GUIDANCE NOTE RS1









RECRUITMENT AND SELECTION PROCEDURE

“In its recruitment practices the Council will treat all potential employees with dignity and respect, valuing the diversity of all and by doing this appoint the best person for the job.”

1.
INTRODUCTION

1.1 
This procedure sets out processes and guidelines for carrying out recruitment and selection so that the best person for the job is appointed. Following the procedure and guidelines will ensure that managers have prepared thoroughly for the selection decision and are in a position to make objective judgements.

1.2  
The Council recognises that staff are its most important asset and that the capability of the organisation to deliver its objectives depends upon the performance of individual members of staff.  The Council also believes in promoting diversity and ensuring that difference is recognised and celebrated within the context of fairness and equality. The time taken to recruit staff is the time required to make any important investment decision. Poor appointments cost the council in many ways, not least in management time.  It is imperative that recruitment decisions and procedures are given the priority they deserve.

1.3 
The procedure aims to ensure that no applicant receives less favourable treatment on the grounds of race, gender, caring responsibilities, disability, gender re-assignment, age, social class, sexual orientation and religion or belief. Following the procedures will enable managers to refute accusations of unfair discrimination.

1.4  
The general principles of the procedure apply to recruitment of all permanent staff and those appointed to temporary or fixed term contracts for 6 months or more.  It does not apply to staff who work in educational establishments with delegated budgets. Training will be provided to all staff involved in recruitment and selection.  Comprehensive guidance notes support the training and consequently the procedures.    A separate guidance note explains the procedures for Member appointments.

1.5 
Responsibility for implementation of the procedure lies with the appointing manager.  This will usually be the line manager.  The appointing manager will normally be the chair of the panel.  No individual should have sole responsibility for the selection decision and therefore there should normally be a panel of between 2 and 4 people.  The appointing manager must have proven competence (as defined in section 12) to fulfil the role and all panel members should have attended a training course/briefing session.  The panel should be balanced to include both male and female members, and where possible include black and minority ethnic members, or people from other minority groups.

1.6
Group Personnel staff will advise, monitor and audit practices within departments.  A member of Group Personnel may be a panel member but should only be the appointing manager for posts within their own section.  They will recommend amendments to these procedures and guidance to Human Resources.

1.7 
Human Resources will monitor and audit the process across the authority to ensure consistency.  They will regularly review the procedures and guidance in the light of best practice and changing circumstances.

2.
RECRUITMENT ARRANGEMENTS

2.1 
When a post falls vacant managers should immediately contact Group Personnel for advice and guidance.  They will advise on the benefits and appropriateness of permanent recruitment and of the alternatives.

2.2 
Following advice from Group Personnel appropriate authorisation to recruit must be obtained.  An appointing manager will be chosen and it will be their responsibility to work with Group Personnel in carrying out the procedures to the agreed timetable.

2.3 
 The appointing manager should create a timetable for the recruitment process and make all panel members aware of it.

3.
DEFINING THE JOB

3.1 
All jobs must have a job description, which complies with the Council’s Equality and Diversity Policy.  Job descriptions should avoid references to specific tasks/ways of working which are likely to change in time.

3.2 
If the job description is new or amended it must be sent to Group Personnel for evaluation.  For Hay Officer posts it must be sent to Human Resources.

4.
DEFINING THE PERSON REQUIRED

4.1
The person specification is a list of carefully considered and completely justifiable criteria, which identify the skills, knowledge, abilities, aptitudes and qualifications or experience, required to carry out the duties of the post effectively.  This is a key tool in the recruitment and selection procedure as it provides the recruiters with the yardstick against which to measure the candidates.  Great care needs to be taken to ensure that the criteria are accurate, fair and justifiable. They should not contain any directly or indirectly discriminatory requirements. 

4.2
Advice on writing person specifications is included in the guidance notes.  Sutton has developed a set of managerial competencies, which can assist in defining the skills and evidence required.

4.3
Not all criteria are of equal importance.  Once they have all been identified they should be analysed and given priority weightings.  Priority one criteria are those, which the person must have to fulfil the minimum requirements of the role on appointment.  Priority two criteria are additional but still justifiable skills and abilities which will be needed in the job, but which could be acquired after appointment.  

