MODEL POLICIES PACK – Document 11

RECRUITMENT & SELECTION 





1 BAsic Principles

1.1 The aims of this policy are:

1.1.1 to enable the selection of the best available candidate(s) to fill any staffing vacancy at [your organisation];

1.1.2 to ensure job selection is carried out within [your organisation]’s equality and diversity policy and is based on fair, objective tests related only to a person’s ability and suitability to perform the job in question;

1.1.3 to ensure that the process of advertising is open, inclusive and appropriate to the post;

1.1.4 to ensure that selection procedures are fair and transparent, while preserving confidentiality about any individual’s personal information;

1.1.5 to ensure that no-one is appointed to do a job for which they are, for whatever reason, not capable or suitable;

1.1.6 to enable existing staff to progress and prosper within the organisation insofar as this is compatible with the previous aims;

1.1.7 to ensure clarity about the nature of any vacant post and the terms and conditions attached to it, in order to avoid misunderstandings and dissatisfaction at a later date;

1.1.8 to ensure that potential and actual applicants are treated with courtesy and respect, in recognition of the fact that applying for a new job usually involves considerable effort, significance and risk in people’s lives.

1.2 It is not the purpose of this policy to provide a detailed guide to a complete selection process. This will differ for each job. It sets out the principles on which the process should be based. It covers the following areas:

PERMANENT POSTS

· Allocation of responsibilities

· Job description/person specification

· Selection panel and recruitment timetable

· Advertising

· Information pack for candidates

· Application form: age/gender/marital status/ethnicity/monitoring

· Job sharing/ homeworking

· Health and disability

· Criminal record

· Immigration & Asylum Act

· References

· Confidentiality

· Shortlisting, interviews, job offer

TEMPORARY/FIXED TERM/SPECIFIC TASK VACANCIES

INCREASED HOURS ON EXISTING POSTS

PROBLEMS

· Redundancy & redeployment

· Existing employees becoming disabled
· Grievances/Complaints

2 PERMANENT POSTS

2.1 Allocation of responsibility for recruitment to permanent posts

2.1.1 The management committee will agree that any new post is financially viable and that an appointment process should be instigated. They hold ultimate responsibility for the terms on which posts are offered and for ensuring that this policy is adhered to. 

2.1.2 The management team of [your organisation] will be responsible for recommending to the management committee/[employment sub committee] the timescale for the appointment; the draft job description, person specification and advertisement; and for servicing the selection panel, advertising the post and dealing with enquiries. Many of the administrative tasks associated with recruitment will be delegated to paid staff. The management team will also be responsible for ensuring that this policy is observed and that all necessary contractual formalities concerning a job offer are completed. 

2.1.3 The [employment sub committee] will be responsible for determining the finalised job description and person specification, any variable terms and conditions relating to the post and for appointing or confirming the selection panel.

2.1.4 The selection panel will be responsible for: overseeing the recruitment process: agreeing a shortlisting and interview process consistent with this policy; devising interview questions and tests and agreeing how these are to be marked/weighted if appropriate; carrying out the selection process in a manner consistent with equal opportunities. They will be responsible for making a job offer and monitoring references. Where possible, they will review the appointment process to see where it could be improved, in particular with regard to equal opportunities and where, when and how job advertisements are placed.
2.2 Job description/person specification. No selection process can be put in motion until the job description and person specification are agreed. These will as far as practicable be drawn up in consultation with all relevant members of staff, particularly those who will work in the same team. Unless the job in question is of short duration or is a very specific task (eg undertaking a survey or covering a short period of sickness), they must be agreed by [the employment sub-committee]. All decisions relating to the job description and the terms and conditions must be based on a dispassionate analysis of the needs of the organisation. These should be scrutinised in a range of forums in order to avoid anyone in the organisation acting out of possible self interest, for example where existing staff and/or committee members might themselves be potential applicants for the job in question. (Please see below for the process to be used in appointing to short-term/temporary/specific task posts, or where extra hours become available for an existing post).

