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Recruiting Staff SVS Fact Sheet
The following minimum legal requirements must be complied with:

· Equal Pay Act 1970 
· Rehabilitation of Offenders Act 1974 
· Sex Discrimination Act 1975   

· Race Relations Act 1976 
· Disability Discrimination Act 1995 
· Asylum and Immigration Act 1996   

· Fixed-term Employees (Prevention of Less Favourable Treatment) Regulations 2002 
· Employment Equality (Sexual Orientation) Regulations 2002 
· Employment Equality (Religion or Belief) Regulations 2003 
· Employment Equality (Age) Regulations (2006) 
This fact sheet gives introductory guidance. It: 

· provides advice to help improve the effectiveness and fairness of your recruitment process 

· documents the stages of the recruitment and selection processes 

· comments on the use of external recruitment services 

Having the right person, in the right place, at the right time, is crucial to organisational performance. Recruitment is a critical activity, not just for the HR team but also for line managers who are increasingly involved in the selection process. 

This factsheet gives outline guidance – it doesn’t replace legal advice. All those involved in recruitment activities should be aware of relevant legislation and the latest legal position on issues such as discrimination and the need to treat candidates fairly, asylum and immigration rules, data protection, and employing those with criminal records and anyone who will be working with children or vulnerable adults. 
Prepare a timetable

A good way of doing this is to work backwards from the date that you want the new employee to start work. It is important however to err on the side of caution and make sure that the times you allocate are realistic. It is better to have too much time planned in than too little so ensure that you take this into account when planning the process.

Even with all these assumptions the whole thing, start to finish, will take twelve weeks. So from the moment you decided to appoint someone and the moment you appoint, you can assume a period of at least three months. And don’t forget, things can take longer: a person may have to give two months’ notice, panels may not have dates that fit together, holidays may interfere, you may have to wait for references and (worst of all) no one good enough may apply.

There might be other things to consider, too: for example if the post is with children or vulnerable people you will need to have the person police checked, which can take time. You may also have to check someone’s eligibility to work in the UK – if they have the appropriate immigration certificates and work permits.

Another thing to consider is timing: having worked out the flow chart above, is week 4, when the advert goes out, in the middle of Christmas holidays? Are you holding interviews in the middle of August when people may be on holiday?
Job analysis 
Before recruiting for a new or existing position, it is important to invest time in gathering information about the nature of the job. This means thinking not only about the content (such as the tasks) making up the job, but also the job’s purpose, the outputs required by the job holder and how it fits into the organisation’s structure. It is also important to consider the skills and personal attributes needed to perform the role effectively. 

Ways to gather this information include observation, questionnaires, interviews or work diaries. 

This analysis can form the basis of a job description and person specification. 

Job description 
Carrying out a job analysis will form the basis of a written job description. This benefits the recruitment process by: 

· Providing information to potential applicants and recruitment agencies who may be recruiting on your behalf 

· Acting as an aid in selection; for example when designing assessment activities and making decisions between candidates. 

The analysis can also be used to communicate expectations about standards to employees and managers to help ensure effective performance in the job. 
Person specification/job profile 

A person specification or job profile states the necessary and desirable criteria for selection. Increasingly such specifications are based on a set of competencies identified as necessary for the performance of the job. 

In general, specifications should include details of: 

· Skills, aptitude, knowledge and experience 

· Qualifications (which should be only those necessary to do the job - unless candidates are recruited on the basis of future potential , for example graduates) 

· Personal qualities relevant to the job, such as ability to work as part of a team. 
Competency frameworks may be substituted for job or person specifications but these should include an indication of roles and responsibilities – 
How to produce a job description

1. Conduct interviews
Take time to sit down with the person who does the job and relevant team members, managers etc. Discuss their perception and expectations of the role, which may vary from the reality. 

2. Gather documentation
Get together all documents relevant to the job, including staff policies, old job descriptions, hand-over manuals and - if you have access to them - performance reviews reports. All these documents will provide you with general background information. 

