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ABSTRACT

On the quality of man he employs today will depend 
the quality and success of organization he has tomorrow. 
This embodies the urgency of effective selection process.

Recruitment as the first step in the selection 
process should be so implemented as to assemble the largest 
number of qualified applicants available. The screening 
techniques, if used to complement one another, select from 
those assembled the most competent.

Only when recruitment and screening procedures are 
sound and efficiently executed can the firm employ from the 
labor market those individuals who will best contribute to 
the future success of the enterprise.
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CHAPTER I

INTRODUCTION

Background
The small business has played a major role in the 

economic development of our country. (Phillips 1958, p. 7)
In spite of the apparent dominance of large corporations, 
small firms are said to account for half of the annual 
total volume of sales. (Ostlund and Hollander 1956, p. l)
Firms with fewer than 100 employees account for 41.3 per 
cent of all paid employment and, as of I9 6 0, constitute 
99.1 per cent of all firms in operation. (Broom and 
Longnecker 1961, p. 5) In actuality, small business is 
big business.

An explanation of the defining characteristics of 
small business is necessary for research purposes and for 
reasoning intelligently concerning its problems. (Broom 
and Longnecker 1961, p. 1) The number of employees, 
annual net sales, total assets, and net worth have all 
been used by various government agencies, business associa
tions, and private firms as criterion for defining small 
business. (Phillips 1958, pp. 8-10) In 1951 the Department 
of Commerce proposed criteria for defining small manufacturing 
firms based on the number of employees and varying from one

1



2
type of manuracturing to another. The following illustrate 
the wide range of existing standards: electrical appliances,
500 employees; steel works, 2 ,5 0 0 employees; and bakery 
products, 100 employees.' The retail, construction, and 
service firms were designated as small business if they 
earned $5 0 ,0 0 0 or less in annual sales; while wholesale 
firms earning $2 0 0 ,0 0 0 or less in annual sales were considered 
small firms. (Broom and Longnecker 1961, p. 2)

The Small Business Act of 1953 designated small 
business manufacturers as those having 500 or fewer employees; 
small wholesale businesses as those with a net annual sales 
of $2 ,0 0 0 ,0 0 0 or less; and small retail and service trades 
as those with annual sales of $1,000,000 or less. (Broom 
and Longnecker 1961, p. 3 )

For purposes of this study, the small business was 
designated as any locally owned firm with between 20 and 
200 employees, one or more of whom must have been a college 
graduate. Firms employing less than 20 are certainly small, 
but are in most cases less likely to employ college graduates. 
Firms employing more than 200 persons may not be considered 
small for Tucson and may probably be subsidiaries or chains 
of nationally oriented corporation rather than locally owned.

Problems of small business. Irrespective of size, 
businesses incur specific basic problems which must be dealt 
with if the firm is to succeed. The problems include 
securing adequate capital, finding a suitable location for
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operation, deciding the "right price" of goods and services 
to meet costs and show profit, and securing and training 
competent personnel. (Ostlund and Hollander 1956, p. 6 )

While both the large and small firm must solve these 
basic problems, the large firm will have more resources avail
able to do so. The large firm has the means to hire superior 
general management and to secure the services of specialists 
to concentrate on various phases of their operation. In 
contrast, the small firm operates largely with nonspecialists 
in dealing with many or all of these areas. (Ostlund and 
Hollander 1956, p. 6 ) Therefore, because of its size, there 
are certain problems involving management personnel which 
are peculiar to the small firm. These include insufficient 
training and experience of management, difficulties in hiring 
and retaining management help, and poor planning for future 
managerial needs. (Broom and Longnecker 1961, p. 73)

Harwood F. Merrill, Vice-President and Editor of 
the American Management Association, states that one of the 
major problems facing the small business firm is the "shortage 
of executive manpower." (Marting 1959, p. 2) In their study 
"Executive Development: A Comparison of Small and Large
Enterprise", Basil and Hastings(1964, p. 1) seek to explain 
the existence of the problem by stating

It is common and probably a well-founded 
observation that the small firm rarely recognizes the 
need to develop its executive talents until a vacancy 
or crisis forces the recognition. Either the idea 
of executive development has not occurred to the owner- 
manager of the small firm, pressures of time are too



great, or its applicability to his firm is thought 
too remote to warrant its further consideration.

An earlier study of management succession in the small firm
by C.R. Christensen (1953, P* 16) tends to support the
findings of Basil and Hastings. Christensen states, "Despite
the importance of the problem, many small businessmen
have little foresight and few make preparations for future
managerial needs."

Recent manpower studies show a rise in the number 
of managerial, technical, and professional personnel being 
demanded by businesses of varied size. (Odiorne 1963, 
p. 424) In large firms the most apparent results of this 
rise has been an increase in college recruitment. (Odiorne 
1 9 6 3, p. 424) Based on the demands of an increasingly 
complex business environment, Paul Boynton states, "Theo
retically, colleges and universities contain a large 
reservoir of better potential material for future executives." 
(Boynton 1949, p. 49) In firms which take care to provide 
for future managerial needs, top management personnel come 
primarily from those hired initially for management trainee, 
supervisory, or professional positions who possess the formal 
educational background demanded.

Assumptions
Based on the foregoing discussion, the following 

assumptions seem relevant, l) The college graduate is 
in most cases better potential material for top management;
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2 ) because the selected firms of this study have employed 
the college graduate, they have recognized to some extent 
the need to develop and train future top management;
3 ) effective selection procedures are necessary to help 
insure the continuity of management.

Purpose
The purpose of this study is to determine the 

effectiveness of selection procedures of small Tucson firms 
in the employment of the college graduate. Specifically, 
the study will seek to answer the following questions: 
what sources of recruitment are utilized; what methods are 
used to screen applicants; are these methods successful in 
the process of selecting the best qualified; does the small 
firm seek to compete with the large firm; is this possible? 
Other pertinent questions revolve around the opinions 
of those selected with regard to their career objectives 
and the part a small firm in Tucson plays in fulfilling 
those objectives.

Hypothesis
Because the chief benefit of effective selection 

procedures is its contribution to the continuity of 
management, the hypothesis proposed was small firms in 
Tucson could benefit from adherence to selection procedures 
proven successful by large firms in the employment of the 
college graduate.
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Methodology

A canvass of library sources was made to provide 
a knowledgeable base on which the study of selection 
procedures in small firms could be made. A selected 
bibliography appended to this study documents a portion of 
the great amount of writing available concerning the small 
firm and the selection process.