2.2.1 Job descriptions should be reviewed each time a job is advertised (or re-advertised). The tasks involved and the skills/qualities required should be analysed and a job description drawn up on the basis of this analysis. Since job descriptions naturally change in time, both to reflect the changing directions of the organisation and to reflect the particular strengths and interests of a postholder, it is probable both that (a) initial job descriptions will be drawn up with a view to providing a basis from which the job can continue to develop and (b) any earlier job descriptions will need to be amended.

2.2.2 Terms and conditions of the job will also be agreed at this point, including the pay and hours and also, for instance, whether the job could be offered on a job sharing or homeworking basis (see below), whether it is temporary, fixed term or permanent, whether it is dependent on specific funding arrangements and whether or not it could be done on a self-employed contractual basis.

2.2.3 Person specifications should be drawn from the job description. They should list both essential and desirable qualifications/attributes. For equal opportunity reasons, it is important that the ‘essential’ requirements are genuinely essential. The selection panel will then be able to form a judgement as to a) who appears to meet the basic requirements and who does not, and b) who meets the requirements most convincingly and comprehensively.

2.3 As early as possible, the [employment sub committee/ management committee] should appoint a selection panel and a timetable for the selection process should be agreed.

2.3.1 The selection panel will normally comprise paid staff and management committee members and would normally include the new post-holder’s line manager. It could also include people with specialist knowledge from outside the organisation and/or people representing partner agencies. The panel should be selected on the basis of relevant knowledge (including experience/training in personnel selection) and availability. The panel should normally comprise no fewer than three people and no more than five.

2.3.2 A selection timetable including advertising, closing date, shortlisting, interviews and probable start dates will be drawn up by the [your organisation] management team, subject to agreement by the selection panel. Otherwise, the selection panel will be responsible for the appointment process, but may delegate administrative tasks to staff. They will report to the [employment sub-committee/ management committee] and staff, either to confirm an appointment or to discuss re-advertising.

2.4 Advertising. All permanent posts will be publicly advertised, even if the post has previously been filled on a temporary basis. The exact places and methods of advertisement will depend on factors such as the number of hours, the locality of the post (eg regional or local) the timescale of relevant publication dates, any relevant ‘trade’ or professional publications, and cost. However, the aim should be to advertise widely, taking particular care to reach potential applicants from disadvantaged and minority groups. The response to advertisements, both enquiries and completed applications, should be evaluated to determine the most productive methods of advertising in the future.

2.4.1 Advertisements should clearly state the job title, location, hours, salary and, where appropriate, the duration of funding. Where appropriate and affordable, advertisements should make it clear whether the salary is on a scale, whether there is any flexibility about the starting point and, if the job is part-time, the full-time and pro rata salary. (These details should always be made clear in supporting information sent to enquirers.) It should include details of how to get the information pack (address, phone number and email address) and give the closing date for applications.

2.4.2 Copies of all recruitment advertisements should be circulated internally. Internal applicants will be able to apply on the same basis as any other candidates (but see below for temporary posts). They may wish to ensure that their application is known only to the selection panel prior to shortlisting, in which case they may submit their application directly to a member of the selection panel. The names of shortlisted applicants will be known within the organisation prior to interview.

2.5 The information pack for candidates should include: information about [your organisation]; the job description and person specification; an application form; a summary of main terms and conditions, including equal opportunities policy and how to make a complaint; where appropriate, instructions on how to fill in the application form; clearly stated closing date for applications; interview date; anticipated start date, particularly where this is an important constraint; and the date by which applicants can assume they are unsuccessful if they have not had an invitation to interview. Other items of information, such as project development plans, budget details, examples of publications etc will depend on the post being advertised.

