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Foreword

FOREWORD
Human dynamics will sustain the economic viability of the motor carrier
passenger industry. While consumer patterns change, technology develops
and financial resources fluctuate, it is the human factor driving the success
of the business, from creativity, to service delivery, to brand representation.
Our industry is unique in that companies invest a substantial training
and development cost (up to $15,000 per new employee) before the new
employee can commence the role of bus operator. If a recruitment decision
is not a good one, particularly early in the process, companies have quickly
lost their investment without realizing any return. It is, therefore, critical
that the investment in hiring and developing the people best suited to represent our industry be substantial. As with any investment, it is important
to research, know what you are investing in, understand its potential and
maintain regular communications.
Behind The Wheel has been produced to heighten the awareness of people-investment and to maximize opportunities for success.
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Motor Carrier
Passenger Council

Ride Through Life

The Motor Carrier Passenger Council of Canada represents the interests
of more than 100,000 employees across Canada, and is mandated to
orches-trate the co-operation of employers, unions, associations and
government to improve human resources standards, performance and
recognition for the industry.

Vision
The Council’s vision is to develop, promote and enhance human capability
by sharing resources, talents and best practices, resulting in business and
personal growth within the motor carrier passenger industry.

Goals
• Enhance the recognition and value of the professional within the
motor carrier passenger industry.
• Promote and share industry excellence through the creation of an
industry-wide inventory of human resource best practices.
• Provide a national and collective voice on human resource issues.
• Develop educational curriculum and training programs leading to
certification in recognition of an individual’s skills, knowledge and
attitudes.

15

• Support and encourage efforts to attract people to establish careers
in the motor carrier passenger industry.
• Establish national occupational standards outlining the skills and
attitudes required of an individual to perform competently in a particular occupation.
To achieve its goals, the Council’s mandate supports the passenger transport sector in many ways. For example:
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•

Researching and identifying skill requirements and training needs;

•

Providing advisory services on recruitment, selection, workplace
learning, and assessment procedures;

•

Representing the industry’s training needs to government;

•

Assisting the sector to access funding for training and human
resources programs;

•

Working with professional institutions to ensure coherent career
paths are identified and available;

•

Working with the industry to professionalize the operators’ vocation;

•

Building the industry’s public image and ridership;

•

Strengthening industry security (businesses and jobs);

•

Stabilizing operator staffing;

•

Working with industry and government to perpetuate and expand
industry self-regulation;

•

Providing a centralized resource pool (database, reference library,
programs, materials).

Motor Carrier Passenger Council Of Canada
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National Occupational
Standards

National Occupational Standards were developed by industry professionals and describe the skills, knowledge and abilities required to perform the
duties of a professional bus operator. These Standards are a key document
for effective recruitment practices.

Benefits of Standards
Industry Professionals
• offer a foundation for career development
• provide motivation to learn and develop new and existing skills
• offer greater job satisfaction through improved personal achievement
• enhance public and professional images

Employers and Owners
• provide guidance for staff recruitment, training and development
• provide means of increasing competitiveness and profitability
• identify key tasks and roles
• ensure employee skills are effectively utilized
• help create a competent, flexible and motivated workforce
• help to promote the industry as a viable career choice for new entrants

19

Educators
• provide the basis for curriculum and training development
• identify areas where expertise is required

Community
• provide a national framework related to identified needs for occupational skills
• knowledge and abilities
• provide nationally recognized, industry-driven benchmarks of best performance
• provide the means for making better use of national resources

Scope of the Professional
Bus Operator
Professional Bus Operators
The title, “Professional Bus Operator,” defines a person, who, because of
his or her knowledge, training and abilities, is capable of operating a motor
vehicle for hire, designed to carry passengers. Professional bus operators
typically work in one of five major transportation areas: urban, intercity,
school, tour/charter, and accessible services.
Professional bus operators are responsible for the safe operation of their
vehicles under diverse weather and traffic conditions, and must follow
schedule guidelines sometimes under difficult circumstances. Bus operators usually work alone, without direct supervision, which necessitates a
great deal of individual autonomy and responsibility.
Customer relations are a large part of the professional bus operator’s daily
duties. Today’s bus passengers expect a high level of quality customer service from the professional bus operator. To ensure the continued growth
of the industry, professional bus operators must be able to communicate
effectively with all passengers and respond to their needs.
Professional bus operators must constantly monitor their passengers and
other drivers. They must exercise a great deal of tact and diplomacy
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when dealing with difficult passengers and disrespect from other drivers.
Professional bus operators must be alert and manage their personal well
being as they can drive long hours with minimum breaks, operate during
peak periods with split shifts and must cope with adverse weather, construction and traffic conditions.
Professional bus operators must be aware of the driver-related mechanical
systems associated with different types of buses, which, with the advent
of modern technology, are becoming more complex. Technology also
plays an increasing role in the communications and scheduling of buses.
Most professional bus operators now maintain radio communications with
their dispatchers, and some buses are equipped with passenger-monitoring
video systems, automatic vehicle-location systems, global positioning, and
computerized information systems. This increasingly sophisticated face of
public transportation means a wide variety of skills are required, including
business, technical, and social skills. Professional bus operators must participate in an on-going process of acquiring new skills and knowledge.
Although not an occupational standard, it is important that the professional bus operator maintain a healthy lifestyle and constantly self-monitor
stress levels. There will be times when job-related or personal trauma can
adversely affect performance. Knowledge of company and community
support systems is essential to ensure public and personal safety is not
compromised during job performance.

Urban Bus Operators
Urban bus operators travel prescribed routes in towns, cities and suburbs,
picking up passengers at designated stops, according to defined schedules.
Often, they must deal with heavy traffic and congested streets while collecting fares, issuing transfers and validating passes. Many urban buses
now have wheelchair accessible features, which require the bus operator
to assist the passenger on and off the bus by operating ramps or lifts and
securing the wheelchair. Urban bus operators meet a wide variety of urban
passengers, whom many report, make the job interesting. Operating during peak periods can also result in lengthy split shifts and heavy passenger
loads.

National Occupational Standards
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Intercity Bus Operators
Intercity bus operators typically pick up passengers at inner-city bus terminals and drive them directly to bus terminals in other cities; however,
some intercity bus operators make frequent stops to pick up and drop off
passengers and parcels at local agencies. Parcel pick-up and delivery are
important components of the intercity bus operator’s work, which may
entail some heavy lifting and maintaining careful records. They drive in
remote areas of the country without reliable radio or telephone communications to request emergency assistance. They face long hours of highway
driving, often at night, and must be sensitive to the comfort and needs of
long-distance passengers.

School Bus Operators
School bus operators drive students to and from school, and intramural
activities, stopping and starting in both rural and urban areas. These operators have the additional safety and security responsibilities associated with
carrying students, i.e. maintaining order, and ensuring safe stopping and
starting, often on busy highways and country roads. In most areas they are
also responsible for controlling traffic through the use of flashing lights.
Many school buses now have wheelchair accessible features, which require
the bus operator to assist the passenger on and off the bus and secure
wheelchairs/scooters.

Tour and Charter Bus Operators
Tour and charter bus operators convey passengers from point to point for
specific purposes, such as sightseeing tours, transporting passengers from
their hotel to the airport or rail station, or transporting groups, i.e. sports
teams or the elderly. Tour and charter bus operators often have the additional responsibility of acting as tour guides, and, as such, they must be
knowledgeable of the sights and places of interest. Some tours may last up
to 30 days, which means the tour bus operator must be mindful of the needs
of their passengers over extended long periods of time. Although tour bus
operators spend a great deal of time away from home, most report that this
is compensated by seeing new sights and meeting new people.

22
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Accessible Services Bus Operators
Accessible services bus operators transport passengers using vehicles specially equipped to accommodate wheelchairs, scooters, and people with
special needs. They provide a door-to-door service assisting passengers
to and from their doors and on to and off the bus. Accessible services bus
operators must have a high level of sensitivity to the needs of their passengers, and many are required to have a first aid certification.

National Occupational Standards
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Introduction

Yes you can hire the right person!
“How can I find good people?” “I have more openings than I
have candidates”. “We train them, someone else hires them.”
“I’m too busy running my business”
Sound Familiar?
Planning, recruiting and orienting new employees are some of the most
important investments in business. These investments are particularly
important when the skills and competencies of a key member of the workforce play a vital role in the survival and success of an organization. In the
motor carrier passenger industry, regardless of the sector - urban transit,
intercity, tour and charter, school or accessible services – the bus operator
plays this role.
In Canada, this industry employs over 100,000 people. Of this figure,
approximately 70% work as bus operators. It has been esti-mated over
the next ten years, at current operating levels, more than 40 percent of the
existing driver workforce will have to be replaced due to retirement and
attrition1.
This requirement, to recruit and hire more than 28,000 new operators,
represents an unprecedented challenge and opportunity for bus companies.
Ifcompaniesareabletoattractandretainindividualswiththeinterest,
knowledge, and ability to fulfill the demanding role of a professional bus
operator,theywillsurviveandthrive. Iftheyareunabletoattractand
retain the right people, they run the risk of failure.

A comprehensive profile of the Canadian Motor Carrier Passenger Industry is contained in the Human
Resources Study carried out by Price Waterhouse Management Consultants, in 1997. Copies of the study are
available through the Motor Carrier Passenger Council of Canada.
1
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The Million Dollar Decision
The hiring of a new employee is often called the “Million Dollar Decision” because a
projection of the employee’s life time earnings in the job reveals his/her earnings over the
period of his/her career with the company results in a figure well in excess of a million
dollars.

1.

Behind The Wheel

The National Occupational Standards demonstrates the skills and abilities
required to operate a motor carrier passenger vehicle. To place an operator
behind the wheel with confidence requires a comprehensive program.
• Business Plan
• Positions to Fill
• Candidate Pool
• Selection Process (Matching People to Positions)
• Hiring
• Orientation
• Training and Development
• Career Planning
This Guide focuses on the critical areas where a company can significantly
improve its effectiveness through the adoption of “best practices.” In covering each of the above topics, the focus of this guide will be on best practices and tools2. Wherever possible, we will try to draw samples of practices from the motor carrier passenger industry. Similarly, we will develop
examples of practices and tools that relate directly to bus operators.

2.

The Importance of Seeing Recruitment

The field of recruitment, selection, hiring and orientation is one where organizational and industrial psychologists along with human resource experts have been very active over the past several decades. This Guide
draws extensively upon the research and experience of these experts in developing its suggestions and recommendations. See Research Synopsis.
2
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A Common Myth about Recruitment and Selection
A common myth about recruitment and selection is if companies can “get it right”, they
will have a high performance workforce. Employee performance is a function of more
than the employees’ knowledge and abilities. The work environment plays an important
role in performance outcomes. In fact, most human resource experts feel the experience
employees have at work is a far more important determinant of performance than the
knowledge and abilities they bring to work.

as a Process
As important as learning about the various best practices, is the ability to
see recruitment as a process. A process perspective is important because
it forces us to stand back and manage the matching of people to positions
in a much larger context than simply trying to find bodies to fill jobs. It
requires us to be objective in our assessments, to rely upon the outcomes of
valid measurement tools and makes us realize the task does not end when
we hand a new employee an offer of employment.
Experts in the field of human resource management have learned there is
no “silver bullet” that will provide us with a fail-safe way to test potential
candidates or conduct flawless interviews. It has been learned through
years of research, trial and error, the way an organization carries out the
recruitment process is crucial to the success it has in recruiting, selecting
and hiring the right people. Therefore, the importance of seeing it as a
process, that begins with planning, and moves through recruitment, selection and hiring and does not end until orientation is completed, cannot be
over emphasized.

Introduction
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Planning

1.

Where to Start

The foundation of a highly effective process for recruiting, selecting, hiring and orientating new employees is the company’s plan - more specifically, its workforce plan. Knowing how many new employees and when
they will be required to fill existing and/or new positions is essential.

Beyond being able to identify how many and when the company will
need to have new employees, the plan should reflect the company’s mission, goals and values. If the company has goals for the development and
improvement of its image as a “customer friendly” carrier that has a reputation for efficient and safe operation, these goals need to be incorporated
in its plan and reflected in its program for the recruitment, selection, hiring
and orientation of new employees.
Furthermore, there needs to be integration between its workforce plan and
the overall human resources plan. If, for example, the company has
historically had a strong operational focus and, therefore, in the past hired,
developed and promoted employees on the basis of vehicle handling skills
and driving record and it is planning to expand this focus to include
customer service, this change has to be built into its plans.
Correspondingly, this re-focusing would be reflected in its workforce plan
and all other aspects of the recruitment process.

As far in advance as
feasible, determine the
number of drivers needed
during the period covered
by your business plan and
when those drivers need
to be available for training
and service.

Planning
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Beyond these quantitative and qualitative considerations there is the issue
of timing. Clearly the development of plans with long lead times allows
more opportunity for the effective execution of each of the steps in the
process.

2.

The Importance of Values

Organization values have a direct impact on the success of recruitment and
more importantly, retention. For example, if an organization represents
itself with the following values:

By keeping up to date

• technical competency
• customer-focused
• employee commitment
• providing long-term, stable employment
• providing satisfying work

on economic and demographic changes you are
better able to make planning decisions that will be
of benefit to your organization.

then it must provide the environment and programs to support these statements.
Although most people would say there is little need for discussion of these
values and their importance is self-evident, the profile of the motor carrier
passenger industry in Canada does not indicate they are applied on a standard and consistent basis.3 It is because of this reality this discussion needs
to take place and be incorporated in the planning process.

3.

The Planning Process

Although it is beyond the intended scope of this Guide to provide a detailed
outline of how companies should carry out corporate and business planning, there are certain aspects of the planning process that need to be identified because of their impact on the recruitment and orientation process.

For a detailed review of the industry and its “profile” read On The Move Human Resources Study,
downloaded on buscouncil.ca
3
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3.1 External Demographics/Economics
A company looking to hire new employees is “in the marketplace.”
Therefore, an understanding of what is going on in the market is crucial to
being successful in recruiting and eventually hiring the kind of employee
who will meet the objective of having a competent, customer-focused,
committed and satisfied workforce. Due to relatively high levels of unemployment over the past two decades, it has been a “buyer’s market” and
companies have not had to be overly concerned with being able to recruit
large numbers of potential candidates. The current market situation is no
longer what it has been, due to improved economic conditions and changing
demographics. Traditional sources such as mothers with school-age children
for school bus operations and truck drivers for intercity passenger carriers
are drying up. Similarly, in the past, candidates who were once willing to
consider part-time employment as a stepping stone to full-time work are now
no longer prepared to consider this alternative because other more desirable
options are available to them.
At the same time as traditional sources are changing, new ones are coming
available. A growing proportion of the population wants to work on a contingency basis where they have greater flexibility in their work schedule
and, therefore, freedom to pursue other interests. The coming retirement
of the “baby boom” generation provides an opportunity for companies that
want to tap a labour market of mature, work-experienced candidates who
may want to supplement their pension income.

