GUIDANCE NOTE RS2
                                                                   

RECRUITMENT AND SELECTION 

GUIDANCE FOR MANAGERS

The Recruitment and Selection Procedure sets out the Council’s policy and procedure on recruitment. These guidance notes are to help managers to carry out the procedure correctly.  

See also Guidance Notes RS1, RS3 and RS5
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1.   RELEVANT LEGISLATION AND EXPLANATION OF TERMS

A.   Summary of the Law
1.1
The following is a summary of the main Acts of Parliament, which affect recruitment and selection.  Please ask your departmental personnel staff for further guidance.

	Act
	Main impact on recruitment



	Rehabilitation of Offenders

Act 1974
	After a period of time, which varies depending on the type and length of conviction, the conviction is ‘spent’.  This means an applicant may not have to reveal it to a prospective employer.



	Sex Discrimination Acts

1975 and 1986
	Employers must not discriminate against women or men or married people in the way they recruit or arrange to select.



	Race Relations Act

1976
	Employers must not discriminate against candidates on grounds of their race, colour, nationality, national or ethnic origin.



	Housing and Local Government Act 1989


	Appointments in local government should be given ‘on merit’.



	Employment Rights Act 1996
	Employers must issue written details of the terms of their employment, within eight weeks of joining, to employees whom they employ for more than a month.



	Trade Union and Labour Relations (Consolidation) Act 1992
	Employers must not discriminate against job applicants because of membership or non-membership of a trade union.



	Disability Discrimination Act 1995


	Employers must not discriminate against disabled people.  They must provide information in alternative formats, ensure that applicants can access and take part in the recruitment process and make reasonable adjustments to the selection procedures and to working conditions or the working environment.

	Asylum and Immigration Act 1996
	Employers must check applicants’ eligibility to work in the UK.  New employees must produce evidence of their eligibility - usually their NI number.



	Race Relations Act 1976 (Amendment) Regulations 2003
	Strengthens the requirement on employers not to indirectly discriminate against candidates on grounds of their race, colour, nationality, national or ethnic origin by widening the definition of this term. 




	Employment Equality (Religion or Belief) Regulations 2003
	Employers must not discriminate against applicants on the grounds of religion or belief in the way they recruit or arrange to select.



	Employment Equality (Sexual Orientation) Regulations 2003
	Employers must not discriminate against applicants on ground of sexual orientation in the way they recruit or arrange to select.



	Disability Discrimination Act 1995 (Amendment) Regulations 2003


	Employers must not publish an advertisement that indicates an intention to decide on an application that discriminates against a disabled person, or a reluctance to make a reasonable adjustment for an applicant.



	The Disability Discrimination Act 2005
	All public sector authorities have a duty to promote disability equality by eliminating discrimination and harassment, promoting equality of opportunity between disabled persons and other persons, and take steps to take account of disabled persons’ disabilities, even where that involves treating disabled persons more favourably than others.


1.2
Anyone who feels that they have been discriminated against in recruitment on these grounds has the right to take their complaint to an Employment Tribunal.  If they win their case they will be entitled to compensation.  There is no upper limit on the compensation the Tribunal can award under the Race, Sex or Disability Discrimination Acts, or the Employment Equality Regulations.

B.   Explanation of terms used in legislation 

1.3
The following are not legal definitions but are explanations drawn from the Equality and Employment legislation, and Sutton’s Equality and Diversity Policy.


Direct Discrimination

1.4
Direct discrimination occurs when someone is treated less favourably than others because of their race, gender, caring responsibilities, disability, gender reassignment, age, social class, sexual orientation, religion or belief and the treatment is not justified.


Indirect Discrimination
1.5
Indirect discrimination occurs when a criterion, provision or practice is applied that disadvantages people of, for example, a particular race, gender or sexual orientation, disability, age, religion or belief, unless it can be objectively justified.

This applies to all employment matters including advertising and recruiting, training, appraising performance, promoting, retaining and dismissing.

Genuine Occupational Qualifications

1.6
There are some exceptions under the Race Relations Act, the Sex Discrimination Act and Employment Equality Regulations when an employer can claim a genuine occupational qualification to recruit, train, promote or transfer a person of a particular sex, race, sexual orientation or religion or belief.  These are when:

· The post involves services to a particular racial or social group to promote their welfare, and a person of the same group can best provide the services.  Examples are race relations adviser, social worker.

· A woman or man may be needed to preserve decency or privacy, for example a public convenience attendant.

· The job provides people with personal services or promotes their welfare or education, and someone from a particular group can do this most effectively.

· The job is in a single sex establishment, which provides special care, supervision or attention.

· The job is one of two to be held by a married couple (but for the Council’s Equality and Diversity Policy a couple do not necessarily have to be married.) 


Positive Action

1.7
The law allows employers to help and encourage employees and potential employees who belong to disadvantaged groups, which are under-represented in particular, areas of work.

1.8
Members of a particular disadvantaged group are under-represented in these circumstances. If, at any time during the previous twelve months, either there was no one of that group doing the work in question, or there were disproportionately few in comparison with the group's proportion in the workforce at that establishment, or in the relevant labour market.

1.9
Positive measures may include:

· Job advertisements and outreach work to encourage applications from members of disadvantaged groups, particularly in areas where they have traditionally been excluded or discouraged.

· Encouragement of, and special training schemes for women, ethnic minorities and people with a disability who show potential for promotion or skills training, but who lack the necessary qualifications or career counselling.

  Disabled People and Reasonable Adjustments

1.10 The Disability Discrimination Act requires employers to make reasonable adjustments to the method, procedure or practice on which employment, promotion, transfer, training or any other benefit is offered or afforded.  This applies to recruitment, working conditions, or the environment where any employment arrangements, or 

physical feature of the premises cause a substantial disadvantage to a disabled person compared to a non-disabled person.  Failure to do so will amount to discrimination unless you can justify it.  Reasonable adjustments could include:

· reallocating minor or subsidiary duties to another person

· altering working hours

· transferring to another place of work

· acquiring or adapting equipment

· providing assistance, e.g. a reader or interpreter

· making physical changes to premises

· adapting the selection process including tests


Whether a particular adjustment is reasonable or not will depend on the individual circumstances.  These include the financial resources of the employer and whether the change is practicable.

