1.
PRE-EMPLOYMENT

All employers are responsible for ensuring that they have employees with the skills and knowledge needed for them to achieve the business goals. Ideally, line managers should be involved in all stages of the recruitment process.

This includes:

· Making the decision to recruit

· Identifying the job

· Drawing up the person specification

· Determining the selection methods to be used

· Assessing candidates

· Making the final selection decision

· Inducting the successful candidate

The company should monitor recruitment exercises and ensure that the equal opportunities policy is adhered to. 

JOB DESCRIPTION & PERSON SPECIFICATION
JOB DESCRIPTION 
Whilst there is no legal requirement to provide a full job description it is advisable to prepare one.  This will:

· Confirm the responsibilities of the role;

· Assist in the recruitment process;

· Assist  in appraisals;

A job description should include:

· Job title

· Definition of the role and responsibility of the successful candidate

· Employee’s line manager

· Data from which a person specification can be drawn up

· Basic details for a job advertisement or agency brief

· Identification of initial training needs and longer term development needs

· The opportunity for candidates to determine whether or not they have the necessary skills to do the job

· A risk assessment, which includes an evaluation of the extent to which pregnancy, youth or disability might have an impact on the degree of risk.
When drawing up job descriptions, managers should consider the distinction between the nature of the activities, in particular which are:

· “Core” activities – any activity which it is essential for the job holder to do personally

· “Non-Core” activities – any activity which could be done by someone other than the job holder

This distinction between core and non-core activities will assist in determining which parts of the role must be carried out by the post holder and which can be delegated to another person, which will allow employers to make reasonable adjustments to jobs where this would enable a person with a disability to take the job.

In certain circumstances it may not be possible to make such adjustments, particularly where sex or race is held to be a 'genuine occupational qualification' for a post, especially where decency and privacy are involved. Defining the core and non-core activities demonstrates which aspects of a job could reasonably be done by another member of staff without the job holder relinquishing the essential tasks of the job, and confirms if it is justifiable or not to deny the job opportunity to a man, for example, if the post has traditionally been held by a woman, or to a person from a different ethnic background.

Employers should also consider if any factors in the working environment may make the job unsuitable for someone with a particular disability, e.g. a person with diabetes or epilepsy working alone in a cold store at night. 

PERSON SPECIFICATION

Having agreed the role and responsibilities the successful candidate will need to undertake, the job description can be used as the basis for determining what kind of person will most successfully fill the vacancy. The usual way of doing this is to draw up a person specification which will:

· Form the basis for drafting an advertisement or briefing a recruitment agency, together with the job description

· Establish the essential criteria against which all candidates will be judged

· Sets out desirable criteria which can be used to establish the most suitable candidates

· Provide a template for the interview report

The person specification should focus on the key areas that the successful applicant should fulfill. It should always consider the experience, knowledge, skills, qualities and attitudes that are essential for successfully undertaking the role, and those that are desirable.

Experience 
Careful consideration must be given to the level of specialist, technical, professional or managerial experience needed to undertake the role. It is important to define the experience level needed, and to explain this in terms of the specific skills the successful candidate should be able to demonstrate. 

Instead of saying that candidates should have three years' experience, it is helpful to say that candidates should be able to demonstrate that they can carry out a number of specific tasks. This avoids the problem of age discrimination, which might be inferred if experience is only referred to by number of years.

Knowledge

It is important to decide the level of knowledge required by the selected candidate, i.e. should they be a known expert, or have a broad understanding, or working knowledge?

Attention should also be paid to any qualifications necessary to undertake the job. However, as the use of qualifications as a means of excluding candidates may be ageist, employers should always indicate that they are prepared to accept alternative means of acquiring job skills and knowledge, except where a specific qualification is essential and can be shown to be so.

Skills

Consideration should be given to the demonstrable experience and knowledge a candidate possesses through their personal, interpersonal and managerial skills.

Qualities and attitude

Whilst less directly related to the job, the qualities and attitudes required of the successful applicant are more concerned with the values and standards that a person brings to their work, such as motivation, creativity, integrity, consideration and innovation. Employers should beware of using words such as 'energetic' in case these are seen as ageist.

The assessment of these criteria must be relevant to successful performance in the job and should be determined solely on the grounds of the experience, knowledge, skills, etc. necessary. The recruiter must be able to objectively justify any essential or desirable criteria by reference to the demands of the job.

See the example overleaf 

Example Person Specification for a Departmental Secretary  

Experience  

Essential: must have experience of working in a secretarial role within a large complex organisation; must have provided secretarial support for a team of managers 

Desirable: previous experience of an accounts department 

Knowledge  

Essential: excellent knowledge of Microsoft Word, PowerPoint, shorthand and audio typing 

Desirable: RSA secretarial qualifications; knowledge of finance/accounts functions 

Essential skills  

· Accurate typing and well-practised shorthand (60 words per minute); attention to detail, along with professional presentation and layout of documents; accurately referencing of documents 

· Good communication skills - written and oral 

· Presentation of a professional and positive image of self and department at all times through written and verbal communication; use of appropriate language, structure and medium to meet the needs of the audience when producing written documentation; clear and concise verbal communication 

· Planning and organising 

· Managing one's own and others' time and resources to achieve targets and organising deadlines; undertaking a structured and easily understandable filing system; managing a number of diaries and effectively anticipates problems 

· Teamworking with managers and other secretaries to ensure department operates efficiently; taking a proactive, supportive role in working with managers; positively aiming to build and maintain working relationships 

Essential qualities and attitudes  

· Supportive - demonstrates loyalty and commitment to managers and wider team; actively promotes the department 

· Proactive - anticipates problems and shows initiative for problem-solving and generating new ideas 

· Trustworthy - able to deal with confidential information in an appropriate and sensitive way; does not divulge information out of department 

· Flexible - willing to undertake a range of tasks for the effective running of the department; willing to work the hours required for the successful completion of tasks 

RECORD KEEPING

Not only must the recruitment process be fair and objective, it must also be efficient. For both these purposes, effective records are essential. This will involve forms or spreadsheets to record and keep track of candidates, important dates, as well as assessment forms and interview records. As keeping records, even manually, which may identify an individual is now covered by the Data Protection Act 1998, employers should ensure that they have permission to keep, store and, if necessary, process recruitment records.