3.2 Internal Demographics
Internal demographics relate to what is happening to the company’s
workforce. Specific information needs to be collected on driver turnover,
promotions, transfers and attrition, as each represents the permanent
reduc-tion in the workforce and, therefore, a workforce requirement.
Additionally, statistics should be gathered on vacation entitlements,
absen-teeism, lost-time injuries and disability claims as each of these
impacts on the need for staffing.

Planning
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3.3 Business/Operating Plans and Market Conditions If
While Planning is done
within an organization,
don’t forget the results are
felt outside the organization.

there were no change to a company’s business or operating plan, the
workforce plan would simply reflect changes that come about through
shifts in internal demographics. However, very few companies operate
at the same level and in the same way from year to year. Routes are
added, frequencies change, new equipment is purchased and markets are
developed and grown. Each of these changes will have an impact on the
number of drivers a company needs. Similarly, market conditions and
competition change. Each and all of these factors is going to have an
impact on the company’s workforce plan both in terms of the number of
drivers it needs to hire and the timing of the hiring.

3.4 Government Policy and Legislation
As a regulated sector, the motor carrier passenger industry has to be aware
of and sensitive to changes in government policy and legislation. These
changes are not limited to policy and legislation governing operation
requirements. Human Resource and Human Rights Legislation related to
employment equity, employment standards, hours of work, occupational
health and safety can, as well, impact on the development of a workforce
plan. Additionally, many companies in the industry are owned by the
government or public agencies/institutions and are subject to changes in
legislation and policy. Or, in the case of the school bus sector, the “customer” is the government and, therefore, government policy issues can
potentially impact on operating and workforce plans.

Keep Your Eye on the Road
The development of a “plan” that clearly identifies how many new employees are needed
and when they are needed allows everyone involved in the recruitment process to “keep
his/her eye on the road”. Without a plan, the organization is “driving blind” and the opportunity for effective coordination of human resources with organizational needs is severely
hampered. Furthermore, without a good plan, there is greater likelihood of conflict arising,
not to mention the potential impact on customer service and the company’s image. Not
only can effective planning lead to a better allocation and utilization of resources, but it
can be used as an organization growth and development strategy if carried out in a participative and collaborative manner that involves key stakeholders such as the union.
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3.5 Collective Agreements
Where there is a collective agreement between the company and the
employees’ bargaining agent there will be provisions in that agreement
that will impact on the way a workforce plan is developed. Clauses on
vacation scheduling, allowed sick leave, mandatory training, use of parttime and/or contingent workers, to name a few, will all influ-ence the
development of the workforce plan. As well, if the agreement is up for
renewal during the plan period, consideration has to be given to what
changes there might be in a new agreement that could affect the plan.
Finally, collective agreements are not always negotiated without disruption in the form of work-to-rule or slowdowns. These possibilities have to
be considered in developing the workforce plan.

4.

Planning Tools

4.1 Calculating How Many Drivers You Need
Having considered all of the points discussed above, it is now necessary
to develop a plan to determine how many new drivers have to be hired to
cover operations for the plan period. Exhibit 5.1 is a model of a spreadsheet
format (and therefore, can be easily set up on a computer using Microsoft
Excel or similar software) that can be used to determine the number or
quantity of drivers that need to be hired for the plan period. In order to use
the spreadsheet, company performance related to absenteeism, lost-time
accidents, disability, promotion, maternity/paternity leave, turnover and
attrition has to be determined. Normally, reviewing historical performance
aids in developing these figures and then, making an assessment going
forward, a determination is made as to whether the same performance will
occur during the plan period.
Some simple math is needed to work out some of the numbers. For

Planning
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example, in determining the staffing requirements to cover for
absenteeism see Table 1 below.
Table 1

Workforce Requirements
1. Annual number of days absent per employee
2. Average number days worked per employee per year4
3. Total number of full-time equivalent employees
4. Total number of days absent (line 3 x line 1)
5. Positions required to cover absenteeism (line 4 / line 2)

10
226
150
1500
6.63

Similar calculations can be developed for lost-time accidents and disabilities, vacations, maternity/paternity leaves, turnover and attrition5. Numbers
for new routes and frequencies can be developed from operational plans;
whereas numbers for government policy/legislation and changes in the
collective agreement are developed exclusively through the judgement of
the planner.
Ultimately, what the planner wants is a reliable figure for the total required
number of employees (full and part-time) needed to cover operations during
the plan period. Once this number has been calculated it can be compared
with the current number of employees and a difference determined. It is
this number, the difference between current headcount and required positions that tell the planner how many new employees have to be recruited,
selected, hired and orientated during the plan period.

4.2 Determining When Drivers Need to be Hired

This figure is calculated by taking the total number of days in a year - 365 and subtracting 104 to cover for
weekends, 15 days for vacation, 10 days for statutory holidays and 10 days for absenteeism. This number
would vary if there were a non-standard workweek, fewer or more statutory holidays, etc.
5
We have made a distinction between turnover and attrition to reflect the different reasons for why employees leave an organization. Attrition normally refers to employees who retire or leave for reasons not related
to dissatisfaction with their work and work situation. Turnover relates to employees leaving because they are
dissatisfied, find better work elsewhere or are terminated. Given the objective of the recruitment process we
believe it is important to make this distinction and to separate these two numbers.
4
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*full-time equivalent

FTE*

Part-time

Full-time

Existing
Operations

New
Routes

Eliminated
New
Reduced			
Routes Frequencies Frequencies Absenteeism Vacation

Personal			
Leave

Overtime					
Disability Promotion Reduction
Training

Turnover

Exhibit 5.1

Collective Contingent
Total
Current
Attrition Government Agreement
Other
Required Headcount Difference

WORKFORCE PLANNING FOR BUS OPERATORS - DETERMINING HOW MANY
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14

50

Part-time

FTE**

6.5

1

6

New
Routes

-2.5

-1

-2

4.5

1

4

-2

0

-2

4

2

3

0.5

1

0

Personal			
Leave

0.5

1

0

2

0

2

1

0

1

Overtime					
Disability Promotion Reduction

1.5

1

1

Training

2

0

2

Turnover

2

0

2

Attrition

0

0

0

0.5

1

0

0.5

1

0

The example indicates that the company will have to recruit, select, hire and orientate 10 full-time and 6 part-time employees to cover services for the planning period.

74

24

62

60

18

52

14

6

10

Collective Contingent
Total
Current
Government Agreement
Other
Required Headcount* Difference

Worksheet Example 1

* 6 new full-time and one part-time employees less 2 full-time and one part-time employees net 4 new employees and 4 FTE
* 4 new full-time and one part-time less 2 full-time employees or net 3 employees or 2.5 FTE’s
* 3 full-time and 2 part-time for a net of 5 employees and 4 FTE’s
* 2 full-time and 2 part-time or 4 employees and 3 FTE’s
* 1 part-time employee or .5 FTE’s
* 1 part-time employee or .5 FTE’s
* 2 full-time employees
* 1 full-time employee
* 1 full-time and 1 part-time employees or 2 employees and 1.5 FTE’s
* 2 full-time employees
* 2 full-time employees
* 0 employees
* 1 part-time employee
* 1 part-time employee

*Note the Headcount figure is the current number of part and full-time employees.

ROUTES
FREQUENCIES
ABSENTEEISM
VACATION
PERSONAL LEAVE
DISABILITY
PROMOTION
REDUCE OVERTIME
TRAINING
TURNOVER
ATTRITION
GOVERNMENT
COLLECTIVE AGREEMENT
CONTINGENCIES

In this example the Planner has determined that he/she will need:

3

2

2

Eliminated
New
Reduced			
Routes Frequencies Frequencies Absenteeism Vacation

**full-time equivalent: part-time is considered .5 or 1/2 a full-time employee.
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Full-time

Existing
Operations
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The determination of when recruiting should begin requires further judgement and some “guesswork” on the part of the planner. In order to provide
some structure to this process, a second spreadsheet-type of tool can be
used. Exhibit 5.2 is a representation of what this planning instrument or
calendar might look like. Using each of the columns to represent a period
in the plan and then listing the reasons for the hiring on the left, the planner can enter on the calendar the number of new employees needed in that
period. Once completed, the calendar will contain the same number of
“new hires” as was determined using the previous tool. Having established
these dates we can then work back to determine when the process has to
start. Worksheet, Example 2 provides an example.

5.

Comments
Decision-making Scenarios/Sensitivity Analysis
The value of using a computer spreadsheet analysis for the development of the planning
tools is that various scenarios can be “tested” to see the impact each has on numbers
and starting dates. In the development of the “numbers” spreadsheet, the planner has
to make certain assumptions about absenteeism, disabilities, markets etc. With the
spreadsheet-based plan, these assumptions can be experimented with to show how
“sensitive” the plan is to changes in the assumptions.

In this part of the guide we have tried to impress upon the reader the
importance of planning in the recruitment process. Beyond highlighting
its importance, we have outlined the main considerations the planner needs
to be aware of in order to ensure the plan’s accuracy. Finally, we have
explained two easy-to-use tools to carry out the process and improve planning effectiveness.
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This chart is helpful in determining when the process of recruitment has to begin for each of the various reasons.
Numbers can be taken from the previous exhibit to determine how many have to be recruited for each of the reasons.
It should be noted that in this example we have not identified all of the covered reasons in the previous example.
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Recruitment

1.

Objective

Attract an optimum number of candidates with the potential knowledge and
ability to perform in the role of a bus driver while respecting and fulfilling
human rights responsibilities and workforce diversity commitments.

2.

Key Elements of Successful Recruitment

2.1 Timeliness
In the previous section, we reviewed the importance of planning particularly with respect to providing enough lead-time to allow the process to
work effectively. In the same sense, the recruitment function needs to be
integrated with subsequent elements. Recruitment has to be timed such
that candidates are available to go through selection, hiring and orientation
without being rushed.

Planning allows you to
complete selection, hiring
and orientation without
rushing and consequently
hiring the wrong person.

2.2 Cost-effective
As will be outlined later in this section, there is a large number of techniques to recruit candidates stretching from walk-ins to job fairs and the
use of professional recruiters. In the Introduction we talked about hiring
as being the potential “million dollar decision.” With this knowledge in
mind, it is important to review all of the various recruitment strategies
available and decide on those that will produce the biggest “bang” for
recruitment “buck.”

2.3 Potential Knowledge and Ability
49

Optimum Numbers - Sometimes More is Not Always Better.
The focus of the recruiting activities is to attract the “right” number of candidates. Too
few in the candidate “pool” may result in the company being forced to select and hire
candidates who do not meet all criteria. Too many candidates may act as a barrier to an
effective selection process, putting too much of a strain on the company’s resources, or
needlessly slowing the process.

The required “core” and “specialty” knowledge and abilities for bus
operators are detailed in the National Occupational Standards. At the
recruitment stage of the process we are trying to recruit candidates who
either have, or have the potential to acquire, the knowledge and abilities
described in the Standards. The existence of the National Occupational
Standards is very beneficial for the development of advertising and recruitment activities because it allows for a more precise description of the job
and improved “self-selection” by candidates.
National Occupational
Standards offer a more
precise description of
the job and, therefore,
enhance the matching of
candidates.

2.4 Human Rights Responsibilities
Although the recruitment process by its very nature invites screening/distinguishing between candidates’ skills and abilities for the purpose of selecting
the best possible candidate, employers are forbidden to do so on the basis of
various prohibited grounds of discrimination.6 Exhibit 6.1 is a profile of the
prohibited grounds of discrimination for each of the provinces, the federal
government and territories in Canada. It is important to note this legislation
impacts the recruitment process in two ways:
a) Advertising
Given that Human Rights Legislation in Canada is founded on the principle that the decision to offer employment to a particular candidate should
only be based on the candidate’s ability to do the job rather than on factors
that are unrelated to job requirements, qualifications or performance, job
advertisements (including application forms) should not contain qualifications about any of the prohibited grounds of discrimination nor should
advertising exclude any persons on the basis of a prohibited ground of
discrimination.
In the case of a bus driver, a question arises as to whether the candidate can be asked about his/her driving
record, other than a record under the Criminal Code of Canada for which a candidate has not been pardoned.
Notwithstanding the fact that a good driving record is a bona fide occupational qualification, questions about
the driving record should not be asked on the application form but candidates should be notified when they are
recruited they will be required to meet a certain standard of allowable driving infractions. The actual verification of this information is undertaken after a conditional offer of employment is made – see the section on
Hiring for a further explanation.
6
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Job advertisements should only highlight skills, competencies and other
requirements that are reasonable, genuine and directly related to the safe
performance of the job. The advertisement should be gender neutral. In
other words, an invitation to apply for employment, an advertisement of
opportunity, or an application for employment should not seek to classify
or exclude potential applicants on the basis of any prohibited grounds of
discrimination noted in Exhibit 6.1.
b) Recruitment Methods
The methods used to recruit and the reasons for granting or denying
Bona Fide Occupational Requirements
The easiest way to avoid a claim of discrimination is to base recruitment advertisements
and job descriptions on the bona fide occupational requirements of the job and determine
the minimal bona fide occupational qualifications the candidate needs to have to fulfill
the requirements. These qualifications are best stated in terms of the knowledge, skills,
abilities and other occupational requirements. These requirements, in the case of bus
operators, are found in the National Occupational Standards and are described simply as
knowledge and abilities - a term, consistently used throughout this Guide.

employment to a candidate must be free of discrimination on those grounds
noted in Exhibit 6.1.

2.5 Workforce Diversity Commitments
Systemic Discrimination
Some methods of recruiting, by their very nature discriminate against certain groups
in society. For example, using employee referrals can be tantamount to using an “old
boys” network for hiring. Employees will tend to refer potential candidates who are in
their social reference group which can be disproportionately made up of individuals from
a certain race, creed, ethnic group, etc. That is why employee referrals, if used as a
source, should be combined with other sources that will tap groups that are dissimilar to
the current employee group.

The Canadian motor carrier passenger industry is committed to attract and
retain candidates from all aspects and avenues of Canadian society and to
equal opportunity of its employment applicants. The recruitment process
and ultimate decision to hire a particular candidate is strictly based on a candidate’s skills and abilities to perform the duties of the job in a safe manner
Recruitment
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Exhibit 6.1

Although prohibited grounds of discrimination are not included in some provinces, it should be noted that Human Rights Legislation is remedial and, therefore, a court or human rights tribunal could find discrimination
even if that statute does not specifically or explicitly include that ground of discrimination.