Primary data was gathered through a survey of 
selected small firms representing various industries. The 
"industrial Directory" (1964) and the "Tucson Retail Buyers 
Guide" (December, 1964), publications of the Tucson Chamber 
of Commerce, provided as complete a listing of Tucson firms 
as was available. It was then determined through this 
information and that obtained by telephone which of the 
firms listed met the following requirements for the study:
1 ) employment of between 20 and 200 employees; 2 ) locally 
owned firm; 3 ) employment of one or more college graduates. 
It was found that 16 firms listed in the sources used met 
the above requirements. Contact with each of the 16 by 
telephone was made to enlist their cooperation and arrange 
an interview with the personnel manager. Eleven firms 
Indicated they would cooperate and interviews were conducted 
with the personnel managers of each of these.

Contact with a college graduate was made through 
the personnel manager. In six cases the personnel manager 
contacted the employee and introduced the interviewer. In
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four cases a name was given and the interviewer made the 
initial contact. In one case the personnel manager refused 
to permit the interview of the employee, and in another case 
the employee indicated no time to cooperate. Nine employees 
and 11 personnel managers were interviewed. Interviews 
lasted 15 to 30 minutes and were conducted in private.

The objective of the interview was two-fold—  
to obtain specific information, as indicated by the above- 
stated questions, and to obtain opinions and attitudes of 
individuals toward the subject in order to determine possible 
apparent patterns of attitude or philosophy. The interviews 
were, therefore, unstructured, using open-end questions.
The questions are reproduced as Appendix A and B.

The 11 firms surveyed included a commercial bank, 
savings and loan association, land title company, dairy, 
department store, hotel, bottling company, steel manufac
turing company, manufacturer of small machine parts, 
manufacturer of electronic parts, and an electronic research 
firm.

Conclusions
The hypothesis was accepted on the basis of the 

following conclusions, l) The recruitment procedure of 
the college graduate was not aggressive. The sources upon 
which selected firms depended were those which did not 
require active pursuance of applicants. Referrals and the
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Arizona State Employment Service were those sources most 
often used. College campus recruitment was used by only 
one firm. 2) The small firm can compete with the large firm
for the college graduate on the basis of security and oppor
tunity for advancement it offers. All firms interviewed 
adhered to a policy of promotion from within whenever possible.
3) A minimal effort was expended by the firms in the 
screening process. The interviewer's role was a dominant 
one in the decision to select or reject an applicant. The 
application blank and reference check were secondary. There 
was no testing of applicants by any firm. 4) The college 
graduate employed by the small Tucson firm is loyal, proud, 
and confident of his firm and its growth potential. He sees 
excellent opportunities for his advancement. 5) The salary 
offered the college graduate was lower in every case than 
the salary earned at a previous employment with a larger 
firm. This was not a factor in his acceptance of employment.
6) The climate and surroundings of Tucson appeared to be 
significant factors in the employment of the college graduate.

Limitations
These are the limitations suggested by this study.

1) It is possible that firms meeting the three requirements 
for inclusion in the study were not surveyed because they 
were not listed in the sources used. 2) The results of this 
study are believed to be applicable to most small firms in 
Tucson and other cities of the country; however, its application
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cannot be considered valid in every case. 3) The 
conclusions of this study may be influenced by the author's 
judgment and inherent subjectivity.

Organization
The organization of the presentation of the study 

is as follows. Chapter II is a composite presentation in 
case form of the findings as they suggest the typical 
characteristics and attitudes of the college graduate—
Case I— and the firm— Case II. The purpose of this chapter 
is to acquaint the reader with the findings before discussing 
them in greater detail. Chapter III is a detailed expansion 
of the findings in the case of Joe Morgan— Case I. The roles 
of the individual and the firm in the recruitment process 
are discussed. Chapter IV is an expansion of the findings 
in the case of the Adnil Corporation— Case II. The selection 
procedures of this firm are compared with the ideal ot 
theoretically accepted techniques suggested by a review of 
the literature. Chapter V presents the conclusions and 
recommendations suggested by the findings. An appendix, 
list of references, and selected bibliography conclude the 
presentation of the study.



CHAPTER II

CASE ANALYSES OF SUGGESTED CHARACTERISTICS 
AND ATTITUDES OF FIRM AND EMPLOYEE

Case I: Joe Morgan
Joe Morgan is 28 years old, married, and the 

father of two young children. He is employed by the Adnil 
Corporation, a locally owned firm of 80 employees which 
manufactures machine parts used in the mining industry.

Joe is general manager of the marketing department. 
His duties include supervision of the marketing office 
staff, the processing of sales orders and issuance of 
shipment orders, in addition to acting as an assistant in 
market research.

Having been previously employed by the Republic 
Steel Corporation in the sales division of their marketing 
department, he has been employed by Adnil for the past three 
years.

Joe received a BSBA degree from The University of 
Arizona in I960 with a major in Marketing. During the 
spring semester of his senior year, he talked with represent
atives of six firms who were on the campus to recruit 
graduating seniors. All six firms were large, nationally 
oriented organizations. All were looking for individuals 
to qualify for their management and sales trainee positions

10
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and offered starting salaries ranging from $425 to $500 a 
month. Joe received offers from two of the six firms and 
chose the Republic Steel Corporation at a starting salary of 
$450 a month. This choice was made as a result of the interest 
shown him by the company’s representatives and because of 
the salary offered.

He began as a sales management trainee in the 
marketing department. During his fifteen-month training 
period, he spent the first six months in the general offices 
and plants in Cleveland, Ohio learning how steel is made and 
marketed. The last nine months were spent in a district 
sales office processing orders and observing veteran sales
men in actual customer contact and service activities. Upon 
completion of the training program, his salary was raised 
to $500 a month and he was assigned to the sales district 
with headquarters in Chicago. Six months later his salary 
was raised to $525 a month. He traveled throughout the 
Midwest contacting manufacturers, construction companies, 
and some mining companies.