2.5.1 Information packs should be made available in accessible formats if requested.

2.6 Application forms should always include a statement of [your organisation]’s equality and diversity policy and information about how to make a complaint. The application form should ask only for information which is relevant to the applicant’s ability to do the job. It will not ask for a person’s gender, age, marital status, religion, ethnic origin or nationality/citizenship or other sensitive personal information (other than necessary medical information) unless ‘genuine occupational qualifications’ apply. (Under Age Discrimination legislation exemptions, you do not have to consider anyone for a post whose age is above (or within 6 months of) your organisation’s normal retirement age. You may therefore wish to include a direct question to establish this (and explain why you are asking). You should not ask generalist questions about age or date of birth.) 
2.6.1 The exact design of the application form will differ for different jobs, but every attempt should be made to assist applicants to show how their skills and experience match those required by the person specification. Any limits on personal statements should be clearly stated on the form. In order to ensure a ‘level field’ for all applicants, CVs will not be accepted in place of, or in addition to, application forms.

2.6.2 Applicants may be asked to say where they saw the advertisement in order to assess the effectiveness of various advertising platforms.

2.6.3 The interview date (and where it is significant, the planned start date) will be stated on the application form so that anyone who is unable to attend on that day (or who has, for instance, a particularly long notice requirement in their current job) will not waste time unnecessarily filling in the form.

2.7 Job sharing should always be considered as an option.

2.7.1 Unless there are clear reasons why this would not work (eg if the job is for less than 30 hours a week, has identified needs of continuity or individual availability, or has only limited funding for recruitment) the possibility of applying as a job share partner should be stated in the job description/information pack. Applicants who wish to job share may apply with or without a preferred job partner.

2.7.2 Where people apply as a partnership and one person is selected for the post and the other is not, a job will be offered to the suitable applicant only. Similarly, if an applicant who applies for one half of a job share is selected as the best candidate, recruitment for a partner will be undertaken separately.

2.7.3 Applicants should be told that if they wish to apply on a job share basis, they must state this clearly on their application form.

2.8 Home working: If a job can be done from home, this should also be stated in the information about the job and candidates invited to apply on that basis if they so wish. The management of working from home, in terms of integration into [your organisation] and supervision etc., should also be made clear.

2.9 [Equal opportunity monitoring. At present [your organisation] does not practise equal opportunity monitoring of applicants. If this were to happen, monitoring sheets should be separate to the main application form and removed before they are read for shortlisting. Monitoring forms will only be used in the context of a clear intention to analyse the applicant profile and review advertising practice.]
2.10 Health and disability. All candidates for [your organisation] jobs are shortlisted on merit. The job description and person specification will make it clear what the job involves, including information about, for instance, access, need to lift heavy equipment, need to drive, evening work. Applicants will be asked on the application form (and/or at interview) about their sickness record and whether they have any health conditions which would affect their ability to do the duties described in the job description. It should be made clear that where this might be a problem, it will not be seen in itself as a reason for refusing an interview. If the candidate is shortlisted on merit, then ways of solving any health problems will be discussed with the applicant at interview. Applicants will only be refused a job on grounds of health if it is felt that the matter would significantly impair their work for [your organisation]. Where this is in doubt, an otherwise suitable candidate may be offered a job on a specified trial basis.

2.10.1 Care should be taken not to present information in such a way that it will discourage people with disabilities from applying. [However, the present premises occupied by [your organisation] do present some insuperable access difficulties and this needs to be openly acknowledged and realistically addressed.]

2.10.2 All applicants will be informed that referees will be asked to comment on their sickness record in the event of a job offer being made. Any concerns will then be discussed with the applicant prior to their taking up the job.

2.10.3 Applicants may be asked to supply a doctor’s letter/medical to confirm they are in sound health.
2.11
Criminal record: Candidates should be warned, in the application pack and in a letter inviting shortlisted candidates to interview, that they will be asked to declare any unspent convictions in confidence (in a sealed envelope) at interview before they are offered a job. Usually, successful candidates will be requested to carry out a police check at [your organisation]’s expense, although under the Data Protection Act this cannot be a condition of acceptance. (If it is necessary for your organisation to ask for Criminal Record Bureau checks, this should be clearly stated in the advertisement and in the application pack)
2.11 Immigration and Asylum Act. All candidates should be informed that, if successful, they will be required to show evidence of their eligibility to work in the UK. Acceptable evidence might be a passport or other documents as required by law under the Immigration and Asylum Act. 