2.
RESPONSIBILITIES OF THE APPOINTING MANAGER

2.1
The appointing manager is normally the line manager of the post that is vacant.  As appointing manager you are responsible for following the recruitment and selection procedure properly.  You must make sure the decisions you take accord both with the procedure, the Equality and Diversity policy and the relevant legislation on which the procedure is based. (See Section 1).  Promoting equality and diversity is one of the Council’s Core Values.  You also have a responsibility to put Core Values into practice, and to ensure the appointing panel’s decisions are fair and justifiable.  If an applicant challenges your decisions, or the way in which you reached them, the appointing manager will have to represent the Council, and justify those decisions.  See also section 10 of the procedure.


1.   What you have to do
	· 
	Discuss with Personnel whether you need to fill the vacancy at all, and the options that are available for reviewing the post, grade or hours.



	· 
	Check whether a current, accurate job description exists.  Rewrite and re-evaluate it if necessary:

	
	· Examine the different job components of the post for flexibility and the potential exclusion of disabled applicants

· Consider and implement, as appropriate, any reasonable adjustments.



	· 
	Select other panel members to include both male and female members, and where possible black and minority ethnic members, or people from other minority groups, and plan the recruitment timetable.




	· 
	Write a person specification based on the agreed job description. Decide on which criteria should be priority one (which should be only those which are essential to fulfil the minimum requirements of the role on appointment) and which should be priority two (skills and abilities which can be acquired after appointment). Both of these should be done with due consideration to the equality and diversity policy.

Decide what evidence you need to ensure that applicants meet the criteria on the person specification.  Ensure all members of the panel understand this evidence.  Decide what recruitment method you will use to test the evidence, and at what stage.



	· 
	Discuss with Personnel how you will advertise the post, and agree the advertisement.  Write further information about the section or job if needed, and send to Personnel for inclusion in the information pack.



	· 
	Shortlist with one other panel member, using the Recruitment Summary.



	· 
	Ensure you brief all panel members before the selection process (assessment methods, tests and/or interviews) on their role.  You need to agree how you will use any tests or practical exercises.  



	· 
	For a structured interview you will need to plan the broad areas of questioning, and who will cover each. It is your responsibility to act as chair of the panel or appoint someone else.  If you do appoint someone else you are still responsible.



	· 
	Ensure the applicant gives the panel enough information to enable them to decide on appointment.



	· 
	It is the manager’s responsibility to ensure that clear and transparent records should be kept of the selection process.  Each member of the panel should complete an Individual Interview Record for each applicant and then the manager should chair the discussion to arrive at the panel’s view.  Complete the Interview Summary.  List all appointable applicants, and explain your first choice.  Keep all the panel’s notes.



	· 
	Make the verbal offer to the successful candidate, and tell unsuccessful applicants.  Give feedback if other applicants ask for it.



	· 
	Coach any member of the panel who has not achieved competence.  Credit competence if appropriate.



	· 
	Keep in contact with the successful applicant between the interview and their first day.  Plan and manage their induction and probation.


3. 
WRITING / AMENDING JOB DESCRIPTIONS

  3.1
The job description must comply with the Council’s Equality and Diversity Policy.

 3.2
When a post becomes vacant it is an opportunity to review the job description and challenge traditional roles and responsibilities, and to ensure that it does not potentially discriminate against any applicants on grounds of race, gender, caring responsibilities, disability, gender reassignment, age, social class, sexual orientation, religion or belief.

  3.3
In particular, the core roles of the job may be able to be broken down into separate components that could be filled by a number of applicants with different skills and abilities, or different working hours.  This adjustment could encourage a wider range of applicants, e.g. disabled people, to apply.

  3.4
Positive action under the Disability Discrimination Act would include considering a job description especially designed for applicants with a particular disability to attract them to the workforce and increase their under-representation in comparison with those living in the community.

  3.5
If the job description is new or amended, it must be sent to Group Personnel for advice and evaluation.

  4.
WRITING PERSON SPECIFICATIONS

  4.1
The Person Specification lists the skills, knowledge, abilities, and experience or qualifications, which are necessary to do a job effectively.  You must be able to justify each criterion in terms of the duties of the job to include it.  The person specification is a key tool in recruitment and selection.  It forms the basis of the job advertisement.  You will use parts of it as a basis for shortlisting.  You will then use it to structure the recruitment methods, and then to decide whom to select and reject.  If you prepare and use it properly it will improve the reliability and consistency of your decisions, and enable you to justify them if there is an appeal.

  4.2
Please ask your Group Personnel Section for help before you start writing, and to check your specification once written.  Part of their job is to ensure consistency; they also have examples of person specifications, which may help you and save you time.  The Sutton Competence Directory, or NVQ standards if you have access to these may also help you. 



1.   Basic Principles


Criteria must be job related

a)
You must base the person specification on what is necessary for safe and effective performance of the job.  Use the job description to judge exactly what skills, knowledge, experience and abilities are essential.  Ask yourself what the jobholder needs to know, or be able to do to perform well in each of the main tasks.


Criteria should be reasonable

b)
Make sure you set the criteria at the right level for the job.  If you ask for a particular skill it should fit the duties of the job.


Criteria must not be directly or indirectly discriminatory


c)
You must not exclude applicants of a particular race, gender, age, social class, sexual orientation, religion or belief, or with caring responsibilities, a disability, or those who have undergone or are undergoing gender reassignment, unless there is a genuine occupational qualification.  (See the section on the law, page 2).  This would be direct discrimination.


d)
Indirect discrimination occurs if applicants are less able to meet a job requirement because of their race, gender, age, social class, sexual orientation, religion or belief, or with caring responsibilities, a disability, or those who have undergone or are undergoing gender reassignment, and the job requirement is not justifiable.

Examples of potential unfair discrimination:

· A job description and person specification state that the ability to drive a car is essential and there is no justifiable business need for this given.

· A person specification states that a minimum length of experience in a particular field of work or type of organisation is an essential requirement for the job with no justifiable business need stated.


Criteria must be about skills, not personality

e)
Avoid using terms, which describe personality rather than behaviour.  Terms such as ‘flexible’, motivated’, ‘numerate’ and ‘ambitious’ are open to different interpretations.  It is better to use words that describe behaviours or actions, and to describe them as precisely as possible.  For example in place of ‘flexible’ you might say: ‘able to carry out tasks on rotation, and to share responsibility for achieving these.’


2.   The Structure of the Person Specification


The form divides into several sections.  You do not have to use every section if it isn’t relevant to the job you are filling.  An explanation of each section, and how to use it follows.