While on vacation in Tucson, Joe investigated the 
availability of employment. He checked the newspapers, 
contacted the Arizona State Employment Service, and talked 
with friends and relatives regarding employment here. He 
was referred to Adnil by a friend who knew the type of 
business in which the firm was engaged and who thought 
they might be interested in talking with Joe.
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His initial interview was with the personnel 

manager. They talked for approximately 15 minutes about 
Joe's experience and education. Except for a brief 
description of the company by the personnel manager, Joe 
did most of the talking and was asked to fill out an 
application before leaving that day. k second interview 
was arranged to review the application; this interview, 
conducted two days later, was with the personnel manager 
and lasted about 30 minutes. Joe was then introduced 
to Mr. Jack Scott, Vice-President of the marketing depart
ment. Mr. Scott was interested in Joe's thought about 
Marketing as a career. He explained the function of his 
department and how it was related to the other departments.
He questioned Joe as to his feelings about selling and his 
reasons for wanting to leave Republic Steel. Mr. Scott 
explained to Joe that the company had plans to expand 
the marketing department and was looking for an individual 
who was interested in the total marketing function. Plans 
for expansion included development of market research, 
more effective use of advertising, and a better program 
of salesmen supervision. Mr. Scott emphasized the importance 
of having interested and qualified personnel in the depart
ment to carry out these plans. The opportunities both for 
learning this business and for advancement with the firm 
were stressed by Mr. Scott during the interview. Joe was told 
that the firm was interested in him and that they would contact

t
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him in a few days. Three days later Joe received a phone 
call from the personnel manager offering him a position 
with the Adnil Corporation in the marketing department at 
a starting salary of $450 a month. ($75 below the salary 
he was then earning at Republic Steel)

Joe felt that the following factors outweighed the 
cut in salary he would receive by accepting the position:
1 ) a feeling that he was lost among the hundreds of other 
salesmen in the Republic Steel Corporation— lost to such 
an extent that what contributions he may have made were 
unnoticed and insignificant; 2 ) the competition for each 
vacancy in a management position was such that only a few 
could hope to advance--looking ahead five to ten years, he 
could not see his way clear to a management position which 
was his objective; 3) the Adnil Corporation offered an 
opportunity to get in on the ground floor of a growing 
firm where opportunities for advancement to top management 
positions were more clearly defined; 4) an opportunity to 
return to Tucson "which is a great place to live and raise 
a family."

Later that month, December, 1962, Joe resigned his 
position with Republic Steel and started at the Adnil 
Corporation in late January, 1 9 6 3. He was promised a raise 
of $25 a month to $475 after a three-month probationary 
period. During the ninety-day probationary period, Joe 
spent time learning the total operation of the firm by



observing and working in each department. An understanding 
of the products from drafting board to the shipping of 
the finished goods was obtained.

After the completion of his training period, he was 
given the position of assistant to the vice-president of 
marketing. His job was to work with Mr. Scott in the 
carrying out of the plans for expansion of the marketing 
department. The staff of the marketing department now 
totaled twelve, including four secretaries and six salesmen 
who covered the mining centers of southwestern United States 
and northwest Mexico. Joe’s duties were general and not 
confined to any specific area.

In January, 1965 he was given a promotion to his 
present position of general manager of the marketing 
department and a raise to $500 a month.

Joe Morgan feels that as the firm grows, opportuni
ties for advancement to better positions will become avail
able. He has as a personal objective a position in top 
management. He is enthusiastic about Adnil’s growth and the 
part he has in it.

Case II: The Adnil Corporation
In 1949 the Adnil Corporation was founded by 

three men, Mr. Jenks, Mr. Black, and Mr. Harvey, all of 
whom had experience with eastern manufacturing firms. Mr. 
Jenks and Mr. Black, production men, had moved to Tucson

14
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because of poor health. Mr. Harvey, a mechanical engineer 
in semi-retirement, vras invited to join Mr. Jenks and Mr. 
Black as a third owner, to head the engineering department.

The firm was to manufacture small machine parts 
used in the mining industry, as well as to custom design 
and manufacture parts for various other industries.

The corporation grew steadily and now employs 80 

people in its four departments— engineering, marketing, 
accounting, and production. Its market area covers the 
southwestern United States and northwest Mexico.

In a weekly meeting of department heads. Jack Scott, 
head of the marketing department, presented plans for 
expansion of his department which included more efficient 
supervision of sales staff, an increase in type and quality 
of advertising, and some effort in market research. These 
plans were approved by the president and this executive 
committee, as was the hiring of an assistant for Mr. Scott, 
needed within one month.

Bob Roberts, head of the accounting department and 
personnel manager, in which capacity he recruited and 
screened applicants for employment and maintained personnel 
records, began his efforts to fill this new position by 
examining applications on file with the firm. These failed 
to indicate any qualified person. He then contacted the



Arizona State Employment Service, informing them of the 
opening and its requirements.

During the following two weeks, Bob had preliminary 
interviews with three applicants who were given applications 
and scheduled for a second, more extensive interview. Two 
of these applicants were referred to Adnil by company 
employees and business associates. The third was sent by 
the Arizona State Employment Service.

The second interview involved discussion, with the 
applicant being led to dominate the conversation, Mr. Roberts 
questioning him only for specific information. Application 
information was used as a point of reference for questions 
regarding the applicant's experience, education, health, 
ambitions, and interests. A telephone check of references, 
including past and current employers, and inquiries into 
credit standing and college record were made prior to this 
second interview. Questions suggested by this investigation 
were raised during the interview.

Following this second Interview, applicants who 
appeared best potentially and most qualified were interviewed 
a third time by Mr. Scott. At this time the plans for 
expansion and the responsibilities of assisting Mr. Scott 
in carrying them out were explained in detail. Also 
emphasized were advancement opportunities to positions of 
top management.

16
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A joint decision, reached largely through 

impressions and information received through interview, was 
made by Mr. Scott and Mr. Roberts. Joe Morgan was selected 
on the basis of his educational background, experience, and 
interest in marketing. An offer of 0450 per month, with 
S25 per month increase after a three-month period, was 
accepted. This completed the selection process of the 
Adnil Corporation.



