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Unit 1: Strategic HRM and the Role of Staffing

Learning Objectives

Objective 1: Explain how recruitment and selection create competitive advantage

Objective 2: Describe the staffing process end to end

Objective 3: Link staffing to organizational strategy

People are the hardest resource to imitate, which is why staffing is strategic. The resource-based view

argues that valuable, rare, inimitable human capital sustains competitive advantage; recruitment and

selection are the gates through which that capital enters. A brilliant strategy executed by wrong hires

fails, while strong talent can rescue mediocre plans. This is why HRM626 treats staffing as a strategic

function, not an administrative chore.

The staffing process flows logically: human resource planning forecasts demand and supply; job

analysis defines what each role requires; recruitment builds an applicant pool; selection chooses

among applicants; onboarding integrates the chosen. Each stage feeds the next: poor planning

starves recruitment, vague job analysis blinds selection, and weak onboarding wastes good hiring.

Strategic alignment means staffing decisions serve business goals. A cost-leadership firm hires for

efficiency and trains narrowly; an innovation firm hires for creativity and tolerates risk; a

customer-intimacy firm hires for empathy. Very important: every exam answer about a staffing practice

should connect it to strategy; the 'strategic link' sentence is what separates HRM626 answers from

generic HRM answers.

Key Definitions

Staffing is defined as the HRM function of acquiring and deploying the organization's human

resources.

Resource-based view is defined as the theory that rare, valuable, inimitable resources, including

human capital, drive advantage.

Strategic alignment is defined as matching HRM practices to the organization's competitive

strategy.

Key Points to Remember

• Talent is the inimitable resource; staffing gates competitive advantage.

• Process: planning -> job analysis -> recruitment -> selection -> onboarding.

• Each stage's quality determines the next stage's success.

• Align hiring criteria with strategy: efficiency, innovation, or customer intimacy.

Unit Summary

Recruitment and selection are strategic gates for human capital, flowing from planning through

onboarding in alignment with business strategy.

Exam Pointer

Very important: always add the strategic-link sentence connecting a practice to competitive

advantage. Trace the full staffing process in order.
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Unit 2: Human Resource Planning

Learning Objectives

Objective 1: Forecast HR demand using quantitative and qualitative methods

Objective 2: Assess internal and external HR supply

Objective 3: Reconcile gaps with action plans

Human resource planning anticipates the people the strategy needs. Demand forecasting uses

quantitative methods (trend analysis extrapolating staffing ratios, regression of headcount on sales,

productivity ratios) and qualitative ones (managerial judgment, Delphi panels of experts, scenario

planning for alternative futures). No method is precise; combining methods and updating regularly

beats false precision.

Supply analysis looks inside and outside. Internal supply comes from skills inventories, succession

plans and replacement charts showing who can step up. External supply depends on labor markets:

demographics, education output, competitor moves, and economic cycles. In Pakistan, graduate

output, urbanization and Gulf migration patterns materially shape supply for many firms.

Gap analysis compares demand and supply: shortages trigger recruitment, overtime, outsourcing or

automation; surpluses trigger hiring freezes, attrition, transfers or, last, layoffs. Very important:

planning is about options, not just numbers; a good plan lists contingent actions for each scenario,

which is exactly what examiners ask you to produce from a case.

Key Definitions

HR demand forecasting is defined as estimating future staffing needs from strategy and

business drivers.

Succession planning is defined as preparing internal candidates for key future roles.

Gap analysis is defined as comparing projected demand with projected supply to identify

shortages or surpluses.

Key Points to Remember

• Demand methods: trend, regression, ratios (quantitative); judgment, Delphi, scenarios

(qualitative).

• Supply: internal (inventories, succession) and external (labor markets, demographics).

• Gaps -> actions: shortage (recruit, outsource, automate); surplus (freeze, attrite, transfer, lay off).

• Good plans list contingent actions per scenario.

Unit Summary

HR planning forecasts demand, assesses supply, and converts gaps into contingent staffing actions.

