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Management Skills for the More Experienced (ExFiles)

Groundhog Day…Choices and Decisions

The Recruitment Process

Choosing the right person for a vacant post can be both an exciting and stressful time! It’s a great opportunity to inject new ideas into your organisation. However, it can often be long, drawn-out and you have the added pressure of selecting the right person for the job. There are different methods which can be used at each stage of the recruitment process. Often there are no right or wrong answers when choosing how you’ll advertise the position, receive applications, interview and select candidates. However, there are some common mistakes/pitfalls to avoid.

Imagine you are faced with some of the decisions below. Probably, you have already been in some of these situations and you are likely to be so in the future. Make a decision at each stage and click on “Find out more” to see where this path could lead. Click “Go Back” to return to the story. 
[At the end, go back and have a look at the options you didn’t choose!]


1. Where to begin?? The Job Description

A) Make a list of all tasks and project work you’d like the Outreach Librarian to be involved in and use this to guide the job description. Also consider what kind of person you’d like for the role i.e. skills, knowledge and experience.   Find out more
B) You don’t have time to write a thorough job description but a brief brainstorm of the main roles and responsibilities that you’d like the new post holder to have should suffice.  Find out more 

2. Advertising the job

Now you’ve got your job description, you need to advertise to attract the right sort of candidates. With so many available sources, you need to choose where to place your advertisement carefully: 

A) You place an advert in the CILIP monthly magazine: Gazette     Find out more 

B) You place an advert online: LisJobNet   Find out more
C) You decide to use the recruitment agency, Speedy Library Recruitment, to advertise on your behalf.    Find out more 

3. The Application form 

So, how do you want potential candidates to apply for the new post?

A) Standard application form    Find out more 

B) Requesting a CV and covering letter     Find out more 

C) Let the recruitment agency do it for you- They’ll advertise, short-list and present you with a list of suitable candidates within a short time period. Find out more 

4. Selecting for the next stage

So, you’ve got to whittle down a sizeable number of applications for the coveted position of Outreach Librarian at your NHS Library. How are you going to do it?

A) You’ve looked at the applications yourself and have decided that 25 candidates fulfil the basic criteria of the post so you decide to call these individuals to interview. Find out more
B) You decide to involve your Assistant Librarian in the process and together you begin assessing candidates based on fulfilling desirable criteria as well as basic criteria for the post    Find out more  

5. Interview stage
You’ve finally battled through all the application forms and have a short-list of five candidates. How are you going to choose which of these individuals you will offer the post to? 

A) Interview questions    Find out more 

B) Psychometric tests     Find out more
C) You consider incorporation of a “presentation” or “task” in the interview    Find out more
6. The end…… or is it??!
So, you’ve battled through the different stages of the recruitment process and hopefully gathered enough information to make one final decision! Who to give the job to?

There is no easy answer to this question! Following some of the best practice outlined in this scenario should help you employ your star recruit!

Don’t forget, if you are in the situation where you’ve not found the right person for the job- do re-advertise or re-interview. As unappealing as this may seem, hiring the wrong person can be expensive and time consuming.(5) 
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Where to begin?? The Job Description
A) Writing a job description 
By adopting this rigorous approach and really thinking about what the post entails and what skills, knowledge and experience is required, you’re well on your way to writing a good job description and person specification! This is the first key step in the recruitment process. 

Legally, you don’t have to provide a job description but it is useful when you are (1): 

· deciding the scope of the job 

· making clear to job applicants what they will have to do in the job 

· writing a job advertisement or briefing an employment agency 

· assessing a job holder's performance 

· working out a new employee's training needs 

What should I include in a job description? (1) 
· the job title 

· the position in the company including the job titles of the person the employee reports to and of those who report to them, if any

· the location of the job 

· a summary of the general nature and objectives of the job 

· a list of the main duties or tasks of the employee 
The person specification (1)
You may also like to consider writing a person specification. This allows you to list the qualities you’d like in your new employee. This includes the knowledge, experience and skills you would like them to have.  It may be an idea to separate these into essential and desirable for the job.  As well as attracting the right sort of candidate, this provides transparency in your recruitment methods and a ready made checklist from which to shortlist applicants.  
Go back
B) Inaccurate job description

