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When it comes to internal selection processes within organizations, choosing the most valid method is
crucial for ensuring that the best candidates are selected for specific roles. Among the various substantive
internal selection methods, Structured Interviews stand out as the approach with the highest validity. This
article delves into the details of structured interviews, exploring why they are considered superior in

terms of validity, how they are conducted, and their advantages in internal recruitment.

Understanding Substantive Internal Selection Methods

Substantive methods are techniques used to evaluate candidates' abilities, skills, knowledge, and suitability
for a specific position. Unlike contingent methods that focus on background checks or references,

substantive methods directly assess the candidate's competencies relevant to the role.
Common substantive internal selection methods include:

- Structured Interviews

- Work Samples and Simulations

- Cognitive Ability Tests

- Assessment Centers

Among these, structured interviews have consistently demonstrated the highest validity, making them a

preferred choice for internal recruitment processes.

What Is a Structured Interview?

A structured interview is a systematic method of interviewing where each candidate is asked a
predetermined set of questions that are directly related to the job requirements. The questions are

standardized, and the interviewers follow a consistent format to ensure fairness and comparability.
Key Features of Structured Interviews:

- Predetermined questions aligned with job analysis.

- Same questions asked of all candidates.



- Use of rating scales or scoring guides.

- Focused on job-relevant competencies and behaviors.

This structured approach minimizes biases and ensures that evaluations are based on relevant criteria, thus

enhancing the validity of the selection process.

Why Do Structured Interviews Have the Highest Validity?

Validity, in the context of selection methods, refers to the extent to which the method accurately predicts

job performance. Structured interviews are considered the most valid because they:

- Focus on Job-Related Criteria: Questions are based on a thorough job analysis, ensuring relevance.

- Standardization: All candidates are assessed using the same questions, reducing variability.

- Reduced Bias: Structured formats limit interviewer subjectivity and bias.

- Predictive Power: They have been empirically shown to correlate strongly with future job performance.
Numerous research studies and meta-analyses support these claims, consistently ranking structured

interviews as having higher validity coefficients compared to unstructured interviews or other assessment

methods.

Components of a High-Validity Structured Interview

To maximize validity, structured interviews should incorporate the following components:

1. Job Analysis

A detailed job analysis identifies the key competencies, skills, and attributes necessary for success in the

role. This forms the foundation for developing interview questions.

2. Behavioral and Situational Questions

Questions are designed to elicit responses that demonstrate past behavior or how the candidate would

handle future scenarios relevant to the role.

- Behavioral Questions: "Can you describe a time when you demonstrated leadership in a challenging

situation?"



- Situational Questions: "What would you do if you encountered a conflict with a team member?"

3. Standardized Rating Scales

Interviewers assess candidates' responses using predefined scales, such as a 5-point Likert scale, to quantify

the quality of answers.

4. Multiple Interviewers

Utilizing a panel or multiple interviewers reduces individual biases and enhances reliability.

5. Training Interviewers

Proper training ensures interviewers understand the questions, rating criteria, and legal considerations,

promoting consistency.

Advantages of Structured Interviews in Internal Selection

Implementing structured interviews in internal selection processes offers several benefits:

Enhanced Validity: Better prediction of job performance compared to unstructured methods.

Fairness and Equity: Standardized questions ensure all candidates are evaluated on the same criteria.

Legal Compliance: Documentation and consistency reduce legal risks related to discrimination.

Improved Decision-Making: Clear, evidence-based evaluations facilitate transparent decisions.

Candidate Experience: Clear structure can improve candidates’ perception of fairness.



Implementing Structured Interviews for Internal Candidates

Applying structured interviews internally requires careful planning:

Step 1: Conduct a Job Analysis

Identify the core competencies and skills required for the new role or promotion.

Step 2: Develop Interview Questions

Create questions that assess the identified competencies, focusing on past experiences and hypothetical

scenarios.

Step 3: Prepare Rating Guides

Design scoring rubrics that define what constitutes a high, medium, or low response.

Step 4: Train Interviewers

Ensure interviewers understand the process, questions, and rating criteria to maintain consistency.

Step 5: Conduct the Interviews

Administer the structured interviews uniformly, taking notes and assessing responses according to the

rating guides.

Step 6: Make Data-Driven Decisions

Combine interview scores with other relevant data, such as performance reviews and potential assessments,

for final decisions.



