, although online and external sources are being
utilized in more recent times.
Realistic job preview
As part of the recruitment process, finding an individual with qualifications to fit the job
analysis is the first piece a hiring manager jumps to. In reality, that is only half the battle.
Although a hiring manager is aware of what he or she is searching for, applicants may know little
about the job for which they are applying for. This is an easy mistake to make since it requires
conscious and extra effort to put yourself in the candidate’s shoes. It is just as important to match
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the candidate’s needs with the organization’s culture and the job’s requirements as it is for the
employer to match job requirements to the individual’s qualifications. Succeeding in this twoway match can decrease post hire turnover rates and enhance new hire commitment.
A common tool used by organizations in the recruitment process to acquire a successful
two-way match is a realistic job preview (RJP). A realistic job preview is a recruiting approach
used by an organization to communicate the important aspects of the job prior to the offer of the
position. An RJP communicates both the positive and negative aspects of a job to a potential
employee, essentially so that the candidate is aware of what he or she is getting into. This gives
potential employees the opportunity to self-select out of the selection process. Although this is
usually seen as a weakness of an RJP, it actually works in favor for the organization because the
employee was most likely not the best match and would have lower satisfaction in the position,
and in turn would not be as strong of an asset to the company.
Many studies have proven RJPs to be of benefit to companies, and in turn many significant
companies use them as a part of their recruiting process. For example, Phillips and Gully (2012)
explain that RJP recipients were more likely to turn down a job offer, perceive the organization
as being honest with them, be able to cope with the job demands, be satisfied with their jobs, and
remain in their jobs in comparison to individuals not receiving RJPs.
The large 55,000 employee company of Disney is known to use RJPs in their hiring
process. The use of RJPs has resulted in 10% of candidates self-selecting out of the selection
process. Yet, as discussed by Phillips and Gully (2012), Disney views this as a good thing
because those who do not go through with the selection process were more than likely not a good
fit for the organization anyway. If RJPs are used correctly, they can be very beneficial to a
company. Timing and format are crucial to the application of RJPs. “RJPs presented very early
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in the recruitment process are less effective in reducing post hire turnover than those presented
just before or after hiring” (p. 236). Regarding format, RJPs can be presented in multiple ways
but verbal RJPs tend to reduce turnover more than written or videotaped RJPs (Heneman &
Judge, 2008). An RJP proves to be effective when tone of voice portrays the importance of the
topics, and when the employee is in the selection process long enough to be interested, yet still
has the opportunity to self-select in or out of the position.
An RJP does not have to be a long, expensive, and difficult process to create. Pieces of
the job descriptions and other obvious parts of the position do not have to be repeated, but
instead bringing to light the aspects that are not seen by an outside candidate. This can simply be
done by surveying current employees and asking for honest feedback on what they like, such as
commission and flexible hours, and dislike about their position such as a fast-paced work
environment or pressures of high performance expectations (Phillips & Gully, 2012). An RJP
should be provided to all applicants and potential candidates. More thoroughly, it should be a
discussed topic between the hiring manager and candidate before the job is offered and taken.
External candidates and selection
Resumes. The first look an organization gets of an applicant is often through a cover
letter and resume. The content of a resume is decided solely by the applicant. Due to this,
resumes should always be verified with other predictors to ensure that the information provided
on the resume is accurate. Resumes serve as an overview for the employer to get a look into the
applicant’s experiences and qualifications. A downfall of using resumes as a selection tool is the
abundance that must be sorted through (luckily memories is small company and this is not a big
issue).
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Another significant issue with resumes includes dealing with fabrications/distortions. As
Phillips and Gully (2012) state, “because resumes are prepared by applicants and follow no setin-stone form, and because there are incentives for applicants to present themselves in a
favorable light, distortions are a significant problem” (p. 372). Due to this pressure, resume
inaccuracies are common and something employers need to take action to prevent.
ResumeDoctor, an online company that assists applicants in prepping resumes, found that 42.7%
of the resumes posted on the site had “significant inaccuracies”. The three most common areas of
distortion are “inflated titles, inaccurate dates to cover up job hopping of employment gaps, and
half-finished degrees, inflated education, or ‘purchased degrees’.” Background checks are the
best way to prevent being a victim of resume falsehood and ensuring the honesty of applicants.