Childbirth/Pregnancy

Alcohol/Drug Dependency

Record of Offences

Nationality/Citizenship

Source of Income

Social Condition

Ethnicity/Ethnic Origin

National Origin

Ancestry

Language

Political Beliefs

Age

Sexual Orientation

Civil Status

Family Status

Marital Status

Disability

Sex/Gender

Colour

Religion/Creed

Race

Federal

PROHIBITED GROUNDS FOR DISCRIMINATION
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and for no other reasons.7
Realizing these commitments allows the industry to reflect the community
it serves to address the needs of its customer base better. It is important to
ensure diversity training is in place for the present workforce.
Use a combination of

3.

Sources - Advantages and Disadvantages

Exhibit 6.2 is a list of the most commonly used sources for candidate
recruitment along with the advantages and disadvantages of each of them.
As can be seen from the list, the number and kind of sources are varied.
There is a need for companies to experiment with those that make the
most sense in terms of their circumstances. As well, reliance should not
be placed on only one source as opposed to using a number in combination. Over time, most organizations will find a combination of recruitment
approaches that work for them. The challenge when this happens is not to
become complacent and lose sight of the objective.

recruitment sources to
improve your candidate
pool.

Some of the relevant concepts and terms covered in Exhibit 6.2 are:

3.1 Realistic Job Preview (RJP)
This is a technique research has shown to be effective in improving the
recruitment process. As the name implies, the RJP gives the potential
candidate a realistic preview of what is actually involved in the job. It has
been found with motor carrier passenger companies that this has improved
the effectiveness of the recruitment particularly when dealing with candidates who are relatively new to the workforce. The RJP can take a number
of forms:
• a written description of some of the realities of the job,
• a short presentation by an experienced driver,
• a video,
• an event or a simulation of an incident.
RJP’s allow potential candidates to “self-select” (see note below on Self-Selection)
as to whether they really want to continue with the process based on what they
have learned about the job.

3.2 Blind Advertisements
These are advertisements that do not contain the name of the organization.
For a detailed review of the industry and its “profile” read On The Move Human Ressources Study,
downloaded on buscouncil.ca

Recruitment
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Cost; may result in undesirable volume

Normally a very shallow pool of candidates;
potential problems if employee is not selected;
potential “halo” biases; potential disruptions
when candidate leaves existing department

Cost; control; time

Reaches a wide audience; potential use of
“blind ads”; able to fit newspaper and magazine
demographics to target population; targeting
can help with diversification initiatives; may
help image
Convenient; cost efficient; candidates are
known to the organization; can be a potential morale booster; “good” human resources
management and potentially good for labour/
employee relations; may offer promotional
opportunities
Professional handling; creates “distance” if
needed; quick; paying for service produces
results; saves on staff time; only use when
needed

Newspaper and Magazine
Advertisements

Search Firms/Agencies

Job Posting

May be source of “systemic” discrimination;
potential referrer discontent problems if candidate is not selected; potential for “halo,” stereotyping and attribution bias

DISADVANTAGES

Inexpensive; expeditious; allows for potential
of better self-selection by candidate; referrer
provides candidate with Realistic Job Preview
(RJP)

ADVANTAGES

Exhibit 6.2

Employee Referrals

SOURCE

RECRUITMENT SOURCES
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Can be costly; may develop unrealistic expectations amongst students that companies cannot
deliver on; bias towards one age group
Can be costly and time-consuming

Similar to job fair
Potential for very low response; can be costly
Very costly; may lead to a deluge of candidates;
raises company profile when not desirable

Difficult to establish; alliance may go sour; creates a dependency

Can be integrated with a graduate program;
can build long-term institutional relations;
“self-selection” and RJP; pre-screening
Highly focused; brings in numerous candidates
in a short period of time; allows for information
distribution; public relations benefits
Similar benefits to a job fair
Personalized; can be selective if needed
Can substantially increase scope and size of
potential candidate pool; can be combined with
marketing and sales initiative; good public relations
Focused; allows for “pre-screening” of candidates; cost effective

School Recruiting /
On Campus

Alliances

Radio/T.V.

Direct Mail

Open “House”

Job Fairs

Requires good application and job information
management systems; random; potential to miss
target groups

Cost effective; good for public relations; allows
for potential “self-selection” through information distribution

Walk-ins; Call-ins; Write-ins

DISADVANTAGES

ADVANTAGES

SOURCE
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Not easily tapped; limited in size; considerable
competition; because of the demographic make-up
of this group may not contribute to diversification
of the workforce
Question of whether the right message is being
sent; may appear as desperate act; potential
negative public relations
Question of commitment of union and association to assist
Limits pool to those who have on-line access,
which may not be a typical candidate for bus
operator position
Candidates may not be of right type; strings
may be attached to funding
Very few if any disadvantages if done professionally

High quality pool; “pre-screened”; candidates
have received training and are qualified in most
of the knowledge and abilities for the job; salary and benefits not normally a priority
Can be cost effective; ability to target high
potential groups

Good for labour relations; cost effective;
pre-screening and RJP
Cost effective; allows for RJP; can be electronically integrated with applicant information
management systems
Inexpensive and in some cases pre-screening
has already been done; Funding may be available
Inexpensive and in certain cases may result in
good “penetration” of target audience

Retired Military/Police/Fire/
Bus Drivers

Handouts

Union/Professional Associations

On-line/Internet

Government Coop Programs

Vehicle Mounted Posters

May not tap target groups; “you get what you
pay for”; question of candidate quality through
this source

DISADVANTAGES

Cost effective; quick

ADVANTAGES

Employment Agencies Contingency

SOURCE

Sweet Self-Selection
Researchers in the field of recruitment and selection have found using methods allowing
candidates to determine themselves whether they have the qualifications for a job yields a
much better candidate pool because unqualified individuals have pre-selected or removed
themselves prior to the full selection process getting underway. Not only is this a highly
cost effective method, but it also means the candidates, who are in the pool, have a much
better appreciation for the requirements of the job because they have the necessary qualifications. There is also value in self-selection because they have, in effect, made a conscious
decision that they want to be in the pool. In addition to the use of Realistic Job Previews, selfselection can be done through the completion of a pre-application questionnaire or alternately a
self-rating form.
Selection decisions are

There are various reasons why a company would want to place blind advertisements and retain anonymity. The drawback with placing a blind advertisement is proportionally fewer applications are received when compared
to an advertisement where the company name is included, particularly if it
is a company with a good public image as an employer.

often influenced by characteristics unrelated to
the job.

3.3 “Halo” Bias
Research has shown selection decisions can be strongly influenced by
characteristics the candidate possesses that are not relevant to the knowledge and ability needed to perform the job. Job candidates can possess
“halos” because of their looks, athletic accomplishments or membership in
a particular social group.

3.4 “Attribution” Bias
Again, research has shown that selection decisions are sometimes influenced by attributions we ascribe to the candidate based upon their knowledge and ability in an area unrelated to the job of being a bus operator.
Does the fact the candidate is a grand master bridge player mean he/she is
going to be good at fare calculations?

3.5 Stereotyping Bias
Stereotyping (where certain personal characteristics are attributed to a perRecruitment
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In Praise of Older Workers
Diane Arthurs, in her book Recruiting, Interviewing, Selection and Orientation (AMCOM,
1998,pp. 7), makes the following comments about older workers:
“In spite of the belief that older people have more accidents on the job, poorer attendance,
and lower productivity…and are less able or willing to learn new ideas or skills…, older
workers have far fewer on-the-job accidents…fewer avoidable absences than younger
workers …with the exception of jobs requiring great physical exertion, perform just as well
and in many instances better…have experienced a great deal of change and are familiar
with the necessity of change and exhibit less stress on the job and have lower rates of
illegal drug use.”

son based upon their race, colour, age, sex, etc.) can work both in terms of
negative, whereby undesirable personal characteristics are attributed to an
individual due to race, colour, age, etc. or positive whereby the person is seen
as having desirable attributes due to race, colour, age etc. Stereotyping does
not just apply to those attributes identified in Human Rights Legislation.
There are many other ways in which we stereotype individuals and diminish
the effectiveness of the recruitment process.

3.6 Alliances
This concept refers to working cooperatively with another organization
whose business fits in terms of volume and workforce requirements. An
example would be certain retail operations or call centres where business
volumes peak at different hours from those of urban transit and school bus
operations. The alliance allows the two organizations to work together in
“packaging” employment opportunities better than if they worked on their
own.

3.7 Pre-screening
If the company is recruiting from an alliance partner, e.g. the police, military or fire protection services, then the candidates have been effectively
pre-screened by those organizations and represents a significant benefit to
the recruiting organization.
Exhibit 6.3 is a listing of best practices of advertising.

4.
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The Legal Realities

The use of the company’s name and logo in a prominent manner can immediately create “brand
awareness,” particularly if the organization has a positive public image.
The position title of Bus Operator should be prominently shown at the top of the advertisement.
License requirements and work experience should be clearly outlined in order to ensure candidates with only the right qualifications and experience apply. Certain items should be avoided for
human rights reasons (see Exhibit 6.1).
The essential 7 to 10 key knowledge and abilities identified in the National Occupational
Standards should be listed as part of the advertisement. Companies/organizations would use these
essential knowledge and abilities in developing application forms (Exhibit 7.3) and performing
reference checks.
Mailing addresses, e-mail addresses and fax numbers for submission.

Position Title

Qualifications/Experience

National Occupational
Standards

Contacts

BEST PRACTICE SUGGESTIONS

Exhibit 6.3

Company Name/Logo

ITEM

“BEST PRACTICES” ADVERTISEMENTS
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If the company/organization has a website or if application can be made over the web, this information should be listed. Furthermore, if there is Realistic Job Preview (RJP) information listed on the
web, applicants should be directed to it in the advertisement (visit www.winnipegtransit.com). In
addition to an RJP, the website can outline the steps in the recruitment, selection, hiring and orientation process along with expected times to complete each of the steps and total anticipated time from
application to hiring and orientation.

A closing date for acceptance of applications should be in the advertisement.

If the company/organization has a Mission or Vision statement, it is advisable to include it.

The advertisement should indicate if, how and when the applicant can expect an acknowledgement
from the company/organization.

Some companies/organizations have found a statement indicating they are an “equal employment
opportunity” employer increases applications from members of the four employment equity target
groups (women, visible minorities, aboriginals and persons with disabilities).

Closing Date

Mission/Vision Statement

Response to Application

Equal Employment
Opportunity

BEST PRACTICE SUGGESTIONS

Website/Web Submission

ITEM

4.1 The Common Law
The legal concerns, at the recruitment stage of the process, relate to tort or
negligence law. In short, the laws in Canada restrict the making of misleading or reckless statements that may induce a job applicant to consider
employment8. Obviously, any published recruiting material should be
reviewed to ensure it is accurate and is not a misrepresentation of reality.

4.2 Human Rights
Above, we discussed this issue as it relates to the prohibited grounds and
the potential for “systemic” discrimination in some of the methods we can
SIN and Citizenship
Every employee, who is eligible for employment insurance in Canada, must be registered with Human Resources Development Canada. Registration is done through
issuance of a social insurance number (SIN). Job applicants are not required to give
a potential employer their SIN’s. They are, however, required to provide a SIN within
three days of commencing employment. Beyond its role in registering employees for
government programs such as employment insurance and the Canada Pension Plan,
the SIN acts as a control on the employment of foreign workers. It is therefore, valid
and non-discriminatory, when recruiting, to ask if the candidate has a SIN.

You must ensure published recruiting material
is accurate and not a misrepresentation of reality.

use to recruit. From a recruiting perspective, the best approach to avoiding an allegation of a violation under the Human Rights Code is to clearly
establish the bona fide occupation requirements for a position and use those
as the basis for recruiting materials, literature or presentations. In the case
of the bus operator the National Occupational Standards comprehensively
describe the occupational requirements of the position.

5.

Candidate Information
Management System

There has been a substantial rise in employment related common law torts particularly in the private sector
over the past decade. Settlements, in some cases, have been substantial. It should be noted however, that
incumbent and former employees are seven times more likely to sue than job applicants.
8
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61

Inorderforrecruitmentactivitiestobefullyeffective,itisimportantto
have a system in place that allows for the efficient management of candidateinformation.Ideally,suchasystemwouldbecomputer-basedand,
therefore, allow the information to be sorted along different dimensions
such as date/time of application, geographical location or education/certification. Not only does computer-manageable information allow for
efficient sorting, it also facilitates retrieval and e-mail communication.
Management programs are available and should be investigated if the
recruitmentprocessinvolveslargevolumesofrésumés/applications.In
a similar sense, the use of on-line applications that in turn can be sorted
and stored electronically can make the process more efficient and reduce
costs.

6.

Some Innovative Approaches

6.1 Community-Based
A number of companies, particularly in the school bus sector, have learned
that their best drivers and the ones who stay with them the longest are
recruited using a community-based focus. The identification of higher
goals and a purpose in terms of serving the community, providing safe
and responsible transportation for children is a significant aspect of this
approach.

6.2 Advertising in Customer Oriented Media
Some tour and travel operators have found a rich source of driver recruits
can be found by advertising in tour and charter media. In this case, the
readers/viewers are individuals who are interested in travel and, therefore,
more open to the idea of a career as a tour and charter bus driver.

6.3 Finder’s Fees
Some companies provide a finder’s fee to employees who recruit candidates who eventually become employees. Although this approach has
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Want to Go to Florida - All Expenses Paid?
In an effort to recruit a larger pool of candidates and reduce turnover, one West Coast
charter and tour company placed recruitment ads in travel journals, magazines and the
travel section of several newspapers. Although an expensive alternative to the “walk-in”
strategy it had been using in the past, this approach has yielded benefits in terms of a
better group of candidates from which to draw. Although a relatively new innovation, the
company feels it is getting a better “fit” between the job requirements and the candidates
it has hired.

proven to be successful in some instances, it has most of the shortcomings
associated with using a referral strategy and is further complicated by
trying to determine an appropriate amount for the fee, how it is paid, the
conditions upon which it is paid, etc.

6.4 Targeting Other Organizations
With this strategy specific organizations are targeted for the recruiting
campaign. The reason for the targeting can be because the members of
the organization fit the profile of candidates who have been successful in
the past or where they are more likely to have the knowledge and abilities outlined in the National Occupational Standards. In some cases the
targeting can be cooperative, in that the target organization assists in the
recruitment efforts or it can be one that is undertaken independently from
the target organization.

6.5 Targeting Specific Groups/Communities
Whether for employment equity purposes or because of past success, some
organizations have found it to be highly effective to target certain groups
or communities through specific media.

7.

Many associations and
groups will post job openings for their members.