3. Organise your data
Once you have gathered the above information, start sorting tasks and responsibilities. How often do they occur and how difficult or important are they? What skills and knowledge are required for each of them? Draw up a schedule setting out each task and rank the importance of the skills and knowledge from 'essential' to 'non-essential'. 

4. Finalise your analysis
On a word processor type a document that sets out the result of your analysis. Items to be included are: 

· An accurate job title

· The job's general purpose, e.g. provide administrative support to the Finance Director

· Level of responsibility, including a detailed specification of any supervisory duties

· An organisation chart reflecting the job's position in relation to the rest of the structure

· The location, also in relation to required equipment

· Salary, benefits and promotion procedures

· Working hours

· Tasks performed and their relative importance

· Skills and knowledge required, with their relative importance

· Personal attributes, e.g. accuracy, level-headedness. 

Draw up a job description 

On the basis of the job analysis, we can now draft a job description. The two will have similarities, but also differences as there may be items that the organisation does not want to include in the job description for various reasons. What should definitely be included are items such as: 

· Job title

· Department

· Location

· Hours of work

· Level of seniority

· Salary

· Job title of the person to whom the job holder is reporting

· Job title of staff reporting to job holder

· General purpose of the role

· Main tasks and duties with specification, stated in active verbs

· Any other relevant information, such as ad hoc tasks, opportunities for added responsibility and other optional extras 

· Depending on the purpose of the job description and the procedures used by the organisation, the job description may also include responsibility for equipment, frequency of the tasks (daily, weekly, monthly etc), training requirements and any other information that is relevant to the person doing the job. 

Check accuracy
Don't forget to provide the relevant staff members (person doing the job, managers and team members) with a copy of your analysis and job description. Ask them to provide you with feedback. Finally, as mentioned at the beginning, don't forget to update your documents at least once a year. 

Pay

How do you know how much to pay someone? How do you decide at what rate you are going to advertise a job? In making the decision there are a couple of things you need to consider.  For most jobs there is a market rate: the amount of money you have to pay to get a worker with the right amount of skills, ability and experience to do the job you want done. For example, you would expect to pay more money for a lawyer than for a cleaner. 

For workers in particular sectors there are often different pay rates set out in pay scales. The pay rates in these scales are determined nationally by national negotiations between employer and employee representatives. The one most commonly used by the voluntary sector is the Local Government Pay Scale, commonly known as the NJC (short for National Joint Council – for Local Government Employees)

To help you determine what the correct rate you could check what other people are paying for a job, or you could use a system known as Job Evaluation. This looks at all the factors that make up the job, and comes up with an appropriate pay level. 

It is also important to consider whether you are paying the ‘going rate’ – so check with other organisations, or simply check job advertisements in publications such as the Guardian or Third Sector.

Finally you should consider whether you are possibly discriminating. Some jobs are traditionally occupied by a section of the community and you should be sure that if your job is one of these posts you are paying a wage for a post that compares appropriately in your organisation. An example might be a childcare job, traditionally more likely to be held by a woman.

Attracting applications 

The first stage is to generate interest from candidates and there is a range of ways for doing this. 
Internal methods 

It is important not to forget the internal talent pool when recruiting. Providing opportunities for development and career progression is an important factor for employee retention and motivation. 

Some organisations operate an employee referral scheme. These schemes usually offer an incentive to existing employees to assist in the recruitment of family or friends and they have been growing in popularity. But it is important that employers do not rely on schemes such as these at the expense of attracting a diverse workforce – 
External Methods 

There are many options available for generating interest from individuals outside the organisation. These include placing advertisements in trade press, newspapers, on your organisation’s intranet and websites.  According to our most recent recruitment survey corporate websites have broken even with local newspapers as the most common method of attracting candidates (used by 75% of organisations). 

Advertisements should be clear and indicate the:

· Outline requirements of the job 

· Necessary and the desirable criteria for job applicants (to limit the number of inappropriate applications received) 

· Nature of the organisation’s activities 

· Job location 

· Reward package 

· Job tenure (for example, contract length) 

· Details of how to apply. 