Education or Experience

a)
Education includes vocational, professional or academic training leading to qualifications, which are relevant to particular jobs.  Consider whether qualifications are strictly necessary to do the job.  Many disabled people missed educational opportunities and gained qualifications at a later stage.  

However unless there is a legal requirement to have a particular qualification, you must always offer a number of years experience as an alternative (think of what you actually need a person to be able to do when deciding this).  This is to make sure that you do not unfairly exclude applicants who have relevant experience, but not a formal qualification.


b)
When asking for experience, be as precise as possible.  State what experience, and at what level, you are looking for.  But be reasonable.  If you expect that applicants should have done the same job before it may be discriminatory.  Applicants may have gained relevant, transferable skills outside local government, through voluntary work, or at home.


Knowledge

c)
Use this section to ask for knowledge, which is central to performing the job.  Sometimes applicants may have gained such knowledge through a formal qualification or experience, but you must not assume this.  Applicants may have knowledge they have never had to use in a job before, so it may not be obvious that they have it.


Skills and Abilities

d)
This section will probably be the largest.  It contains the skills and abilities needed to carry out the duties of the job.  You must take care to make them as clear as possible, but not expressed too narrowly.  Clarity means avoiding vague terms such as ‘numerate’ and expressing what you actually need: ‘ able to process invoices and calculate VAT percentages’.  Here too you must not exclude people whose skills may be transferable, but gained in a different environment.  



This section must also contain, as a minimum, the ability to follow the Council’s Equality and Diversity policy and Health and Safety Policy.  

.  
Other 

e)
This section may include the ability to work unsocial hours, or alone.  It may include the physical demands of the job, such as lifting, working in confined spaces or the mobility needed to visit clients at home.  Be careful only to ask for what is essential for the job.  Think about whether you could make reasonable adjustments for a disabled person, or use different working methods.  If you do not you may be discriminating unfairly.


3.   Ranking the criteria


a)
Within a job different tasks carry greater or lesser importance.  You need to reflect this in the person specification by weighting the criteria, and there is a column on the form for this.  Give a priority one to any criteria, which the applicant must have on appointment.  Education or experience is likely to be this category.  If you anticipate a large number of applicants, consider ranking priority one criteria further.  Give priority two weighting to other criteria which 

are necessary, but which could be learned or developed further after appointment.  Certain knowledge or skills may be in this category.  Then rank these second priority criteria in order of importance.



For example you might decide the ability to use a word processor and spreadsheet to a particular standard was essential, and therefore a priority one criterion.  Ability to use specific software such as Word and Excel could be a priority two.  (This is only an example.  There may be jobs where both skills were priority one.)


b)
If all, or nearly all, the criteria are ranked priority one you may be discriminating unfairly.


c)
This method of weighting criteria helps you to shortlist when there are large numbers of applicants.  You shortlist first against the priority one criteria.  If this still leaves too large a pool you can then do a second sift using the priority two criteria, in descending order.  Only do this if you have too many applicants who all meet the priority one criteria. 

4.   Planning the Selection


a)
Start planning when the person specification is complete; do not wait until after the closing date, as this will effect the decision as to what methods are used to test for evidence.  Begin by taking each criterion on the person specification and deciding what kind of ‘evidence’ you need an applicant to show.  Try to express this evidence as behaviour.  For example, if one of your criteria is ‘able to take and pass on telephone messages’, the evidence might be:

· can describe how to answer the phone;

· can list the information they would ask for;

· write it down, not rely on memory.


b)

At a more senior level, if the criteria were ‘able to research and write policies on x’; the evidence might be:

· get examples from a range of sources 

· use professional bodies and known experts to research best practice

· consult within the organisation

· write within organisational guidelines and existing policy


c)
Use the Individual Assessment or Interview Record form to list the evidence you are looking for.  Then decide how you will assess it; whether through interview questions, or a test, or other method of assessment.  Mark a ‘T’, ‘Q’ or the appropriate letter in the next column on the form.  

d)
Other methods of assessment may be appropriate as a reasonable adjustment for certain disabled applicants. 

5.
ADVERTISING

5.1
We advertise to find a representative pool of applicants from which to shortlist.  Seek help from your personnel section to make sure you:
· identify any under-representation and what positive action is required to attract people from under-represented groups

· use the Sutton house style including the ‘Two Ticks’ positive about disabled people logo

· include the statement about equal opportunities

· use the current recruitment advertising agency

· follow departmental guidelines if these exist

· use the right media.


1.  Use the right media 
a)
What you choose depends on the job, and likely pool of applicants.  It is also affected by the current staff profile.  

b)
For all jobs above PO5 and any other jobs where you have an under-representation of targeted groups you must actively encourage applications from them.  

c)
Consult with Group Personnel over the most suitable medium to advertise posts to actively encourage applications from under-represented groups, but ensure that by actively encouraging applications from one under-represented group you are not inadvertently discriminating against another.

d)
See Section 10 on the recruitment and selection of disabled applicants for further guidance on adjustments that can be considered.

 2.   Different Formats

a)
You must make information about vacancies available in different formats for disabled people.  For example put details on tape, or in large print for blind and sight-impaired people.  Write your advertisement in plain English to make it readable for as many people as possible.  This means keeping your sentences short - an average of 15-20 words long - and using everyday words wherever possible. Avoid jargon.  Translate information for any job if one of its criteria is an ethnic minority language.  


 3.   Assess the response 
a)
Use the Recruitment Summary to check the response rates from your chosen media.  If when you shortlist you have too few applicants who meet the person specification, re-advertise using different media.
6. 
APPLICATION FORMS AND GUIDANCE NOTES

6.1
We use a standard application form with inserts in Sutton. This is available for completion on-line.
6.2
Application forms can be a barrier to disabled people.  Provision should be made to accept applications in alternative formats from disabled people.  For example, information can be received on audiotape, typed on a separate sheet, or completed on behalf of the applicant.  Evidence to match the person specification could be audio-visual records or witness statements.