Comments

Due to the economic and labour market conditions that have prevailed over
the past decade and the relative stability in wage rates, organizations have

Recruitment
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If You Can Drive a Truck, You Can Drive a Bus - Right?
A traditional source of drivers for the motor carrier passenger industry has been trucking.
The logic for this is that truckers have the essential driving and large vehicle handling
skills needed to operate a bus safely and efficiently. Notwithstanding these obvious
benefits, as customer service becomes a more important aspect of the bus operator’s
job, many companies are questioning whether driving a truck is the best kind of training
for candidates who are being recruited into a customer-service job.

not been required to be pro-active in their recruiting efforts. Often they
have relied upon convenient and inexpensive methods such as walk-ins
and referrals for their candidates. Times are changing, not only in terms
of a shift from it being a “buyer’s” to a “seller’s” market, but also human
rights and diversity goals are forcing a re-examination of recruiting strategies.
If a company is to sustain a technically competent, customer-focused and
committed workforce, it has to be drawing upon as rich a pool of candidates
and recruits as possible. Traditional methods and sources for candidates
will not produce this result. In addition to changing their methods and
sources for recruits, companies will have to re-assess some of their beliefs
and values about diversity and the skills required to be a bus operator.
Finally, values play an important role in a company being able to attract
the right kind of candidates.

Do Values Matter?
Mention the name of a prominent Canadian corporation - The Hudson’s Bay, Canadian
Pacific, Canada Post or Air Canada - and each and every one of us quickly forms an
image based upon our opinion of that corporation and what we feel are its values. Values
drive corporations to become the kinds of organizations they are and ultimately the
“image” they have in the public’s mind. This image can help or hinder in the recruiting
process and that is why values matter.
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6

Selection

1.

Objective

Selection is the “heart” of the recruitment process. It is in the selection stage
that critical information is collected on candidates’ knowledge and abilities
to determine their potential for filling the requirements of the job of a bus
driver as described in the National Occupational Standards. Irrespective
of how we go about collecting the information (whether through tests,
interviews, or background checks), what is important to understand is we
are collecting information that will only help us better predict whether the
candidate has the knowledge and abilities needed to carry out the tasks in
the Standards. There are no guarantees, but if we use selection methods
with a high degree of validity and reliability, there is a greater probability
that candidates will have the knowledge and abilities needed to meet the
Standards. Therefore, the objective for this stage of the process is:
Using valid and legally defensible methods, to collect information on candidates that will allow for as accurate a prediction as possible as to whether
the candidate has the knowledge and ability to carry out the tasks described
in the National Occupational Standards.
Contained in this objective are some important concepts, the most important of which is validity.

2.

The Concept of Validity

67

Validity is a measure of whether the selection method appropriately, meaningfully and usefully:
(a) predicts candidates’ behaviour, such as performance, when they
become a job-holder. This kind of validity is called criterion-related
validity in that criteria such as performance are used to measure the
validity of the selection method, or
(b) represents an important aspect of the job such as knowledge of geography, driving laws or engine mechanics. This is called content validity, or
(c) measures a construct (an underlying human trait or characteristic,
such as integrity or honesty) that is believed to be an important aspect
of the job. This is called construct validity.

While we can offer no
“silver bullet” for hiring

Table 2
Validity
One other consideration with respect to validity is what is called a validity
coefficient. This coefficient is expressed as either a positive or negative

the best candidates, using

Criterion-related

A company regularly administers a perceptual ability test to candidates because historically candidate
results on the test meaningfully and appropriately
predict good performance on the job of individuals
who are subsequently hired10.

Content Validity

A company asks candidates to drive a vehicle over
a set route and measures them on how they perform
the task against pre-established standards of performance.

Construct Validity

A company has determined that being customer-focused
is an important “construct” of the job of a bus operator.
It purchases a video-based program for testing candidates
on their customer service skills.11

selection methods with a
high degree of validity and
reliability helps remove
the tarnish!

It is interesting to note that in the 1980’s, OC Transpo of Ottawa was using a perceptual ability test as one of
a battery of tests to select drivers. In a 1991 study, conducted by industrial psychologists from the University
of Guelph, it was determined, through measurement by an in-service riding check, that the test was predictive
of job performance but when using supervisory ratings was not predictive of job performance.
11
In the same OC Transpo study, it was determined that the widely used Metro Seattle Video Test for bus
drivers predicted that candidates who scored higher on the test subsequently had fewer passenger complaints
when they became drivers.
10
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number where a minus 1.00 means there is a perfect, negative correlation
in the validity between the test and what it is trying to predict and a plus
1.00 means there is a perfect, positive correlation. Correlation numbers
equal to or greater than plus or minus .35 are considered to represent satisfactory validity. It is important to determine the validity coefficient when
considering a selection method.
Industrial and organizational psychologists have been wrestling with the
issue of validity, as it relates to selection, for almost a century (see the
following note on the Boston Railway Company). In the course of their
research, certain findings have emerged that are relevant to us in developing
or selecting “best practice” tools. For the purpose of our consideration of
this topic, the most important findings are as follows:
• Where a detailed job analysis has not been performed and, therefore,
there is not general agreement on the content of the job, a criterion-related
method is preferred.
• Where a detailed job analysis (such as the National Occupational
Standards) has been performed, methods based upon content validity are
generally recommended.

A test or selection technique must appear “on
its face” to be meaningful and appropriate to
managers, union leaders,

• Notwithstanding validation studies using any or all of the above three
approaches, tests should have high “face validity.”12

employees and applicants.

• A combination of methods (e.g. background review, structured interviews
and tests), as opposed to use of a single method can improve outcomes.
• As a general strategy, lower validity approaches should precede the use
of higher validity approaches. Therefore, the use of application forms,
résumés and reference checks should precede the use of interviews,
which, in turn, should precede the use of tests, assuming the tests have
been validated for the bus operator position.
• Understanding and being able to use the method (whether it be reference
checking, interviewing or interpreting test results) effectively is crucial
to it being a valid process for selection.

“Face validity” refers to the notion that the test or selection technique has to appear “on its face” to be
meaningful, appropriate and useful to managers, union leaders and employees in the company and to applicants.
12

Selection

69

3.	Legal Defensibility
A disgruntled candidate who was unsuccessful in obtaining a position will
either assert a case under common law or more often assert that his/her
The Boston Railway Company
Some of the original work done on the development and validation of tests as selection
tools was at the beginning of the twentieth century with trolley drivers for the Boston
Railway Company. Working with company records, Hugo Munsterberg, a leading industrial psychologist of his time, identified that the most important predictive criterion for
operator success was frequency of accidents. Using what is now known as a content
valid approach, Munsterberg constructed a laboratory “simulation” of the trolley operator’s job demands. The simulation was a wooden apparatus with a series of windows
that showed moving street scenes. In this case, the candidate, using a crank to control
the speed of the trolley, had to react to changes in the street scene in order to avoid an
accident. Candidates were scored on the speed and accuracy with which they avoided
potential accidents.
Establishing bona fide
occupational requirements
with consistent application is a recognized
strategy to defend a legal
challenge.

rights under Human Rights Legislation were violated.13
If employers base their employment decisions solely on the basis of the candidate’s ability to do the job rather than on factors unrelated to job requirements, qualifications, or performance (such as the bona fide occupational
requirements listed in the National Occupational Standards) the disgruntled
candidate’s claim or complaint may be successfully defended.
The main principle behind Human Rights law is to ensure employees are
hired and retained on the merit principle and not on the basis of unfounded
stereotypes or prejudice. As such, Human Rights Legislation across the
country provides that it is not discrimination to refuse employment strictly
on the basis of objective and bona fide occupational requirements. A
bona fide occupational requirement is a condition of employment, which
is imposed in the sincere belief that it is reasonably necessary for the safe,
efficient and reliable performance of the job, and which is, objectively and
reasonably necessary for such performance.

4.

Other Considerations

Beyond validity and legal defensibility, there are other aspects that have to
be considered when developing and analyzing selection methods.
It should be noted that challenges of this nature are considered on an individual basis and that one unsuccessful claim does not mean that another will be unsuccessful as well.
13
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4.1 Selection Ratio
It is important to track what percentage of candidates, who go through the
selection process, are being hired. Clearly, a very low ratio of candidates,
assuming there is an effective recruitment program in place, means the
methods are too selective; too high a ratio means the methods might not
be selective enough. Tracking selection ratios is an important measure
in determining whether, in effect, there is a “best practices” process in
place.

4.2 Marketability
The primary customers of the selection process are candidates, the union
and line management. It is important the methods used to screen candidates and select employees can be “sold” to and are “bought” by these
“customers.”

4.3 Management of the Selection Process
The process needs to be manageable by those who have the responsibility
to operate it. Training in terms of the skills (such interviewing, test administration and background review interpretation) that are needed to operate
the process, has to be developed and implemented.

4.4 Cost
Notwithstanding the acknowledgement that hiring can be, in some cases, a
“million dollar decision,” it is important to be aware of the direct, indirect
and opportunity costs associated with the process.

4.5 Timeliness
The process needs to be ready when needed and able to facilitate hiring,
not act as an impediment to it.

5.

A Comparison of Selection Methods Research and Reality

Selection
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Candidate Likes and Dislikes with Selection Procedures
An important consideration in the development of selection procedures is the reaction of
candidates to the procedure. Researchers have found that candidates react favourably to
selection methods that have a strong relationship to job content. Such methods are seen as
being necessary and fair because they have a high level of face validity and job-relatedness.
In contrast, selection methods such as psychological assessments and handwriting analysis
have been found to produce negative reactions in candidates due to skepticism about the
need for such information and the ability to evaluate test results correctly.

Exhibit 7.1 is a comparison of the most commonly used selection methods.
The comparison was compiled by Robert Levin and Joe Rosse14 and is
based on published research studies. In reviewing these research findings,
it can be clearly seen that some methods are more effective than others15.
Beyond a comparison of selection methods, Levin and Rosse looked at the
appropriate matching of selection methods with “attributes.” The results of
their research are shown in Exhibit 7.2. This second exhibit is of interest to
us because of the existence of the National Occupational Standards. The
Standards, as we have stated, describe all of the tasks performed by a bus
operator and within each of those tasks further outlines the knowledge and
abilities required to carry out that task. Referring to Exhibit 7.2 we see that
the preferred selection method for determining knowledge and abilities is
tests. Secondary preference is given to background reviews and interviews
for knowledge and interviews and work samples for abilities.

Two final pieces of research should be considered before we move on to
look at how we can use these research findings to develop a “best practices” selection process.
For an excellent in-depth discussion of the recruiting and selection research and ways to improve hiring
effectiveness read Levin and Rosse’s book High Impact Hiring. 1997. Jossey-Bass, San Francisco.
15
One of the criteria is “reliability.” This term refers to the ability of a selection method to produce valid
results over time or from one testing sequence to another. In other words, if the method produces valid results
this month/year can we rely upon it to be valid next month/year? High reliability means that we can.
14
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Where Does the Union Fit In?
In situations where a bargaining agent represents bus operators it is important to involve
the union in the selection process because the candidates who are eventually hired as
employees will also become union members. Clearly, using procedures that are valid
and job-related is important in building union support for the selection process. Equally,
selection staff should have credibility with the union. For this reason, many companies
use current or former operators as part of their selection team. Involvement of the union
in the development of the selection process will build support for it; as will listening to and
communicating with employees about the process. Finally, in many companies, it is the
Human Resources Department that has the responsibility for managing the recruitment
process. This department is the one that is also responsible for labour relations and
therefore may be viewed as the “enemy” by the union. It needs to be recognized that
such an adversarial relationship will not engender support without a commitment to allow
the union input into the recruitment process.

The first is a study done by the American Management Association in
1996 that determined almost 60 percent of its members did no psychological testing of job applicants and employees and that when just applicants
were considered the figure rose to almost 70 percent16. The second piece of
research done with Fortune 100 companies in 1997 found that virtually 100
percent of these companies used interviews as a selection tool but that only
40 percent used any kind of test with job applicants17, 18. With this research
in mind we will look at three selection methods - Background Review,
Tests and Interviews - and outline how we can incorporate “best practices”
into each of these methods to select candidates for hiring effectively.

6.

Background Review

We are using the term Background Review to describe the three most commonly used methods of learning about a candidate’s background - applicaAmerican Management Association, 1997, AMA Survey of Workplace Monitoring and Testing, New York,
NY.
17
Tippens, N., Wunder, S. 1997. Entry-level Management and Professional Selection: Best and Most Common
Practices - Are They the Same? Workshop presentation for the Society for Industrial and Organizational
Psychologists and reported in Employment Risk Management by James Sharf and David Jones, chapter 8 of
Managing Selection in Changing Organizations Jerard Kehoe, editor. 2000. Jossey-Bass, San Francisco.
18
Data on test usage in the United Kingdom and reported in Competency-based Recruitment and Selection by
Robert Wood and Tim Payne, 1998. John Wiley and Son, Chichester, United Kingdom show a much higher proportion of British firms rely upon tests to make selection decisions. Survey results show that over 60 percent of
16
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Assessment Centres
Pioneered by AT&T in the United States in the late 1970’s as a method for identifying
high potential managers and executives, assessment centres have become a desired
selection method for many organizations. Typically, candidates in an assessment centre
spend two to three days undergoing a number of tests, simulations and exercises aimed
at evaluating their knowledge and abilities. As they go through the assessment centre
process they are observed by trained raters who are either line managers or industrial
psychologists. At the end of the process the raters provide an evaluation of each candidate. Although expensive to operate, companies who use assessment centres like them
because they provide an opportunity to see the candidate “in action” as he/she goes
through the various exercises and simulations, thus providing actual behaviour to use as
a basis for assessment. If the exercises and simulations replicate actual situations on
the job, there is a high level of content validity. It has also been found that candidates
respond favourably to the assessment centre process because of the job-relatedness of
the activities in which they are involved.

tion forms, résumés and reference checks. As is identified in Exhibit 7.1,
research has identified various levels of reliability, validity, etc. for each
ofthesemethods;however,giventheprevalenceoftheiruse(particularly
in the case of résumés and application forms), it is important to learn what
can be done to improve these methods, particularly their validity.