If you adopt this approach, you could risk providing an inaccurate job description, you will slow down the recruitment process by interviewing people who shouldn’t be applying for the position in the first place. If you provide an accurate job description, you can narrow down which candidates to interview, making the process easier and quicker. (2) 
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Advertising the job
A) Newspapers and Magazines 

This is an excellent way to make your vacancy visible to a particular sector. Using a professional association magazine is a good way to advertise for professional staff. (3) Howvere, bear in mind it can be a more expensive way of advertising than other methods (1). In fact, some Universities have found that Newspapers are no longer as productive as Internet channels and therefore require recruiting departments to meet
advertisement expenses if they insist on using this method of advertising. (Based on University of Sheffield Experience) 
When you come to writing your own job advertisements, look at the list below to see if it fulfils the following criteria: 

· Concisely written but enough information so candidates can decide whether 

to apply

· A clear statement of the skills and experience needed- you can base this on 

your person specification and job description 

· An attractive design! Stand out from the crowd!

· Written in a non-discriminatory manner 

· Explains how the applicants should respond to the advertisement, e.g. by 


sending a CV, asking for an application form, telephoning, using email or 


writing. 
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B) Internet sites

An excellent way of advertising your job vacancy is via the Internet. It’s quick and reaches a wide audience (1). It has the added advantage of perhaps being cheaper than newspapers/magazines. 

When you come to writing your own job advertisements, look at the list below to see if it fulfils the following criteria: 

· Concisely written but enough information so candidates can decide whether to apply

· A clear statement of the skills and experience needed- you can base this on your person specification and job description 

· An attractive design! Stand out from the crowd!

· Written in a non-discriminatory manner 

· Explains how the applicants should respond to the advertisement, e.g. by sending a CV, asking for an application form, telephoning, using email or writing 
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C) Recruitment Agencies 

This is also a good method of advertising your post and has the added bonus of outsourcing some of the later stages in the recruitment process.

Recruitment agencies can remove a lot of the stress of hiring staff. An agency will have an already-developed pool of candidates and could save your department time during the recruitment process. (4). Once you’ve provided the agency with a job description/person specification, they can advertise and then provide you with a short-list. 

If you are part of a large company, this option is viable but less so for smaller companies (2)

Other advantages of using an agency include: (1)

· You can sometimes try someone out as a temporary worker before 
employing them. If you plan later to offer the agency worker a permanent 
job, you should establish the terms for this transfer with the agency in 
advance of taking on the worker as a temp. The temp-to-perm transfer fee 
may be as high as the introduction fee. 

· If you recruit someone as a temp rather than your own employee, the 
agency will pay the worker, take care of PAYE and National Insurance 
issues 

 Of course, there are disadvantages which you may come across if you 
decide to use an agency: (1)

· You can lose time if they are not able to find a suitable candidate. 

· They can be expensive. You may have to pay them up to 30 per cent of the 
employee's annual salary (or an equivalent rate for temps). 
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The Application form
A) Application forms
All the given choices are valid. Each method has pros/cons so look at the list below to help you decide if this is the option you really want. 
Advantages of application forms (1)
· You can decide exactly what information you need to know. 

· It is easy to compare the skills and experience of different applicants. 

· You can re-use the form for future vacancies. 
Disadvantages of application forms (1)

· They are time-consuming and can be tricky to design as they must be easy to fill in and have clear instructions. (This won’t be a problem if you’re institution already had a standard application form to use). 

· You pay the cost of producing and sending them out to applicants. 

· A form can put some applicants off. 
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B) Requesting A CV

All the given choices are valid. Each method has pros/cons so look at the list below to help you decide if this is the option you really want. (1)

Advantages of requesting CVs (1)

· No need to produce and send out a form to every applicant. 