6.3
We include guidance notes for applicants when we send out application forms.  These aim to help applicants fill in the forms, and explain what information we need from them.  The notes also explain how we use the equal opportunities monitoring information.
6.4
We ask for equal opportunities information on a loose-leaf insert of the application form, which includes information about eligibility to work.  Your group personnel staff will remove this section of the forms as they are returned.  If an individual has declared a disability and needs a reasonable adjustment either at the recruitment stage or to enable them to be able to perform a role group personnel which discuss this with you during the shortlisting stage.  If an applicant declares a conviction your Personnel Manager will discuss this with you, and may also seek advice from Human Resources.  Having a previous conviction does not automatically bar an applicant from employment; we need to look at the conviction in relation to the job.
7. 
SHORTLISTING
  7.1
Shortlisting is when you decide which applicants you will interview.  All members of the panel may do this, or may agree that just the appointing manager and one other do it.

  7.2
After the closing date personnel will send the appointing manager all the applications, and a part-completed Recruitment Summary.  Start by marking the criteria you have decided to use for shortlisting.  Then read each application and assess whether the applicant meets each of these criteria.  Record your decisions on the form using the scoring method on the form.  Ensure you mark consistently.

  7.3
When you assess the applications, look for evidence and examples of how the applicant meets the criteria.  Consider voluntary work as valid experience for doing the job.

7.4
Try not to make assumptions.  If someone has had ‘general office experience’ it does not automatically mean they can use a word processor.  On the other hand applicants cannot list everything they have done.  Again be consistent in the judgements you make.

7.5
Do not use the application form or alternative medium to judge handwriting, or writing ability.  If writing skills are on the person specification then test them separately.
7.6
When shortlisting applicants evaluate the evidence on the application form or equivalent against the priority one criteria.  You may have already ranked these further into order of importance (see Section 4), which will assist in identifying suitable applicants for interview.

 7.7
If more applicants than you can reasonably interview still meet the priority one criteria, carry out a second sift. Use the priority two criteria to assess the evidence from the application form or equivalent, in descending order of importance.  

7.8
At this stage contact Group Personnel to identify any applicant who is disabled.  Include in the final shortlist any disabled applicant who meets all the priority one criteria.

7.9
If following the two sifts you are still left with too many applicants to interview you have two choices.  Either:

· carry out a test linked to priority one criteria, or hold short first interviews linked to priority one criteria only, or
· carry out a proportionate random selection.  This means random selection in proportion to the numbers of applicants who at that stage meet all the criteria.  For example if a third of the applicants are women, then a third of those shortlisted must be women, randomly selected from the pool.

8. 
USING TESTS

8.1
Tests and job-related exercises are an important way of testing applicants’ ability.  Tests are particularly relevant to people for whom subjective approaches tend to have an adverse impact. They can be a key part of the selection process where the use of a formal interview as the only method of selection could put the applicant at a disadvantage.  You need to plan and score them carefully to ensure they test what you intend them to.  You must be careful not to introduce culture or gender bias, or to disadvantage disabled applicants.  
1.   Types of Test


We use different types of tests for selection purposes.

a)
Simulations:


In a simulation, or a job-related exercise, you set a task, which mirrors one in the real job.  The content would be similar to the content of the job.  A written report, presentation or case study analysis are other examples of this kind of test.  In these examples too, you would match the content to that of the job.  

b)
Psychometric tests:



Psychometric tests test abilities such as numeracy, verbal reasoning, clerical skills, or aptitudes and attitudes.  These tests have some advantages over tests you design yourself.  Experts write them, and then test them for reliability and validity.  They test skills, so do not depend on any knowledge of the job.  They 

have rules about their administration, so you can compare results of applicants who sit the test on different days.  Trained and qualified testers must run and score these tests.  [At present Corporate Human Resources are responsible for advising on using psychometric tests, maintaining testing standards, and the availability of qualified psychometric testers and test administrators.]
2.   How to plan a test

a)
Guidance from the Group personnel unit should be sought before planning any test.  In the majority of cases a test will not be appropriate.  However, it is important to consider testing as an option if a formal interview is otherwise the only method of assessing an applicant’s suitability for the job.

· Be clear which criteria you want to assess using the tests. 

· Make sure you measure using only these criteria.  For example if you intend to use a presentation to assess presentation skills, then do not take account of the content of the presentation.  If you use it to assess knowledge, ignore the presentation skills used.

· Give applicants time to familiarise themselves with tools or equipment.

· Ensure the test does not require knowledge of Sutton procedures.  

· Take care the test does not require writing skills far beyond those needed for the job.

· Agree in advance how you will assess the test, and how the scores will tie into your overall applicant assessment.

· Think about whether the test needs revision or adaptation for disabled applicants.  (See section 10).

· If you are using cut-off scores, check that you have not set them too high for test conditions.  (A cut-off score is a score below which you would discount the applicant).  Be prepared to take disabled applicants who fall just below the cut-off point.

· Check with Personnel that it is suitable before you use any test.

3.  Giving the test


a)
Tell all applicants in advance that they will have to take a test, and explain what form it will take.  Let them know which criteria from the person specification it will assess.  


Pre-test checklist:


b)
When inviting applicants to a test:

· Provide a description of the test;

· If a particular layout or structure is necessary for written tests send an example 

    to applicants in advance;

· Invite applicants who may have a problem with the test because of a disability to         

    contact a named person to discuss their needs.


c)
If a candidate has a disability:

· Ask the candidate about the disability and how he/she copes with it;

· Discuss any specific problems anticipated with the candidate and ask him or her   

     to suggest how these could be overcome;

· Check the venue is appropriate and the candidate can reach it;

· Make sure any additional equipment or facilities required are available.

    (See section 10 for further guidance on testing disabled applicants.)


d)
Ensure you standardise the conditions, content and time for the test, and the instructions are clear.  Allow for nerves, especially for people who are unused to tests.

4.   Monitor the use of tests


a)
Check your test for its impact on disadvantaged groups.  Look for differences in average score by race, gender, age and disability.  Check whether these scores connect to the rejection rates for these groups, and revise the test if the rejection rates of these groups are markedly higher.  Keep all the test results. (See below)

5.
Confidentiality, storage of results, feedback to test takers, retesting

· Test results should be kept by test users in locked files;

· A written interpretation of results should be kept in personnel files and provided   

     to relevant individuals;

· Candidates should be provided with relevant feedback as soon after testing as 

     possible;

·  For selection purposes a candidate’s test results are valid for any similar    

     position for 12 months from the date of testing; 

· All test results will be destroyed after three years, or when the employee ceases 

     employment with LBS, whichever is the sooner;

·  Candidates may be retested after six months at their request, or within a   

      shorter period of time at the discretion of the appointing manager as advised   

      by Corporate HR/Group Personnel;

·   All test materials should be securely stored and an accurate log kept of all test   
      materials held and updated whenever materials are removed, replaced or    

      added to the store;

Under no circumstances should any test material be photocopied or installed on computer without the test publisher’s express permission.