6.1 Application Forms
Most organizations use a standard or generic application form that, in
many cases, has been designed by their legal department or law firm to
ensure they are not violating a Human Rights Code provision by asking
for prohibited information. Although this approach is justifiable in terms
of preventing legal action, it does not take advantage of the potential of the
application form as a selection method. With the advent of modern word
processing technology it is relatively easy to create an application form
that represents a “best practice.” Exhibit 7.3 outlines the information that
can be collected using the application form and suggestions as to how to
improve upon the generic approach.
The application form can serve as a very useful selection tool if regarded as
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such and if properly designed. Due to fear of prosecution on human rights
grounds, there has been a tendency to minimize the information gathered
through the application form. In other words, the operative approach has
been “if in doubt, leave it out.” However, following this approach denies
a potentially valuable and cost effective opportunity to gather relevant
knowledge and ability information on candidates. In addition to giving us
more relevant information that is valid in terms of our selection process,
the application form can send a strong message to candidates about the
expectations of the job and, therefore, allows for “self-selection” to take
place. In this regard, there is value in informing candidates at this stage
of the fact that any offer of employment they receive will be conditional
upon their satisfying certain medical and, if applicable, drug testing and
criminal record check requirements. If it is determined that, as a condition
of employment, candidates must have a certain driving record, criminal
record or credit rating, they should be advised these kinds of background
checks will be carried out as part of the selection process.
The only caveat with expanding the form as suggested is that it requires
candidates to have a reasonable ability to write in English/French, a factor
that can work against those for whom one of the two official languages is
a second language. In addition to the information the candidate provides
on the application form, candidates should be asked to provide copies of
relevant documentation related to the qualifications for the job such as
driver’s license, proof of bondability, proof of citizenship, or ability to
work in Canada and relevant certificates.

Application Forms can be
designed to gather relevant knowledge and ability information.

The application form is the first “screen” in the selection process and as a
highly cost effective methodology should be used to its fullest to identify
candidates who do not have the knowledge and abilities to perform the
tasks of a bus operator.

6.2 Résumés
With the advent of computer-based word processing, virtually everyone
has a résumé. Despite their universality, as a selection tool they have limited usefulness. They have low validity and impracticalities for handling and
coding the information into a format that allows for comparisons. There
Selection
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Using the National Occupational Standards, identify
the key knowledge and ability requirements and then
have the applicant identify the training, education and
credentials related to that knowledge and ability. A
scale can be added to allow the candidate to self-rate
the knowledge and/or ability
Similar approach to above, but in this case the candidate would be asked to identify accomplishments or
situations where knowledge and/or ability was demonstrated in previous work experience

Include questions related to ability to attend work,
ability to work, bonding, work off-hour shifts, travelling in the course of work. For positions where
driving is an essential component, a question regarding whether the applicant is licensed to drive and/or
the type of vehicle the applicant is licensed to drive
would be appropriate.

Dates of graduation should not be requested as they
could be used to determine age.

Information sought can include name of the former
employer, period of employment, compensation,
name of supervisor, contact telephone number and
reason for leaving. Candidates should be asked
whether the company can contact their references for
the purpose of assessing their application.
There are no major legal considerations with respect
to these items. Most Human Rights Legislation in
Canada does not protect persons who were convicted
for careless or impairment under the Criminal Code
of Canada and who have not been pardoned for their
crime. Although Human Rights Legislation protects
persons who have committed a violation under the
Highway Traffic Acts or similar provincial laws, an
employer may in certain circumstances, nonetheless,
refuse to consider an applicant who has a poor driving
record, for instance a company can refuse to hire a bus
driver who has accumulated too many demerit points.

Education, Training,
Credentials, Certificates
and Licenses

Disclaimers regarding: the
right to verify information,
contacting references,
candidate’s eligibility to
work in Canada, relatives
working for the Company
and consequences of providing false information

Work Experience

Avoid collecting information that is more appropriately
collected after hiring; collect information once a conditional offer of employment is made

Best Practice Suggestions

Photos cannot be required, nor anything indicating
marital status or age or any information pertaining to
a prohibited ground of discrimination

Validity/Legal Considerations	

Exhibit 7.3

Contact Information

ITEM

“Best Practice” Application Form
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Faking Good
Researchers have been studying the extent of deception by candidates in the selection process for several decades. Often referred to as “faking good,” they have found
distortion on paper-and-pencil tests, application forms, résumés and skills inventories is
relatively common and, in some cases, serious. These distortions relate to over-reporting
length of previous employment, discrepancies in reasons for leaving previous employment
and claiming skills that the candidate does not have. Furthermore, surveys of selection
practitioners have revealed that there is a general belief candidate mis-representation is
on the increase. Although most of the research has focused on deception in the provision of background information, there is evidence to suggest that “faking good” extends
to test and inventory responses. In this case, candidates attempt to “psych out” these
instruments by responding the way they think they “should” respond rather than providing
honest answers.

is also some question about the accuracy of the information contained in
many résumés (see the above note on “faking good”). If résumés are to be
used then the most useful way in which to use them is with the National
Occupational Standards. As suggested in Table 3 below, the Standards
should be examined and the key (i.e. must have) knowledge and abilities
identified. Candidate information can then be pulled from the résumé and
“matched” with the key knowledge and skills by using a form such as
shown in Table 3. In order to facilitate the process of using such a form,
the candidate can be asked to complete it. Similar forms can be developed,
as suggested previously, for training and work experience and completed
by the candidate as part of their application.

Résumés have low validity
and do not easily allow for
comparisons. The most
useful way to use a résumé is with the National
Occupational Standards.

6.3 References
References can be valuable sources of information on candidates; however, as is shown in Exhibit 7.1, there are problems with every aspect of
this method. In order to improve the validity and reliability of reference
checks, it is important to be clear as to why the check is being done. There
are two reasons for performing a reference check:
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Table 3

Résumé Coding Form (sample)
Sample NOS Knowledge and ABILITIES

Relevant Information from RÉSUMÉ

• Ability to read route and road maps
• Knowledge of the Motor Vehicle Act
• Ability to ensure the vehicle is safe for service
• Ability to identify unusual noises and vehicle
behaviour occurrences
• Knowledge of cause of accidents
• Knowledge of stress-coping techniques
• Ability to identify passengers who require special boarding assistance
• Knowledge of what constitutes the safety of
passengers in a moving vehicle
• Knowledge of vehicle performance in all
weather conditions
• Knowledge of passenger requirements

The above knowledge and abilities are only examples. It is recommended the company/organization review the National
Occupational Standards (NOS) to identify the essential knowledge and abilities (K & A’s) it wants/requires the applicant
to have. These K & A’s form the bases for reviewing application forms (Exhibit 7.3) and developing advertisements
(Exhibit 6.3).
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(a) To confirm information on the candidate’s application form and
attached documents (related to licensing, etc.) that can only be confirmed through the reference check.
(b) To gain greater insights into the candidate’s knowledge and abilities
from someone who has actually observed the candidate perform.
With respect to the second point, reference checks are normally performed
by telephone and take the form of an interview. Notwithstanding the
difficulties in the modern voice-mail era associated with making contact
with a reference, a well-structured reference interview can be a valuable
source of information. In a later section of this guide, we discuss the best
practice requirements of interviewing. These guidelines on interviewing
apply to reference checks and should be followed in conducting reference
interviews.
Other issues regarding references need to be considered. In an increasingly
litigious world, individuals and organizations are reluctant to put themselves
at risk. As a result, many are not prepared to provide information on former
employees beyond confirmation of employment and dates of hiring and
termination. For this reason, it is important, if references are going to be
used, that candidates identify their references and confirm they are prepared
to be interviewed. As long as the interview deals with questions regarding
bona fide occupational requirements, i.e. knowledge and abilities described
in the National Occupational Standards, there should be no concern with a
human rights or common/tort law violation.

Reference checks take
the form of an interview
and should deal with
questions regarding bona
fide occupational requirements.

A second issue with conducting reference interviews is timing. It is the
practice of most organizations to conduct the reference interview after all
other steps in the selection process have been completed. Notwithstanding
this practice, as a lower validity method, an argument can be made for
conducting reference checks prior to undertaking interviews or conducting
tests.
With respect to the first reason, i.e. we do reference checks to confirm
information, the advent of electronic mail has simplified this process by
allowing the information to be collected through the mailing of a form to
the reference. The form can be sent as an attachment and would simply
ask the reference to confirm certain information related to the applicant’s
background.
Selection
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The Background Review portion of the selection process has the potential
for significant improvement through the introduction of “best practices.”
This improvement, particularly in terms of validity and reliability, is going
to come through the development of better application forms, better management of résumés and the effective use of references.

7.

Tests

Some people see tests as the “silver bullet” of the selection process. There
is a widespread belief that the appropriate test or group of tests exists or
can be developed that will provide companies with an error-free selection
methodology. There is some justification in this belief. Research on tests
or, more appropriately, psychometric instruments, has consistently shown
“Mass Transit” Selection

Tests have proven to be a
valid method of selection,
but must be used appropriately.

A number of companies use a “mass” process as the initial step in selecting bus operators. Generally speaking, this process involves inviting individuals who have submitted
résumés or application forms and who fulfill the minimum job requirements, to a meeting
at a centrally located facility, usually a hotel. At this meeting, which can last several hours,
candidates are provided with background information on the company and a realistic job
preview (from a current operator, who “tells it like it is”). In addition, background data for
each candidate are reviewed to ensure they are complete. In some cases, as well, tests
(usually cognitive tests) are given to the candidates to complete. Finally, candidates are
told about subsequent steps in the process and are given anticipated timeframes for when
each of these steps will occur.

they can be a highly reliable and valid method for selecting employees.
Additionally, they are standardized and systematic, target specific aspects
of the candidates’ knowledge and abilities that have been identified as
being important in the performance of the job, and test results can be calibrated against a standard or a benchmark. However, for them to fulfill all
of these benefits, they have to be used appropriately.

7.1 Test Types
In order to understand how to use tests better and appropriately, it is useful
to divide them into two main categories:
(a) Those that measure what a candidate can do
(b) Those that measure what the candidate will most likely do or prefer to
82

Motor Carrier Passenger Council Of Canada

do
Ability (cognitive, spatial, motor, perceptual, etc.) and performance
(in-service/work sampling) tests fall into the first category and personality
(conscientiousness, emotional stability, agreeableness etc.) and interest/
integrity tests fall into the second group. It should be noted the second
group is not really a test, but rather a questionnaire because there are no
right or wrong answers to the questions. They simply provide an inventory
of the candidate’s personality/interest/integrity along certain dimensions.
Ability questionnaires are tests because there is a right or wrong answer to
each of the questions on the test.

7.2 Standards and Requirements
This understanding of the nature of tests can be very useful when we
consider the National Occupational Standards. The Standards describe
the tasks bus operators need to be able to perform in order to accomplish
their work. For each of these tasks there are required knowledge and abilities. Possessing this knowledge and having these abilities are bona fide
occupational requirements of the job and, therefore, we should test candidates to determine whether they have these knowledge and abilities using
knowledge and ability tests. In other words, we are talking about tests that
determine what the candidates know and what they are able to do, i.e. tests
that are of the first type.

7.3 Standard Ability Tests
There is a plethora of standard ability tests on the market. The dilemma,
when considering the use of one or more of these tests, is to determine
whether candidate results on the test are a valid predictor of whether the
employee has a certain ability or abilities as required by the Standards.
For example, will an employee who scores well on a cognitive test, such
as reading ability, have the ability to read route and road maps (standard
1.03.06)? One would presume so, but we will not know for certain until we
validate that reading test results are a good predictor of route and map
reading ability. Given that doing this kind of validation is timeconsuming and costly, then the question is, should standardized tests be
used? The answer to this question is a qualified yes. Standardized tests
are relatively easy to administer, inexpensive and can be used to confirm
information collected in the Background Review stage of the process, e.g.
reading and numeric tests can be used to confirm education and training.
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7.4 Standard Personality, Interest and
Integrity Questionnaires
Personality, interest and integrity tests present a more complicated set of
considerations. First, as is shown in Exhibit 7.1, these questionnaires are
of dubious reliability and validity. Second, it is much more difficult to
tie the items on one of these tests to the Standards. Third, these tests are
self-reporting and, therefore, questionable in terms of the results. Finally,
there is the question of acceptance by candidates, managers and unions in
terms of their “face validity” and fairness. Where there may be some value
in the use of a personality or interest questionnaire is as an aid to
interview-ing, both reference interviewing and candidate interviewing.
This use is discussed in the section on Interviewing.

7.5 In-Service or Work-Sampling Performance Tests
Personality, interest and
integrity tests are difficult
to tie to bona fide require-

With these kinds of tests, candidates are actually required to perform a
sample of the tasks that make up the job. Because the candidate is carrying
out the actual task, say reading a route or road map, there is content validity
to the test. The important consideration in using in-service or work-sampling tests is to base them on a bona fide requirement or, in the case of bus

ments and, therefore, of
dubious reliability and
validity.
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Transparency and Opacity
An issue related to the use of personality, interest and integrity questionnaires is transparency versus opacity. Some questionnaires are made up of questions closely related
to the nature of the work and are, therefore, highly “transparent.” The dilemma with
these types of inventories is the candidate (particularly if he/she is “test wise”) can “fake
good” and answer the questions in a “socially desirable” way, thus invalidating the results.
There are other questionnaires where the questions tend to be unrelated to the nature of
the work and, therefore, highly “opaque.” The problem with these types of questionnaires
is that the candidate, not seeing any relationship between the questions and the job,
may not take the questionnaire seriously (see the note on Candidate Likes and Dislikes
following section 4.5).
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operators, the National Occupational Standards. As has been pointed out
in the previous discussion on Background Reviews, the Standards are used
to identify the key knowledge and abilities. A test is then developed that
requires the candidates to demonstrate they have the knowledge or abilities.
For example, if the key ability is to read a route or road map then the test
would have the candidates read a sample route or road map and they would
be scored on how accurately and how quickly they are able to carry out this
task. Candidate results can then be compared with standards set for acceptable performance.
The benefits of in-service or work-sampling tests are they have a high
degree of acceptability, face-validity, and represent an actual sample of the
candidate performing the work as opposed to a sign, as in the case of ability tests, that the candidate might be able to do the work. As well, there is
the benefit the test allows the candidates a realistic job preview (RJP) and,
therefore, the opportunity to determine whether the work fits with their
interests better22.
These tests are not without their drawbacks. They are generally costly to
develop and, in many cases, may require special equipment (for example,
if we want to do a work sampling test for ability 2.02.03, identify unusual
noises and vehicle behaviour occurrences, a vehicle would be required).

7.6 Words of Wisdom
There are other considerations regarding the use of tests beyond those we
have discussed so far:
(a) Testing should not be done out of frustration with other selection
methods. Testing should be seen as part of the whole recruitment process

It is interesting to note that researchers report that despite these benefits, in-service and work-sampling tests
are not widely used in Canada, the United States or the United Kingdom.
22
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Practice Makes Perfect
Familiarity with a test helps to eliminate unwanted candidate errors due to anxiety or
nervousness. In order to improve test validity, candidates need to be informed, beforehand, they will be asked to complete a test or many tests as part of the selection process.
Additionally, experts in the field recommend that candidates be provided with several
sample/practice questions to complete prior to the actual test. The provision of practice
questions is particularly important in the case of ability tests. Research has shown individuals will perform better, sometimes significantly so, on a test if they have completed it
before. As the use of tests becomes more pervasive, it has been found some candidates
have become “test wise” thus performing much better than less experienced individuals
on both ability and personality, interest and integrity questionnaires.

and be integrated with and supportive of the other selection methods of
Background Review and Interviews.
Tests should support
other selection methods
and not be used as the
only method.

