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You’re probably eager to decide who to hire.  Before you decide, you should review the entire selection process on each of your finalists. 
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How can you assess your hiring process?
Here are some suggestions on assessing your hiring process.  Did you …

· determine if you needed a job analysis?

· identify and list the essential functions for the position? 

· keep a record of the reasonable accommodations given to previous employees in that job?

· identify and list the competencies needed for success in the job?

· decide which selection tools most effectively measure the job-related competencies by examining

· past results using the tools (writing samples, interviews, performance tests, and so on)?

· standardized tests?

· professional literature?

· court cases? 

· advice from human resource or other professionals?

· analyze selection procedures to identify any that might adversely impact protected classes?  

· decide at which point in the procedure some applicants would be screened out?

· keep accurate records of applicant flow?

After reviewing your selection process, evaluate whether it reliably identified qualified applicants.

What records should you keep in the files?

If you’re ever called upon to show the reliability and validity of your selection, you’ll want good documentation.  At the least, your selection file should contain these records:

· Job Analysis Materials – Document the method, instruments used, sources consulted, credentials of analysts, relevant identifying information, and resulting job description.

· List of Knowledge, Skills, and Behaviors (Competencies) – Document how each competency links to the job, the importance, level and type of each competency, and the criteria and method you used to determine them.  

· Selection Plan – Summarize the process you used. 

· Selection Process – Document credentials of panel members, rationale for all decisions made, and log of panel sessions.  

· Copy of Written Tests, Interview Questions, Reference Questions and Other Selection Tools – Include answer keys and copies of related documents, such as directions for using the selection tool, questions you asked, and scoring instructions.  

· Applicant documentation – Include records on each step of the process.  A single summary sheet that shows all applicants and their scores at each step simplifies the final evaluation. 

Deciding who to hire 

Compare the interviewers' ratings.  You want agreement, but don't force a consensus.  When scores from different interviewers are close, you might strike an average for the final scores.  When results are far apart, discuss the differences and figure out where the differences lie.  Refer to your notes.  Remain objective.

Review the results and group your finalists into “substantially equally qualified” groups:

· most qualified candidates

· qualified candidates

· least qualified candidates

Consider other information that affects the final decision, such as 

· results of references

· relative weights you gave to elements of the selection process

· employment preferences under state law and state policy

From the most qualified group, decide which applicant gets your recommendation.  Prepare a summary and justification for the choice.

You have administered the selection procedures – what now?

Once you complete the selection process, follow your agency’s procedure in offering the job.  You might have the authority to make the offer, or you may need approval before you contact the applicant.  You may need to submit an "Approval to Hire Form" before you can proceed.  You can find a sample of this form in Appendix 14.  It gives the hiring manager information about the selection process.

After you receive approval to hire an applicant, extend an offer of employment with a telephone call, e-mail, fax, or letter.  If you use the phone, follow up with a letter giving details of the offer.  (See “Guidelines for Preparing Selection Decision Letters” in Appendix 15.)

In addition, you should inform applicants that didn’t get the job.  Some agencies have forms for that purpose, as well as letters of hire and rejection.  Appendix 14 contains sample letters, including several versions of the rejection letter that are appropriate in varying circumstances.

One note – wait until you are sure your chosen applicant has accepted the job before you contact other applicants.  If your first choice declines the offer, you’ll probably want to make a second choice from the applicant pool.  This can get kind of awkward if you’ve already told the other applicants they didn’t get the job. 

You have to send a letter to unsuccessful applicants who claimed preference as a veteran or a person.  As a courtesy, you should send a letter to each unsuccessful applicant.  Letting them know at the time they are screened out is a courtesy, especially if you expect the entire process to take some time.

Follow your agency procedures on handling documentation.  You may need to give all your materials to your department personnel office.  Appendix 14, Example 3, shows a sample memo detailing what to submit. 

What if you aren’t satisfied with the finalists?

You have no obligation to hire anyone if you’re uncomfortable with final applicants.  You might put them through more selection procedures, check more references, or start the whole process over.  

Before deciding, though, think about your reasons for being dissatisfied with the finalists.  Are your reasons job-related?  Are you confident there is no inappropriate bias?

Additional resources

This guide answers many questions about recruitment and selection, but you’ll need more help to deal with specific situations.  A lot of resources are available to you.

The best source of information on recruitment and selection is your agency’s personnel office.  The personnel office is there to consult with you and help you.  If you have any questions about what to do, talk with the personnel office before acting.

Before recruiting and selection, it’s a good idea to read and follow policy 3-0165, Recruitment and Selection, Montana Operations Manual, Volume III.  Other policies you’ll want to know about are:

· 3-0110 Employee Record Keeping 

· 3-0155 Reduction in Work Force 

· 3-0170 Probation 
· 3-0171 Persons with Disabilities' Employment Preference 

· 3-0172 Veterans' Employment Preference 

· 3-0630 Nondiscrimination – EEO

State Personnel Division has also developed guides that may assist you:

· Job Sharing Guide 

· Reasonable Accommodation Guide

· Pay Plan Exceptions

· Reduction in Work Force Guide 

· Moving and Relocation

· Montana Compliance with Selective Service Guide

· Telework Guide

· Integrating Competencies into Montana's Human Resource Programs

You can find the policies and guides on the State Personnel Division website, http://www.discoveringmontana.com/doa/spd/css/default.asp.  Look under “Resources.”
Your agency may have adopted additional policies and procedures that you need to follow.  You also need to know the provisions in union contracts, if applicable.

What other help or training is available?

The State Personnel Division (444-3871) can help you with recruitment and selection. 

In addition, the Professional Development Center (444-3985) offers workshops on recruitment and selection.  You can look through a list of their classes on the PDC website, http://www2.state.mt.us/doa/spd/css/training/pdc/default.asp. 
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