These criteria should be further ranked in order of importance.  The purpose of identifying the criteria in this way is to facilitate shortlisting when there are large numbers of broadly suitable applicants.  All applicants will be selected against the priority one criteria.  If there are too many people to interview then a second sift may be done using the priority two criteria. (See section 7 on shortlisting.)

4.4
Willingness to implement the Council’s Equality and Diversity Policy and to work within the Council’s health and safety policy are core requirements, which must be included in every person specification form.  They are priority one criteria and will be assessed at the interview or equivalent assessment stage rather than at the shortlisting stage.

4.5
The panel must decide what evidence they will require to assess whether the applicants meet the criteria, i.e. by application form, interview, tests etc.  (See section 8, on the selection process.)  If it is appropriate tests may be used as part of the application process to assist shortlisting.

4.6 
The appointing manager has the responsibility for ensuring that the rest of the panel fully understand and agree with the meaning of the criteria, the rationale behind the priorities and the sorts of evidence or examples that they will be looking for when selecting.  The appointing manager must sign off the person specification.  Once the form has been signed the criteria cannot be changed unless all applicants are informed of the changes.  If it is appropriate they should be given the opportunity to supply additional evidence if the status of their application might change because of the changed criteria.  

5.
ADVERTISEMENT

5.1
All vacancies must be advertised concurrently internally and externally, except where:

· ring fencing arrangements apply,

· there is a need to re-deploy someone to avoid redundancies or for health reasons, or in creating an acting up arrangement,

· the job being advertised has been restructured as part of a positive action initiative to encourage applications from particular groups of disabled people who are underrepresented in the workforce in comparison with the percentage of particular groups of disabled people living in the community.

In addition if the same post has been advertised in the preceding six months and there were appointable applicants they may be offered the vacancy without advertisement.  Departments who have large numbers of vacancies of a similar type may create a pool of appointable applicants every six months who can then be interviewed or appointed to vacancies as they arise.


5.2 
The purpose of external advertising is to attract and appoint the best person for the job from a wide range of different groups within the community.  When deciding on an advertising strategy, managers must consider carefully how to attract applicants of the right calibre.  Many professional posts will need to be advertised nationally or locally in the newspapers or journals.  Posts above scale 6/SO1 will generally be advertised in this way.  Occasionally, business circumstances may dictate the need to advertise the post internally.  Advice must be sought from Corporate HR before 

this action is taken.  For jobs where a suitable pool of applicants exists locally (normally those below scale 5/6) it is possible to advertise solely in the Council’s externally circulated vacancy lists which are available to the public at all service points, job centres, and are sent to community groups etc.    If Groups choose not to use the local media for advertisements the Council will periodically advertise informing the public how they may obtain information about vacancies.  More information is contained in the section on advertising in Guidance Note RS2.

5.3
In certain circumstances, especially if this is part of a positive action initiative to attract underrepresented disabled applicants, or where there are hard to fill posts where previous advertising has been unsuccessful, use of recruitment agencies, or the equivalent, to provide shortlists for selection to permanent appointments is permitted.  A list of preferred agencies will be supplied which meet the following criteria: they have an equal opportunities and diversity policy and their monitoring data is open to inspection by us, their advertisements for our jobs include the equal opportunities statement (‘This employer welcomes.......’), they have a quality control system which ensures that the procedures they claim to have are actually followed.  Where possible several agencies should submit applicants who can then be shortlisted by the appointing manager in the usual way.  The use of search and selection agencies (head-hunters) is generally not permitted. 

5.4
Advertisements in the press must be in the London Borough of Sutton house style.

5.5
Before placing any advertisement Group Personnel will need to have a job description, person specification, a recruitment timetable, copies of any paperwork to be sent out in the pack, e.g. description of the department, pre-interview tests etc.

6.
APPLICATIONS

6.1  
In preparing a pack to send to applicants appointing managers should ensure that there is enough information for the applicant to decide if they want to work in the organisation and if they really are suitable for the job.  The pack should serve as both a marketing tool and as a means of filtering out unsuitable applications through self-selection.  Group Personnel will automatically include a general brief about the Council, the benefits of working for Sutton, a copy of the Equality and Diversity Policy, and the relevant job description and person specification.

6.2
For the majority of vacancies applicants must complete a standard form and detailed guidance will be provided.  Provision should be allowed for the acceptance of applications in alternative formats, where appropriate. For example, information can be received on audiotape, typed on a separate sheet, or completed on behalf of the applicant.

