
CHAPTER IV

RECRUITING


[image: image1.wmf] 

State of Montana

 

Jobs!! See website!

 

 

 


Recruitment and Selection Manual

State Personnel Division

Department of Administration

ADVANCE \y72CHAPTER IV

RECRUITING

Successful recruiting requires a clear picture of the job and the competencies applicants need to do that job.  Your job analysis lays the cornerstone for this process.

Before starting, you may need “authorization to recruit” from your agency’s human resource office.  A sample form appears in Appendix 14 - Miscellaneous Forms and Letters –Example 1.  Feel free to change the form to fit the needs of your agency.
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Making the vacancy known

A critical part of good selection involves attracting good applicants.  This brings up several questions:

· How do you let potential applicants know you have a vacancy?  

· Should you recruit internally or externally – or both?  

· Should you advertise in the media in addition to posting the job?  

· How widely should you advertise?  

· Should you take special steps to contact special recruitment sources?  

· And what about the State Employee Protection Act for laid-off state employees?

Let’s tackle the last question first.

Job Registry Program and laid-off state employees
The State Employee Protection Act (2-18-1201, MCA, et seq.) provides protections for state employees who lose their jobs because of privatization, reorganization, agency closure, or a reduction in force (RIF).  (See “Chapter I – Discrimination, Preferences, and Other Laws” for more information.)  The law entitles employees who are laid off to be on the job registry.  Your agency may try to hire people from the job registry before posting a job to the general public. Nothing in the Act requires you to hire employees from the special job register prior to seeking applications from the general public.  

In the Recruitment and Selection Rules (ARM 2.21.3701, et seq.), you are encouraged to check the job registry before posting vacancies externally to the general public.  You may limit an internal applicant pool:

· to current agency employees and employees who have been laid off from the agency;

· to job registry participants; or 

· to the agency and to the job registry simultaneously unless this practice conflicts with agency policy or the provisions of a collective bargaining agreement.  Internal applicants and job registry participants may be treated as one applicant pool.  In order to break a tie between two applicants with substantially equal qualifications, an agency may select the applicant with the longest state government service.
You may use your regular selection procedures, such as a structured oral interview, a performance test, and reference checks, when assessing applicants from the registry.  If registry applicants are equally qualified, you may give preference to the one with the longest continuous state service.  

A person’s listing on the job registry ends after two years.  The two-year period comes about in one of two ways:

· two years from the effective date of the person’s layoff, or 

· two years from the date the person completes job training after being laid off  

The law doesn’t apply to seasonal employees.  You can certainly recruit from a pool of seasonal employees, currently working or not.  This is a form of internal recruitment.

The job registry is an automated “ self-service” process for agencies and is located on (https://pa84pr-csm.isd.doa.state.mt.us:7651/psp/pa84pr/?cmd=login) the MINE website under Personnel - Job Registry.   Only agency HR Staff are able to access the job registry participant information.  The State Personnel Division, Department of Administration is maintaining the automated process and agency access.
Should you use internal recruitment?

Your own agency contains the quickest, easiest, and least expensive pool of applicants. Internal recruitment has several advantages, but it also has some drawbacks.

When you recruit internally, you get applicants who are familiar with your agency and its work environment.  You can get good information on their current performance, and this is often the best way to assess how they will perform on the new job.  You’ll also spend less time orienting the new employee.  

But the most important reason for recruiting internally is simple — morale.  Employees who know your agency offers opportunities for promotion and career advancement are more apt to be satisfied, productive, long‑term employees.

The disadvantages to recruiting internally probably don’t jump right out at you, but there are a few.  Internal recruitment may perpetuate biases or discriminatory practices.  Affirmative action goals may be difficult to meet.  Trying to increase morale of current employees may be a trade-off for bringing in fresh ideas or "new blood."  In addition, internal promotions can result in competition, conflict, and changes in working relationships.  Those things can drive morale down, rather than up.

To help you decide whether to recruit internally, consider these questions:

· Should you limit recruitment to internal announcements, at least at first?

· Do you have people working in your agency who are qualified – and interested in the job?

· Do you have department policies or collective bargain​ing agreements requiring internal recruitment?

· Would a current employee’s “institutional knowledge” give a big boost to job performance?  To the agency’s mission?

· Is the position hard to fill because of stiff requirements in education, technical ability, and experience?

Is it better to recruit externally?

Recruiting from outside the agency can dispel the disadvantages of internal recruitment. You will have the opportunity to bring in  "new perspectives" and fulfill EEO/AA guidelines and plans.  

Recruiting externally typically takes more time and costs more money.  To some extent, you’re also dealing with unknown quantities – strangers without any history in your agency and without the clear “track record” you can look at internally.  

To help you decide if it’s best to recruit externally, add these questions to the mix:

· Have you checked with your personnel/human resource office to find out about any qualified persons who have been laid off from your agency?