An additional downfall to using resumes as a screening assessment method is that since
applicants do not use the same format or include the same information in their resumes, it can be
difficult to compare applicants to one another (Phillips & Gully, 2012). There is little research on
the validity or impact of using resumes, and therefore should not be used as the sole source for
decision making in hiring. But resumes are a great source as an overview for an applicant and
first step to the screening process. Despite the lack of research, Phillips and Gully (2012)
mention that “resumes and cover letters have historically been a core part of the hiring process”
(p.252) and still are.
Applications. Job applications are generally in the same step of the screening process as
collecting resumes, or directly after. Phillips and Gully (2012) state “job applications require
applicants to provide written information about their skills and education, job experiences, and
other job relevant information” (p.253). Although job applications may replicate some
information provided on a resume, they serve as a good tool to validate the information on the
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resume. As long as the job application is required (and they usually are across all jobs in a
company) it serves as a common tool to compare candidates seeing as resumes can vary so
greatly.
Job applications are a good filtering tool, but in the same sense it does not need to be too
in-depth. An application will generally cover personal contact and identification information,
availability, education, work or relative experience, and references (Phillips & Gully, 2012). The
application does not need to ask everything, just enough to filter through the minimum
qualifications of the position. Both resumes and applications are used to screen out applicants
who are not minimally qualified for the position, based on the job analysis, before an in-person
interview where personally getting to know the candidate comes into play.
Interview. Once the received resumes and applications have been filtered through,
candidates should be contacted for an interview. The methods and types of interviews used
throughout businesses is vastly diverse. There are phone interviews, video chat interviews, inperson interviews, and group interviews that can take form as unstructured, structured,
behavioral, and situational. Interviews provide the opportunity to expand and validate on
information found in resumes and applications, but also assess a variety of skills, abilities, and
styles, including people’s communication skills, interpersonal skills, and leadership style
(Phillips & Gully, 2012).
Interviews can be conducted in a structured or unstructured manner. Unstructured
interviews ask questions that can vary from person to person depending on the flow of
conversation, resume, etc. Unstructured interviews generally do not have scoring standards and
are often casual versus professionally job-related. The interviewer of unstructured interviews
typically relies on his or her own ideas of what a good interview and employee is to conduct the
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conversation. The problem with this is lack of reliability. One interviewer may focus on the
personal appearance of an interviewee, while the other may be focusing on his or her body
language, and another interviewer is solely concerned on work experience. Cognitive biases such
as the “similar-to-me effect” and the “halo effect” are more prevalent when unstructured
methods are used. Since the questions and structure are inconsistent, the reliability of them can
be low which also reduces their validity. Yet many managers still use this method in belief that
they are good judges of character or have good intuition. As Phillips and Gully (2012) state,
“given their expense and the legal risks associated with asking nonstandardized questions that
have not been validated or shown to be related to job success, it is hard to recommend
unstructured interviews over structured interviews” (p. 264).
On the other hand, structured interviews tend to be both reliable and valid due to their
consistency between all candidates. The questions are predetermined, job-related, and most
importantly all the same questions are asked for each interviewee. Question consistency can also
help to reduce interviewer biases mentioned before as well as distortions such as a candidate’s
physical attractiveness, sex or race, or clothes. Two types of structured interviews are behavioral
and situational. As Phillips and Gully (2012) thoroughly explain,
The choice of behavioral or situational interview questions depends on the level of the
prior work experience of candidates. When interviewing people with limited work
experience, situational questions (“what would you do if…”) are likely to generate more
insightful answers than behavioral questions (“what did you do when…”) (p. 264).
No matter which type of structured interview is used, the goal is to base structured interview
questions on the job analysis. Candidates’ answers to the interview questions should provide
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insight on if their knowledge, skills, and abilities match up with those that were listed as
necessary or preferred on the job analysis.
Behavioral interviews are useful when the candidate has necessary work experience
because it is based on the idea that what applicants have done in the past is a better indicator of
his or her future job success than what they believe, feel, think, or know (Phillips & Gully,
2012). A behavioral question is set up for the interviewee to explain a situation that he or she has
experienced. The question should be geared towards highlighting a competency identified in the
job analysis. The interviewee responds with a specific example of what was going on, how he or
she handled it, and what the result of his or her actions were. Many significant qualities of the
candidate can be determined through behavioral interviewing, including but not limited to work
ethic, temperament, values, and compatibility with the organization.