New employees who are nationals of the new EEU states (Poland, Lithuania, Estonia, Latvia, Slovenia, Slovakia, Hungary, Czech Republic) who are required to register with the Workers Registration Scheme must do so within a month of starting work for [your organisation]. Prospective employees from Bulgaria and Romania must qualify for an Accession Worker Card.
(Your organisation may offer to refund the registration fee - currently £90 (2007))

2.12 References will normally only be taken up for the person to whom the job is to be offered. The purpose of references is to confirm information supplied by the candidate and to check that there are no undisclosed reasons why that person should not be offered the job. Normally, two references will be requested. Usually referees will be asked to complete a reference request form covering matters such as honesty, absence/sickness record, experience and performance in previous employment. Referees should normally include at least one who has known the applicant on a professional basis. References are confidential to the selection panel and the [employment sub-committee], including the [your organisation] director.

2.13 Confidentiality: All application forms will be stored in a locked filing cabinet and only available to the selection panel or some other person with a valid reason for needing access (eg in order to photocopy them for shortlisting). Photocopied application forms will be shredded as soon as possible after the appointment is made. Original application forms should be kept securely for a period of at least one year.

2.14 Shortlisting is done as soon as possible after the closing date. It should be done independently by all members of the selection panel. The line manager/director and another member of the selection panel may prepare a ‘long list’ of applicants who appear to meet the essential requirements of the job, but all applications will still be available for any member of the panel to scrutinise. Initial shortlisting will be done by scoring each applicant against each of the essential job requirements on the person specification and ranking applicants accordingly.

2.14.1 Unless there is obvious unanimity at this stage between all those shortlisting, invitation to interview will be decided by a process of discussion and elimination by the shortlisting panel. Discussions will be based on the evidence given on the application form. Usually no more than six people will be invited to interviews, which will normally all take place on the same day. If applicants are unable to attend on that day, their applications will not normally be considered, although they may be invited to apply again if no appointment is made.

2.14.2 If the shortlisting panel agrees that there are no applicants that meet the requirements of the person specification, they may decide not to interview and to take alternative action - for instance, to re-commence the recruitment process. 

2.14.3 In exceptional circumstances, the shortlisting panel may agree to proceed to making a job offer without holding an interview. This might happen, for instance, where there is only one candidate who meets the criteria of the person specification and the panel feels that there is nothing new to be learned by interview or tests, perhaps because the panel already knows the work of the applicant.

2.14.4 The selection panel will be responsible for agreeing the interview process, and for devising questions and agreeing any practical tests as appropriate. They will also agree how questions and tests are to be marked, and consider any weighting to be given to particular questions or tests.

2.14.5 Declarations of interest: If any of the selection panel know any of the applicants, personally or professionally, they should declare this to the rest of the panel. It will be for the panel to decide whether this could be prejudicial and whether that member should withdraw. Their decision should be recorded with brief reasons. In general, personal knowledge of a candidate will not debar a panel member unless the applicant is a close relation or partner. If a panel member wishes to withdraw from the process, however, they should be allowed to do so and a replacement nominated.

2.14.6 Candidates who are selected for interview should be informed as soon as possible of the time and venue of the interview. They should be told who will be interviewing them and the nature and duration of any tests they will be asked to perform. Care should be taken to check that the interview premises and the media used for any tests are accessible for all. Adjustments should be made where necessary. The terms for payment of travel expenses should be explained.

2.15 Travel expenses. Candidates applying from abroad will not be precluded, but travel expenses will only be paid for travel inside the UK. Expenses will be paid at the cheapest available public transport rate or, for candidates travelling within 20 miles of the interview venue, car mileage will be paid at an agreed rate. No accommodation will be payable.

2.16 Interviews:
2.16.1 Special arrangements for interview may be needed for people with disabilities and these should be accommodated wherever possible.