(b) There are thousands of tests available on the market. Very few have
been validated for use in selecting bus operators, therefore, caution must
be used in deciding on whether they should form part of the selection
process. The Mental Measurement Yearbook provides reviews of the tests
theylist.Itshouldbereferredtopriortomakingadecisiononanyone
test. A short list of selected suppliers is contained in Exhibit 7.4 along
with some recommended resources on the subject. In Exhibit 7.5 we have
identified three commercially available bus operator-specific selection
instruments,developedintheUnitedStates,thathavevalidationstudies
associated with them. Our inclusion of these three should not be seen as
an endorsement of any one of them.
(c) In this sense, there should not be over-reliance on testing and test
scores when selecting candidates for hiring. Tests produce, in most cases,
a numerical score and, therefore, there will be a natural tendency to be
swayed by that score because of its preciseness.
(d) The establishment of standards for benchmarking test results is very
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The Truth About Video Tests
Recently, researchers have been questioning the validity of what they call
“nonsimulation-based measures of cross-functional skills” (i.e. teamwork, customer service,
decision-making). Included in these measures are videos - wherein a scene is played out
and the candidates have to select how they would deal with the situation from a multiplechoice list of answers. The argument being raised by these industrial psychologists is
the relationship between responses on such instruments and actual performance has not
been established through research even though there are legitimate, empirically-based
claims of predictive validity for the instruments.

important. If the standards are set too high, good candidates may not make
it to the next step in the process. Furthermore, the standard my have an
upper as well as a lower limit. For example, an extremely high score on
a cognitive test could be a signal the candidates could potentially become
bored and dissatisfied with the job.
(e) Beware of what Levin and Rosse call the “Black Magic”24 tests. These
questionnaires are built upon anecdotal evidence, faulty theory and even,
in some cases, superstition. They run from handwriting analysis through
graphology to polygraph testing. Research has shown they are not valid
predictors of job performance.
(f) Test administrators have to be well trained to ensure the same conditions prevail for all candidates; the test is safe and; they are not influencing
the outcome by the way they administer the test.

8.

Interviewing

Interviews are the most widely used selection method. It is the exceptional
organization that is prepared to make an offer of employment without a
“face-to-face” meeting with the candidate. Therefore, when considering the
interview as a selection method, it is not a question of whether a company
wants to interview but how to conduct the interview “best.” Fortunately,
this is an area where considerable research has been conducted.

24

Levin, R., Roose J. 1997. High Impact Hiring. Jossey-Bass, San Francisco. Page 197.
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TESTS AND SOURCES

Exhibit 7.4

Reference Books
Tests: A Comprehensive Reference for Assessments in Psychology, Education and
Business - 6th edition. Taddy Maddox editor. 2008
Mental Measurements Yearbook .unl.edu/buros
Selected Publishers/Suppliers of Tests
Pearson
San Antonio, TX
866 335 8418 (Canada)
www.pearsonclinical.ca
Psychometric Canada
www.psychometrics.com
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Psychological Services, Inc.
www.psionline.com
ITP Nelson
www.nelson.com

Sources for SELECTION
Instruments AND PROGRAMS

Exhibit 7.5

1. Canadian Urban Transit Association
STRADA Recruitment Toolkit
www.cutaactu.ca
2. Ergometrics
www.ergometrics.org
3. American Public Transit Association
www.apta.com
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8.1 The Structured Interview
With these findings in mind, it is clear the interview should be structured
by using standardized questions. Furthermore, there needs to be a way
for the interviewer to make notes on the candidate’s response to each of
the questions in order to improve recall. If follow-up questions to the
standardized questions are to be used, the interviewer should be trained
on how to ask these questions (see the notes in Table 7 and Table 10).
With the existence of the National Occupational Standards we have a
Table 4

Questions That Will Get You in Trouble
As a result of Human Rights Legislation and guidelines that have been developed by the
various Human Rights Commissions in Canada there are questions that should be avoided
on application forms and during interviews. Many of these prohibited questions are obvious but there are some, less obvious ones that can get you in trouble. We have listed
them below with the appropriate human rights concern identified in parentheses, they are
questions related to:
• Maiden name or name change (marital status)
• Address/residency outside of Canada (nationality, ethnicity, race)
• Year of graduation (age)
• Spouse’s employment (marital status)
• Children/dependents (marital status, sexual orientation)
• Proof of citizenship (nationality, race, ethnicity)
• Work on religious holiday (religion)
• Requirement for accommodation at work (disability)
• Medical examination prior to working (disability)
• Pardons, convictions, criminal record (record of convictions)
• Experiences that are unrelated to the job (any of a number of prohibitions)
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The most relevant findings from this research are itemized in Table 5.
Table 5

Research Findings
• Structured interviews produce more valid results than unstructured interviews.
• The use of standardized questions and avoiding non-standardized follow-up questions produces better results than
allowing non-standardized follow-up questions unless the interviewer is highly trained and skilled in the use of follow-up
questions.
• Structured interviews developed from a comprehensive job analysis, such as the National Occupational Standards,
are more valid predictors of job performance.
• There is some evidence to suggest more valid results are achieved with a structured interview if the interviewer has
not reviewed background information on the candidate prior to the interview (see Table 6 - Biases and Ratings).
• Note-taking during the interview improves information recall and increases validity.
• Structured interviews produce more valid results when the interviewee is “coached” on the interview process prior
to the interview being conducted.
• Using well-defined rating scales with a behaviourally specific description of what constitutes good, average, poor or
unsatisfactory answers to questions improves validity.
• Similarly, using separate ratings for specific items covered in the interview - such as job knowledge or ability to communicate - when combined for a composite score is a more valid approach than not having separate scores for each
specific knowledge or ability and using a unitary or single overall rating such as - employability.
• Training interviewers yields more valid results.
• Questions that are either based on behavioural description or situational response produce better results
(see Table 8 - Behavioural Description and Situational Response Questions.)
• Results do not improve through the use of a panel of interviewers as opposed to an individual interviewer.
Note that the research does not indicate using multiple interviewers is less valid.
• Interviewers will give greater weight to “negative” information than “positive” information in rating the interviewee’s
response to a question.
• Unless very well trained, interviewers will form a “bias” at a relatively early stage of the interview process and will
unconsciously gather and record information that supports this bias (see Table 6 - Biases and Ratings).
• Where there are multiple interviews and interviewers, results can vary widely particularly when an unstructured
approach is used.
• Structured interview programs, unless scrupulously managed, will tend to “degrade” into unstructured programs.
Selection

91

Table 6

Biases and Ratings
For several decades, researchers have been studying the types of biases individuals can
have and how these biases affect their rating of candidates in an interview situation. Some
of the more prominent biases they have found are:
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First Impressions

The tendency of the interviewer to form an opinion of the
candidate at a very early point in the interview and then unconsciously lead the interview in a way that confirms these first
impressions – even though they may be invalid.

Contrast Effect

To compare candidates in a group of interviewees to one
another rather than to an overall standard. If the group is made
up of many weak candidates, those selected may be better
than their cohorts in the group, but not good enough to meet
the overall standard.

Halo Effect

Candidate characteristics unrelated to the knowledge and ability required to perform the job influence the interviewer’s rating
of the candidate. It has been shown that individuals who are
attractive, or are highly accomplished in athletics or the arts
benefit from this “halo” in interviews.

Similar-to-me

Interviewers have been found to give higher ratings to individuals who are similar to them.

Central Tendency

The tendency of some interviewers to rate candidates very
close to one another.

Negative-Positive Skew

The tendency to rate candidates either very positively or very
negatively.

Attribution Bias

Similar to the Halo effect, this bias attributes certain knowledge
and ability to the candidate because of experience unrelated to
the job they are being selected to e.g. if a candidate is a good
chess player then he/she must be a logical thinker.

Stereotyping

This is a classic bias whereby the interviewer attributes certain
characteristics to the candidate based upon their race, ethnicity,
gender, etc.
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Table 7

Questions, Questions, Questions
The quality of an interview is determined by the quality of the questions asked. The purpose
of the interview is to collect information about the candidates’ knowledge and abilities as
they relate to the tasks performed by a bus operator. Questions can be broken into two
types - closed and open. Closed questions are normally ones that ask for a specific, one
word/sentence answer and often begin with when, where, who or sometimes what. Open
questions are ones that ask the candidate to explain something or elaborate on a point.
They ask for more general responses, more than a one sentence answer and often begin
with how, why and what. An effective interview will involve the use of both types of questions. Normally, an open question would be used first and as the candidate is providing
information, the interviewer uses closed questions to get more specific information related to
the information being given. Where it is an unstructured or semi-structured interview format,
it is especially important the interviewer be skilled in using open and closed questions.

Table 8

Behavioural Description and
Situational Response Questions
Behavioural description and situational
response questions have proven to be an
excellent method for collecting information
from candidates in interview situations. A
behavioural description question is one that
asks the candidate to describe how he/she
dealt with/behaved in a particular situation
in the past. For example:

Describe a time when you had to deal
with someone who was very upset and
distraught. How did you deal with it?

A situational response question asks the
candidate to envisage a situation and to
describe how he/she would deal with it.
For example:

Imagine you are the driver of an intercity
bus travelling from Calgary to Edmonton.
You are an hour into your trip when it
becomes clear to you that two young male
passengers have brought beer on board
and are drinking. As a result, they have
started to create a disturbance. How
would you deal with this situation?
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Table 9

Bodies That Talk
Research has shown that “body language” (body position, gestures), facial expressions and
voice tone have a much greater impact on our interpretation of another person’s communication than the actual words he/she is using. It is vitally important, in an interview situation,
that we are aware of the impact of these non-verbal communications. If a certain non-verbal
message is confusing or appears to be in contradiction to what the candidate is saying, the
interviewer should deal with it. The best method for turning non-verbal communication into
verbal communication, that can be dealt with, is to “reflect it back” to the candidate. The
interviewer can do this by telling the candidate what he/she is seeing (in the case of body
language and facial expressions) or hearing (in the case of voice tones). Therefore, if the
candidate is non-verbally expressing uncertainty or apprehension, the interviewer (in the
case of an intercity operator interview) should say something like:
“I detect in your tone and facial expression you have some reservations about whether
you can effectively deal with the demands of being away from home for so long. Can you
elaborate on that for me?”

Table 10

Paraphrasing and Summarizing
As a way to improve note-taking, skilled interviewers find that paraphrasing and summarizing improves the validity of interviews as an information collection process. Paraphrasing
is the process whereby the interviewer takes what the candidate has said and puts it in his/
her own words, usually in point or “bullet-type” form. Summarizing is where the interviewer
brings together in one or two sentences the essence of what the candidate has said as a
summary before moving on to another question. Both techniques require the interviewer
to be a diligent listener and vigilant note-taker.

detailed job analysis to work from in order to develop the interview questions. In developing the questions, consideration should be given to the
information being collected through the Background Review and the Tests
and Questionnaires the candidate has to complete in the other elements in
the selection process. Therefore, the structured questions should relate to
the key knowledge and abilities that cannot be determined through these
other selection methods.
Beyond using the Standards as a basis for developing standardized questions and narrowing the focus of the questions to information that cannot
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be collected through other methods in the selection process, questions
should be structured primarily using a behavioural description or situational response format (see Table 8 - Behavioural Description and Situational
Response Questions).
Finally, in addition to the normal courtesies one should extend to interviewees such as introducing oneself and ensuring they are comfortable,
candidates should be “coached” on:
• what will happen in the interview (i.e. how it will unfold)
• why the questions are being asked
• how they will be asked
• why notes are being taken and
• how they are expected to respond (i.e. in a candid and open manner)

8.2 Determining Knowledge and
Abilities through Interviews
Most experts feel interviews are best suited and most valuable for determining an applicant’s verbal communication and interpersonal skills as
opposed to technical knowledge and abilities that can be determined by
using the other selection methods. Therefore, in developing the questions to be used in the interview, it is the knowledge and abilities in the
Standards related to interpersonal skills that should be the focus of the
interview. Exhibit 7.6 has examples of both situational response and
behavioural description questions. These examples can be used to develop
a comprehensive list of questions. Finally, it should be recognized that, in
developing this list, there is a limit to the number of situational and behavioural questions that should be asked25.

Interview questions should
relate to knowledge and
abilities that cannot be
determined through other
selection methods.

8.3 Decision-Making Strategies
Now that we have examined each of the three recommended methods
for gathering information on the candidate, we have to ensure we have
an effective process for using that information to make a decision as to
whether the candidate has the pre-requisite knowledge and abilities for the
bus operator position.

8.4 Creating Ratings
The recommended approach for evaluating all of the information collected
If one imagines that a good behavioural description or situational response question can take five or more
minutes to ask and have answered it is easy to see that the limit is probably not more than ten or twelve
behavioural description and situational response questions that can be asked in an interview.
25
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Certification
The existence of a recognized certification program can serve as a valid and reliable
surrogate for the selection process. By requiring candidates to be certified as a requirement for consideration for employment, a company avoids the need to conduct its own
tests to determine whether they have the necessary knowledge and ability to perform the
tasks that make up the job of bus operator. In order to assist companies in Canada, the
Motor Carrier Passenger Council of Canada certifies bus operators based upon the
National Occupational Standards. Although certification will not completely relieve
companies of the responsibility to carry out their own selection process, it should greatly
simplify the training and testing requirements needed to hire professional bus operators.

on the candidates’ job-related knowledge and abilities is to assign a rating
to each piece of information using a rating scale, such as unsatisfactory,
poor, satisfactory and fully satisfactory. With this kind of a system, a
numerical value can be given to each rating, such as 0 for unsatisfactory,
1 for poor, 2 for satisfactory and 3 for fully satisfactory. Under this system, the scores for each piece of information can then be added for a total
score for each candidate. Candidate scores are then compared to a benchmark number and a determination is made as to whether the candidate has
reached or exceeded the benchmark. Those candidates who make it are
considered for hiring and those who do not are contacted or sent a letter
telling them that they are no longer under consideration.
A final issue in decision-making is the relative weight we want to give to
one versus another piece of information. Clearly, some areas of knowledge
and abilities are more important than others. In order to allow for this
difference, weights can be given to each knowledge or ability evaluation
and the overall evaluation would be the sum of the product of the rating
multiplied by the weight for each knowledge or ability.

9.