· Have you checked the job registry on the MINE website to find out about any qualified people who were laid off from other state agencies?  You may hire an applicant from the job registry without advertising or going through competitive selection.

· Do you want to recruit locally, statewide, or nationally?

· What will your budget allow you to spend?

· Do you want to advertise in newspapers or magazines?

· Do you want the job posted only with Job Service, but not advertised in the media?

· Have you followed department policy for external recruit​ment?

· Have you considered affirmative action plans or collec​tive bargaining agreements?

· What size applicant pool do you want to consider?

Positions filled by participants in on‑the‑job training, work experience or other programs conducted under federally‑author​ized employment or training programs do not require posting with the job service, as indicated in the Recruitment and Selection Rules.

What if you have a job that’s difficult to fill?
In recent years, several jobs in state government have become difficult to fill.  This stems from competition with other employers for some occupations.  And some occupations face a shortage of qualified people.  Either way, it can make it hard for your agency to attract good applicants.

Such situations present special problems in recruiting.  Some options are available:

· ex​panded recruitment;

· extended recruitment;

· continuous recruitment;

· recruitment that targets specific groups; and

· pay plan exceptions (in limited situations).

Your personnel/human resource office can help you with ways to tackle the problem.

Are there any standards for vacancy announcements?
Yes.  The state has a standard procedure for vacancy announce​ments.  This helps consistency and makes it easier for applicants to identify state job vacancies. You’ll find “Guidelines for Preparing a Vacancy Announcement” in Appendix 15.    Appendix 8 has examples of vacancy announcements with supplemental questions for Human Resource Technician and Training Program Director.

You may tell applicants to get the application materials from Job Service.  Depending on your agency’s practice, you should tell folks whether to send their completed applications directly to your agency or to Job Service.

How do you advertise the vacant position?

Each of the following recruitment practices gets common use.  And each one can pose problems related to equal employment opportunity.

Help‑Wanted Advertisements – Posting jobs and placing classified ads are standard recruiting practice. They’re generally effective, but might not reach some applicants you want to attract to meet affirmative action goals.  The state has a standard, consistent procedure for newspaper advertisements.  The  “Guidelines For Preparing Newspaper Advertisements” is in Appendix 15.
State agencies may not publish notices or ads that suggest any preference, limitation, or discrimination based on race, color, religion, creed, sex, sexual orientation, age, marital status, disability, or national origin.  A narrow exception occurs when religion, sex, age, or national origin (but never race or color) constitutes a bona fide occupational qualification (BFOQ).

Placing job ads in "Help Wanted – Male" or "– Female" columns is unacceptable.  Avoid suggestions of age, such as "recent college grads" or "recent high school grads" to attract younger applicants.  Or, for that matter, "retired couple" or "mature person" to attract older ap​plicants.

Word‑of‑Mouth Recruiting – This happens a lot in small organizations or communities – news of the vacancy goes out over the “grapevine.”  The practice relies on current employees to tell friends and relatives about jobs.  It poses a problem because:

· qualified potential applicants may never learn of vacancies;

· the “good old boy” network or “in crowd” maintains a culture that resists change and new ideas; and

· minorities are shut out because they don’t belong to the social groups and families that hear about vacancies.  This keeps discrimination going.

Referrals – Similar to word‑of‑mouth recruiting, referrals rely on an established social network.  If employment opportunities have been limited for minorities and women, the network will often perpetuate the problem.

Professional Publications and Organizations – For hard-to-fill jobs, you might place ads in professional publica​tions or list a job with professional organizations.  This method often gets national exposure at a reasonable cost.  Many professional organizations also maintain web sites that have pages listing job openings.

Job Service Workforce Centers 

Given its resources for matching applicants to jobs, Job Service Workforce Centers can be a valuable partner in recruiting.  As a matter of state rules, departments must post all external vacancy announcements with Job Service for at least five working days.  A standard, consistent procedure for recruiting through Job Service is in place. You’ll find the  “Guidelines for Preparing a Vacancy Announcement on the Internet” in Appendix 15.

The Job Service Workforce Centers provide all these services for applicants:

· provides computers for internet access; 

· posts job openings to the public;

· conducts training on how to apply for a state job;

· provides application materials to the public;

· answers general questions about vacancies and applica​tion procedures;

· provides proficiency testing;

· forwards completed applications to the hiring agency; and

· provides a computer learning center for classes on how to use the computer, basic internet job searching, and completing résumés on-line.

State of Montana Employment Information Website
The State of Montana Employment Information website   (http://discoveringmontana. com/css/statejobs/statejobs.asp.) is part of the Montana Job Source which is a statewide electronic job application system and an employer job posting system. 