Limitations and Considerations

While structured interviews are highly valid, they are not without limitations:

- Time-Consuming: Developing questions and training interviewers requires effort.
- Rigidity: Overly rigid structure might limit spontaneous discussion or rapport building.
- Potential for Mechanical Evaluation: Excessive focus on scoring can diminish interviewer intuition and

interpersonal rapport.

To mitigate these issues, organizations should balance structure with flexibility and ensure interviewer

training emphasizes both technical and interpersonal skills.

Conclusion

In internal selection processes, choosing a method with high validity is essential to ensure organizational
effectiveness and fairness. Among substantive methods, Structured Interviews stand out as the most valid
approach due to their systematic design, focus on job-relevant criteria, and empirical support for their
predictive power. Implementing structured interviews requires careful planning, from job analysis to
interviewer training, but the benefits—more accurate candidate evaluation, fairness, and legal
compliance—make it a worthwhile investment. Organizations seeking to optimize their internal
recruitment should prioritize the use of structured interviews to select the most suitable candidates,

ultimately fostering organizational growth and success.
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Frequently Asked Questions

‘What is the substantive internal selection method with the highest
validity?

The structured interview is considered the substantive internal selection method with the highest validity

due to its standardized and systematic approach in assessing candidates.



Why does the structured interview have higher validity compared to

other internal selection methods?

Because it uses predetermined questions aligned with job requirements and scoring criteria, reducing

interviewer bias and improving predictive accuracy.

How does the structured interview improve the validity of internal

candidate selection?

It ensures consistency across candidates, allows for objective evaluation of competencies, and enhances the

reliability of predictions about job performance.

What are key features of a structured interview that contribute to its
high wvalidity?

Features include predefined questions, standardized scoring rubrics, trained interviewers, and questions

directly linked to job competencies.

Can the structured interview be used for internal candidate selection

across different roles?

Yes, when tailored to specific role requirements, structured interviews can effectively evaluate internal

candidates for various positions.

What are some advantages of using the structured interview as an

internal selection method?

Advantages include higher validity, fairness, consistency, and better prediction of job performance

compared to unstructured interviews.

Are there any limitations to the structured interview method in internal

selection?

Yes, limitations include the need for extensive preparation, potential rigidity, and the requirement for

trained interviewers to maintain objectivity.

Additional Resources
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‘When organizations seek to identify the most suitable candidate for a role internally, choosing an effective
and valid selection method is crucial. Among the various substantive internal selection methods, one stands
out for its high validity: Structured Behavioral Interviews. This method not only provides a
comprehensive view of a candidate’s capabilities but also significantly enhances the accuracy of predicting
future job performance. In this guide, we'll explore why structured behavioral interviews are considered
the most valid substantive internal selection method, how they work, and how organizations can

implement them effectively.

Understanding Substantive Internal Selection Methods

Before diving into the specifics of the most valid method, it’s essential to understand what substantive
internal selection methods are. These are techniques used to assess a candidate’s suitability based on their
skills, experience, and qualifications directly related to the job. Unlike contingent or judgmental methods,
which may rely more on intuition or external factors, substantive methods focus on factual evidence and

standardized assessments to ensure fairness and validity.

Common substantive internal selection methods include:

- Structured Interviews

- Work Samples / Simulations
- Assessment Centers

- Cognitive Ability Tests

- Personality Inventories

Among these, structured behavioral interviews are widely recognized for their high validity, especially

when properly designed and implemented.

Why Are Structured Behavioral Interviews Considered the Most Valid?

Validity in selection refers to the degree to which a method accurately predicts future job performance.
The higher the validity, the more reliable the method is in distinguishing suitable candidates from less

suitable ones.

Structured behavioral interviews have been shown through extensive research to possess some of the

highest validity coefficients among internal selection methods. Several reasons contribute to this:

- Focus on Past Behavior: They are based on the premise that past behavior is the best predictor of future
performance.

- Standardization: All candidates are asked the same set of questions, ensuring fairness and comparability.



- Behavioral Anchors: Questions are designed around specific behaviors and competencies relevant to the
role.

- Reduced Bias: Structured format minimizes interviewer bias and subjective judgments.

- Empirical Evidence: Multiple studies confirm their superior predictive validity compared to unstructured

interviews.

What Are Structured Behavioral Interviews?