CHAPTER III

THE COLLEGE GRADUATE AND 
THE SELECTION PROCESS

Introduction
A I960 study of Booz, Allen, and Hamilton indicated 

that 559 of this nation's 1000 largest corporations reported 
a 44 per cent increase in the number of top executives 
between 1949 and 1959. (Odiorne 1 9 6 3, p. 426) "A society 
based on advanced technology requires educated employees..." 
(Mandell 1964, p. 122) The increasing demand for executive 
manpower and scientific personnel and the premium placed 
on education has resulted in extensive canvassing of college 
campuses for employee recruitment by the large firm." George 
Odiorne states that 74 per cent of college graduates employed 
by business firms are secured through the campus recruiting 
route. (Odiorne 1 9 6 3, p. 430)

An interview with the University of Arizona Placement 
Bureau revealed that only one small Tucson firm had recruited 
on the University campus. The small local firms have not 
actively recruited on the college campus, yet college 
graduates are employed by these firms. How, then, did the 
college graduate obtain these positions? What is their 
attitude toward the firm in which they are employed? Do

18



they feel the small firm can meet their career objectives?
The following analysis is made with these questions in mind.

Personal Characteristics
The nine college graduates Interviewed were between 

25 and 35 years of age, married, with young children.
Family responsibilities and home ownership were important 
to them. There were 5 5 .6 per cent of these who had degrees 
in Business, 22.2 per cent in Engineering, 11.1 per cent in 
Sociology, and 11.1 per cent in Education.

The length of present employment ranged from two to 
five years. Observation revealed that in most cases there 
was a sizeable gap between the ages of the respondents and 
those in top management positions. (These factors may or 
may not indicate a recent realization on the part of these 
small firms of the need to bring young men with top manage
ment potential into their organizations.)

Of the nine interviewed, 77.8 per cent had been 
formerly employed; four of these seven were employed only 
once previously, while three were in their third place of 
employment. Five of these seven had held positions in large 
corporations. Their current position was the first post
graduate Job for two of the respondents.

The salaries of these nine ranged from $375 to 
$700 per month. In all cases of those previously employed, 
the initial salary of these local firms was lower than the

19
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salary formerly earned. Therefore, it may be assumed that 
salary was not a primary factor in acceptance of employment. 
In every case the opportunities for advancement which existed 
in the particular firm was the reason cited for accepting a 
position.

Attitudes
The five respondents who had previously been employed 

by large corporations were able to compare their experiences 
and were adamant in expressing the advantages of employment 
with a small firm. An advantage most often stressed was a 
feeling of identity with the firm, of being a necessary part 
of the organization, making an essential contribution.

The vice-president of a local manufacturing firm, 
formerly employed by a large corporation as a department 
head, felt his contribution could be more effective in the 
future successful operation of the smaller firm than in the 
larger one.

Frequent contact and communication with co-workers 
was also cited as a distinct advantage, 1.e., "I like the 
closeness felt between my boss and fellow employees. Here,
I go out to lunch with the firm's president and have oppor
tunity to get to know him and express my ideas and opinions." 
(engineer, electronics company)

A management trainee in a bank felt he could realize 
his objective of a branch managership more quickly in the 
small organization in which he was employed because of the
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shorter length of time required to learn the smaller bank 
operation. The opportunity for advancement was also the 
chief advantage expressed by an officer of a savings and loan 
association. "Because of the size of this organization, 
the ages of my superiors, and my present position, I can see 
my way clear to top management positions in ten years.11

The policy of "promotion from within" which all 
firms seemed to advocate and follow was the primary reason 
for the feelings of security, confidence, and optimism as 
expressed by the following people. Trust officer, land 
title company— "This firm has more potential for growth 
and opportunities for advancement than any other organization 
in town." Vice-president, manufacturing firm— "Opportunities 
with this firm are excellent. As the company grows, my 
position becomes more important."

All of the respondents expressed only favorable 
attitudes toward their firm and top management. Buyer, 
department store— "If it weren’t for the special interest 
shown me by my boss, I would not be in this position today." 
Purchasing agent, electronics firm— "It is intellectually
stimulating and a challenge to work for a man like Mr. ____.
I enjoy this aspect of my job very much." (The interviewer 
was not aware of any insincerity or fear of reprisal on the 
part of* the respondents. It is possible that such a fear 
could have influenced the responses.)
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The climate and surroundings of Tucson are 

attractions which seemed to contribute to job satisfaction. 
Four of the persons interviewed indicated they came to 
Tucson because they wanted to make this their home. Three 
were here because of poor health in their families, and two 
were reared and educated in this city. A graduate of 
The University of Arizona stated, "l wanted to stay in Tucson 
so I started looking for a Job and got this one."— officer, 
savings and loan association. An engineer who left a job 
in the Midwest stated,"! liked Tucson and wanted to live 
here; it's a great place to raise a family." The presence 
of the college graduate in the small firm can thus be 
explained in part by the appeal of the area as a desirable 
place to live.

Recruitment
Table 1 shows how contact was made between employee 

and employer. These date indicate that the individual plays 
a dominant role in his recruitment by accepting the initia
tive to present himself to a prospective employer. Only one 
individual found employment through an agency. The five 
referrals included only one referred by an employee of the 
firm; all others were referred by friends and business 
contacts of the firm who knew of the opening.

The eight who were either referred or walked in 
to inquire about employment expressed the view that they were
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in a position of selling themselves. The following 
responses illustrate this point. "I went to every 
organization in town that handled trusts and tried to sell 
myself to them. This company was interested and hired me."—  
trust officer, title company. "I filed an application with 
all the banks and savings and loan associations in town.
_________ called me about three months later for another
interview and offered me a job as a management trainee."—  
officer, savings and loan association.

TABLE 1
SOURCES THROUGH WHICH 

EMPLOYEE-EMPLOYER CONTACT OCCURRED
____________ Referred_____Walk-in_____State Employ. Service

no. % no. % no. %
No. of
Employees 5 55-5 3 33.3 1 11.1
Source: Interview Data



CHAPTER IV

THE FIRM AND THE SELECTION PROCESS 

Introduction
The process of selecting new employees is a costly 

and time consuming task. Employers hire 750,000 new 
employees every month and over 9,000,000 a year. (Mandell 
1964, p. 11) The cost of error in hiring in our technolog
ically complex society and the continuous turnover that 
plagues many firms emphasizes the need for greater accuracy 
in selection.

General Motors Corporation has recognized this need 
for accurate selection and has stated the following as its 
most important goal in management.