The State’s Employment website gives applicants current vacancies and information on:
· how to apply;

· who to contact; 

· salary and benefits; 

· state employment application   

· employment preference form; 

· overview of state government; 

· internships, temporary employment, and training assignments; 
· job registry information - The job registry is for State employees who have been laid off as a result of a reduction in force. The registry is part of benefits available under the State Employees Protection Act.
Contact your agency’s personnel/human resource office for more information about posting vacancies on State’s Employment website.
Is there any format for advertising vacancies in publications?

To advertise in newspapers or magazines, you need to develop an ad that gives potential applicants enough information to decide if they have the right qualifications.  Providing exact information in all vacancy announcements helps reduce applications from unqualified people.  You boost the chances of attracting ap​plicants worth considering for the job. (Check out Appendix 15 – “Guidelines For Preparing Newspaper Ads.”

Review your notices carefully to eliminate any hint of preference, limitation, or discrimination based on race, color, religion, creed,  sex, sexual orientation, age, marital status, disability, or national origin, except where the job has a Bona Fide Occupational Qualification (BFOQ).

Advertisements should appear in Wednesday or Sunday newspapers – or both.  These issues have the highest circulation.  Your agency can put in as much information as desired.  At a minimum, make sure your ads have these elements:

· Job Title: Use the same job title that’s on the Vacancy Announcement.

· Position Number: Enter the five-digit posi​tion number from the position control roster.

· State of Montana:  Clearly put “State of Montana.”  Applicants may not know it’s a job with state government if you only show the agency’s name.

· Department Name: Give the agency’s name.  Applicants and Job Service staff may have questions or concerns that only the depart​ment can answer.

· Location of Job: List where the job is by city, town, or other geographic marker.
· Starting Salary:  Give the entry-level salary.  
· for perma​nent, full-time posi​tions, list the annual salary

· for tem​porary or part-time positions, list the hourly rate 

If you want to, you can put in a compen​sa​tion statement that describes insurance, leave plans, holidays, and legislated pay increases.
· Salary Ranges in Broadband Pay Plan:  Agencies will set their own rules for paying new employees.  In the best practice, the agency would first assess a new employee’s competencies.  Then the agency would peg salary within the range defined for competency-based pay.   
Your ad should list the competency-based pay range set for that job.  Include a statement that a new employee’s salary will result from an assessment of their competencies at the time of hire. 
Example:  In Pay Band 6, the minimum salary is $26,560, and the maximum salary is $59,474 (July 1, 2001 – June 30, 2003).  For a position in a specific class in pay band 6, you could advertise the range as $28,370 – $38,376.  This would stem from a salary plan that included a competency model for the job.  

For information about broadband pay plan and competency models, ask your personnel/human resource office.  You can also put in a compen​sa​tion statement that describes insurance, leave plans, holidays, and legislated pay increases.

· Responsibilities and Requirements: Briefly state the job responsibilities and the minimum qualifications (education and experience).  List special re​quire​ments, such as extensive travel, unusual work​ing hours, on‑call status, and required licenses.  State whether applicants will need to send other information, such as results of a typing test.  If appropriate, include an Affirmative Action statement.

· Application Process: List places where applicants can pick up appli​cation materials.

· Deadline:  Give the deadline for applying.  You have to post the job with Job Service at least five working days.  If you’re recruiting statewide, you need to post it at least ten working days.  Let people know where to submit applications – local Job Service and any other site you’ve chosen.  

What about application forms?

Application forms seek essential information from the applicants, including education, training, and experience.  The application may request any job‑related information.  The State of Montana Employment Application does this for you.  Through the application, you can ask for these data:

· name

· address

· social security number

· type of work desired

· type of work for which the person is qualified

· educational background

· work experience, including reason for leaving previous jobs

· military record, as it pertains to education and experi​ence

· preferences

· work-related references

On the state’s application, a separate sheet collects EEO information on sex, race, age, and disability.  This information enables the state’s workforce analysis and other statistics.  The separate sheet doesn’t go to the hiring manager or other selection panel members.  It doesn’t influence hiring decisions.

When should you require the applicant to submit these materials?

Applicants need to provide some materials when submitting their applications:

· application form

· supplement responses

· résumé (if required) 

· transcripts  (if required)

You’ll need these items to evaluate education, training, and experience.  

Your agency’s policy should state when applicants need to provide documentation for employment preference.  Be sure to convey this information in your vacancy announcement and other instructions.

In your vacancy announcement and all advertising, clearly list all materials ap​plicants need to provide.  In addition, stress the importance of including all materials when applying.  State that failing to submit any of the materials by the deadline may disqualify the applicant.

An applicant needs to provide other documentation only if you’re offering the job to her or him.  A universal requirement is proof of eligibility to work in the USA.

You need to be consistent about deadlines for applying.  Don’t accept materials after the date shown on your vacancy announcement.  Rather than making an exception for one late applicant, you can consider extending the deadline for all applicants.  Or you can re-post the job for more recruitment.

Incomplete applications present another problem.  Your personnel/human resource office can advise you on procedures in your agency.
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