6.3  
Application packs may inform applicants that they will not receive any further communication unless they are shortlisted. Exceptions may of course be made for particular appointments.

6.4  
Group Personnel will keep records of forms received and the equalities monitoring data for applicants so that they can monitor statistics.  The Recruitment Summary provides a tool for this.

7.
SHORTLISTING

7.1 
The appointing manager must manage the shortlisting process and complete and sign the Recruitment Summary.  At least two of the panel must be involved in creating the shortlist.  Applicants should be assessed on those criteria assessable from the application forms, or equivalent format, using priority one criteria for the first sift.  If there are too many applicants who meet all these criteria reasonably to interview, a second sift may be carried out using the priority two criteria.

7.2 
If, in order to reach a short list, a second sift of the forms using priority two criteria needs to be carried out, shortlisters should use them in order of their importance. 

7.3 
If there are still too many applicants to interview appointing managers may consider reducing the numbers by using skill or ability tests related to essential criteria to select.  Alternatively they may move to proportional random selection.  (See Guidance Note RS2 for help with this.) Those who meet the criteria but are not selected for interview may be held on the reserve list for future vacancies within the next six months.  

7.4
Any applicant who is disabled and meets the essential i.e. priority one criteria must be given an interview. 

8.
THE SELECTION PROCESS

8.1 The person specification will help decide the methods that are to be used to select the applicants and using a combination of methods is the most reliable way of testing applicants’ abilities and helping you to select the best person for the job. 

8.2 Although the use of structured interviews is a reliable method of gaining evidence, a combination of methods is the most reliable way of testing an applicant’s ability and helping you to select the best person for the job.  When properly used, objective tests and work samples are accurate predictors of future job success.  The person specification will help decide the methods that are to be used to select the best applicant and whatever method is decided upon should be fairly applied.  These include: 




  testing ability or knowledge by work based tests




  practical exercises




  paper-based ability or knowledge tests




  in-tray exercises




  presentations




  occupational tests 




  structured interviews




  work placement assessments


Applicants should be given advance notice of the selection methods that will be used. Appointing managers should find out if the applicant has any requirements in participating in the selection process.  They should be sensitive to the burden they are placing on applicants if they are asking them to pre-prepare written papers or presentations and should ensure that they are not setting a test, which requires a high level of written communication skills when this is not a requirement for the job.


Appointing managers should seek advice from Group personnel units before deciding on the type of test to use.

8.3 
The purpose of any selection method is to seek further evidence of how the individual meets the person specification, and to inform them about the job.  The chosen methods therefore must be structured around the person specification.

8.4
Selection methods should be consistent in their approach and the same areas of the person specification should be explored with each candidate and should cover all the priority one criteria.  The evidence required for each priority one criteria of the person specification should be agreed in advance by the appointing manager and members of the panel along with agreed the method by which the evidence can be fairly gained. Evidence must be sought on the equal opportunities criteria either by specific questions or throughout the selection method.  Normally each candidate will be asked the same questions for each criterion, however the panel has the flexibility to adapt these questions to meet the requirements of particular candidates a) to ensure that all relevant evidence is gathered and b) where this approach is becoming a potential barrier to the candidate giving of their best.  Applicants should be allocated similar amounts of time for their interviews. The panel may wish to explore some aspects of the applicant’s work history in more detail if they feel that it will produce evidence of meeting criteria or contra-indications.

8.5 
Recruitment and selection is a two way process and applicants must be given enough information to make an informed decision about whether they want and can do the job.  This information must be given in a consistent manner to all applicants.  If visits or talks from existing staff members are offered they must be offered to all applicants.  They should be given an opportunity to ask questions.

8.6 
A record should be kept of the selection process and should include evidence from the application forms, interviews and tests and/or assessments.  Verbatim notes should be taken in a structured interview and each member of the panel should complete an Individual Interview Record for each applicant.  Evidence from the application form and tests and/or assessments should also be entered on the form.  The applicants should be judged on how closely they meet the person specification or not.  Once all the applicants have been seen and selection methods marked or scrutinised, the appointing manager must collate the information and the panel’s views and together they must reach agreement in order to complete the interview summary form.  All panel members should sign the form.

8.7
The panel should clearly indicate on the summary form which candidates they consider appointable.  If more than one candidate is appointable it should be clearly stated what rationale has been used in choosing the preferred candidate.