Exam Pointer

Very important: given a case, perform gap analysis and recommend actions for shortage and

surplus scenarios. Name forecasting methods with one-line descriptions.
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Unit 3: Job Analysis: Foundation of Selection

Learning Objectives

Objective 1: Define job analysis and its products

Objective 2: Apply job analysis methods

Objective 3: Write job descriptions and specifications

Job analysis is the systematic study of what a job entails and what it requires of the worker. Its

products are the job description (tasks, duties, responsibilities, working conditions) and the job

specification (knowledge, skills, abilities and other characteristics, KSAOs, required). Every valid

selection decision traces back to job analysis: you cannot fairly choose who fits a job you have not

defined.

Methods suit different jobs. Observation fits manual, visible work; interviews and questionnaires (like

the Position Analysis Questionnaire) fit varied white-collar roles; diaries and critical-incident logs

capture rare but vital behaviors; O*NET provides standardized occupational data. Best practice

combines methods: interview incumbents, observe where possible, and validate with supervisors.

From analysis come the documents. A job description lists the job title, reporting lines, duties in priority

order, and conditions. A job specification translates duties into KSAOs, distinguishing essential from

desirable. Very important: selection criteria must be job-related to be legally defensible and practically

valid; 'gut feel' requirements are where discrimination lawsuits and bad hires both begin.

Key Definitions

Job analysis is defined as systematic study of job content and worker requirements.

Job description is defined as the document listing a job's tasks, duties and responsibilities.

Job specification is defined as the document listing the KSAOs a worker needs.

Key Points to Remember

• Products: job description (what the job does) + job specification (what the worker needs).

• Methods: observation, interviews, questionnaires/PAQ, diaries, O*NET; combine methods.

• Specifications distinguish essential vs desirable KSAOs.

• Job-relatedness is the legal and practical basis of fair selection.

Unit Summary

Job analysis produces descriptions and KSAO specifications through combined methods, providing

the job-related foundation all selection must rest on.

Exam Pointer

Very important: write a mini job description/specification from a brief, and explain why

job-relatedness matters legally. List analysis methods with fit.

Unit 4: Recruitment: Strategy and Sources
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Learning Objectives

Objective 1: Design a recruitment strategy

Objective 2: Compare internal vs external sources

Objective 3: Evaluate traditional and digital sourcing channels

Recruitment strategy answers four questions: whom (target profile from the specification), where

(which labor markets and channels), when (timing against the plan), and how (message and employer

brand). Strategy precedes sourcing; posting everywhere for everyone wastes money and floods

selection with unqualified applicants. The metric that matters is quality of hire per rupee, not volume of

applications.

Internal sources, promotions, transfers, job posting, bring known quantities, faster ramp-up and

morale benefits, but risk inbreeding and disappointed losers. External sources, advertising, agencies,

campuses, referrals, bring fresh skills and perspectives at higher cost and risk. Neither dominates

universally; the mix follows the job: leadership pipelines favor internal development, novel skills favor

external search.

Channels have evolved. Employee referrals are consistently the best source of quality hires; campus

recruitment builds pipelines; job portals and LinkedIn dominate volume; social media and

employer-branding content attract passive candidates. Very important: realistic job previews, honest

about the role's downsides, reduce early turnover; overselling in recruitment is borrowing against

retention.

Key Definitions

Recruitment is defined as attracting a pool of qualified candidates for vacancies.

Realistic job preview is defined as honest portrayal of a role's positives and negatives to

candidates.

Employer brand is defined as the organization's reputation as a place to work.

Key Points to Remember

• Strategy: whom, where, when, how; optimize quality-per-rupee, not volume.

• Internal: known, fast, motivating; risks inbreeding. External: fresh skills; costlier, riskier.

• Best channels: referrals (quality), campuses (pipeline), portals/LinkedIn (volume).

• Realistic job previews cut early turnover; overselling borrows against retention.

Unit Summary

Recruitment strategy targets the right profiles through balanced internal/external sourcing and honest

employer branding, measured by quality per rupee.

Exam Pointer

Very important: recommend a sourcing mix for a given role with reasons, and explain realistic job

previews' effect on turnover.