The selection and placement of employees must 
be a careful process to insure that they are phys
ically, mentally, and temperamentally fitted to the 
Jobs they are expected to do; to insure that they 
can reasonably be expected to develop into desirable 
employees, so that there will be a minimum number of 
square pegs in round holes. (Mandell 1964, p. 11)

The selection process is composed of two major 
activities, recruitment and screening. The fundamental 
objective of these is to choose those applicants who appear 
to have the greatest potential for employee growth in the 
company's particular environment. These two activities 
will be analysed in their order of occurance.
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Recruitment

The capacity of the small firm to compete success
fully with the large corporation lies in the abilities of 
those whose responsibility it is to manage and direct the 
operation of the firm. The recruitment of qualified appli
cants, who, if selected, may be tapped for top management in 
future years, is an activity that can have far reaching 
influence over the success of the enterprise.

The sources of recruitment used, by many firms may 
include state and private employment agencies, colleges and 
universities, advertisement in newspapers and trade publica
tions, referrals from employees, friends, and business 
acquaintances. Table 2 shows the recruitment sources used 
by the firms surveyed according to size. The personnel 
managers of 8 1 .8 per cent of the firms indicated they 
depended upon referrals as a source of applicants. In 
comparison, 44.4 per cent of the nine employees interviewed 
were referred to their employer by a third party. Walk-ins 
and referrals were depended upon as a source of recruitment 
by 45.4 per cent. Of the employee respondents, 44.4 per cent 
were walk-ins. The Arizona State Employment Service was 
used by 6 3 .6 per cent of the firms when seeking applicants, 
while only 1 1 .1 per cent of the employees were recruited 
through this source. Private placement agencies were used 
by 3 6 .3 per cent of the firms. The University of Arizona 
Placement Bureau, newspaper and trade publication advertising
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was each used by nine per cent of the firms. (There seemed 
to be no relationship between size of firm and type or 
number of sources used.)

Loen (1961, p. 5) has suggested that the larger 
the group of applicants assembled the better the opportunity 
for hiring the best qualified. Therefore, in order to secure 
the largest number of those meeting employment requirements, 
as many sources as possible should be utilized. This 
philosophy of recruitment was not held by the small local 
firm who relied on two or three sources to supply all 
applicants. It must be noted that the sources used most often 
by the firms are those requiring little recruiting effort. 
Referrals, walk-ins, and the Arizona State Employment Service 
all require little aggressive recruitment effort and would 
not necessarily assemble all available candidates.

The explanation for the lack of aggressiveness which 
seemed to characterize the recruiting procedures of small 
local firms was offered through the following comments of 
personnel managers. "We just don't have the time...."
"When an opening occurs, we check our file of applications 
before moving to other sources. We save time this way." A 
generally complacent attitude seemed prevalent. "We have 
done all right using the sources of referrals, walk-ins, 
and the State Employment Service, so why should we use 
others which might be more time consuming."



TABLE 2
SOURCES OF RECRUITMENT USED BY 

RESPONDENT FIRMS
Firms by 
No. of 
Employees

Referrals Walk-ins
State 
Employ. 
-Serv.

Private
Placemt.
Agencies

Univ.
Placemt.
Bureau

Newspaper 
Advertis.

Trade 
Journal 
Adver.

185 X
168 X X
165 X X '

165 X X X X X
150 X X
108 X X X 1

80 X X X
75 X X
44 X X X X
40 X
20 X X X

No. of 
Firms 9 5 7 4 1 1 1
% of 
Firms 8 1 . 8 45.4 6 3 . 6 36.3 9.0 9.0 9.0
Source i' Interview Data

r o-o
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The personnel managers of ten of the 11 firms 

explained that they did not use the University as a source 
of applicants because they felt they could not compete with 
the salaries offered by large corporations. Six of these 
ten were not aware that the facilities of the University 
Placement Bureau were available for their use in contacting 
and interviewing applicants. These ten personnel managers 
based their reasons for not using the University as a source 
on the assumption that the new college graduate is interested 
only in large salary.

Whether this assumption is true or false, the 
following attributes of a small firm as expressed by the 
college graduates employed by them and previously stated in 
Chapter III should be considered, l) All nine employees 
stated that the major advantage of the small firm was the 
existence of opportunities for advancement to better positions 
which were enhanced by a policy of promotion from within the 
firm. 2) The smallness of the organization created an 
atmosphere in which all employees felt themselves to be 
making a vital contribution to the firm. His individuality 
was not lost and all had opportunity to receive recognition 
from top management for the contributions they made. 3) An 
"esprit de corps" existed that was in part a result of the 
frequency of communication among departments and individuals. 
It was these non-salary advantages that were stressed by 
the college graduate employee.



Table 3 indicates the types of employee benefits 
offered by the respondent firms. All firms interviewed 
provide for paid vacations, while 6 3 .6 per cent have 
retirement funds and 54.5 per cent have insurance programs. 
Profit sharing plans were provided by 1 8 . 1 per cent of the 
firms.
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TABLE 3
EMPLOYEE BENEFITS PROVIDED BY SMALL TUCSON FIRMS

Insurance
Profit Health Retirement Paid
Sharing and Life Fund Vacations
no. % no. % no. % no. %

No.
of
Firms

2 1 8 . 1 6 54.5 7 6 3 . 6 11 100
Source: Interview Data

Given the above employee attitudes and company 
benefit plans, the small firm is potentially competitive 
in campus recruitment. The recruitment effort could possibly 
be limited only by the manner in which the firm sells itself.

The modern firm, large and small, which does not 
utilize the college campus as a source of applicants is 
giving itself a serious competitive disadvantage. (Odiorne 
1963, p. 42?)

Newspaper advertising is another source that is 
not used to any extent by the small firm. It, however, has 
some drawbacks as an effective source for the recruitment 
of college graduates. Newspaper ads are not read by a



large number of college graduates and often a personnel 
manager must spend time screening many applicants who are 
not qualified for the position.

Advertisements in trade publications often have 
good results in obtaining applicants from the nation as a 
whole. This is true for specialists in many fields.