9.   INTERVIEWING

9.1
The purpose of the interview is to assess, through questions, how well the applicant meets the person specification, and to give information about the job.  In every case the appointing manager and at least one other person will carry out the interview.

1.  Planning

a)
In writing the person specification and deciding on the evidence you need, you have begun planning.  If you are the appointing manager ensure everyone on the panel understands these before going any further.

b)
Now plan the interview.  This means agreeing who will explore each criterion on the person specification, and what the opening questions will be.  There is a column on the individual interview record for you to write these.  Allow plenty of space between questions, to allow for follow-up questions.  You can’t plan all these in advance because they often depend on the answers to your opening questions.  Do be clear about what areas you need to cover.


c)
Once you have finished this you can photocopy the individual interview record, so each panel member has a set, one for each applicant.


d)
Book a quiet, comfortable place for the interview.  Consider how the room is organised, such as seating arrangements, lighting, refreshments etc.  Arrange a waiting area, and a test room if you will need one.  Ensure reception staff know that interviews are taking place, and where.  Redirect any phones in the interview room.  Check that all disabled applicants have been identified and whether any special arrangements are necessary for them.

2. The Interview

a)
The interview has four phases.  
A. The Welcome:

  

Your aim is to help applicants relax so they can give their best.  Make sure you:

· introduce the panel by name and job

· explain how you will structure the interview

· say how long it will last

· explain why you are taking notes


B.
Questions:



This is the longest part of the interview.  Try to start with a general opening question, perhaps related to something on the application form.  Use the guidelines below to help.

	· 
	Use open questions (who, how, what, when, where).  Then follow these up with further open questions to enable you to probe the quality or consistency of the applicant’s skills and experience in relation to the person specification.



	· 
	Use your planned interview format flexibly.  Ask different questions from those you originally agreed if you need to follow up a specific answer, or to explore their particular experiences.




	· 
	Ask for evidence of what applicants have done rather than how they might behave in a hypothetical situation.  Questions about real experiences are a more reliable method of gathering evidence for each criterion.



	· 
	Do not let applicants ramble.  Bring them back to the question asked, and if necessary ask them to be brief.



	· 
	Use linking questions or statements to encourage flow, and to help you develop or follow up topics.



	· 
	Avoid:

Closed questions - which suggest a yes or no answer

Leading questions - which suggest the answer you want to hear

Multiple questions - which can confuse the applicant who may forget Or omit to answer some parts.



	· 
	Give every applicant an equal opportunity to answer.  Adapt your questioning technique to the applicant.  Rephrase questions if the applicant does not understand.  Check answers to clarify your understanding.  Allow applicants time to think before they answer. Do not make assumptions, and avoid giving any impression of having already made up your mind.



	· 
	You may ask questions about the job such as working unsociable hours.  You must not ask about applicants’ home, personal or family life or commitments, unless the applicant has used examples as evidence on their application form.  This includes asking about compatibility with other staff, ethnic or racial matters such as observance of religious holidays or extended holidays abroad.  These questions are potentially unlawful.



	· 
	Use active listening skills - make eye contact, nod and smile - and summarise to check understanding.  Taking notes can distract the applicant; a balance is required between the two.






C.
Equal Opportunities Questions


Every interview must include questions on this subject. This is important because unless applicants fully meet this criterion you cannot appoint them.



They can be follow-up questions within the general questions, or asked as a separate subject.  Try not to leave this subject to the end of the interview.  



Sometimes applicants may themselves offer information about their behaviour and attitudes.  If it is clear the applicant has no experience of working in an equal opportunities environment, you may have to ask a hypothetical question.

Some examples of questions on equality and diversity are:

	· What do you think promoting equal opportunities and diversity means?

	· How do you do this in your present job?

	· How does equal opportunities and diversity influence the way you do your current job?

	· How does an Equal Opportunities policy affect a manager’s job?

	· Have you ever seen discrimination taking place?  What did you do about it?

	· What are your feelings about your actions?

	· How can we try to ensure that all groups in the community can use our services?

	· How would you have dealt with x situation if the client had been black or disabled or a woman?



Not all these questions are right for every job.  However, whatever the job you must find out whether the applicant will be able to fulfil their responsibilities in valuing diversity and act in a non-discriminatory way as our Equality and Diversity Policy requires.


You are looking for a basic understanding of what equality and diversity mean, and where appropriate a willingness to develop further in this area.  Some applicants may be hesitant and you may need to probe a little, or ask further questions.  Clearly some jobs will need a much greater depth of knowledge and skill in this area, so you will need to probe and assess it appropriately.

D.
Giving information:


You need to give applicants a flavour of the job, the Group and the organisation.  Give all applicants the same information, and allow time for them to ask questions.  Do not penalise applicants who ask about holidays or time off.  You can however follow up anything, which the applicant raises if it is relevant to the person specification.


When you interview a disabled applicant and give an overview of the job you will need to check whether they need any workplace or job adjustments to enable them to do the job.  This could include offering them the opportunity to visit the location where they would be working to discuss the issues in more detail.  They will be in the best position to know what they are likely to need.  Then reasonable adjustments can be considered if they are selected for the job.  (See section 10 for further guidance on interviewing disabled applicants.)


E.
Ending the interview:


Finally you end the interview.  Make sure applicants know when and how you will tell them your decision, and how they can get feedback on how they have performed in the process.

3. Interview notes and records

a)
Use an individual interview record form for each applicant.  Take notes during the interview to help you remember what each applicant has said.  Allow a little time between interviews to finish these, and fill in any gaps.  Your notes will be the basis of your decision, so it is important they are accurate and cover all the criteria on the person specification.  After you have made your decision you must send back your notes and all the other interview papers to your personnel section.  They keep them for six months in case of any appeal against the decision.  If this happens the notes form part of the evidence.

4.   Making the Decision

a)
When you have finished the interview each panel member needs to consider a provisional scoring for the applicant.  This is particularly useful if there are a number of interviews to conduct and will assist with fairness and consistency.  After all the interviews are completed you first do an individual review of the scoring for each applicant.  Fill in the last column on the individual interview record using the scores in the top right-hand corner.  Give a score for each criterion, using your notes as a basis for your decision.


b)
Then the panel will discuss their scores and arrive at a ‘final’ score for each applicant.  The appointing manager will record this on the Interview Summary.  Make sure you are consistent in your scorings, and in the overall decision of whether someone is appointable.  If more than one person is appointable, rank them in order, and make a note of your reasons.  This will help you justify your decision if an applicant challenges it.