2.16.2 All candidates will be asked the same questions, although supplementary questions may be added to expand or clarify the answers given. Every attempt should be made to assist candidates to show the best of themselves. Questions should relate only to candidates’ experience and ability to do the job. Answers should be scored on a previously agreed system and these scores should be used as a guide to discussion at the conclusion of all the interviews. An explicit record of the reasons for appointment or non-appointment should be made on the appropriate form. Interviewers should be aware that candidates may in some circumstances have the right to see notes made about them at interview.
2.16.3 Decision: The panel should be free to discuss who would best fulfil the job required taking into account all known factors. ‘Known factors’ will include information presented in the application form, performance at interview and in tests.

2.16.4 Usually other staff will be involved in welcoming and ‘ushering’ candidates. In some cases they may be asked to take a more formal role, such as administering a test, assisting with a ‘role play’ or occasionally undertaking a different kind of interview. The degree of input into the decision making process that this will entail should be made explicit both to the member of staff and to the candidates. For instance, ‘welcoming’ staff may be asked to comment on the appropriateness of candidates’ social interaction for the post in question. These observations could be used to confirm or modify the impression given in the formal interviews, but would not normally be decisive in determining who is successful. There will be no power of ‘veto’ for anyone who is not a member of the selection panel.

2.16.5 All candidates should be fully discussed in order to enable feedback to be given if requested. If there is agreement that none of the candidates appears to be able to do the job, no appointment will be made. If there is disagreement about who is the best candidate, discussion will continue until agreement is reached. In rare cases, some candidates may be asked to return for a second interview to clarify or expand certain points. If possible, the entire panel should be present at this second interview and have a clear understanding of what they would achieve that they had not been able to achieve in the first interview.

2.17 Job offers: 


An oral offer should be made as soon as possible to confirm that the successful candidate wants the job. If they do, a letter should be sent offering the job subject to the satisfactory outcome of reference requests, police or CRB checks, work permit confirmation, (medical examination). The offer letter should also state the main terms, give a start date and state any arrangements for interim contact etc.

2.17.1 If experience or qualifications have been a significant factor in the decision to appoint, a job offer may also be conditional upon confirmation of these (eg sight of certificates). Some jobs may be offered subject to medical reports.

2.17.2 References should be sought with all possible speed. Returned references should be shown to the chair of the interviewing panel and to [your organisation]’s director to confirm that they are in order and the successful candidate informed when the job offer is finally confirmed. Any concerns about references, police checks or medicals should be referred to the whole selection panel.

2.18 
Rejection letters should be sent to unsuccessful candidates as soon as possible 


These candidates should be offered the opportunity to be ‘debriefed’ about 


their performance in the application process (application form, interview and tests) and a member (or members) of the selection panel should be nominated to do this. They should keep notes of scores and discussion in order to help them to do this. Debriefings should not make reference to the identity of other candidates, or to their performance/skills except in the broadest of terms.

3 tEMPORARY/FIXED TERM/SPECIFIC TASK VACANCIES

3.1 Whenever possible, posts will be offered on a permanent basis subject to funding continuing to be available for the post. Where a post is funded for a particular duration (eg Lottery, SRB) this will be made clear in the advertisement. Specific task posts (eg for a particular piece of research) will also be clearly advertised as such, with a clear indication that subsequent work cannot be guaranteed. Temporary posts will normally only be offered as short-term measures to cover the absence of permanent staff. Wherever possible, the temporary postholder will be told how long the post will continue on a temporary basis, although this is likely to be unpredictable in some cases (eg sickness cover) and subject to revision if circumstances change.

3.2 In order to give management flexibility to meet genuine short term needs, recruitment to appointments of up to 12 months (for example, casual, fixed term, provisional) may be carried out without a full open competition process.

