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STATE PERSONNEL DIVISION


DEPARTMENT OF ADMINISTRATION
The Recruitment and Selection Manual provides assistance to State of Montana supervisors, managers and employees when recruiting and selecting employees.  This manual is not state policy or administrative rule.  It is not binding on any department or agency, and it doesn’t establish practice or set a precedent.


AUTHORITY IMPLEMENTED

The Department of Administration shall encourage and exercise leadership in the development of effective personnel administration for agencies in state government. The department shall foster and develop programs for recruitment and selection of capable persons for employment and for the improvement of employee effectiveness. 

The manual provides assistance to departments and agencies in applying the Administrative Rules of Montana (ARM) and Governor’s Executive Orders:

Recruitment and Selection Rules

Persons With Disabilities Preference Rules

Veterans' Employment Preference Rules

Reduction in Work Force Rules 

Nondiscrimination-EEO

Governor’s Executive Order 24-81 (Establishing the State’s EEO Program)
Governor’s Executive Order   7-82 (Prohibiting Sexual Harassment)
See the State Personnel Division’s website to view the Rules and Executive Orders: http://www.discoveringmontana.com/doa/spd/css/resources/policies.asp. 

NOTE:  Alternative Accessible Formats of this report will be provided on request.  Persons who need an alternative format should contact the State Personnel Division, Department of Administration, 125 N. Roberts St., PO BOX 200127, Helena, MT 59620-0127.  Telephone 406-444-3871.  Those using a TTY may call through the Montana Relay Service at 711.
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PREFACE

You have a vacant position in your agency.  This event gives you a bunch of opportunities.  You can examine your organization, assess services, and change duties.  You may need to reclassify the position.  You might decide the position doesn’t need to be filled.

Once you decide to fill the position, there’s no question that recruitment and selection mean more work.  The process takes time away from other priorities.  The time you invest now pays off when you hire the right person for the job. 
If this is the first time you’ve been responsible for recruitment and selection, you should read this entire guide.  If you’re experienced at recruitment and selection, you might find some fresh ideas in certain chapters.  For example, supplement questions, interviewing, or reference checking chapters include new information.  The appendix includes a lot of helpful examples and model forms.  You can use them or change them to fit your needs.  Reviewing legal requirements for hiring, including employment preference and unlawful discrimination, always helps.  You’ll find a lot of additional resources, too.

Make sure you know all about your agency’s personnel policies and union contracts, if any.  Use this guide in conjunction with those resources.

What do poor selection procedures cost?

Poor selection methods increase the chances of turnover.  Turnover costs for a job paying $25,000 a year can run as high as $10,000.  The costs come in many ways: 

· lost productivity during the vacancy

· costs of hiring a replacement 

· inefficiency while the new person learns the job

· indirect costs of low morale, damaged equipment, loss of customers, poor public image resulting from temporary poor service.

A poorly hired applicant can easily become a problem employee.  The costs of discharging a poor employee can be high.  Everyone loses with a bad personnel decision.

What if you do it right?

In turn, good selection reaps rewards for both employer and employee.

For the employer, good selection:

· puts people in jobs that best use their skills and abilities;

· ensures the process is legal and rids it of discrimination based on protected areas;

· boosts productivity;

· reduces personnel problems, including turnover, grievances, and litigations;

· saves valuable time when avoiding personnel problems; and

· saves time and money.

For the employee, good selection:

· increases job satisfaction;

· rewards merit and accomplishment;

· provides equal opportunity;

· brings in quality co-workers; and

· enhances self-esteem through the ability to do the job.

The time and effort you put into recruitment and selection can pay dividends far into the future.

INTRODUCTION

This Recruitment and Selection Manual gives you effective techniques and tools for hiring employee​s.  It also points out potential pitfalls.  There aren't many short​cuts to good recruitment and selec​tion, but this guide can help you make the best use of your time.

Effective Recruit​ment Proce​dures

Effective recruitment should meet two major goals for a manager.  First, the recruitment should attract diverse and qualified candidates for the posi​tion.  This should take place at a reasonable cost of time and money.  Second, the recruitment effort should clearly communicate the requirements for the job.  This increases understanding and helps ensure that un​qualified people won’t waste their time and yours.  

Effec​tive recruitment and selection imply several objectives.  The most important consideration is hiring the best-quali​fied applicant for the job while com​ply​ing with employ​ment laws.

Naturally, all of this raises several questions.

Recruitment

How do I decide what job require​ments to use for recruitment?  