Assumptions about the race, gender, age, social class, sexual orientation, religion or belief, caring responsibilities, disability, gender reassignment, or any other assumption should not influence the scoring or appointment of a candidate.

c)
When comparing candidates, assess the disabled applicant as if you have already made the reasonable adjustment.

5. Communicating the decision

a)
Usually the appointing manager makes an initial offer of the job verbally.  Make it clear the offer is subject to satisfactory references, medical clearance and no complaint of unfair discrimination.  You should also let unsuccessful applicants know of your decision, and be ready to give feedback on the interview and tests if they ask.  Personnel write the formal offer letter and follow up references and medical clearance.

10. RECRUITING AND SELECTING DISABLED APPLICANTS

General

10.1
An employer has a duty to ensure that nothing disadvantages a disabled applicant in the recruitment and selection process where it is either known or reasonable to expect it to be known that an applicant is disabled.  Public Authorities have a duty to promote disability equality by eliminating discrimination and harassment, promoting equality of opportunity between disabled persons and other persons, and take steps to take account of disabled persons’ disabilities, even where that involves treating disabled persons more favourably than others.

10.2
The Council recognises that certain groups of disabled people are under-represented in the make-up of the organisation.  The Equality and Diversity Policy gives a commitment to the development of a robust programme of lawful action to employ and retain more disabled people as part of the Council’s disability equality scheme and within the framework of our corporate Equality and Diversity Action Plan.  This includes the development of innovative methods to overcome the barriers traditionally faced by disabled applicants, recognising the benefits that these people bring to the Council for both service delivery and closer team cohesion.  The Disability Discrimination Act states that employers should make reasonable adjustments to recruitment procedures so that disabled people are not at a disadvantage.

10.3
An estimated 90% of people with a learning disability are unemployed in the UK.  They are the most excluded group from the workforce.  Research from America suggests that on average, people with a learning disability will stay in a job three times longer than anyone else. Sickness and absentee levels are also significantly lower than other parts of the population.  So the business case for employing people with this disability is strong and convincing.

Writing / amending the job description:

10.4
When a post becomes vacant it is an opportunity to review the job description and challenge traditional roles and responsibilities, and to ensure that it does not potentially discriminate against any applicants who are disabled.

10.5
Identify whether there is any flexibility within the job, the core roles and whether it can be changed to suit a disabled person.

10.6
This includes considering a job description especially designed for applicants with a particular disability to attract them to the workforce and increase their representation to reflect those living in the community.

10.7
Components of the existing job vacancy may be able to be formed into separate jobs with their own job descriptions that can then be filled by disabled people.  This is particularly useful to attract applicants with learning disabilities.

10.8
If the job description is new or amended, it must be sent to Group Personnel for advice and evaluation.

Writing the person specification:

10.9
Examine whether any unnecessary criteria have been included in the person specification.  All criteria should be essential or desirable.  Disabled people are sometimes excluded unintentionally through not meeting criteria that are actually not essential or desirable.

10.10
Deciding that length of experience in doing work of a similar kind is an essential criterion for the job could exclude many disabled people, who are less likely to have been in employment and gain this type of experience.  This also applies to qualifications.

10.11
Identifying creative and different methods of assessing evidence against each criterion will increase accessibility for disabled applicants.  The traditional method of only using a standard application form and a formal interview could potentially exclude people with for example learning disabilities and sight impairments.  In this kind of interview, a candidate with a learning disability is less likely to perform well.

Advertising:

10.12
In addition to the guidance on advertising in section 5, consider targeting disabled applicants through one or more of the organisations set up to assist disabled people in finding work.

Group personnel sections hold a list of suitable organisations.  These include:

· Jobcentre Plus: the Disability Employment Adviser

· Mencap Pathway

· Remploy

· SCILL

· Sutton Association for the Blind

These organisations can assist potential applicants in identifying whether the job vacancy is suitable for them and in completing application forms.

Application forms and guidance notes:

10.13
The use of a standard application form could put disabled applicants at a disadvantage.  It is therefore important to consider the different methods by which evidence of ability against the specified criteria can be submitted.  Examples could be:

· audiotape

· a separate typed sheet

· completed on behalf of the applicant

· photographs

· statements from others who have observed the applicant and can comment on their ability to meet the criteria of the person specification.

The type of disability may affect the standard of completion of an application form.

Shortlisting:

10.14
Many organisations that assist disabled people in finding work will have carried out a detailed assessment of their skills and abilities in order to match them to suitable job vacancies.  In certain situations, this initial assessment could be used as part of the shortlisting process.  Organisations often have a pool of potentially suitable disabled applicants who are ready to progress to the next stage of the recruitment and selection process.

10.15
Once the sifting exercise has been completed it is good practice, having identified with group personnel staff who are the disabled applicants, to re-visit any applications from those disabled applicants who have not been shortlisted to ensure that their disability has not put them at a disadvantage.  For example, certain disabilities may affect the standard of completion of an application form.

10.16
It is also important to consider any adjustments that could be made to the job and work location to enable the disabled applicant to do the job.

10.17
If appropriate, consider re-examining the application in light of this information.  If the disabled applicant is still not shortlisted seek advice from your group personnel section about the appropriate action to take.

Tests and Assessments:
10.18
Consider using tests and assessments during the selection process as reasonable adjustments to enable disabled applicants to have a fair opportunity to demonstrate their ability to do the job.

See further guidance on meeting disabled people under the Interviews section below.

(a) Testing people with hearing impairments
Consult with people who have a hearing impairment for the most suitable reasonable adjustments before the test or assessment.  The following are examples of reasonable adjustments:

· Comprehensive written instructions should be provided; alternatively, the instructions could be signed by an interpreter; do not expect a candidate to lip read instructions;

· Allow extra time for administration in case you need to repeat instructions;

· For hard of hearing candidates, agree a tactile sign for the start and finish of the test, e.g. tapping on the candidate’s desk.