Advertisements should be genuine and relate to a job that actually exists. They should appeal to all sections of the community using positive visual images and wording. 

Other ways to attract applications include building links with local colleges, working with the jobcentre and holding open days. 
Managing the application process 

There are two main formats in which applications are likely to be received: the curriculum vitae (CV) or application form. It is possible that these could be submitted either on paper or electronically and the use of e-applications (Internet, intranet and email) is now part of mainstream recruitment practices.
Application forms 
Application forms allow for information to be presented in a consistent format, and therefore make it easier to collect information from job applicants in a systematic way and assess objectively the candidate’s suitability for the job. 

A typical application form includes questions on basic biographical information, previous work experience, educational background and work-related training. For any particular job, it can be helpful to tailor the design of the organisation’s general application form as it is unlikely the recruiter will want to the same kind of information from a customer services assistant as, say, a senior manager. This also gives the opportunity to ask some more involved questions, for example questions which link with the competencies required for the job. Application forms can also be used to collect sensitive information, for example for equal opportunities monitoring and medical information: any such information should be used only for this purpose and be kept separate from information on which selection decisions will be based (for example using a separate piece of paper or detachable slip from the main application form). 

Application form design is also important - a poorly designed application form can mean applications from some good candidates are overlooked, or that candidates are put off applying, for example, devoting lots of space to present employment disadvantages a candidate who is not currently working. Under the Disability Discrimination Act 1995, it may be necessary to offer application forms in different formats. 

Application forms should: 

· Be realistic and appropriate to the level of the job 

· Use clear language 

· Be piloted for readability and ease of completion 

· Not request detailed personal information unless relevant to the job 

· State the procedure for taking up references, how these will be used and at what stage in the recruitment process they will be taken 

· Be accompanied by details of the job and clear information about the application and selection procedure 

· Enable you to draw up a short list of candidates 

· Provide a source of information to draw on in the interview 

· Help track how applicants found out about the position – to enable a review of the effectiveness of recruitment methods used 

· Provide a store of information about good but unsuccessful candidates that can be filed (either in hard copy or electronically) for future use. 
CVs 

The advantage of CVs is that they give candidates the opportunity to sell themselves in their own way and don’t have the restrictions of fitting information into boxes as often happens on an application form. However, CVs make it possible for candidates to include lots of additional, irrelevant material which may make them harder to assess consistently. 
Dealing with applications 


All solicited applications (such as responses to advertisements) should be acknowledged, and where possible, so should all unsolicited applications. Prompt acknowledgment is good practice as it presents a positive image of the organisation. Increasingly candidates are being treated as customers, and in a tight labour market the recruitment process works both ways. 

All applications should be treated confidentially and circulated only to those individuals involved in the recruitment process. 

Selecting candidates
Selecting candidates involves two main processes: short listing and assessing applicants to decide who should be made a job offer. 

Selection decisions should be made after using a range of tools appropriate to the time and resources available. Care should be taken to use techniques which are relevant to the job and the business objectives of the organisation. All tools used should be validated and constantly reviewed to ensure their fairness and reliability. The selection processes should be based only on a candidate’s: 

· Ability to do the job 

· Ability to make a contribution to the organisation's effectiveness 

· Potential for development. 

Choosing who will be on the interview and short listing panel (it should be the same people on both!) You should make sure that a representative of the Management Committee and the line manager for the job being recruited are included on the panel. It is usual to have between 3 and 5 people on a panel (but always more than 1!) Also you should make sure that there are no conflicts of interest for any of the panel members – for example nobody should be on the panel who has too close a connection to, or is related to, any of the applicants.

· Training for the panel if necessary in the processes of selecting new staff.


Making the appointment 
Before making an offer of employment, employers have responsibility for checking that applicants have the right to work in the UK and to see and take copies of relevant documentation - a list of acceptable documents demonstrating the right to work in the UK is available from the Home Office..
Offers of employment should always be made in writing. But it is important to be aware that an oral offer of employment made in an interview is as legally binding as a letter to the candidate. 