Unit 5: Selection Process Design
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Learning Objectives

Objective 1: Outline the stages of a selection process

Objective 2: Explain reliability and validity of selection tools

Objective 3: Design a process balancing validity, cost and candidate experience

A selection process is a sequence of hurdles: screening (CVs, application blanks), preliminary

interview, employment testing, in-depth interviews, background and reference checks, medical

examination where job-relevant, and the final decision. Hurdles are ordered by cost: cheap screens

first, expensive assessments later. Each hurdle should add incremental validity; a step that predicts

nothing is pure cost and candidate irritation.

Two psychometric concepts govern tool choice. Reliability is consistency: test-retest, internal

consistency, inter-rater agreement. Validity is accuracy: content validity (test samples the job domain),

criterion validity (scores predict performance, concurrent or predictive), and construct validity

(measures the intended trait). A reliable but invalid test consistently measures the wrong thing; validity

is what justifies use.

Design trades off validity against cost, time and candidate experience. High-validity tools (structured

interviews, work samples, cognitive tests) should anchor decisions; low-validity staples (unstructured

interviews, handwriting analysis) should be dropped whatever tradition says. Very important: always

report validity evidence when recommending a tool; 'we have always done it' is not evidence.

Key Definitions

Reliability is defined as consistency of a selection measure across time, items or raters.

Criterion validity is defined as the correlation between test scores and job performance.

Incremental validity is defined as the additional predictive power a hurdle adds beyond earlier

ones.

Key Points to Remember

• Hurdles ordered by cost: screening -> tests -> interviews -> checks -> decision.

• Reliability = consistency; validity = accuracy (content, criterion, construct).

• Reliable but invalid = consistently wrong; validity justifies use.

• Anchor on high-validity tools; drop tradition without evidence.

Unit Summary

Selection processes sequence cost-ordered hurdles, each justified by reliability and validity evidence,

designed around predictive power and candidate experience.

Exam Pointer

Very important: define reliability vs validity with examples, and order a selection process explaining

each hurdle's incremental value.

Unit 6: Employment Testing

Learning Objectives
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Objective 1: Classify employment tests

Objective 2: Evaluate cognitive, personality and skills tests

Objective 3: Address test fairness and legal issues

Employment tests fall into families. Cognitive ability tests (verbal, numerical, reasoning) are the single

best predictors of job performance across roles, though they show group differences requiring care.

Personality inventories (Big Five, especially conscientiousness) add incremental validity, particularly

for teamwork and service roles. Job knowledge and work-sample tests directly sample performance

with high face validity. Integrity, emotional intelligence and physical ability tests serve specific roles.

Choosing tests means weighing validity, adverse impact, cost and acceptability. Cognitive tests

predict well but need validation and careful cut-score justification. Personality tests are fakable under

high stakes, so use forced-choice formats and never as sole deciders. Work samples are excellent but

expensive to build. The professional standard: validate locally, monitor adverse impact, and combine

tests rather than relying on one.

Legal defensibility requires job-relatedness, consistent administration, accommodation for disabilities,

and data privacy. In Pakistan's context, where formal testing is less institutionalized, HRM626

graduates should champion validated, fair testing against the common reliance on unstructured

interviews and sifarish. Very important: testing knowledge is where HR professionals most visibly add

value over line managers' intuition.

Key Definitions

Cognitive ability test is defined as a measure of mental capabilities like reasoning and

problem-solving.

Adverse impact is defined as a selection procedure disproportionately excluding a protected

group.

Work-sample test is defined as an assessment requiring candidates to perform actual job tasks.

Key Points to Remember

• Cognitive tests: best general predictors; handle group differences carefully.

• Personality (Big Five, conscientiousness): incremental validity for team/service roles.

• Work samples: high validity, costly; integrity/EI/physical tests for specific roles.

• Defensibility: job-related, validated, consistent, accommodating, private.

Unit Summary

Employment tests span cognitive, personality, job-knowledge and work-sample families, chosen and

validated for predictive power with fairness safeguards.

Exam Pointer

Very important: compare test families on validity and adverse impact, and explain what makes

testing legally defensible.