3.3 Where a vacancy for a temporary post exists, this will be advertised internally first. Any current staff member who expresses an interest will be asked to submit a formal letter of application. Where appropriate, or where the post applied for involves skills and experience different to those shown in the candidate’s current post, the application letter should also state relevant qualifications for the new/additional post. If only one person expresses an interest, they will be considered for the post on the basis of the letter of application and a formal interview. Where more than one person has expressed an interest, a selection procedure will take place also based on application letter and interview. Selection will be the responsibility of the Chief Officer (or acting Chief Officer) and line manager. They may invite other staff or management committee members to join the selection panel if they consider this appropriate.

3.4 If no current staff express an interest, [your organisation] will attempt to fill the vacancy as quickly as possible by various means, including personal invitation, word of mouth and personal contacts. If this fails, limited appropriate advertising will be used, proportionate to the nature and duration of the post.

3.5 In no case will an appointment be made without a process of checking the suitability and capability of the potential postholder. Unless the person is a current member of staff or has worked for [your organisation] in the recent past, references will be sought. The successful person will be given written terms and conditions for the temporary post which will include clear notification that if the post becomes permanent, an open selection process will be followed.

3.6 If a temporary post becomes permanent, it will be openly advertised. Any temporary postholder will be able to apply for the permanent post but will not be guaranteed selection.

4 INCREASED HOURS ON EXISTING POSTS

4.1 Occasionally work may increase and/or funding may become available to allow extra hours to be added on to existing posts. It may also be the case that a current worker reduces the hours they work, thereby releasing hours for another worker. Where the extra hours amount to no more than a day’s work (i.e. 7 hours or less), the post will be advertised internally only in the first instance and appointments made on the same procedure as for a temporary post (see above). If possible, [your organisation] will try to share allocation of extra hours fairly between suitably qualified staff. If the post is for more hours it should be advertised as a normal permanent post.

5 PROBLEMS

5.1 Redundancy and Redeployment: If member of staff is made redundant, either because their job ceases to exist owing to cuts or conclusion of funding, or because the nature of the job description fundamentally changes, [your organisation] will attempt to identify suitable alternative employment according to the Redundancy Policy stated in the Terms and Conditions of Employment. Where a redundancy situation exists at [your organisation], no post will be advertised externally until existing staff have been considered for the post.

5.2   Existing employees becoming disabled

[Your organisation] will help employees who become disabled during their working life and wherever possible will assist with their rehabilitation and retraining.  The aim is to maintain such staff in employment wherever practicable and reasonable steps to achieve this may involve adjusting working practices and methods as well as redeployment to alternative work.

Where recently disabled staff are deemed to meet the minimum requirements of alternative work they will be afforded priority consideration for such work before considering other internal or external candidates unless other candidates have an equal entitlement to priority consideration under this or another relevant policy. 

5.2 Grievances/complaints:

5.2.1 If a member of staff feels that they have been unfairly treated in relation to any vacancy, they may raise a grievance in the normal manner.

5.2.2 If an applicant who is not a staff member feels they have been unfairly treated in relation to any vacancy, the matter should be referred to the Chief Officer (or acting Chief officer), who will discuss appropriate action with the chair of the [employment sub-committee]. This must be clearly stated in the information sent to candidates.

5.2.3 If a grievance/complaint concerns the appointment of another person to the job in question, the appointment will be irrevocable. The grievance/complaint will be addressed in terms of future practice and policy.

Related policies

Equality & Diversity Policy 

 Written Statement of Employment Particulars 

Relevant Legislation 

Employment Rights Act 1996

Sex Discrimination Acts 1975/1986

Disability Discrimination Act 1995

Race Relations Act 1976 

The Employment Equality (Sexual Orientation) Regulations 2003

Employment Equality (Religion or Belief) Regulations 2003 

Data Protection Act 1998

Nationality, Immigration and Asylum Act 2002

Rehabilitation of Offenders Act 1974 

Further information

PERS Recruitment & Selection Toolkit at www.pers.org.uk, 

following links to “Services” and “Leaflets”

www.ind.homeoffice.gov.uk
following links to “Law and Policy”, “Preventing illegal working”, “Code of Practice”
www.workingintheuk.gov.uk
following links to “Schemes and Programmes” then “Workers Registration Scheme”
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