RECRUITMENT PROCESS
There comes a time in every business when you either need to start employing staff or employing more staff. The purpose of employing people is to make your business grow. You have a problem and they must help you to solve it. If they don’t solve a problem for you then you don’t need them. 

Employees should be a vital part of the efficient and effective functioning of your business, therefore the aim of recruitment is to encourage  applications from people with the skills and qualifications necessary to meet the organisations needs.

Recruitment is an expensive process so care must be taken to develop as cost effective a system as possible. As the rate of staff turnover plays an important role in the stability and success of your business you should hire with the expectation of long service from the employee. This is easier if you know what you are looking for and the applicants know what is expected of them.

The recruitment process normally follows these steps:-

1.
BECOMING AWARE OF THE NEED TO EMPLOY.


The purpose of employing people is to make your business grow. You have a problem and they must help you to solve it. Too often we rush to employ staff without taking the time to be sure that we really need them.  We are then faced with the unpleasant task of having to dismiss employees because we have no work for them.  This creates uncertainty, demoralises your other staff and leads to inefficient management.  So before deciding to employ staff ask yourself:- 


a.
What is the problem I am experiencing?



Clearly define the problem in terms of activity and results.  In other words identify what is, or is not, happening.


b.
What caused the problem?


c.
Is it a short term or seasonal problem?


d.
Why is it a problem?  What effect is the situation having on the business?


e.
What will I achieve by solving it?


f.
Are there any alternative solutions to the problem? 



Often a change in work methods and/or systems and/or equipment may solve the problem.

This exercise will enable you to decide on the best method of solving the problem so that you achieve your objective of managing your business effectively. Employment should always be your last option.

(use the problem solver worksheet to help you with this exercise)

Once you are quite sure that there is a valid reason for employing someone to help you solve your problem you must:

2.
DEVELOP A JOB DESCRIPTION.


To help with the recruiting function, and the effective management of your business, you need to determine exactly what it is you need done and what the requirements of the task are.  To do this you need to develop a job description, which is a written document that should contain the following information:-


1.
Identification of the job



This refers to the job title or designation e.g. salesperson, machine operator etc.


2.
What needs to be done?



This is a description of the task outlining the functions and activities of the job.  Identify the Key Performance Areas (KPA), these are those tasks which if not done will cause the job to fail.  For example a salesperson’s KPA is to sell, it does not matter how well any other task is performed. If there are no orders then the job has failed.


3.
Why does it need to be done?



a.
What purpose does it serve relating to the mission of your business?



b.
What are the expected results/objectives?


4.
How must it be done?



a.
Set standards of achievement, both quality and quantity.



b.
What systems must be used?


5.
What is involved in getting it done?



a.
Equipment - i.e. tools, computers, desks etc ;



b.
Material - i.e. order books, stationery, timber, steel etc.



c.
Time - how long should it take, etc.


6.
What skills, technical competence, education and training qualifications are needed?



a.
what is the nature of the job?



b.
how complex is the job?



c.
what responsibility will the position have toward:-




i.
people;




ii.
money;




iii.
equipment;




iv.
decision making?


7.
What are the physiological requirements of the job?



a.
how demanding / strenuous is the job?


8.
What are the working conditions?



a.
working hours - Will there be overtime and/or Sunday and/or public holiday work?



b.
environment - where will the employee work, in an office, in the field?



c.
reporting structure - who does the employee report to, who reports to him/her? etc.


9.
What are the general requirements of applicants for the job? Why?



a.
age



b.
health



c.
sex



d.
marital status etc

From the answers to 4 to 8 you will be able to develop a physical profile of the ideal applicant  

When developing a job description take the time to imagine that the job is being done and “see” what is needed.  It is also useful to get feedback from someone who is familiar with the job.

The value of a clear job description is that:-

1.
both management and employees, existing and prospective, understand what is required thereby avoiding confusion. Surveys have found that there is normally a gap between what managers expect from employees and what employees believe they should be doing.

2.
it makes performance evaluation easier.

3.
training requirements are easier to assess.

4.
it is easier to select the right employee.

5.
it defines accountability.

6.
it enhances communication and productivity.

7.
it can protect you from an unfair discrimination action as Schedule 7,2,2,c of the Labour Relations Act and Chapter Two, Section 6.2.b of the Employment Equity Act allow for discrimination based on an inherent requirement of a particular job.

8.
it makes management easier.  

“IF YOU CAN’T MEASURE IT YOU CAN’T MANAGE IT”
Now that you know that you need to employ someone and you know what that person must do, you can:

3.
ADVERTISE THE POSITION.


The aim of advertising should be to attract as wide a response as possible from suitable candidates.  When you need to fill a vacancy it is important to consider:-


1.
the source of applicants



a.
Internally - you should always advertise a vacancy within your organisation, to your staff first to give them an opportunity to apply: or



b.
Externally -




i.
recruitment agency; or




ii.
self advertise.


2.
the advertising medium




Local or national newspaper/s, radio, employment agency etc.  The medium used will depend on the position being advertised.


3.
the message




The advert should be specific with regard to the position and requirements of the applicants and should give the following information.



a.
The job title - must be prominent.



b.
A brief job description.



c.
How to apply -




i.
Phone for appointment to interview; or




ii
Send CV by post or fax; or




iii.
Collect employment application.



d.
The closing date for applications.



e.
The name, address (physical and postal), telephone & fax numbers of the business.



f.
The name of the contact person.