Unit 7: The Employment Interview
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Learning Objectives

Objective 1: Distinguish structured, semi-structured and unstructured interviews

Objective 2: Design behavioral and situational questions

Objective 3: Train interviewers and avoid common biases

The interview is the most used and most abused selection tool. Unstructured interviews, casual

conversations, have near-zero validity and amplify bias. Structured interviews, same job-related

questions for all candidates, anchored rating scales, trained panel, reach validity rivaling tests.

Semi-structured formats add flexibility but must keep the core standardized. The evidence is

unambiguous: structure is what makes interviews work.

Question design follows job analysis. Behavioral questions ('Tell me about a time you resolved a team

conflict') probe past behavior as a predictor, using the STAR format (Situation, Task, Action, Result)

for answers. Situational questions ('What would you do if a key supplier failed?') test judgment about

hypothetical job scenarios. Both beat hypothetical-free chat; behavioral edges out situational slightly

on validity.

Interviewer bias is the enemy: halo effects, similarity attraction, contrast effects (a weak candidate

looks worse after a star), first-impression anchoring, and illegal probing into protected characteristics.

Countermeasures: panels, structured guides, independent scoring before discussion, and training.

Very important: in Pakistan, structured interviewing is also the practical antidote to sifarish-based

hiring; frame it that way in applied answers.

Key Definitions

Structured interview is defined as standardized job-related questions with anchored rating

scales for all candidates.

Behavioral question is defined as asks about past behavior in job-relevant situations (STAR

format).

Halo effect is defined as letting one positive trait color the entire evaluation.

Key Points to Remember

• Unstructured interviews: near-zero validity; structured: validity rivaling tests.

• Behavioral (past, STAR) and situational (hypothetical) questions from job analysis.

• Biases: halo, similarity, contrast, anchoring; counters: panels, guides, independent scoring.

• Structure is the practical antidote to favoritism in hiring.

Unit Summary

Structured, job-related interviews with behavioral and situational questions, trained panels and bias

controls turn the interview from ritual into prediction.

Exam Pointer

Very important: write sample behavioral and situational questions for a role, and explain with

evidence why structure beats unstructured chat.

Unit 8: Assessment Centers and Advanced Methods
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Learning Objectives

Objective 1: Explain assessment center design and exercises

Objective 2: Evaluate simulations, role plays and in-baskets

Objective 3: Judge cost-benefit for different roles

Assessment centers are multi-exercise, multi-assessor evaluations, not places. Candidates rotate

through in-basket exercises (prioritizing a manager's inbox), leaderless group discussions, role plays

(handling a difficult employee), case analyses and presentations, while trained assessors rate

observed behaviors against competency dimensions. The integration session, where assessors pool

independent ratings, is where reliability is built.

Their strength is behavioral fidelity: candidates do the job's work rather than talk about it, yielding the

highest validity among selection methods for managerial roles. Their weakness is cost: design,

assessor training and candidate time are expensive, typically justified for leadership, graduate-trainee

and high-stakes technical pipelines. Dimension-based scoring (e.g. 'influence', 'analysis') beats

exercise-based scoring for validity.

Modern extensions include gamified assessments, virtual assessment centers run over video, and

AI-assisted screening, each needing the same validation discipline as older tools. Very important:

recommend assessment centers by role value: the greater the cost of a bad hire and the more

observable the competencies, the stronger the case.

Key Definitions

Assessment center is defined as a multi-exercise, multi-assessor method evaluating

competencies through simulations.

In-basket exercise is defined as a simulation requiring prioritization and action on a manager's

typical inbox.

Behavioral fidelity is defined as the degree to which an assessment mirrors actual job behavior.

Key Points to Remember

• Exercises: in-basket, group discussion, role play, case analysis, presentation.

• Multi-assessor integration builds reliability; dimension scoring beats exercise scoring.

• Highest validity for managerial roles; high cost limits use to high-stakes hiring.

• New formats (gamified, virtual, AI) need the same validation discipline.

Unit Summary

Assessment centers evaluate competencies through realistic simulations with pooled assessor

judgment, offering top validity at high cost for high-stakes roles.