Comments

Selection is at the core of the recruitment process. The methods chosen
to gather information about candidates’ knowledge and abilities will, to a
large degree, determine the quality of that information and ultimately the
quality of the candidate chosen. Numerous selection methods are available from which to choose. Research has shown certain of these methods
are more effective than others in terms of validity, reliability, practicability, acceptance and adverse reaction from candidates, line managers and
unions. By examining this research we are able to identify what, amongst
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Imagine yourself as a bus operator and a customer comes to you with a question about

If you have been involved in an evacuation
situation either at work or in your personal life,
describe how you handled it.

From your work or personal experience,
describe a situation where you have had a problem to solve such as1….Describe how you dealt
with the problem.

From your work experience, identify a time
when you have had to deal with customer inquiries. Describe how you handled the situation.

Behavioural Description	

2

1

Situational Response

Exhibit 7.6

Imagine the following evacuation situation4….
Explain how you would deal with this situation.

Imagine the following situation3….Describe the
steps you would use to deal with this situation.

……..2 Describe how you would respond to the
passenger.

In here you could put examples such as “mechanical breakdown or a sick passenger”
In here you would insert a question that cannot be answered with a simple “yes” or “no” and that would be typical of questions from your customers.
3
Again an appropriate bus operator problem solving example would be used here.
4
An example of a typical situation would be put in here.

14.01.06 - ability to organize
safe and orderly evacuation

9.03.02 - knowledge of
effective problem-solving
techniques

9.02.04 - ability to listen to
inquiries

Knowledge & Ability	

Sample Behavioural Description and Situational Response Questions
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Table 11

Steps in the Selection Process
1. Review the National Occupational Standards to determine the essential knowledge and
abilities required by the organization
2. Assign a “weight” to each Knowledge and Ability on a scale e.g. 1 to 10
3. Determine best selection methodology for each identified knowledge and ability
4. Design the selected methodology, select/create tests, develop forms, questions and
undertake training
5. Undertake selection using the selected methodologies for each knowledge and ability
and establish a rating e.g. on a scale of 1 to 10
6. Tabulate final evaluation based on multiplication of the “weight” by the rating and totaling
these numbers for an overall score or evaluation

Boring Scoring
The value of using numerical ratings for each step in the selection process and attaching
weights to each of the steps is it allows for the development of an overall score for each
candidate based upon these ratings and weights thereby providing a degree of accuracy and
objectivity to the process. Unfortunately, many managers find the use of such an approach
boring. This is unfortunate because researchers have found establishing a well-thought-out
rating and weighting system produces better results. In other words, background reviewers,
interviewers and testers have to be diligent in rating candidates at each step in the process
and assign the ratings as soon as the step has been completed in order to achieve high levels
of validity. It may be boring but it needs to be done.
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the many methods available, are the “best practices” for each of the three
important elements in selection, background review, tests and interviews. By using each of these three elements in combination and, within
each, applying the best practices we have discussed, we can create a highly
effective selection methodology. This methodology, if used within the
context of the overall recruitment process, will contribute in achieving our
objective of having a technically competent, customer-focused workforce
of committed bus operators who gain personal satisfaction from their
work.
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7

Hiring

1.

Objective

The process of actually hiring a candidate, in contrast to planning, recruiting and selection is relatively straightforward. Notwithstanding this statement, it is a process that is very important because the hiring is where a
contract, that is legally binding, is formally established between the candidate and the company. In addition to recognizing the contractual nature of
the hiring process, it is important to realize, after marriage, the relationship
between employees and their employer is the most important contractual
relationship in most peoples’ lives. Therefore, just as we would not think
of marrying without paying attention to the “ceremony” involved, we need
to think of hiring in a similar way. With this thought in mind, the objective
of the hiring part of the recruitment process can be stated as being:

Hiring formally establishes a legal relationship
between a candidate and
the organization.

In a manner that reflects the values and goals of the company, to formally
establish a legal relationship with the candidate that clearly outlines the
terms and conditions of employment, respects the provisions of Human
Rights Legislation and safeguards the needs of the company’s other stakeholders.

2.

Terms and Conditions of Employment
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Where employees are represented by a bargaining agent and there is a
collective agreement, the terms and conditions of employment are defined
by that agreement26. Where a collective agreement does not exist, the
terms and conditions of employment are those developed by the company.
Normally, these conditions are contained in company policy documents
and outlined in the “Employee Handbook”.27

3.

The Employment Letter

Candidates, when hired as employees, should be given a conditional written offer of employment or a contract. This letter needs not be a complicated one. Table 12 provides an outline.

4.

Hiring and Orientation

It is important to note that theses terms and conditions are not simply those contained in the collective
agreement booklet that is normally published by the company and the union. They also include all the items
referred to in this booklet, such as benefit plan documents covering pensions, supplemental health and drug
plans, dental plans etc.
27
As mentioned in our Introduction to this Guide, there is a link between the process and other human resources systems in the company. It is at this point that this link with a number of these other human resource
management processes (such as compensation, human resources services, performance management) becomes
apparent.
26

104

Motor Carrier Passenger Council Of Canada

Table 12

Employment Letter or Contract
• A statement of welcome outlining that the letter is an offer of employment for the position
of bus operator/driver.
• A statement of the specific terms and conditions of employment that apply to this candidate.
• Reference to the terms and conditions of employment either outlined in the collective
agreement or “Employee Handbook. ”
• A statement that if a medical is required, the offer is conditional on the candidate undergoing a medical examination by a medical examiner of the company’s choice and that the
candidate satisfy the medical requirements.
• If a drug test is a requirement, it should be noted in the letter of employment.
• If applicable, that the offer of employment is conditional on the candidate satisfying the
criminal record requirements.
• Where it is known, include a commencement date for beginning work or words such as on
a date mutually agreed.
• The signature of the appropriate company representative and a date.
• Provision for the employee to sign the letter back to the company, with a date.
The employment letter is a contractual document that can only be amended through the
agreement of parties28. Therefore, there is value in keeping it simple. It is not essential
that employees sign the letter back to the company at the time it is given to them. In fact,
it is better to let them take the letter away along with copies of the terms and conditions of
employment, benefit booklets and other relevant materials to review and sign when they
feel comfortable with all of the conditions of employment.

At the time of hiring, it is recommended employees be given a “What
Next” or “Next Steps” sheet that outlines the next steps in the recruitment
process and beyond. As will be detailed in the next part on Orientation,
building employee commitment and satisfaction depends upon a lot more
than being able to select for certain required knowledge and abilities effectively. Hiring is the start of orientation and, as such, how it is carried out
can strongly influence new employees’ attitudes toward the company and
The value in separating the conditions of employment into a separate document is that these conditions can
be changed without reverting to every employee’s letter of employment and having to change it when conditions change.
28
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their eventual success on the job. Considerable time and expense has been
committed to recruitment and selection, therefore, keeping candidates
well informed and providing for a sense of “ceremony” is important to the
overall success.

5.

Post Hiring Background Review and Tests

29

Due to Human Rights Legislation that protects prospective employees from
discrimination on the basis of disability and record of offence, background
reviews related to the candidate’s medical condition and criminal record
should be undertaken, if at all, only after a conditional offer of employment has been made to the candidate. The logic for conducting these two
reviews only after a conditional offer of employment is made is to protect
the company from possible allegations of discrimination, on the basis of
disability or record of offence, by candidates who are unsuccessful through
the selection stage of the process. Thus, by not collecting information on
the candidate’s medical situation or record of offences prior to making a
conditional offer of employment, the company should avoid any misapprehension of discrimination.
As with any test or review that the company does before a conditional
offer of employment has been made, i.e. in the selection stage of the process, there must be a bona fide occupational requirement for the test or
review that is proposed to be done after a conditional offer of employment
has been made.

5.1 Medical Tests and Examinations
The appropriate medical tests for bus operators will be based upon the
Standards. For example, it is appropriate for candidates for an intercity
operator position to be asked to perform a strength test and undergo a back
functionality examination based upon ability 21.02.05 of the Standards
- ability to lift freight as per the organization’s guidelines, once a conditional offer of employment has been made. Therefore, the National
Occupational Standards has to be reviewed to determine which of the

In the previous discussion on Selection, it was identified that the application form should include a disclaimer putting the candidate “on notice” that certain tests are part of the final hiring process. This notice can also
be reinforced after the interview stage if a “next steps” document is used. The value of giving notice is that
it allows individuals who may not want to undergo this kind of test to “self-select” themselves out of the process. Research has shown that such tests are viewed by a majority of candidates as an “invasion of privacy,”
but that if, given adequate prior notice, these privacy concerns diminish substantially.
29
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abilities contained in it require a medical examination or test to determine
whether the candidate can perform the task. This review of the Standards
should be undertaken by a trained occupational health professional to
determine the appropriate tests.
If through medical testing it is determined the employee has a medical condition that will not allow him/her to carry out an important task, the question has to be asked as to whether the candidate’s condition can be accommodated. Human Rights Legislation in Canada requires that prospective
candidates, whose medical conditions preclude them from performing the
essential duties of a job, be accommodated to the point of undue hardship.
The standard of undue hardship considers the cost of required accommodations and any health and safety concerns that may be involved. For
instance, if it is determined that a candidate cannot lift freight over and
above a certain weight, the company may be required to accommodate
the driver by placing the driver on routes that do not involve lifting. Or
the company may be required to purchase and install devices that would
facilitate the lifting requirements of the job, but only if the accommodation
does not cause undue hardship on the company.

5.2 Drug and Alcohol Testing
Drug and alcohol testing in Canada is extremely controversial, as it has
been determined that drug and alcohol tests do not measure with any sort of
precision a candidate’s impairment and therefore cannot be used to judge
the ability of an individual to perform the job. Subject to limited exceptions
for safety, sensitive positions or after significant accidents or near misses,
a blanket rule for drug and alcohol tests as a condition of employment will
usually constitute a prima facie case of discrimination. However, drug and
alcohol testing may be permissible for jobs where safety is of fundamental
importance, provided no other feasible method to assure employees are not
impaired or otherwise incapacitated on the job. Before requiring/insisting
on a drug or alcohol test, the employer will have to determine that the test
is reasonably necessary to assure the safe, efficient, and economic performance of the work, and is rationally connected to the job. Testing may
not be acceptable if the individual occupying the job has regular contact
with co-workers or supervisors during the course of performing his/her job
duties, even if the contact is not continuous. Employees who test positive
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must be accommodated to the point of undue hardship.
Drug, alcohol or other medical examinations to determine an individual’s
ability to perform the essential duties of a job should only be administered
after a conditional offer of employment.
In order to protect confidentiality of test results, all health assessment
information should remain exclusively with the examining physician and
away from the employee’s personnel file.

5.3 Criminal Record Checks
Criminal record checks are performed for risk management reasons and
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not for selection purposes. Under Human Rights Legislation in several
provinces in Canada, it is prohibited to discriminate against a candidate on
the basis of his/her record of offence30. Clearly, the fact that an individual
has been convicted of certain kinds of crimes in the past (e.g. theft, driving
while impaired, assault, child molestation) is going to be of interest to the
company and the employee’s supervisor.

6.

Comments
Criminal Reference Check – Who Do I Call?
The best source of information on how to conduct a criminal record check is your local
police department. Normally, reference checks can be initiated by either the company
or the candidate. If they are candidate-initiated, the police department conducts a
Canada-wide search and issues a letter or clearance certificate to the individual that
can then be presented to the company. Company-initiated reference checks are normally done in the case of “vulnerable” occupations - such as bus operators. Consent
is needed from the candidate before police will conduct this kind of check. It should be
expected that the police department will charge for this service. As well, turnaround
times can be in the order of several weeks in large urban areas.

Companies should adopt the practice of retaining and preserving personal
information for only such a period of time as is necessary to fulfill the
purpose for which the information was first collected or as required by
law, and to ensure that the information collected is not used or disclosed
for any purpose other than the express and/or implied purpose for which it
was collected in the first place.
Of late, the law in Canada has started to recognize that every person has
a right to privacy in his/her personal information. As such, given that
the recruitment process is one, which naturally involves the collection of
information about a candidate, it is highly recommended that employers
obtain the candidate’s consent for the collection, use, and disclosure of
the information collected. This is particularly important with respect to
Under Human Rights Legislation, individuals are only protected with respect to crimes for which they have
been pardoned and violations of provincial laws, e.g. Highway Traffic Acts. Note, however, that individuals
with active criminal records who have not received a pardon for their crime(s) are not protected from discrimination under Canadian Human Rights laws.
30
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medical information obtained after a conditional offer of employment has
been made.
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8

Orientation

The recruitment process does not end when:
(a) we have completed the final test on newly hired employees,
(b) we have their offers of employment signed back to the company,
(c) they arrive for their first day of work
All our efforts and “best practices” in planning, recruiting, selecting and
hiring will be for naught if these new employees are not properly oriented.

1.

Objective

Research has shown that an effectively run orientation program can have
a long-term positive impact on employees’ commitment and job performance31. Once a candidate becomes an employee and begins work, a
process called socialization begins. This process involves how employees
learn about and adapt to new jobs, roles and the culture of the workplace.
An effective orientation program is designed to socialize the new employee
positively. The objective of Orientation is:

An effective orientation
program is designed
to “socialize” the new
employee positively.

Through a process of company-directed education, coaching and experience, to socialize new employees positively in expected norms, values and
behaviours that will contribute to the achievement of the company’s goals
and provide for a fulfilling and satisfactory work experience.
Although this objective may sound like “mind control” or “brain washing,”
it has to be realized that all new employees go through socialization. The
The Effectiveness of an Organization-Level Orientation Training Program in the Socialization of New
Hires” by Howard Klein and Natasha Weaver. Personnel Psychology. 2000. Vol. 53.
31
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challenge for companies is to determine how best to influence and direct
that process so that their goals are achieved and employees have maximum
opportunity to derive long-term employment and a high level of personal
satisfaction from their work.

2.

Key Ingredients of Successful
Employee Orientation

Virtually all organizations have some form of orientation program.
Unfortunately, very few have one that is designed to achieve the objective
we have just enunciated. In order for a company to have a fully effective “best practices” program, the program needs to contain the following
“ingredients”.

2.1 Information Transmission
New employees are on a very steep “learning curve” when they first begin
with a company. It is a reality that they and their supervisors will be heavily focused on job-related information in order for them to become productive. Unfortunately, this job-related approach leaves little opportunity for
transmitting information that is relevant to the socialization process.
Important information related to:
• Company history
• Philosophy and goals
• Structure and roles of key departments and individuals
• Expected standards of performance and behaviours
• Benefits and benefit systems
• Rules, regulations, policies and procedures
is often overlooked or not provided to new employees. Having this kind of
non-job-related but important information is vital if employees are to function successfully in their jobs. How and how much of this information is
provided to employees when they first start work sends a whole “message”
to them about the company, the way it operates and its values and beliefs
about its employees. Exhibit 9.1 is a checklist of the information and supplies involved in orientating bus operators.