Screening
Recruitment of applicants completed, the next step 

in the selection process is to screen these. The techniques 
used in the screening process include the application blank, 
the reference check, applicant testing, and the personal 
interview. (Scott, Clothier, and Spriegel 1961, pp. 60-67)
The use of these techniques in the selection of the best 
qualified in important to both firm and applicant. The firm 
is concerned with the selection and hiring of the individual 
best suited for a particular position. The individual is 
seeking the position in which he can find the self-achieve
ment and satisfaction which he desires. The utilization of 
these techniques should lead to the accomplishment of both 
party's objectives. This may be possible if the techniques 
used fulfill the three following inquiries, l) Can the appli
cant perform well in this position? The firm must make itself 
aware of the applicant's abilities, aptitudes, education, 
and experience. 2) Will he do the work necessary? A 
knowledge of his attitudes, interests, and motivations must 
be obtained. 3) Will he adjust to this position and its
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requirements? This implies a knowledge of his acceptance 
of himself and his relationships with others. (Hahbe 1959,
p. 228)

Application blank. One of the first screening 
techniques to be used in the process of selection is the 
application blank. Its purpose is "to reveal the more 
obvious information about the capacities and interests of 
the applicant." (Scott, Clothier, and Spriegel 1961, p. 167)

The content and usage.of application blanks may 
vary according to the purposes of particular firms. Generally, 
these may include its use as a preliminary screening device.
The information may indicate that the applicant is not 
qualified for the position for which he is applying. If 
this is the case, his application will not be given further 
consideration and the personnel manager can spend time 
screening those who do meet the basic requirements.

Another usage may be as an aid in interviewing. The 
interview itself may be a review of the information on the 
application blank, or a discussion using this information 
as its foundation and designed to reveal more detail about 
an applicant. Space is often provided on the blank for 
remarks of the interviewers which may indicate the extent 
to which the application information was used in the 
interview. (Habbe 1954, p. 6)

The personal information and references listed on the 
application are used in the reference checking procedure.

!
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(Lipaett, Rodgers, Kentner 1964, p. 42) The personnel 
managers of all firms interviewed used the application blank 
in the three ways presented above plus its use as a part 
of the employee's permanent record.

Table 4 shows that six firms designed their own 
application blank and five purchased standard forms. It 
should be noted that four out of six of the firms employing 
over 100 employees designed their own blanks, while three 
out of five of the firms employing less than 100 purchased 
standard forms.

The items most likely to be found on the forms 
designed by the firms included personal information— age, 
marital status, own or rent home, number of dependents, 
height, weight, health, occupation of spouse, military 
status and service, hobbies, club memberships, and amount 
of debts; education— schools attended, diplomas and degrees 
received, major field; experience— names and address of past 
employers, nature of duties, reason for leaving, salary at 
beginning and termination of employment; references— an 
average of three personal references was requested. These 
forms differed from those purchased in that a small amount 
of space was devoted to interviewers' comments and no grades 
or extra-curricular activities were requested under the 
academic section. No other differences were noted.

A comparison of the use of the application blank 
by the large firm and the small local firm will reveal that
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the small firm uses the same form for all applicants, while 
the large corporation, in many cases, has different forms
for different job types. (Mandell 1964, p. 159)

TABLE 4
USE OF APPLICATION BLANKS

Firms Designed blanks Purchased blanks
No. of 
Employees

185 X
168 X
165 X
165 X
150 X
108 X
80 X
75 X
44 X
40 X
20 X

No. of 
Firms 6 5
fo of 
Firms 54.5 45.4
Source: Interview Data

Reference check. The reference check is an important 
technique because it can reveal information about an 
applicant that was not obtainable from other screening devices.



It provides information about past behavior in a work and 
social environment. The reference check can include the 
gathering of personal information, such as credit standing, 
activities in school, grades, as well as the opinions and 
Impressions of those with whom the applicant has interacted 
at work and socially. This information is used with the 
assumption that a person will act much the same in the 
future as he has in the past. Because the information 
gathered by this technique comes largely from individuals 
who have known the applicant, it is necessary to insure 
to some extent that the responses are accurate. This can 
be accomplished by the following steps: 1) the actual
interviewer should conduct the check if possible— his 
familiarity with the applicant gained through a review of the 
application, the preliminary interview, and/or tests put 
him in a position to know what areas may need checking 
and which individuals may be able to give him the most 
reliable and valid information; 2) the investigator 
should be certain that the person supplying information has 
known the applicant long enough to give a reliable report;
3) it must be determined which methods of contacting former 
employers, schools, and social acquaintances are feasible 
and yield the best results. (Magee 1964, vol. 43, PP- 551- 
555)

It has been found that a reliable method for checking 
the background of applicants is a series of personal interviews
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with former employers, teachers, and friends. (Magee 1964, 
vol. 43, pp. 551-555) Personal contact permits flexibility 
and encourages frankness in questioning. The chief disadvan
tage of this method of investigation is that it is time 
consuming. If many applicants are being considered, it 
is often impossible to use this method because of the time 
and costs involved. The telephone call has become the 
chief method for checking references because it is fast and 
still provides some personal contact between the investigator 
and informant. (Magee 1964, vol. 43, pp. 351-555) It does 
not, however, afford the freedom which exists through 
personal interview. Many employers are hesitant about 
releasing information over the telephone to a party they 
may have never met.

A third method of checking references is by letter. 
This method is considered to be the least effective of 
those discussed here. People are often hesitant to put in 
writing anything that would harm or hinder a person’s 
opportunity for employment. A letter is often too slow to 
be used effectively in the screening process. (Magee 1964, 
vol. 4 3, pp. 551-555)

The personnel managers of all firms interviewed 
indicated they used telephone contacts for checking the 
background of applicants. Table 5 indicates those items 
included in a check of an applicant's background. All firms
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checked former employers and personal references, while 
3 6 .3 per cent checked the credit standing of applicants,
27.2 per cent contacted former fellow employees, and 27.2 
per cent checked on college grades and activities.

TABLE 5
NUMBER OF FIRMS CHECKING 

ASPECTS OF APPLICANT'S PAST
Former College

Former Credit Personal Fellow Grades,
Emnlovers Stand. References Employees Activities
no. % no. % no. % no. % no. %

11 100 4 3 6 . 3 11 100 3 27.2 3 27.2
Source: Interview Data

The close working environment of the small firms 
makes it important to select the applicant who would adjust 
and work well with the existing organization. The reference 
check was an important device in determining an applicant's 
potential adjustment.