A structured behavioral interview involves asking candidates a predetermined set of questions that target
past experiences and behaviors related to key job competencies. The interviewer evaluates responses based

on established criteria, often using rating scales.

Core features include:

- Predefined questions: Questions are prepared ahead of time, focusing on core competencies.

- Behavioral focus: Questions prompt candidates to describe specific past situations, actions they took, and
results achieved.

- Rating scales: Responses are scored on a standardized scale, enhancing objectivity.

- Consistent process: All candidates face the same questions, allowing for fair comparisons.

How Do Structured Behavioral Interviews Work?

Here's a step-by-step breakdown of how organizations typically implement structured behavioral

interviews:

1. Job Analysis and Competency Identification

- Identify Key Competencies: Determine the critical skills, knowledge, and behaviors necessary for success
in the role.
- Develop Behavioral Indicators: For each competency, specify observable behaviors or actions that

demonstrate proficiency.

2. Question Development

- Create STAR-based Questions: Use the STAR framework (Situation, Task, Action, Result) to craft
questions that elicit detailed responses.

- Example Questions:

- “Can you describe a time when you had to resolve a conflict within your team? What was the situation,

and how did you handle it?”



- “Tell me about a goal you set for yourself and how you achieved it.”

3. Interview Structure and Scoring

- Standardize Interview Format: Prepare a fixed set of questions and follow a consistent interview script.
- Develop Rating Scales: Use detailed rating rubrics (e.g., 1-5 scale) with behavioral anchors to evaluate

responses objectively.

4. Interview Conduct

- Training Interviewers: Ensure interviewers are trained to ask questions consistently and score responses
reliably.

- Probing for Details: Follow-up questions may be used to clarify or explore responses further.

5. Candidate Evaluation

- Scoring Responses: Assign ratings based on how well responses demonstrate the desired competencies.

- Comparison: Use scores to compare candidates objectively.

6. Decision Making

- The candidate with the highest combined scores on relevant competencies is selected, aligning with

organizational needs.

Advantages of Structured Behavioral Interviews

Implementing structured behavioral interviews offers numerous benefits, making them a top choice

among internal selection methods with high validity:

- High Predictive Validity: Empirical studies show these interviews predict job performance more
accurately than traditional unstructured interviews.

- Fairness and Consistency: All candidates are evaluated on the same criteria, reducing biases.

- Legal defensibility: Structured formats are less prone to discrimination claims.

- Enhanced Candidate Experience: Clear expectations and fair process improve perceptions of organizational
fairness.

- Data-Driven Decisions: Quantitative scores support transparent, objective decision-making.

Challenges and Best Practices



Despite their strengths, structured behavioral interviews require careful planning and execution:

Challenges

- Time-Intensive Preparation: Developing questions and scoring rubrics demands effort.
- Interviewer Training: Proper training is essential to ensure consistency.

- Potential for Rigidness: Overly rigid scripts may hinder natural conversation and rapport-building.

Best Practices

- Conduct thorough job analysis to identify critical competencies.

- Invest in interviewer training on behavioral interviewing techniques.
- Pilot test questions to refine clarity and relevance.

- Use multiple interviewers to reduce individual biases.

- Combine with other methods, such as work samples or cognitive tests, for a comprehensive assessment.

Evidence Supporting Validity

Extensive research supports the superior validity of structured behavioral interviews:

- Meta-analyses have found validity coefficients ranging from 0.44 to 0.68 for structured interviews,
compared to 0.14 to 0.30 for unstructured interviews.

- Predictive validity is consistently higher when interviews focus on past behaviors related to specific
competencies.

- Legal research indicates structured interviews are more defensible under employment law.

Final Thoughts

Briefly describing the one (1) of the "substantive" internal selection methods with the highest validity, the
structured behavioral interview stands out as the most reliable and valid approach. Its focus on past
behaviors, standardized format, and empirical backing make it an essential tool for organizations aiming to
make fair, accurate, and predictive internal hiring decisions. By investing in proper development and
implementation of structured behavioral interviews, organizations can significantly improve their selection

outcomes, leading to better organizational fit, higher performance, and reduced turnover.

In conclusion, when selecting internal candidates, leveraging structured behavioral interviews not only
aligns with best practices but also ensures that organizations are making data-driven, equitable decisions

rooted in proven validity.
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