For those candidates who have less work experience, situational interviews are a practical
option. Instead of asking about a specific past experience like in behavioral interviewing,
situational questions ask the candidate how they would react to a hypothetical situation. Again,
this is with the goal in mind that their said reaction to these hypothetical situations will highlight
the candidate’s competencies to compare back to the job analysis. Although hypothetical,
answers can help predict probable success, difficulty, or failure in the job position. Situational
interviews also have high validities, especially compared to unstructured interviews.
One caution of behavioral and situational interviews is to spot fabricated stories. If a
candidate is fairly experienced in interviewing, he or she may have a fake situation up their
sleeve in anticipation of the types of situational questions the interviewer will ask. Employers
need to learn to spot these stories to improve behavioral interviewing. They can do so by asking
further questions after the candidate’s answer- asking them for more specifics about the situation,
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what he or she was feeling at the time, and asking what the candidate learned from the
experience (Phillips & Gully, 2012).
Decision Making
Rating candidates ensures a degree of fairness in the selection process as well as a good
tool for reference during the decision making phase of hiring. Rating evaluates candidates
against a defined standard, which is ideally based on the job analysis or description. Both the
applicant’s written material and interview should be rated by the committee.
When selecting which applicants to interview and hire, there are a series of screening
tools that can be used to assist in evaluating applicants. A screening checklist generally consists
of a list of required and/or preferred qualifications, along with simple yes or no check boxes.
This is a straight-forward method to determine if, or to what extent, the applicant meets the
minimum qualifications to be considered for the job. A screening matrix not only measures
applicants to a standard like a screening checklist, but also compares the applicant to other
candidates. This method can simplify the process of deciding who to move forward, as well as
spot trends among the applicants. A qualitative screening instrument is a more multidimensional
approach that provides individual details and an overall summary of the candidate as a whole,
typically analyzing strengths and weaknesses. A quantitative device uses a scale of numbers to
rate candidates in defined areas such as experience, education, or skills. Although it is a number
scale, evaluators will have slightly different definitions of “average” compared to “good”
compared to “great”. But this device does provide a common framework and vocabulary for
comparing candidates (Lee, 2014).
Any of the common screening methods are valuable to utilize while evaluating written
applicant material as well as verbal interviews. A screening matrix is a good method when

MEMORIES SALES CONSULTANT SELECTION PROCESS

15

evaluating resumes and applications. According to Lee (2014), “a best practice approach to
evaluating the written materials by individual committee members is assigning each applicant a
nominal rating of Yes, No, or Maybe. This three-tier approach allows the committee chair to
tabulate members’ responses and share a matrix of scores with the committee” (p.92). More
quantitative and/or qualitative methods fit in evaluating the verbal interviews. Screening results
and scores are good sources of information to look back on while narrowing down candidates or
making a hiring decision. Good documentation and note taking by the interviewers promotes
more effective recollection and organization later in the process.
Method
Setting
Research and proposal of an improved selection process was generated for the small
family-owned business Memories Bridal and Evening Wear of Kalamazoo, Michigan. Memories
is a bridal and special occasion store that carries designer clothing including but not limited to:
bridal gowns, bridesmaids’ gowns, prom dresses and tuxedos, as well as accessories. Designers
that the store carries are considered to be mid to high end. The company has one main location,
but had a seasonal location in Grand Rapids, Michigan from February 2015 to April 2015 that
focused on prom apparel only. Memories keeps a fairly small staff consisting of two owners, one
store manager, typically two Manager on Duty staff, and generally seven to ten Sales
Consultants.
Materials
Materials for the research and proposal were minimal. The current job application,
interview question sheet, position contract and rating scale were collected as a starting basis.
Along the way, Memories’ job postings from Bronco Jobs and Indeed were gathered. Books,
articles, interviews, and online sources were used to collect information on selection processes.

MEMORIES SALES CONSULTANT SELECTION PROCESS

16

Procedure
Identifying the Problem
The topic for this proposal presented itself in an informal discussion one day when
reminiscing about how other consultants and I were hired into the store. Some girls were hired
on the reasoning that they had a good resume and experience, others because of their fashion
major, some through word of mouth reference, and multiple others simply because there was “a
good feeling” about her. I also casually stated that the interview itself was predictable seeing as I
have worked in retail for years prior to my hire at Memories. After further thought of the
harmless discussion at work, I concluded that the hiring process was predictable and
inconsistent.