Testing,. One of the most outstanding developments 
in the field of personnel management in the last 35 years 
has been the use of tests as a screening device. (Spriegel 
and James 1958, pp. 42-48)

The earliest tests were designed to measure general 
intelligence. During the 1930s the emphasis in testing 
shifted from the general to the specific. Tests were 
designed to measure particular aptitudes and abilities of 
individuals. Today, there are approximately 1000 tests



measuring a multitude of aptitudes, interests, and 
personality traits. (Spriegel and James 1958, pp. 42-48)

The purpose of testing is to distinguish among 
those who will perform a job well and those who will not. 
Critics of these tests say they are not valid. Those 
defending the use of tests state the tests can be valid and 
reliable when designed and administered by qualified people.

Milton Mandell, former head of the Civil Service 
Commission, states that the authors of many tests go overboard 
in their claims. (1964, p. 289)

A valid test is one which measures what it purports 
to measure. One method of determining test validity is to 
administer it to a large number of applicants over several 
years and after a given length of time compare test results 
to job performance of the selected applicants. Answers to 
the following questions would be sought through testing.
Which of the people tested have remained on the job, 
terminated, or been fired? Of those still employed, which 
have been promoted and to what positions? How well are they 
performing on the job? (Torbert 1959» p. 28) Advisors 
to the management of small firms urge caution in the use 
of tests because of the dangers of misusage. The greatest 
danger is a tendency to place too much emphasis on test 
results when making the decision to select or reject an 
applicant. Test results should be considered only a part
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of the total picture of the applicant obtained through 
all screening techniques.

This critique on testing procedure and test validity 
is considered relevant here in view of the following data.

Of all firms surveyed, 90.9 per cent did not use 
testing as a part of the screening of college graduates.
The one firm using tests administered a general intelligence 
test to all applicants. The test was given after the pre
liminary interview and was used to insure that the applicants 
met the basic mental requirements deemed necessary by the 
firm's management. The remaining firms viewed testing as 
unnecessary for their particular situation. "Why incur 
the costs of testing when we cannot be sure the results 
will be valid."— manufacturing company. "The most accurate 
and reliable test we know of is our 90-day probation period.
We can almost be sure of an individual's intellectual 
abilities, work habits, and his ability to work with others 
by this time."--title company. Perhaps lack of understanding 
and a distrust of tests by the management of these firms 
gives some explanation for their decision against testing.
One personnel manager did say that he was going to consider 
using tests in the future, but had conducted no investigation 
of the process as yet.

Interview. The interview has been explained by 
Scott, Clothier, and Spriegel (1961, p. 8 5 ) as "the purposeful 
exchange of ideas, the answering of questions and communicating
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between two or more persons." Paul Boynton (1949, p. 93) 
states that "the interview is a free exchange of information, 
based on good will, and predicated on a desire to find the 
person best suited for a particular job."

The word "exchange" in both definitions pinpoints 
the function of an interview— to provide for the verbal 
sharing of information.

The information desired by the interviewer may 
include an explanation of the relevance of previous 
experiences and education to the job's specifications, 
reasons for gaps in educational and employment history, 
reasons for attending particular schools and for choosing 
particular courses, activities in school and community life, 
and reasons for choosing a particular occupation and for 
leaving previous employment. (Stone and Kendall 1956, 
pp. 210-211) In addition to specific questions, the 
interviewer seeks information by observation which provides 
the opportunity to judge a number of characteristics such 
as mannerisms, sense of humor, speed of reaction, fluency 
of speech, correct grammar and pronunciation, neat appearance, 
poise, and physical vigor.

The applicant may desire information about the job, 
its requirements, work environment, salary, opportunities 
for advancement, and employee benefits.

The responsibility for a successful interview, one 
in which both individuals receive desired Information lies



40
with the interviewer. Adequate preparation would entail 
sufficient knowledge of the job and its requirements and 
experience in recognizing characteristics in an applicant 
which would make him especially suited for the position in 
question. The interview should seek to gather as much 
information as possible about the applicant prior to the 
interview. He is then in a better position to elicit and 
give information rather than wasting time during the 
interview for the gathering of information which may be . 
obtained from other sources. Proper preparation also 
includes the development of a pattern of interview based on 
the particulars of each case. The pattern may be structured 
or unstructured. Torbert (1959, p. 2 6 ) states that "the 
unexperienced interviewer should use a structured interview 
pattern until he gains some experience." The questioning 
would follow a routine beginning, for example, with most 
recent employment, education, the family background, social 
activities, and health. A structured interview blank can 
be purchased. Included on this are questions for the 
interviewer to ask himself regarding the responses of the 
applicant. These aid in recalling important elements of 
the interview in applicant evaluation.

The more experienced interviewers use an unstructured 
pattern. During the interview, the applicant is allowed to
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talk freely, moving from one subject to another. The 
interviewer guides the discussion with questions when 
necessary.

The following suggestions should be considered in 
the evaluation of the interview as a screening technique. 
Examine and evaluate the contributions of the interview to 
the selection process. Do not base acceptance or rejection 
of an applicant solely on the results of the interview. 
Establish definite objectives for the interview. Organize 
the interview procedure and instruct those who will be 
interviewing. (B.T. Jones 1964, pp. 44-45)

The interview has certain inherent weaknesses which 
should be recognized by those who use it. First, the 
interview is conducted in an artificial setting and is, 
therefore, determining the quality of the applicant's skills 
through information gathered in a non-work environment. 
Anticipated performance may not be the same as that exhibited 
on the job. Ideally, on-the-job observation would be the 
most valid method for screening applicants with regard to 
actual performance. This weakness can be dealt with to some 
extent by extensive reference checks.

A second weakness is the previously stated assumption 
that the character and personality traits displayed by the 
applicant at the time of interview will continue in the 
future. Mandell (1964, p. 187) sums up this problem by
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stating, "The interview is trying to obtain in 20 to 60 
minutes an accurate understanding of a lifetime of thousands 
of experiences producing attitudes, motivations, and behavior 
which in many cases are unknown to the applicant himself 
and which are modified at different times and places."

Table 6 illustrates the extent to which the small 
local firm used the four screening techniques previously 
described. With the exception of testing, all firms utilized 
all screening techniques.

