
4 Step Sequence for 
Effective Employee 
Screening, Hiring, & 

Placement

P eter Drucker 
stated, “a 
company’s most 

valuable asset is its people.” Any 
businessperson with nearly 
any amount of experience 
can attest to the truth of this 
statement. However, while 
employees are valuable, not 
every individual is a valuable 
employee.  

Timing & Sequence

The optimal employee screening 

strategy follows a specific timing 

and sequence.  

Step #1: Integrity Testing

Integrity testing is a pre-interview 
screening tool and the first step in a 
comprehensive employee screening 
strategy.  

Mark Walker, Integrity First: “The 
Integrity Test is an overt test asking 
very direct questions such as how 
often have you stolen from your 
previous employer because you felt 
underpaid? The question of why 
someone would answer truthfully 
is very important, and the answer 
is because they suffer from a state 
of mind we refer to as cognitive 
dissonance. The individual has 
rationalized their bad behavior as 
being acceptable”

Approximately 25% of candidates 
will fail the test and be removed 
from the candidate pool. There 
is no reason to waste time on 
candidates who have tendencies 
toward counter-productive 
behavior.

Integrity testing measures four 
counter-productive behaviors:

• Drug & Alcohol Abuse

•  Hostility

•  Dishonesty

•  Theft

Step #2: Interview & Offer

An employer will hold conventional 
candidate interviews and select the 
candidate(s) who appears to be best 
fit for the open position(s). These 
candidates will be issued a conditional 
offer of employment. 

“We are pleased to conditionally 
offer you the position noted above 
based on your ability to physically 
and mentally perform substantially 
all of the essential job duties of the 
position.”

Step #3: Post Offer 
Screening & Establish 
Baseline 

Once conditional offers of 
employment are issued a company 
will implement a post-offer 
screening strategy. 

This strategy will be tailored 
specifically to the company’s needs 
and could include:

•  Drug-Testing

•  Background Screening

•  Criminal Record Search

•  Driving records

•  Credit report

•  SSN verification



4 Step Sequence for Effective Employee 
Screening, Hiring, & Placement

AFTER completion of any 
additional drug or background 
screening:

•  Physical Capacity Testing & 
Establish Employee Baseline.

•  Test based on verified 
job descriptions and 
requirements of essential 
and non-essential 
functions. 

•  Functional capacity evaluations 
determine the range of an 
employee’s actual physical 
capabilities. A physical or 
occupational therapist 
conducts an FCE by measuring 
the range of an individual’s 
physical abilities in the work 
environment. 

Establish Employee 
Baseline

In workers’ compensation, our job 
is to return an injured employee 
to their pre-injury state. In other 
words, if an employee comes to 
an employer at 78 out of 100 and 
declines to 56 out of 100 due to 
a work-related injury, then the 
employer’s responsibility is to 
return the employee to 78, rather 
than 100 out of 100. 

The key to success is to establish 
the employee’s baseline PRIOR to 
injury. If you do not know or have 
documentation to establish the 
employee was at 78 prior to injury, 
then your default responsibility is 
to return the employee to 100 out 
of 100.

Larry Feeler, WorkSteps:  “If you 
don’t have measurements on a 
pre-existing injury for an employee, 
then no pre-existing injury exists. 
What that means is without a 
documented baseline they’re 

presumed perfect when you hire 
them and whatever aliments 
happen are completely your 
fault.”

Step #4: Place 
Employee In Position

After the candidate has passed 
the integrity testing, interview, 
screening, and physical capacity 
testing place the new hire in a 
position in which they are mentally 
and physically qualified. 

The odds of a successful 
hire in this scenario are high.
determinations for what is 
necessary, and begin assembling 
the parts of the transition. 

Where & How to Get 
Started

It is easy for employers to 
be overwhelmed with many 
possible options and steps in 
a comprehensive employee 
screening strategy.  Attempting to 
implement all of the steps at once 
across an entire organization has 
a very low chance of successful 
adoption. 

Identify the area of greatest need 
and begin a pilot screening program 
in this area.  Under ADA law, the 
area could be an entire specific 
location or entire individual position 
within a company.  

The most common place to start 
is by reviewing the company loss 
runs to locate the position with the 
highest frequency of injuries. Once 
success is proven with this class of 
workers, then the next two or three 
positions can be addressed.

Larry Feeler, WorkSteps: “My 
recommendation would be to start 
where your disasters are. This process 
is as simple as looking at the claim 
logs to identify where the injuries are 
occurring. 

Under the ADA, you have the right 
to choose the specific positions you 
want to work with. So, if you have 
warehouseman who are injuring their 
backs then you can start by testing 
your warehouse people. When you 
see that the injury rates are reduced 
then you can expand to the next 
position having problems. 

Also, you want to be prepared and 
not wait until an injury occurs to act. 
You want your heavier jobs analyzed 
so you can do the appropriate testing 
as you see fit.”

Identify the area 
of greatest need 
and begin a pilot 
screening program
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