After expressing my thoughts/concerns, the Store Manager Chelsea Hull and myself (as a
Sales Consultant and Manager on Duty) had a meeting to discuss what could be improved in
regards to staffing for Memories’ Sales Consultants and what we would like to see change as a
result of this project. The main problems identified were the high staff turnover rate in the first
three months of hire (which is majority training), and that the selection process was not directly
related to the job. The narrowed areas of focus became the selection process. Taking a closer
look at the time when employees are brought on board covered both the short-term and interview
problem. The training materials for entering Sales Consultants had just recently been reevaluated and rebuilt, so looking at the process a step back from training - the selection process was the decided approach.
Research
To begin research for this proposal, existing materials had to be collected: current
application, interview question sheet, job descriptions from job postings, rating scale, and Sales
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Consultant position contract. I also had a meeting/interview with the Store Manager to assess
exactly what steps are taken in the selection process currently. Once the Memories’ selection
process was pieced together, further research on effective hiring and selection began. This
involved searching for general and effective steps on hiring such as recruiting, the application,
interviewing, and selecting candidates. Research for each of these sections went more in depth in
learning about what an application should entail, how to and not to evaluate a resume, what kind
of interview questions work best, and using rating scales to score candidates.
Proposal
The end goal of the research is to edit and reconstruct Memories Bridal and Evening
Wear’s employee selection process in attempt to decrease the rate of employee turnover and
increase new employee performance. In turn, hiring great employees will save the company
money in time spent in training. This would start by creating a job analysis for the Sales
Consultant position. A committee of management and senior Sales Consultants need to answer
the question “What is a Memories Sales Consultant?” This should be done by interviewing
management and Sales Consultants, as well as collecting job descriptions and the position
contract (See Figure 1). The completed job analysis should include a thorough job description,
the tasks and responsibilities of a Sales Consultant, and the competencies a Sales Consultant
should have in order to fulfill their job duties.
Based on the completed job analysis a realistic job preview should be created as a tool to
help recruit candidates who are not only a good fit for Memories, but those who Memories is a
good fit for as well. The RJP should highlight both the positive and negative aspects of the Sales
Consultant position. For example, there is high emotional reward when helping a bride find her
perfect wedding gown, but because of the high emotions of important events there are customer
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feelings and issues to deal with as well. This does not mean the job description has to be repeated
though. Instead, the committee should focus on pointing out the aspects of the job that are not
typically seen by an outsider such as the high expectation to complete paperwork thoroughly,
accurately and independently 100% of the time. Interviewers will plan to present the RJP with
every Sales Consultant candidate. When candidates have a true understanding of all of the
aspects of the position, they are better prepared for what they are walking into. In turn, these
more accurate expectations can decrease hidden surprises as new hires go through training and
decrease employee turnover and increase performance.
We must, as a group, define what we consider the minimum qualifications to be for an
applicant whether it be customer service experience or high school education. In addition to
minimum qualifications, preferred qualifications should also be defined such as retail experience
and knowledge with Point of Sale systems (See Figure 2). These qualifications are not necessary
upon hire, but it saves time (and money) in training if a candidate meets them. After minimum
and preferred qualifications are defined, the paper application should be edited to focus on basic
and necessary information needed to weed through a first round of applicants. Necessary
information generally includes personal contact information, employment history, availability,
and a minimum amount of questions that would determine a minimum qualification for the
position. All other unrelated questions/sections such as “Why do you want to work here?” should
be deleted. Most questions can be asked in the interview instead of being redundant and too time
consuming for the applicants. As for resumes, the committee needs to agree on what exactly we
are looking for on a resume. The goals of the application and resume should not be too
redundant. The application will include questions that are essential for the position, while
resumes serve as a secondary form of reference for unmentioned skills and experiences (See
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Figure 3). After considering all applications and resumes, applicants will be divided into yes,
maybe, and no categories for consideration of moving onto the in-person interview based on
whether or not they meet minimum and preferred qualifications.