(b) Testing people with visual disabilities/impairments

Consult with people who have a visual impairment for the most suitable reasonable adjustments before the test or assessment.  The following are examples of reasonable adjustments:
· Instructions should be comprehensive and clearly read aloud; it is important to emphasise voice tones and intonations to put candidates at their ease;

· Many people have some amount of residual vision and can use magnifiers and/or read large print; provide optimal lighting conditions of sufficient intensity but without glare;

· Reputable test suppliers (such as SHL – a leading supplier of psychometric testing products) have a selection of Braille and large print tests suitable for people with visual impairment – contact Corporate Human Resources for details;

· Braille and magnification aids slow down the reading process and make scanning difficult, so candidates will require the test time to be extended.

(c) Testing people with motor disabilities

Consult with people who have a motor disability for the most suitable reasonable adjustments before the test or assessment.  The following are examples of reasonable adjustments:

· Some candidates may find larger answer sheets or a less precise method of responding than filling in spaces are more appropriate; others could prefer to use a keyboard or communicate their answers verbally (although the latter can be problematic with personality questionnaires);
· Ensure the candidate has adequate workspace and is not restricted in any way;
· The response methods could slow down the test taking procedure so that candidates need more time to take the test than would normally be allowed.
(d) Testing other people with disabilities

· Some candidates may experience reading or listening problems; the administrator should be particularly careful to ensure that the instructions have been understood before the actual test starts;
· A candidate may need to rest in between tests, to have brighter or less bright lighting, to have frequent refreshment or toilet breaks;
· People with dyslexia may experience particular difficulty at work with written materials or spatial tests;
· Extra time may be required for some tests.

· People with a stutter may need access to an electrical power point to run their voice-activated presentation.

· People with a learning disability take longer to learn new skills and therefore need longer to prove themselves capable of doing a particular job in a test situation. Consider offering these candidates a period of work experience as a practical, extended selection test.  Demonstration of their ability to perform the tasks set during the test period can be measured in the same way as for other tests.

Interviews:

10.19
Formal interviews alone are not always the most appropriate or reliable method of measuring evidence against the criteria set when recruiting and selecting disabled applicants.  It is therefore important that this stage of the process has been planned appropriately.

10.20
For example, applicants with a learning disability, who have completed a period of work experience as part of their assessment, will require an informal interview suitably tailored to their particular ability to communicate.  In these circumstances, the results from the test period will provide the best evidence for a decision to be made about appointment.

(A) Meeting the candidates

It is important to put candidates at their ease by communicating with them in the manner that is most comfortable and easy to understand:

· Offer a disabled person assistance but wait until it is accepted;

· Treat as adults, do not use gestures and language suitable for children or be inappropriately familiar;

· Make appropriate physical contact such as shaking hands;

· Talk directly to a disabled person and make eye contact. Do not talk through a companion or interpreter;

· Remember, not all disabilities are visible. Do not make assumptions about their existence or absence.

The most appropriate person to give advice regarding the implications of a disability is nearly always the candidate. He or she will be able to tell you what extra facilities may be needed for the selection procedure. Letting candidates know in advance what is entailed will allow the appropriate preparations to be made.

(B) People with hearing impairments:

Consult with people who have a hearing impairment for the most suitable reasonable adjustments before the interview.  There is a wide range of hearing disabilities and consequently a range of communications options.  The following are examples of reasonable adjustments:

· If a person prefers to use sign language an interpreter may be needed;

· The candidate may be able to lip read; if this is the case look directly at him or her and speak slowly and clearly;

· Communicating by written notes may be useful; a light touch on the shoulder or waving your hand should be sufficient for attracting the person’s attention;

· Where long oral briefings are given, it can be helpful to provide written or oral instructions.

(C) People with visual impairments:
Consult with people who have a visual impairment for the most suitable reasonable adjustments before the interview.  The following are examples of reasonable adjustments:

· Communication of written materials is possible by means of Braille. Other alternatives are computerised speech synthesis and amanuensis (someone to read text to people with visual impairments and/or write to dictation)

· When a person has some residual vision, magnification aids or large print may be appropriate;

· Moving around unfamiliar surroundings can be difficult for a blind person. If help is needed, offer an arm for guidance but do not propel the person along;

· If any ‘written material’ is going to be presented on audiotapes, make sure that a cassette recorder is available. 

(D) People with motor disabilities:

Consult with people who have a motor disability for the most suitable reasonable adjustments before the interview.  The following are examples of reasonable adjustments:

· If a candidate uses a wheelchair try to put yourself at eye level to avoid stiff necks;

· It is essential that any venue for meeting people with motor disabilities is easily accessible in terms of getting to it initially and moving around once there. Wherever possible, provide ramps instead of steps for wheelchair users;

· The height of a writing desk needs to be appropriate for a wheelchair user;

· If a person uses crutches, provision of a seat is preferable to standing for substantial periods of time.

(E) Other people with disabilities:

· Problems may occur with written material in the case of people with dyslexia;

· Concentration span can be reduced in people with disabilities such as neurological disorders, mental health issues, learning disabilities and those recovering from serious illnesses. There may therefore be limits to the amount of information that can be communicated at a time.

· People with a stutter may need access to an electrical power point to run their voice-activated presentation or to answer questions.

· Ask individuals if they have any particular needs or requirements, e.g. sensitivity to certain types of light, or special dietary needs.

Making the decision:
10.21
When comparing applicants it is important to assess the disabled person as if you have already made the reasonable adjustment.  It is at this stage of the selection process that you may need to seek further advice from your group personnel section.  There are also a number of organisations that support disabled employees in the workplace and give advice on how to implement reasonable adjustments.  Most employers think that this always means equipment, like ramps for wheelchair users, but this is not usually the case.

10.22
For example, some people with learning disabilities may need close support while they learn their job in the form of practical adjustments, which can help you to simplify your ways of working and bring benefits to everyone.  For example:

· Providing a job coach while the person learns the job

· Giving the person a buddy to provide peer support

· Communicating in Plain English

· Adjusting working hours

· Being creative about the way jobs are structured, and

· Providing awareness training to your team.

11. 
REFERENCES
11.1
We use references to confirm what applicants have told us, and not as part of selection.  This is because the quality and reliability of references is very variable.  A model reference letter is included with these guidance notes, and your group personnel staff send these out.  We tell referees that we have an open files policy, and that applicants will be able to see their references.

11.2
If the reference does not match the applicant’s evidence talk to both applicant and referee to try to resolve the differences.  If you cannot do this you may decide not to confirm the job offer.