2.2 The Orientation Session
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AN INFORMATION AND SUPPLIES CHECK LIST
FOR NEW BUS OPERATORS/DRIVERS

Exhibit 9.1

o Benefit Booklets
o Code of Business Conduct including conflict of interest
o Company Mission and Values Statement, Goals and Objectives
o Collective Agreement
o Employee Assistance Program Information
o Employee Handbook of Policies, Rules and Regulations
o Form for Declaration of any Real or Potential Conflict of Interest
o Form for Declaring they have Read “Employee Handbook” and Code of Business
Conduct

o Health and Safety Information
o Name of Supervisor and “Buddy” and Essential Contact Information
o Organization Chart
o Probationary Requirements
o Supplies
o Telephone Directory
o Union Information Package
o Uniform
o “What’s Next” (required activities over next period of time)
o Work Manuals
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A Visit to the “Dark Side”
The purpose of much of what happens in the recruitment process is to determine whether
the candidate has the knowledge and ability to perform the tasks of a bus operator
competently as described in the National Occupational Standards. There are, however,
individuals who may have the knowledge and ability, but who, nevertheless, do not perform satisfactorily. As if there were a “dark side” to the individual that was not exposed
during selection and hiring. Sometimes referred to as “Evil Twins” these individuals never
perform to their potential and, in some cases, can become serious morale and productivity
problems. The root of these problems can be either something in the employee’s make
up or something that has happened on the job that has created the problem. Depending
upon the cause of the problem, different strategies need to be adopted by the company. If
they are individual-based, there is a failure in planning, recruitment, selection and/or hiring.
If the problem is organization-based, the organization has to examine itself and make the
necessary changes in its processes, of which orientation is one.

The consensus amongst human resource experts is the initial “orientation session” plays an essential role in building commitment and loyalty because it is a “first impression” and provides a foundation for
subsequent activities. Full advantage needs to be taken of the fact the
new employee is now on-site. Using the session to go over information
that the employee can simply read about does not exploit the session’s
potential (see Table 13 - Pre-reading, Ice Breakers and Learning Teams).
Adult education literature is replete with novel ways to use discovery and
experiential methodologies both engaging and highly effective. Using
these approaches not only improves the flow and retention of information, but also says something about the company and its values.

2.3 Modules
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Table 13

Pre-reading, Ice Breakers, Learning Teams,
Group Size…
The use of some easy-to-implement techniques and approaches can significantly enhance
the orientation process. Too often, orientation is an instructor/leader-focused process that is
viewed by new employees as “something they have to go through” in order to start work. This
“necessary evil” aspect to orientation need not be the case, if the session(s) are well designed.
Some of the enhancement techniques that companies have found to work well are:
Ice Breaker Exercises

Used at the beginning of the session an “ice breaker” is a technique
that aims to get everyone in the session talking and relaxed. Often
accompanied by laughter and light-hearted humour, the icebreaker
sets the tone for the orientation session.

Pre-reading

Candidates who have just become employees are keen to learn
and look good the first day on the job. For this reason, the use of
pre-reading can greatly enhance the orientation experience. The
assignment of pre-reading can also potentially signal whether you
have an “evil twin” in the group, if one of the candidates does not
complete the pre-reading prior to the start of the session.

Learning Teams

The orientation experience can be significantly enhanced by having
participants working/learning in teams. Educators have known for
decades that adults prefer to learn in a participative environment where
they can interact with one another during the learning process. The
use of learning teams begins the process of building loyalties, cohesion and positive work norms, all of which are important components
for bus operator success on the job.

Group Size

Educators have found the size of an orientation “class” can impact
on participants’ experience. It is generally believed a group size of
between 14 and 24 provides for the best learning/teaching experience.

Experiential /
Discovery Exercises

Individuals learn best by doing and, therefore, making the orientation
highly experiential and allowing participants to discover information
makes for not only a more interesting and enjoyable experience but
also one where participants learn much more. Allowing for “hands-on”
activities not only provides for more variety, but also leads to a more
profound comprehension.

Topics
The orientation session needs to include “dialogue.” New employees
are on a very steep “learning curve” when they first join a company.
The company, in an effort to maximize the investment in the orientation
process, may be tempted to include as much information as possible.
Serious consideration needs to be given to determining what the new
employee wants to know and to build part of the session(s) around
these informational needs.
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As stated, new employees are on a steep learning curve when they first join
a company. This learning curve can be even steeper for new employees
who come from different cultures and backgrounds. They need “seep”
time for ideas and information to sink in. Although there is an inherit
attractiveness to making orientation a “one shot” event, a strong argument
can be made for staging it over the first few weeks of employment.

2.4 Buddies and Mentors
Heaven or Hell?
A young woman died accidentally and ended up at the Gates of Heaven. When asked
by Saint Peter, guardian of the Gates, if she would like to come in, she asked him what
was her alternative. He said that if she wanted to she could go to Hell for three days to
find out what it was like. She agreed and proceeded to have three of the most exotic and
wonderful days she could ever imagine experiencing. After the three days were over she
went back to Saint Peter and pleaded with him to let her go to Hell. He agreed and in
the next instance she was back in Hell but forced to exist in intolerable conditions. After
describing her three days visit to one of the other souls living in Hell, she asked what
had happened. To which he responded, “Now you know the difference between being a
recruit and an employee.”

The use of a “buddy” system or mentors can be a very effective way to
enhance the orientation process. Under this scheme, buddies are assigned
to new-hires to coach them through the early stages of their work experience. These buddies, who should be trained in coaching techniques, are
selected from the current employee group and are individuals who are
known to have positive work values, norms and a commitment to the company’s goals32. Where a collective bargaining agent represents employees,
then the buddy process can be something jointly sponsored by the union
and management, thus giving it greater credibility and support.

2.5 Employee Handbook

Again, research has shown that work group peers are more influential in shaping organizational norms of
behaviour, values and beliefs than formal company sponsored programs. It is for this reason that the selection
of buddies is important. A side benefit of a buddy program is the effect it has, as a form of positive recognition, on the buddy.
32
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An “Employee Handbook” can be an invaluable aid in the orientation
process. A Handbook is a repository of much of the information outlined
above and, therefore, provides a very convenient way to keep and transmit
that information33. As mentioned in the section on Hiring, the Handbook
needs to cover the terms and standard conditions of employment that apply
to all employees.

2.6 Experts and Honchos
Orientation is an excellent time to introduce new employees to individuals
in the organization whom they may not encounter, on a regular basis, when
on the job, but who are, nevertheless, important for them to know. Some of
these individuals would be payroll and benefits experts, health and safety
specialists, union leaders and members of senior management. In the case
of the latter, research has identified interactions with senior executives can
have a very important impact on employee commitment and identification
with company goals, either positively or negatively. Therefore, if senior
managers are involved in orientation, they need to be “schooled” in their
role and how it should be performed in order to have a positive impact.

2.7 Evaluation
The orientation process needs to be evaluated to determine its effectiveness. Evaluation can be done in three ways:
(a) interviewing a sample of employees who have gone through the process,
(b) sending a questionnaire to all new employees at a prescribed time after
they have gone through orientation, or
(c) by conducting a focus group session with a representative sample of
new employees.

3.

Comments

Sometimes referred to as the “forgotten step,” orientation is a vital part of

Organizations that have handbooks have often developed them for risk and discipline management purposes
i.e. if we want to discipline employees for rule violations we have to tell them what the rules are. In these
cases, employees are asked to sign a document confirming that they have received the handbook and are
aware of its contents. This signed declaration is then put on their personal file. As mentioned in the section
on Hiring, people are often reluctant to sign documents and requiring them to do so “under duress” not only
weakens the value of the signature but can engender bad feelings (see the note on Likes and Dislikes). Using
the employee handbook as an orientation tool can help relieve this problem.
33
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9

Workbook

1.

Introduction

This workbook has been developed to assist bus company recruiters in
using Behind The Wheel – A Guide to Best Practices for the Planning,
Recruitment and Orientation of Bus Operators. Composed of a series of
exercises and tasks, the workbook is designed to increase the competency
of those managers, who are involved in the Planning, Recruitment and
Orientation process for bus operators, in being able to use the practices and
tools outlined in the Guide. Although designed to be used on a self-directed
basis, the workbook can serve as a participant’s manual/workbook in a
planning, recruitment and orientation training seminar.
In addition to the Guide, the workbook user will need a copy of the National
Occupational Standards for bus operators that is available through the
Motor Carrier Passenger Council of Canada.

To use this workbook,
refer to the Guide and
National Occupational
Standards.

Note: In a number of the exercises, it is suggested that a “learning partner”
be used to “test drive” the exercise. The learning partner, in this case,
would be another manager in the company if the workbook is not being
used in a workshop setting. Where it is being used in a workshop, the
“learning partner” would be the other members of the learning group (see
next section).
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2.	Using the Workbook in a Workshop Setting
It is recommended, if the workbook is used in a seminar or workshop
setting that would include presentations by the seminar leader and class
discussion, the exercises should be completed by participants in learning
groups. Using a learning group process will make the completion of the
exercises a more enriching experience for participants and should lead to
more creative solutions and outcomes.
Although every seminar leader will structure the workshop to fit his/her
own style and the particular learning outcomes that have been set for it,
this workbook has been designed for a seminar of three days.
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1.

Planning

Exercise 1 – Estimating Workforce Requirements Using the
copy of Exhibit 5.1 in this workbook and Worksheet 1 as an example,
estimate the full and part-time staffing requirements for your company for
the next 12 months. In developing your estimates, you may find it easier
to recreate the worksheet as a Microsoft Excel spreadsheet document.
What information do you need to have (i.e. new routes, changed
frequencies, attendance reports and vacation entitlements) in order to work
out some of the figures on the worksheet? How important is it to know
your company’s plans for the planning period?
Exercise Notes:____________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________

Exercise 2 – Determining When to Hire
Using the copy of Exhibit 5.2 as a worksheet, determine when the new
employees identified in Exercise 1 have to be hired for each of the categories shown in the exhibit. Once you have determined a hiring date, work
back and determine when the recruiting process has to begin to meet this
hiring date.
Exercise Notes:____________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
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2.

Recruitment

Exercise 3 – Determining a Recruitment Strategy
Using Exhibit 6.2, develop what you feel is the most cost effective recruitment strategy for your company. Why have you chosen this strategy?
Assuming the strategy works in being able to attract the number of candidates needed to fill the positions identified in the previous two exercises,
what do you see as being the “recruiting cost per hire” for your company?
Does this number seem too low/high?
Exercise Notes:____________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________

Exercise 4 – Developing an Advertisement/Posting
Using the notes in the Guide, the National Occupational Standards, the
“best practices” suggestions and your own experience, develop an advertisement for the bus operator position in your company. Once you have
finished your development work, find a “learning partner” to review what
you have put together and find improvements.
Exercise Notes:____________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
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3.

Selection

Exercise 5 – Selecting a Selection Methodology
1) Using Exhibit 7.1 and 7.2, the notes in the Guide on selection and the
National Occupational Standards, identify 15 to 20 essential sub-tasks
of bus operators in your company/organization.
2) Once you have completed this, identify what you feel are one or more
of the best methods for determining a candidate’s knowledge or ability
for each of the sub-tasks.
Sub-task

Selection Methodology

_ _________________

_____________________________

_ _________________

_____________________________

_ _________________

_____________________________

_ _________________

_____________________________

_ _________________

_____________________________

_ _________________

_____________________________

_ _________________

_____________________________

_ _________________

_____________________________

_ _________________

_____________________________

_ _________________

_____________________________

_ _________________

_____________________________

_ _________________

_____________________________

_ _________________

_____________________________

_ _________________

_____________________________

_ _________________

_____________________________
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Exercise 6 – The Application Form
Using the notes contained in Exhibit 7.3, the Guide and the National
Occupational Standards, develop an application form for a bus operator
for your company. Once you have developed the form, “test drive” it with
several individuals to get their feedback.
Exercise Notes:____________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________

Exercise 7 – Résumé Coding Form
Using the notes contained in Table 3, the Guide and the National
Occupational Standards, develop a comprehensive coding form for a
bus operator for your company. Once you have developed the form, “test
drive” it with several résumés to determine if it is satisfactory. Have others
use the form and get their feedback.
Exercise Notes:____________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
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Exercise 8 – Reference Checking
Using the information generated in Exercise 7 and the notes on interviewing in the Guide, develop a structured reference interview questionnaire for
confirming the information contained on the résumé coding form.
Exercise Notes:____________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________

Exercise 9 - Development of a Work Sampling Test
Review the notes on in-service and work sampling tests in the Guide.Using
Block C – Customer Relations in the National Occupational Standards as
a basis, develop an in-service or work sampling “test” for one of the abilities listed in Block C (page 32).
Exercise Notes:____________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
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Exercise 10 – Developing Questions
Using the notes in the Guide – Exhibit 7.6 on interviewing develop:
1. A number of structured open and closed interview questions for the
sub-tasks identified in Block C.
2. One or two “Behaviour Description” questions for items in Block C.
3. One or two “Situation Response” questions for the items in Block C.
Exercise Notes:____________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________

Exercise 11 – Scoring Questions
Take the questions developed in Exercise 10 and identify samples of
responses to each of the questions that would be considered Unsatisfactory,
Satisfactory and Fully Satisfactory. Assign a rating on a scale of 1 – 10 to
each identified response.
Exercise Notes:____________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
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Exercise 12 – Practice Role Play
Working with a learning partner (or if there are enough individuals,
involved with a learning partner and an observer), role-play the questions
that have been developed in the previous exercise. Once one person has
practised his/her interviewing, rotate roles until each person has had a
chance to practise the interviewer role.
Exercise Notes:____________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________

Exercise 13 – Establishing Weights
Assume the Sub-tasks and knowledge and abilities identified in Exercise
5 are the ones we want to test for in our selection process. Review each
Sub-task and assign a “weight” out of 10 (i.e. where 1 would be lowest
and 10 highest) to the sub-task to establish its relative importance.
Exercise Notes:____________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
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4. Hiring
Exercise 14 – The Employment Letter or Contract
Using the notes contained in the Guide, draft a conditional letter of
employment for a candidate who has been selected to work for your
company as a bus operator. Once completed, review the letter with your
“learning partner.”
Exercise Notes:____________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________

Exercise 15 – Medical Examination
Review the National Occupational Standards and identify all of the
sub-tasks/abilities that constitute bona fide occupational requirements
that candidates need to be tested for in their medical examination.
Exercise Notes:____________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
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5. Orientation
Exercise 16 – Designing an Orientation Program
Using the notes contained in the Guide, develop what you feel would be an
ideal orientation program for new bus operators in your company. Discuss
your program with your learning partner.
Exercise Notes:____________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
__________________________________________________________
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