As for the in-person interviews, more behavioral and situational interview questions are
to be created/selected based on the new job analysis (See Figure 4). This will involve the
committee to determine which existing interview questions are still valuable, which could be
changed to a situational or behavioral context, and creating new questions. The goal is that
answers to the interview questions will allow the interviewer to appropriately score the
candidate’s competencies for the position. In turn, the rating scale is to be edited to account for
the desired competencies identified in the job analysis (See Figure 5).
The Owners, Store Manager, and Manager on Duty employees should be trained on how
to evaluate applications and resumes, interview with the behavioral and situational questions
(See Figure 6), and to use the rating scale. This same group of people should meet to decide on
the number and steps of interviewing required for Sales Consultant candidates (i.e. group, oneon-one, phone).
Discussion
The expectations of this proposal are high. This requires time, effort, and multiple
meetings between management and myself to create the appropriate paperwork and training.
This will require a lot of self-discipline from management during interviewing considering
Memories does not have a human resources department or trainers to oversee the process. Each
interviewer is responsible for sticking to the new guidelines and expectations. This is a more
structured process than we are used to, but will pay off in the long run if followed accordingly.
With taking the time to step back, evaluate, and re-create the selection process, new Memories’
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employees should come in with qualities pertaining to the position, a better expectation of the job
which in hopes will lead to higher job satisfaction and result in lower turnover rates.
In contrast, if the process is not strictly followed by each interviewer the results may not
be as effective. If each person has their own way of interviewing and their own way of
interpreting applicants, this is a threat to the new system. This is, again, why the process needs to
be discussed and agreed upon by a group but each person must stick to the standards that are
agreed on. It can be easy to fall under the halo or like-me fallacies. These fallacies are difficult to
avoid completely, seeing as majority of the time they are happening subconsciously. Small bias
is nearly impossible to avoid, but in the end two different interviewers should be able to get
similar rating scale results and competencies on a candidate.
Another possible complication of re-vamping the selection process is other issues arising
as a result of evaluating the current process. While interviewing for and creating a job analysis,
there is the possibility of coming across unassigned duties. For instance, we may find that a Sales
Consultant is not being trained on items that are in the description, or that they are being trained
on items not in the description. This may lead to having to re-evaluate responsibilities between
positions at the store and possibly small tweaks to the training manual. This is not a huge
complication, but will require extra work for management to fix the gaps.
I expect this process to be re-evaluated, tweaked, and changed overtime. This proposal
provides promising guidelines, but there are pieces such as interview questions that can vary
greatly from company to company and position to position. If after multiple interviews,
management finds that the interview questions are not generating the type of answers that we are
looking for according to competencies, they will need to be re-evaluated and potentially rewritten accordingly. On a positive note, changing around interview questions will not greatly
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affect the entire process or complicate past interviews in any way. Another area for flexibility to
change is the type and order of interviews that the store uses. For instance, experimenting with
keeping the group interview versus not doing the group interview, the number of interviews, or
the number of interviewers throughout the process.
The store will have some work ahead of them to solidify a great selection process, but
even basic structural changes based on this proposal will make a big difference in our hiring
reliability and validity. My goal is to stick with this project over the next year regardless if I am
an employee of Memories Bridal and Evening Wear still or not. In the summer of 2016 I would
like to compare our turnover rates from the past two years and figure if this update has decreased
the employee turnover rate at all. I would also like metrics to be saved for new hires’ first five
months in the Sales Consultant position to determine if upward trends in new hire performance
can be seen. In more futuristic terms, my hope is that a decrease in employee turnover and
increase in performance will bring costs in interviewing and training for the store down
significantly. Memories has big changes and hopeful expansion in their future, and needs a
structured selection process to support it.
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Figure 1. Memories Bridal and Even Wear’s Sales Consultant position contract signed by new
hire upon completion of training. Reprinted with permission.
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Figure 2. Sample of screening checklist and minimum and preferred qualifications for
Memories’ Sales Consultant position.
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Figure 3. Memories Bridal and Evening Wear’s application edited to remove unnecessary
information.
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Figure 4. Sample behavioral and situational interview questions for Memories’ Sales Consultant
position.
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Figure 5. Sample Rating Scale/ Evaluation Grid for Memories’ Sales Consultant position.
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Figure 6. Tips for Interviewing acquired from Phillips and Gully’s Strategic Staffing (2012).
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