Employers must also be aware of the legal requirements of and what information should be given in the written statement of particulars of employment/contract. 
Joining the organisation 
Well-planned induction enables new employees to become fully operational quickly and should be integrated with the recruitment process.
Other points to consider 
References 
A recruitment policy should state clearly how references will be used, when in the recruitment process they will be taken up and what kind of references will be necessary (for example, from former employers). These rules should be applied consistently. 

Recruiters should always obtain references to check factual information such as qualifications. But they should not ask former employers to supply a subjective opinion as to an applicant's likely future performance. Such data is unreliable and can be misleading. 
Medical examinations
 It is reasonable to require completion of a health questionnaire where good health is relevant to the job. 

Any particular physical or medical requirement should be made clear in the job advertisement or other recruitment literature. Organisations should pay for any medical examinations required. 

When it is necessary for medical records to be obtained, the requirements of the Access to Medical Reports Act 1988 must be observed. Care should be taken with regard to the Disability Discrimination Act before making selection decisions relating to employee’s mental or physical health. 
Documentation 
The process should be documented accurately and access limited to recruitment staff.  Information should be kept for sufficient time to allow for any complaints to be handled.   Unsuccessful candidates should be notified promptly in writing, giving feedback if possible. As a minimum, feedback on any psychometric test results should be given. 
Monitoring 

Monitoring is not mandatory but it is good practice to ensure that all groups have an equal chance at all stages of the recruitment process. Data collected for monitoring should not be used for any other purposes. 

External recruitment services 


Many organisations make use of external providers to assist in recruitment. A range of services are available including attracting candidates, managing candidate responses (for example by via a call centre response service) screening and short listing, or running assessment centres on your behalf. 

In order to ensure an effective working relationship, remember the following: 

· 

Examine the market carefully before selecting an agency or consultancy. Different services are provided by different agencies. It is important that an organisation selects one which reflects its aims and objectives and has experience of its labour market. 

·  

Be clear about what is required from an agency. Provide a brief in writing; ensure it is fully understood and that all information given is current and accurate. 

·  

Provide an accurate and up-to-date job and/or person specification. 

·  

Agree, in writing, the responsibilities of the agency and the organisation (for example, who will be responsible for checking qualifications or handling references). 

·   
Agree the selection tools to be used and the criteria against which applicants will be selected from the initial approaches, to the short-list stage. Ensure these are consistent with the organisation's recruitment policy. 

·  

Ensure equal opportunities standards are adhered to consistently and are in line with the requirements for in-house recruitment. 

·  

It is important that an agency has as much information as possible about the organisation and its requirements. It is also important that the organisation continues to monitor standards and the service provided by the agency. This will ensure they meet the best practice requirements set out in this factsheet. 

The ‘Candidate Experience’ 
The recruitment process is not just about employers identifying suitable employees for the future, it’s also about candidates finding out more about the business, and considering whether the organisation is one where they would like to work. 

The experience of candidates (both successful and unsuccessful) at each stage of the recruitment process will impact on their view of the organisation. This could be both from the perspective of a potential employee and, depending on the nature of the business, as a customer. With an upsurge in interest in the idea of ‘employer branding’, more employers are giving thought to ensuring a positive candidate experience and the kind of company material and communications received by individuals as part of the recruitment process. 

Successful recruitment depends upon finding people with the necessary skills, expertise and qualifications to deliver organisational objectives and the ability to make a positive contribution to the values and aims of the organisation. 


For further factsheets see our website on www.southamptonvs.org.uk  or contact SVS on T 023 8022 8291 or information@southamptonvs.org.uk
Disclaimer

SVS does not represent or guarantee that the information on this briefing is accurate, complete or up to date. SVS does not accept liability for any loss, damage or inconvenience due to the use of; or the inability to use any information contained in this briefing. Visitors who use this briefing and rely on any information do so at their own risk. 

Last updated 12 August 2008 
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