11.3
Employees in some jobs have close contact with vulnerable groups, and we need to take extra care about selecting for these jobs.  For these posts we need to do a Criminal Records Branch (CRB) check  (See RS3 for further guidance).  This means we check whether the applicant has a previous criminal record, which they should have included on their application form.  

11.4
If a qualification is essential to a job, then you must check the applicant has it by asking to see their certificate or other proof.  Agree with Personnel who will do this and take a copy, or record on file that you have checked their qualification.

12. 
RESERVE AND POOL APPLICANTS

Reserve Applicants

12.1
If you have more than one appointable applicant but only one vacancy, hold those you do not appoint against any vacancies within six months of the interview.  If the jobs and person specifications are the same you do not need to advertise the second job.

Pool Applicants
12.2
If you have jobs, which you recruit to often, and they have common core skills, you may create a pool.  With help from your personnel section write a person specification based on the core skills.  Invite applicants to apply.  Assess them against the person specification, and any who meet it then form the pool.  Make it clear that this is not a guarantee of a job.  When a specific job becomes vacant, add any job-specific criteria to the person specification, and shortlist applicants from the pool.  After interviewing a pool applicant a manager may do one of three things:

· offer a job, or
· return the applicant to the pool, or
· reject the applicant if the interview has shown they do not meet the core criteria.

12.3
Remove people from the list after six months, but tell them they can reapply if they wish.

13.   COMPLAINTS

13.1
The procedure for dealing with complaints of unfair discrimination in recruitment is covered in Guidance Note RS5.

14.    TEMPORARY AND FIXED TERM APPOINTMENTS

  14.1
Sometimes you may wish to appoint temporary or fixed term staff.  As with all contracts of employment there are legal and local procedures to follow.  Please consult with your group personnel section before you begin any such recruitment.

1.   Common reasons for temporary or fixed term contracts



Temporary
· Long-term sickness

· Maternity leave

· Vacancy held because of reorganisation, but job needs to be done

· Permanent employee temporarily doing other work, such as acting-up.



Fixed Term Contracts

· A defined project with a fixed timescale.

· A longer-term cover for a secondment of at least one year, but where you know the end date.

· If you need to bring in new skills, which none of your staff has, for a specific project.



For all fixed-term contracts you must agree the end date with the applicant, and state it in any signed agreement.

2.   Issues to consider when recruiting temporary and fixed term staff
· You must follow Sutton’s procedures, and consider equal opportunities issues for these appointments if they are for six months or more.

· You may want to use applicants from the pool (see section 12) if your group has one.  Ask your personnel section for advice.

· Temporary and fixed term staff must have a ‘statement of particulars.’  This will include their pay, length of contract and other conditions of their appointment.  Be aware that many of these conditions must be the same as for permanent staff.  For example you cannot downgrade a post for a temporary employee if you expect them to carry out the same duties as a higher-graded permanent employee.  Discuss any conditions with your personnel section at an early stage to avoid problems later.

Human Resources

September 1998 

[AMENDED FEBRUARY 2006]

LONDON BOROUGH OF SUTTON

PERSON SPECIFICATION

JOB TITLE: ______________________________________________________________________

DEPARTMENT: __________________________ 
JOB REF. __________________
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	Education and/or Experience 
	Priority
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Date:  _________________________________

Appointing Manager: _________________________________________

	Criteria marked Priority 1 are ones which applicant must have to be appointed.  

Priority 2 criteria are also essential, but may be learned or developed further after appointment.  We normally shortlist using Priority 1 criteria.


	                           LONDON BOROUGH OF SUTTON
	SCORING

	
	4 = Meets all the evidence

	                            INDIVIDUAL INTERVIEW RECORD
	3 = Meets most of the evidence

	
	2 = Meets some of the evidence

	
	1 = Meets little or none of the evidence

	Applicant’s Name: _____________________________________
	Job Ref. 
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	LONDON BOROUGH OF SUTTON
	SCORING

	
	4 = Meets all the evidence

	INTERVIEW SUMMARY
	3 = Meets most of the evidence

	
	2 = Meets some of the evidence

	Post: .............................................................................
	Ref: 
	.

..............................................
	1 = Meets little or none of the evidence
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	Appointing Manager
	Signed ...........................................................
	Date ................................................



	Panel Member
	Signed ...........................................................
	Name................................................

	
	
	


	LONDON BOROUGH OF SUTTON

EMPLOYER REFERENCE


	


Dear

NAME:

DEPARTMENT:

POST OF:
The above named has applied for a post with this department and has given your name as a referee.  I would be grateful if you could provide the information requested below.  I enclose a copy of the job description and person specification.

Please note that this Council operates an open files policy, which ensures employees have access to their personal files, including references.

Employment
1.
Dates of employment with your organisation are:

From: ______________________________  To:_______________________

2.
Job Title:    ______________________________________________________

Attendance
3.
How many days of sickness absence has this person taken in the last two years?


______________________________days

4.
Over how many occasions during the two years was this?


_________________________________________________________________________________________

Assessment of Performance

5.
Has this person ever been disciplined whilst in your employment or is any disciplinary action pending?


YES/NO

6.
If yes, what was the nature of the offence(s) and when did it (they) occur?


_____________________________________________________________________________________________________________________________________________________


_____________________________________________________________________________________________________________________________________________________


_____________________________________________________________________________________________________________________________________________________

7.
When did this person complete a satisfactory probationary period?


__________________________________________ 19 ______

8.
Please fill in this section if the person has already left or has indicated an intention to leave your employment:


Date of Leaving: ____________________________________________


Reason for Leaving:


________________________________________________________________________________________


________________________________________________________________________________________

9.
Please comment on the person’s ability to carry out the job in question, as outlined in the person specification.


__________________________________________________________________________________


__________________________________________________________________________________


__________________________________________________________________________________


__________________________________________________________________________________

Previous Convictions

10.
This post is considered exempt from the provisions of the Rehabilitation of Offenders Act 1974 (Exceptions Order 1986). Please provide information 


about any convictions received by this person.


_________________________________________________________


_________________________________________________________


_________________________________________________________


_________________________________________________________

Signed:  __________________________________________________


Organisation: ____________________________________________​​​​​__

Position in Organisation:  ____________________________________

Relationship with Person:  ____________________________________

Telephone Number:  ________________________________________

Date:
____________________________________________________



Thank you for completing this reference form.   Please return it in the pre-paid envelope supplied.

1