Once the applications have been received you can:

4.
EVALUATE THE APPLICATIONS and COMPILE A SHORT LIST FOR INTERVIEW


The purpose of evaluating the applications is to match as closely as possible, based on the information received, the applicants with the job and to invite those that best meet the job requirements to a personal interview.

NB - only do this after the closing date for applications.

As soon as you have completed the evaluations you should:

5.
NOTIFY THE SUCCESSFUL AND UNSUCCESSFUL APPLICANTS


The selected applicants should be notified as soon as possible so that dates and times for conducting the interviews can be arranged. It is very important to notify the unsuccessful applicants of the fact that their applications were not successful and to return, or arrange for them to collect, any documentation they may have submitted.

Now that you have notified the successful applicants and arranged appointments it is time to:

6.
CONDUCT INTERVIEWS


The purpose of the interview is to obtain additional information from the applicant and to give the applicant an opportunity to learn more about the job and the organisation. By its nature the interview sets up an artificial and often daunting relationship between people. Essentially it is just a conversation with a specific purpose, however the participants have to adopt roles and are not equal partners. An interviewer's job is more than just making the right selection.  For most applicants the interview gives the first indication of the culture of the organisation and the impression they form depends largely on the interviewer. Therefore it is important that you are well prepared for the interview.

Guidelines for successful interviewing

1.
The interview must be conducted at a suitable venue where privacy is ensured. The facilities must be well lit, clean and comfortable.


a.
Don't sit with your back to an open window.  The view may distract the applicant and a bright light behind you will make it difficult for the applicant to see you clearly.


b.
Create an informal relaxed seating arrangement with place to put papers if necessary. Try not to sit behind your desk.


c.
Create an informal atmosphere by starting off with small talk to break the ice remember this is a discussion not an interrogation.

2.
Study the job description and the application carefully. It is your responsibility as an interviewer to direct the course of the discussion therefore:-


a.
develop a structured set of questions that will allow you to gain the information you need. Pay specific attention to "musts" and "wants", "must" factors are those that are essential to the job and "want" factors are those that are desirable but not essential.


b.
be prepared to answer any questions that the applicant may have about the job and/or the organisation. Do not oversell the job, give fair answers and do not be afraid to discuss negative issues.


c.
be flexible. Do not stick rigidly to your list. Be prepared to adjust your questions in response to answers received.

3.
Make sure that you have allocated sufficient time to conduct the interview.


a.
Do not waste time with irrelevant chatter.


b.
Do not arrange interviews directly one after the other, leave time to write up your notes on each applicant.

4.
Keep control of the interview, without being domineering, so that you achieve your objectives. 


a.
As the interviewer you have the role of host therefore you should observe common decency at all times. Treat the applicants fairly and you will create a good impression of your organisation.


b.
Know what your objectives are and guide the process so that they are achieved.


c.
Ask questions in a clear and unambiguous manner.  Do not ask vague, or leading questions and stick to one question at a time.


d.
Make sure that you get a clear and complete answer to your questions, if you are not sure you fully understand the answer say so and give the applicant a chance to clear up any misunderstanding. Remember that the onus is on you, as the employer, to ascertain the full history of the applicant, so do not move onto the next question until you are satisfied.


e.
Allow the applicant time to question you about the job and the organisation.

5.
Conclude the interview in a friendly manner and write up your report immediately.


a.
Thank the applicant for attending.


b.
Tell him/her when he/she can expect a decision.


c.
Personally see the applicant out.


d.
Write your notes immediately and make a decision about the applicant while your impressions are still fresh. It is important to stick to the relevant factors of the job and to keep your personal opinions, bias and/or prejudices to yourself.

Once you have interviewed all the applicants on the short list, and some maybe twice it is time to:

7.
SELECT THE BEST CANDIDATE


The aim of the selection process must be to appoint the right sort and quality of employee to the position. Based on all the information you now have on each applicant you must match the applicants to the job. You can set your own criteria but be sure that you can justify your decision. The applicant that has the most "must" factors and the most desirable "want" factors will normally get the position.


You should pay particular attention to the selection of an employee for should an employee not fit into the culture of your organisation or be unable to perform the tasks for which he/she was employed your business will suffer.

Once your decision has been made it is time to:

8.
NOTIFY THE SUCCESSFUL AND UNSUCCESSFUL APPLICANTS


The successful applicant should be notified as soon as possible and a job offer made so that dates and times for commencing employment can be arranged. It is very important to notify the unsuccessful applicants of the fact that their applications were not successful and to return, or arrange for them to collect, any documentation they may have submitted. Always keep copies of the applications and any supporting documents, with a detailed reason for the rejection in case your selection process is questioned.

9.
GENERAL


An effective recruitment process must attempt to attract and appoint the most suitable candidate to the position. Fair and reasonable selection criteria must be applied at all times. Full records must be kept of all applicants and the reason for their non-selection must be defendable in court if necessary. Remember that you are only allowed to discriminate against an applicant if they do not meet an inherent requirement of the job. Open a file for each vacancy advertised and keep all relevant documentation in this file for future reference.
Effective Recruiting
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