Retention of records can be for a number of purposes:

· Legal requirements, such as those set out under the Asylum and Immigration Act 1996. 

· Justifying a recruitment decision where an individual with the relevant qualifications does not succeed in their application, and makes a complaint of discrimination. Unsuccessful candidates have three months from the alleged act of discrimination in which to take a case to an employment tribunal. Maintaining records of recruitment exercises for at least six months is therefore important and recommended.

· Statistical purposes

HOW TO RECRUIT

It may be that a current employee is suitable when a vacancy arises.  If not, other ways to recruit include by word of mouth, recommendations, advertising in the local press and using recruitment agencies.

Word of mouth

Many companies encourage existing employees to tell their friends and relatives about vacancies.   The main advantage is that you can gather more information about the applicant’s background and there will be a certain amount of pressure (on both) to do a good job.  The main disadvantage is that it may appear discriminatory if your selection pool is limited to one section of the community.  

Advertising

The aim of an advertisement is to encourage applications from suitable candidates for the job.  A job advertisement should include:   

· job title;

· location;

· salary and benefits;

· a brief description of the key responsibilities and duties;

· the qualifications, skills and experience required;

· how and to whom application should be made;

· salary (although this may discourage applications).

It is important that any job advertisement is not discriminatory by suggesting that the job is open only to persons of a particular race, sex or age or that marital status, sexual orientation, religion, belief or disabilities will exclude applicants, unless there are compelling reasons for such exclusion.   Words such as ‘salesman, young, dynamic, 10 years experience’ should be avoided. 

INTERVIEWING

The most common way of selecting a person for a job is through a face-to-face interview.   (Please refer to Letter Inviting Applicant to Interview -  Document 1 in the Forms Package).

Points to remember when conducting an interview:  

· The interview should be free from any interruptions; 

· Enough time should be set aside for each interview;

· Read the application forms and curriculum vitaes before the interview;  

· If disabled persons are attending the interview ensure that appropriate facilities are provided. 

· If more than one person is involved in conducting the interview ensure that it is clear who will ask which questions. 

· Keep notes of decision reached and the reasons for them, as these will be important in the event of any candidate querying the selection decisions. Remember that candidates can have access to such notes through the Data Protection Act. 

The Interview Structure

Start by welcoming the candidate and try to establish rapport, perhaps by chatting about something inconsequential;

Introduce yourself and any other interviewers; 

State the purpose of the interview and describe how it is to be conducted.

Complete the Interview Assessment Form – Document 3 in the Forms Package.

· Ask open questions that begin with ‘who?’ ‘what?’ ‘where?’ ‘why?’ and ‘how?’;

· Avoid questions that could be construed as discriminatory such as ‘Are you wanting to start a family in the near future? or ‘Will your disability mean that you have to have more time off for hospital visits?’  These all suggest that factors other than ability to do the job are likely to be taken into account.

· Clarify anything contained in the application form or curriculum vitae that is unclear;  

· Listen carefully to the replies and try to read between the lines;

· Keep notes of what is said.

SELECTION

When selecting an employee you must not discriminate on grounds of sex, sexual orientation, age, race, religion, disability, pregnancy or trade union membership or non-membership.  

Discrimination may be direct or indirect.  Direct discrimination arises when one applicant is treated less favourably than another for reasons relating to sex, sexual orientation, age, race, religion, disability, pregnancy or trade union membership or non-membership.  An example would be restricting certain jobs to members of one sex or a particular race.

Indirect discrimination arises when the selection criteria are such that a smaller proportion of one sex or race can comply with them and they are not justified by the requirements of the job.  An example would be requiring applicants to take tests not relevant to the job and which would have the effect of putting certain groups of people at a disadvantage for example physical lifting tests, which would discriminate against women or against those with certain types of disability.  

JOB OFFER

Once you have selected the candidate you should write to the successful and unsuccessful candidates.   It is normal practice to make any offer subject to the candidate providing satisfactory references.   It is advisable not to write to the unsuccessful candidates in case your first choice declines the job offer.    

Example of Letter Rejecting Unsuccessful Candidate – see Document 6 in the Forms Package
Example of Offer of Appointment letter - see Document 7 in the Forms Package
TAKING UP REFERENCES

Most employers are happy to provide a reference even though there is generally no legal obligation for them to do so.  One exception to this are jobs regulated by the Financial Services Authority.  Employers who do provide a reference must ensure that the one they provide is fair, honest and accurate.    

You should always get the candidate’s permission to take up any references.  A common practice is to take up references from previous employers at the offer stage, and to make the job offer subject to a satisfactory reference from the current employer.  This allows the candidate time to give notice before the company is approached. 

Example of Letter Requesting Reference – see Document 4 and 5 in the Forms Package