8.8
It is important that panel members keep enough records to be able to justify their decisions and to assist in giving feedback. The individual interview record provides a framework for this.  It is good practice for either the Appointing Manager or Group personnel to provide feedback to unsuccessful applicants following testing or the interview. 

9.
REFERENCES AND VERIFICATION

9.1 
Structured written references must be obtained for the appointed candidate.  These will be used to verify what candidates have told the panel; they are not a part of the selection process.  A different form of reference will be required including police checks for posts, which deal with vulnerable groups, particularly in Community Services and Learning for Life.  See Guidance Note RS3 for further information.

9.3 
If there is a requirement for a qualification candidates must be asked for evidence of that qualification.

9.4
Candidates should complete the health questionnaire and Occupational Health should be informed of the requirements of the job.

10.
COMPLAINTS

10.1
Information on the applicant’s right to appeal if they feel that they have been unfairly discriminated against during the selection process on the grounds of race, gender, caring responsibilities, disability, gender re-assignment, age, social class, sexual orientation and religion or belief will be included in the candidate information pack.  Complaints must be made within 72 hours of being informed of the decision to reject.

10.2
A personnel officer who has not been involved in the recruitment process will investigate the complaint.  If there is evidence that the procedures have not been understood or followed then retraining may be recommended.  In more serious cases where there is evidence of deliberate disregard for the procedure, a disciplinary investigation may be held.  If there is evidence that managers have unfairly discriminated they may be subject to the disciplinary procedure.

10.3
If any member of the panel has concerns about the conduct of another panel member they should immediately express that concern to that individual.  If they continue to have concerns they should discuss them with Group Personnel and ultimately they should raise them with the Chief Officer. 

11.
THE OFFER

11.1
Once the decision has been made the appointing manager should make a verbal offer of the post, subject to references, medical clearance and no complaint of unfair discrimination.  Group Personnel will send written confirmation once the time for appeal has elapsed.  The other candidates should be informed of the outcome of their interview; either not appointable, or appointable and held against any other similar vacancies in the next 6 months from the date of the interview.

12.
TRAINING  

12.1 
People who are new to the recruitment and selection process are required to attend a two day training session on the recruitment process and selection interviewing skills.  People who have had previous training in selection interviewing will be required to attend a separate half-day briefing, which will focus on the Sutton procedures.  They will not be required to attend the interviewing skills course but may do so if they wish.  Group training or personnel officers may hold briefing sessions if there is no course available at the time it is required. 

12.2
Training on the recruitment and selection of disabled applicants will be available for all people involved in the recruitment process who have completed the recruitment and selection course. 

12.3
Chief Officers may recommend a manager undergo further training if they believe it is needed to improve their competence in recruitment processes or as an interviewer. 

12.4 
To act as appointing manager an individual must attend the appropriate training courses and prove their competence by satisfactorily participating as a panel member on two occasions.  It is a part of the role of the appointing manager to coach panel members who are new to the process and to credit competence.

13.
INDUCTION AND PROBATION

13.1
The relationship between the manager and successful candidate begins during the recruitment process and should be maintained between appointment and commencement.  During that time an initial induction and development plan should be drawn up and discussed with the new staff member.

13.2   Appointees who are new to local government will be placed on probation but all new staff should undergo the same process of induction and review.

ADDENDUM TO THE R&S PROCEDURE 17 JUNE 2002

14.
Relationships between employees and applicants

14.1
All appointing managers and panel members must take account of paragraph 6.2 of the Code of Conduct for Employees when determining whether it is appropriate for them to take part in a selection panel.  

14.2
Employees should not be involved in a recruitment exercise and appointment where they are related to an applicant or have a close personal relationship outside work with him or her.  

14.3
In the event of any queries, guidance from the Group Personnel Manager should be sought.

15.
Temporary appointments of less than 6 months

15.1
For temporary appointments of less than 6 months duration: 

· A pool of temporary staff may be used for appointments without the need to advertise (see Section 12 and 14 of RS2);

· Where an immediate start is needed and following the recruitment and selection procedure would adversely affect service delivery, a recruitment agency may be used;

· All other appointments should follow the principles of the Council’s recruitment and selection procedure and as a minimum all temporary appointments must be advertised:

1. On the Council’s weekly Vacancy Bulletin

2. At the local Job Centre.

Human Resources

September 1998 

[AMENDED FEBRUARY 2006]
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