Exam Pointer

Exam pointer: design a half-day assessment center for a management trainee role, justifying each

exercise against competencies.

Unit 9: Background Checks, References and Decision Making
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Learning Objectives

Objective 1: Conduct lawful, useful background verification

Objective 2: Interpret reference information critically

Objective 3: Make and communicate final selection decisions

Verification protects against résumé fraud and negligent hiring. Checks cover education credentials,

employment history, criminal records where job-relevant, and professional licenses. In Pakistan,

degree verification through HEC and direct employer confirmation are standard; social media

screening needs a written policy distinguishing job-relevant public information from protected

characteristics.

References are weak predictors but useful verifiers: referees are hand-picked and generous.

Structured reference formats asking about specific behaviors and rehire willingness extract more

signal than open-ended praise. Always interpret generously-worded references cautiously and

corroborate across sources; a single glowing reference proves little.

Decision making should combine data mechanically, not impressionistically: weighted compensatory

models or multiple-hurdle cutoffs beat holistic gut integration, which reintroduces the biases structure

removed. Communicate decisions promptly and respectfully; rejected finalists deserve timely closure,

and legal defensibility requires consistent, documented criteria. Very important: document the decision

rationale at the time; reconstructed rationales fail under scrutiny.

Key Definitions

Background verification is defined as confirming credentials, history and records relevant to the

role.

Negligent hiring is defined as liability for harm caused by an employee the employer failed to

screen adequately.

Multiple-hurdle model is defined as requiring minimum scores at each selection stage.

Key Points to Remember

• Verify: education (HEC), employment history, job-relevant records; policy-governed social checks.

• References verify more than they predict; use structured formats and corroboration.

• Combine scores mechanically (weighted models, hurdles), not by gut.

• Document rationale contemporaneously; communicate decisions promptly.

Unit Summary

Verification guards against fraud, references corroborate, and mechanical decision models with

documented rationale make selection defensible and fair.

Exam Pointer

Very important: explain why mechanical combination beats holistic judgment, and list verification

checks with their purposes.

Unit 10: Onboarding and Socialization
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Learning Objectives

Objective 1: Design effective onboarding programs

Objective 2: Explain organizational socialization stages

Objective 3: Measure early-tenure success

Selection's value leaks away without onboarding. Effective programs run 90 days or more, not one

day: pre-boarding (paperwork, welcome), orientation (culture, systems, compliance), role clarity

(goals, stakeholders, early wins), and integration (relationships, feedback rhythms). Buddy systems

and structured manager check-ins at 30-60-90 days catch problems while fixable.

Socialization theory describes the newcomer's journey: anticipatory socialization (expectations formed

during recruitment, hence realistic previews matter), encounter (reality shock as expectations meet the

job), and metamorphosis (adjustment and insider status). Proactive newcomers who seek feedback

and build networks adjust faster; onboarding should teach these behaviors, not just company facts.

Measure what matters: time-to-productivity, 90-day and one-year retention, new-hire engagement,

and hiring-manager satisfaction. Early turnover is the costliest because selection investment is lost

entirely. Very important: frame onboarding as the ROI protection of selection spending; that financial

language wins management support and exam marks.

Key Definitions

Onboarding is defined as the structured process integrating new hires into role, team and culture.

Organizational socialization is defined as the newcomer's adjustment journey: anticipatory,

encounter, metamorphosis.

Time-to-productivity is defined as how long before a new hire performs at full expected level.

Key Points to Remember

• 90-day programs: pre-boarding, orientation, role clarity, integration; 30-60-90 check-ins.

• Socialization stages: anticipatory -> encounter (reality shock) -> metamorphosis.

• Teach proactive behaviors: feedback-seeking, network-building.

• Metrics: time-to-productivity, early retention, engagement; onboarding protects selection ROI.

Unit Summary

Structured 90-day onboarding shepherds newcomers through socialization stages to productivity,

measured by retention and time-to-productivity.

Exam Pointer

Exam pointer: design a 90-day onboarding plan and explain socialization stages. Frame

onboarding as ROI protection.