Are there laws, rules, guidelines, or union contracts that govern what I can do?  

How long should the vacancy be open?  

How widely should we recruit – internally, locally, regionally, state​wide, nationally?   

Should we make special efforts to attract women, minori​ti​es, and people with disabilities?  Do we have to do this? 

What proce​dures can I use to attract good can​didates and limit un​qualified applicants?  

What should the vacancy announce​ment in​clude?  What shouldn't it include?

How should we advertise?  How do we target potential ap​plicants?

What’s our bud​get for recruiting?  

Selection

What kinds of selec​tion proce​dures or tests should I use?  What kinds can I legally use?

How do I devel​op these devices or where can I find them?

Are there laws, rules, or union contracts that govern what we can do?

Is employ​ment prefer​ence an issue?

Who should partici​pate in the selection, both in developing it and doing it?

If we have an appli​cant with a disability, do we have to provide a reasona​ble accommo​dation to enable the applicant to take part in recruit​ment and selection?  

Who can help guide us through the pro​cess?

Where do I find the time?

Steps in Recruit​ment and Selec​tion 

As in dealing with many projects, you can break recruit​ment and selection down into a series of steps.  

1.
Fair procedures  The first step is knowing how to make your recruit​ment and selection proce​dures fair and equitable.  Understand​ing the laws, regula​tions, guidelines, and executive orders relating to equal em​ployment opportunity and affirmative action will help you do this.   

2.
Developing a selection plan   You will need to answer the kinds of questions above about recruitment and selection in your selection plan.

Your plan begins with under​standing the job it​self.  A job analysis will reveal this inform​ation and should take place before you start re​cruiting for the job.  If you’re think​ing about any changes to the position, do them before you start re​cruiting.  This ensures the vacancy announcement accurate​ly describes the job and necessary qualifica​tions.  

More than one manager has regretted starting recruitment with an old position description, only to find that the job duties have changed a lot.  Applicants might lack the skills the job now requires.  Others with those skills might never apply.  If the “old” vacancy announcement stresses one set of skills, but the selection process itself stresses different skills, you get disgruntled applicants.  And disgruntled applicants will more likely challenge your hiring decision.  The result — you don’t hire the best person for the job, and you spend additional time explain​ing and de​fending your process to unsuccessful applicants.

3.
Identify and develop selection procedures  At this point, you may want to appoint a selection commit​tee to help.  You begin identifying the hiring tools you will use.  The most common are supplement ques​tions, interview ques​tions, performance tests, written tests, and reference check ques​tions.  Selection proce​dures must be job-relat​ed, devel​oped before reviewing any appli​cants, based on writ​ten criteria for evalu​ating applicants, applied consis​tently, and docu​mented well.  You don’t have to complete all proce​dures before you start re​cruiting, but you certain​ly need them in place before you start screening. 

4.
Recruiting  Next, you recruit qualified applicants.  You need to develop a good vacancy announcement and decide what applica​tion materials you’ll require from applicants.  You’ll probably need to develop supplement questions.  You also need to decide how and where you will adver​tise the position and how long you’ll be recruiting.

5.
Screening applications  This stage deter​mines which applicants will advance for further evalua​tion. You’ll review applica​tions, résumés, supplement questions, and other required documents, using set criteria.  You can notify those who were screened out so they don’t have to wait for an answer.

6.
Assess applicants in person  You’ll assess your top-qualified applicants by using the selec​tion procedures you developed.

7.
Select  Next, you need to decide who to hire.  This includes checking refer​ences.  Once you have evaluat​ed all ap​plicants, you’ll consid​er issues like pref​erence or contract provi​sions, and determine which applicant you’ll offer the job to. 

8.
Notify  Now you need to notify the successful applicant.  You must notify any applicants who claimed Veterans' Employment Preference or Per​son With Disabilities Employment Preference who didn’t get the job.  As a courtesy, notify all other appli​cants about the outcome of the process.    

9.
Document  Finally, you must ensure everything you have done is documented.  Your personnel office can probably give you a checklist to confirm the necessary documentation.  This includes everything from vacancy announcements to score sheets.  Documentation should note every​one who helped devel​op and implemen​t the selection pro​cess.  It’s critical to have a com​plete record of the pro​cess.  Thorough and accurate documen​tation is your best defense against challenges by unsuccessful applicants.

This recruitment and selection manual explores all of these steps.






� Statutory authority is found at Montana Codes Annotated (MCA), Section 2-18-102.
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