The interview seemed to be the technique most 
relied on when making the decision to select or reject an 
applicant. In all firms there were three interviews 
conducted as described in the case of the Adnil Corporation

The first interview was used by all personnel 
managers to gather basic information and establish some 
rapport with the applicant.

A goal of the second interview seemed to be to 
determine if the applicant was the "type of man who will 
fit into our organization." The closeness of the organization 
required that an employee contribute to the esprit de corps 
referred to by 72.7 per cent of the personnel managers.

Another goal of the interview was to determine if 
the applicant was genuinely interested in the firm. The 
following comments by personnel managers illustrate this

. "We are looking for men who show a genuine interestconcern
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in banking." "We are interested in the applicant's interest 
in this firm and its business."

The goal of the third interview, conducted by the 
head of the department under whom the applicant would work, 
was to obtain his opinion regarding selection.

The personnel managers in all firms interviewed 
indicated they felt able to accurately judge an applicant 
through the interview and seldom selected a "lemon." The 
following comment by the personnel manager of an electronics 
firm was characteristic. "I can usually tell after having 
talked with a person if he is the type of man we want."
All those interviewed used an unstructured pattern of 
interviewing, limiting their participation in the interview 
to directing the discussion when necessary.

Nine of the personnel managers held a management 
position in addition to their personnel work. This dual 
role provided an opportunity to be acquainted with the 
functions of the various departments and the duties of 
the jobs within them.

Three personnel managers indicated they gathered as 
much information as possible before an applicant was inter
viewed. The other 72.7 per cent did not, at the time of the 
second interview, have all available information on the 
applicant. The background investigation and check of 
references had, in all cases, be completed prior to the 
third interview.



Table 6 illustrates the extent to which the small 
local firm used the four screening techniques previously 
discussed. With the exception of testing, all firms 
utilized all screening techniques.

TABLE 6
UTILIZATION OF SCREENING TECHNIQUES 

BY THE SMALL LOCAL FIRM
Application Reference Testing Interview
Blanks Check
no. fo no. % no. $ no. io

11 100 11 100 1 9 11 100
Source: Interview data

If there are weaknesses in the screening process 
of these small firms, they are a tendency to place to much 
emphasis upon the interview and failure to take full 
advantage of other techniques in the screening process.
An awareness of these weaknesses and efforts to overcome 
them would aid in strenghthening the effectiveness of the 
screening process in the small firm.



CHAPTER V

CONCLUSIONS AND RECOMMENDATIONS

Conclusions
The purpose of this study was to determine the 

effectiveness of the selection process of the small 
Tucson firm with regard to its employment of the college 
graduate, recognizing that its chief benefit is its 
contribution to the continuity of management and, thereby, 
to the future success of the firm. The hypothesis proposed 
was stated small firms in Tucson could benefit from 
adherence to selection procedures proven successful by 
large firms in the employment of the college graduate.

The hypothesis was accepted upon the following 
conclusions.

1) An effective recruitment program is one which 
assembles a group of applicants from which a qualified 
person can be selected. The sources of recruitment upon 
which most small Tucson firms relied were limited to 
referrals, walk-ins, and the Arizona State Employment 
Service. These are sources which require minimal or no 
recruitment effort by the firms, and the absence of the 
University campus from the sources used indicates that all 
available sources were not being utilized. Therefore,
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opportunities for the recruitment of college graduates are 
materially reduced.

2) The screening techniques used were viewed by 
the personnel managers as adequate and successful in the 
selection of qualified individuals. They relied upon their 
knowledge of job and organizational requirements and on 
their ability to Judge an individual in terms of those 
requirements. The interview played a dominant role in 
their decision of acceptance or rejection of an applicant.
The lack of interest in the use of testing because of the 
time and expense involved in setting up the procedure 
indicates a generally apathetic attitude. There seemed to 
be no desire to analyze the use of the techniques to deter
mine if they could be more efficient.

3) The small local firm can be competitive with 
the large firm for college graduates. All of the respondent 
graduates employed by the firms surveyed stated their 
reason for accepting employment to be the greater opportuni
ties in the small firm for advancement to better positions. 
This reason was substantiated by the fact that all respondents 
accepted a cut in salary when leaving the large firm to
join the smaller. The extent, then, to which a firm fails 
or succeeds in the campus recruitment of college graduates 
depends upon its success in selling itself.

4) The climate and surroundings of Tucson seemed
to be significant in the recruitment of the college graduate.
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Recommendations

This study might be considered a pilot study for 
a more extensive analysis of the small firm, i.e., the process 
of management succession could be analyzed; and the employment 
of the college graduate, i.e., what caused the discontentment 
of the college graduate with the large firm— would the 
individual have been more permanently employed had post
graduate employment been with the small firm?

In light of the data presented, the following 
recommendations seem relevant and may be of assistance 
to the small firm wishing to improve its selection procedures 
or other interested parties wishing to study this subject 
in greater detail.

1) The small local firm can compete with the large 
corporation and should, therefore, involve itself in an 
active recruitment effort on the college campus. The 
personnel manager of the small Tucson firm should become 
knowledgeable in the particulars of college recruitment
and should familiarize himself with the facilities available 
for recruitment at The University of Arizona and/or other 
colleges and universities.

2) Scrutiny of the efficiency of the screening 
process should accompany any evaluation of recruitment 
procedures. Specifically, testing should be given serious 
consideration by all firms. Interviewing procedures should 
be examined for more effective utilization. The result of



such inspection should be the hiring of individuals who 
are better prepared to render valuable contributions to 
the future successful operation of the firm.



APPENDIX A

The following questions were used in their order 
of occurance here during interview of personnel managers 
of the firms surveyed.

Explain the procedures used by your firm in the 
selection of a college graduate. What sources of recruit
ment are used? Is the University campus a source of 
recruitment? Why? Why not?

Do you design your own application blanks?
To what extent is the background of an applicant 

investigated?
Do you use tests? Why? Why not?
What does your firm offer to the college graduate?
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APPENDIX B

The following questions were used in their order 
of occurance here during interview of college graduates 
employed by the Tucson firms surveyed.

In what field of study did you receive your degree?
How long have you worked for this firm?
Were you previously employed?
How did the size of that firm compare with this one?
How did you find your-job with this firm?
What are your opportunities as you see them with 

this firm?
What are your career objectives?
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