Unit 11: Legal, Ethical and Diversity Issues

Learning Objectives
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Objective 1: Identify legal constraints on selection

Objective 2: Prevent discrimination in recruitment and selection

Objective 3: Build diversity through fair staffing

Selection law everywhere converges on principles: decisions must be job-related, consistently

applied, and free from discrimination on protected grounds (in Pakistan, constitutional equality and

labor protections; internationally, race, sex, age, disability frameworks). Job-relatedness validated by

job analysis is the universal defense. Medical inquiries and tests must be job-relevant and post-offer in

many regimes; data privacy governs candidate information.

Discrimination hides in process details: word-of-mouth recruiting that bypasses underrepresented

groups, biased language in advertisements ('young dynamic'), unstructured interviews, and

unvalidated tests with adverse impact. Audits should track pass rates by group (the four-fifths rule as a

flag), review criteria for job-relatedness, and standardize every stage.

Diversity is also strategic: varied teams outperform on complex tasks, and representative workforces

serve diverse customers. Build it through structured processes, diverse panels, targeted outreach and

inclusive employer branding, not through quotas that undermine merit credibility. Very important: the

ethical and the business cases reinforce each other; strong answers present both.

Key Definitions

Adverse impact is defined as a neutral-seeming practice disproportionately excluding a protected

group.

Four-fifths rule is defined as a flag: a group's pass rate below 80% of the top group's suggests

adverse impact.

Job-relatedness is defined as the requirement that selection criteria connect to actual job

requirements.

Key Points to Remember

• Legal core: job-related, consistent, non-discriminatory; validated by job analysis.

• Bias hides in sourcing, ad language, unstructured interviews, unvalidated tests.

• Audit with pass-rate tracking (four-fifths flag) and criteria review.

• Diversity via structured fair process + outreach; ethical and business cases align.

Unit Summary

Lawful selection is job-related, consistent and audited for adverse impact; fair structured processes

simultaneously build the diversity that improves performance.

Exam Pointer

Very important: explain the four-fifths rule and list three process points where discrimination hides,

with fixes.

Unit 12: Metrics, Technology and the Future of Staffing

Learning Objectives
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Objective 1: Measure recruitment and selection effectiveness

Objective 2: Evaluate HR technology: ATS, AI screening, analytics

Objective 3: Anticipate future staffing trends

Staffing must prove its value. Recruitment metrics: time-to-fill, cost-per-hire, source quality

(performance and retention by channel), offer-acceptance rate. Selection metrics: validity coefficients,

utility analysis (the financial gain from better selection, Brogden-Cronbach-Gleser), adverse impact

ratios, and quality-of-hire composites. Report these to management in business language: rupees and

performance, not HR jargon.

Technology reshapes every stage. Applicant tracking systems manage pipelines; AI screening parses

CVs and even video interviews, promising efficiency but risking encoded bias, which demands

validation and human oversight. People analytics predicts flight risk and performance; chatbots handle

candidate communication. The professional standard: technology assists structured judgment, never

replaces validated decision logic.

Future trends: skills-based hiring over credentials, internal talent marketplaces, remote-work widening

talent pools, continuous candidate relationship management, and growing regulation of AI in hiring.

Very important: the enduring principle is validation; every new tool must prove it predicts performance

fairly, whatever its novelty.

Key Definitions

Quality of hire is defined as a composite of new-hire performance, retention and ramp-up speed.

Utility analysis is defined as estimating the financial value of improved selection validity.

Applicant tracking system is defined as software managing recruitment pipelines and candidate

data.

Key Points to Remember

• Metrics: time-to-fill, cost-per-hire, source quality, validity, utility, quality of hire.

• Utility analysis translates validity into rupees for management.

• AI screening needs bias validation and human oversight; tech assists, not replaces.

• Trends: skills-based hiring, talent marketplaces, remote pools, AI regulation.

Unit Summary

Staffing effectiveness is measured in business metrics and utility; technology extends reach but must

be validated; skills-based, data-driven hiring is the future.

Exam Pointer

Very important: list key staffing metrics and explain utility analysis logic. Evaluate an AI screening

tool against validation and fairness criteria.
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