· You can tell something about candidates' abilities by the way they present their CV. 

· A covering letter can give you a hint of their suitability for the job. 

Disadvantages of requesting CVs (1)

· It is much more difficult to compare the skills and experience of different candidates compared to a standard application form. 

· Gaps in education or work can more easily be hidden.
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C) Recruitment Agencies 

All the given choices are valid. Each method has pros/cons. 

Recruitment agencies can remove a lot of the stress of hiring staff. An agency will have an already-developed pool of candidates and could save your department time during the recruitment process. (4). Once you’ve provided the agency with a job description/person specification, they can advertise and then provide you with a short-list. If you are part of a large company, this option is viable but less so for smaller companies (2)

Other advantages of using an agency include: (1)

· You can sometimes try someone out as a temporary worker before employing them. If you plan later to offer the agency worker a permanent job, you should establish the terms for this transfer with the agency in advance of taking on the worker as a temp. The temp-to-perm transfer fee may be as high as the introduction fee. 

· If you recruit someone as a temp rather than your own employee, the agency will pay the worker, take care of PAYE and National Insurance issues – 

· Of course, there are disadvantages which you may come across if you decide to use an agency (1)

· You can lose time if they are not able to find a suitable candidate. 

· They can be expensive. You may have to pay them up to 30 per cent of the employee's annual salary (or an equivalent rate for temps). 
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Selecting for the next stage
A) How many candidates can you realistically interview?

25 candidates is a lot to interview! Can you realistically do this? Your shortlist should only include the number of candidates that you have the time and resources to interview (1).
Another thing you should bear in mind is that fact you’re carrying out this process by yourself with no input from your employees. This is one of the most common recruitment mistakes. You will find it particularly valuable to let your current staff members
know that you're trying to fill a position and involve them as much as
possible. This will give them a greater sense of ownership in the
recruitment process  (2).
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B) Problems in shortlisting 

Involving your Assistant Librarian is a good move! Everyone sees and assesses people differently; so including someone else in the process will ensure there is no tunnel-vision prejudice. Be aware, that anyone involved in the recruitment process will need to be The panel will need to be trained and aware of Equal Employment Opportunities (EEO) and relevant legislation. (5)

Using desirable criteria to shortlist candidates for interview is a practical way of ensuring you interview a realistic number. More importantly, by selecting according to desirable criteria, you’re likely to recruit the most suitable person for the job. This depends on applicants possessing the desirable qualities necessary for the post!
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Interview Stage
A) Interview Questions

This is the traditional way to decide between candidates and there are some 

points to remember. 

· All candidates should be asked the same questions. The job description/person specification is the ideal place to start when creating the questions you’d like to ask (5). 

· A written record is kept of wh
· at is said in the interview, they’re useful for jogging your memory! However, resist the temptation to record beliefs or thoughts about candidates, stick to recording only what has been said and how the selection decision has been made. It’s important to be aware that candidates who later make a complaint to an employment tribunal have the right to ask for copies of any notes made during the interview, and that you may need them for defending any possible discrimination case relating to the process. (1) 
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B) Psychometric Tests 

These can be useful in some situations- they do give very interesting results! Psychometric tests can be useful when choosing a candidate from a group of people who do not have easily comparable skills or experience. They are more likely to be used when a manager is being sought. Psychometric tests can be used to measure intelligence, personality or aptitude for specific tasks, such as:

· reasoning/problem solving 

· decision making 

· interpersonal skills 

· confidence  (2)

Perhaps given the time and resources these test require, they may not be suitable in this situation but it is useful to know they exist.
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C) Presentation/Task

This can be classed as a situation/performance interview where candidates may be asked to role play one of the job functions (6). You’ll get a chance to assess specific skills (6) that are integral to the job so this could be a useful add-on to the straightforward interview. 
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Recent funding secured for new post…





You have recently secured some funding to create the new position of Outreach Librarian at your NHS Library, a fixed term post for 2 years.  You want to get started right away on recruiting someone to fill this position. 




















