Number 11 


[image: image1.jpg]COmmunilym




Recruitment, Selection
And Budgeting

for a worker
Many voluntary organisations are involved in seeking funding for workers.  This leaflet gives a start on how to budget for and recruit a new worker or employee.  These notes should help those organisations seeking funding for their first post and also more established organisations with little recent experience of recruitment.
Most organisations are expected either as a condition of grant aid or as a requirement of their Equal Opportunities Policy to have a fair and open selection and recruitment process.
This guidance describes what should happen at each stage of the process to help you find the best person for the job with the minimum of hassle and anxiety.
Do You Really Want A Worker?
A paid worker can make a valuable contribution to a group or organisation’s growth, bringing new ideas to develop the services or activities provided.  For example, the organisation may keep longer opening hours, deal with more enquiries, support more groups or take on new projects.
Where services or activities are provided solely by volunteers, a paid worker could help make the project more viable in the future by taking on responsibilities or by recruiting and supporting a regular pool of volunteers.
But before getting carried away with excitement about all the work your group will be able to do with a new worker, you need to be clear about funding the post.
What Do You Want Your Worker To Do?
Given some of the difficulties with funding, the Management Committee needs to be clear and reasonable about what they hope the worker will be able to achieve.  If new services are developed based on having a paid worker, the organisation is responsible for planning haw to manage when the worker is no longer there.  For example, would it be possible for people to join in or use existing services? Or can activities be run by volunteers in the long term?.
There are some projects that can legitimately be tackled with short term funding.  For example, a development worker could establish groups that could be run on a self help basis in the long term after some initial support.  Or a worker could be used to help re- orientate existing services to meet a need that is currently ignored or unexpressed - for example, by researching need or bringing people together to campaign for change.
It is important that your organisation thinks through the implications of appointing people on short term funding, not least because there will be a further responsibility for the committee to either find future funding or change the way the work is done.
Budgeting For A Worker
How will the money be found to pay for the worker?
The way that most funders work at present is that grants are offered either over a limited amount of time—usually for three years or for very specific pieces of work. 
This can create problems for groups and organisations who can find that the last eighteen months of worker time is spent chasing future funding or that suddenly there is no money to pay a salary and the Management Committee is going to have to let the worker go.

In the past, statutory agencies have entered into partnerships with other funders and agreed to pick up the costs of the post when the original funding ran out.  The financial pressures on local authorities mean this does not now happen very often.

Management Committees need to either develop a long term funding strategy for
keeping their worker or develop a job that can be carried through in the period of funding allowed.  Alternatively they can plan for services or activities to be wound down or carried on by volunteers in the longer term.
Most funders will only give funding for a limited time, usually three years.
Some funders may pick up the costs of a worker first funded by someone else but the original application is likely to need “repackaging”.  If funding is only for three years, the organisation ideally needs to start planning for future funding at the end of the first year— reworking applications and getting a decision from funders requires an ample lead in time.  By year three, the post-holder will be wanting to know if their job is to continue. Uncertainty about whether or not their job will continue means they are likely to look for work elsewhere and may leave you before the funding runs out and the project is finished.  It is unlikely that there will be enough money or time left to appoint a replacement.
While the paid worker may become involved in helping with a second round of funding applications, the real responsibility for this lies with the organisation’s Management Committee.  Leaving the worker the task of fundraising for their post distracts them from the work they are being paid to undertake — and which they need to do in order to demonstrate to the original funder as well as potential new ones that the job deserves re- sourcing.  Such a responsibility is also likely to dishearten and disenchant even the most enthusiastic employee.

Why Spend Time On Good Recruitment?
•
To make sure the Management Committee is clear about what it is looking for and will be asking the worker to do.
•
To promote equal opportunities and counter discrimination.
•
To ensure that the person you appoint has been selected on merit and has the appropriate skills to do the work required.
•
To show your funders that you have spent their money appropriately.
Vague job descriptions and sloppy recruitment procedures could lead to appointing someone unable to do the job.  Or worse, an otherwise able person finds they can’t do the work as the Management Committee members are too busy disputing among themselves what the job should be.
When planning the selection process, careful consideration should be given to the following elements.
The Selection Panel
The membership of the panel needs to be agreed at the very beginning of the appointment process, as they will be responsible for preparing the job description and person specification and conducting the interviews.
As a general guide, the panel should consist of 3 people.  An uneven number of people gives you the option of a majority rather than a unanimous vote on decisions.  Three is a workable number—that is, you stand a good chance of managing to find times when you can all meet.  It should also give a reasonable amount of objectivity to the process.  Try to involve someone on the panel who has interviewed before and avoid single gender panels.
The panel needs to be seen to be fair.  Anyone related to, or personally close to someone applying should not be on the panel or at least should declare an interest.  It will often be the case, however, that you will know people applying for the job.  A good selection process should resolve the potential difficulties or unfairness in this situation. Obviously no panel member should be a referee for any of the applicants.
The panel will take responsibility for:
•
Writing the job description and the person specification.
•
Assessing each item on the person specification.
•
The selection process.
•
Shortlisting.
•
Interviewing and assessing the candidates.
•
The references.
The panel needs to decide whether they want a unanimous or majority vote on who gets the job so they can concentrate on how they make their decision.  Some organisations may need to check that the successful candidate has no specific previous convictions before confirmation of the appointment is made.
Finally, but possibly the hardest job is to decide who is going to give feedback to the unsuccessful candidates.  Allocate this task before the interviews take place and keep careful notes of the interview to refer back to.
The Job Description
When voluntary organisations have only one paid worker it is tempting to expect them to do everything.  The organisation must be clear about the tasks it expects its employee to undertake and these should be appropriate to the salary.
The job description should give a fairly detailed and objective description of what is to be done, how it is to be done and what the jobholder is responsible for.  The main benefits
of a good and accurate job description are:

•
Applicants know what is expected of them.
•
The Management Committee can have realistic expectations of what can be achieved.
•
It removes areas of confusion within jobs and prevents lots of inappropriate applications.
If a job description already exists for a post it should be checked to ensure it accurately reflects the current work needing to be done.
The job description should be as clear and as simple as possible.  Anyone reading it should get a clear idea of exactly what the post-holder is expected to do.  It should include:
•
The post title and salary
•
The purpose of the job usually no more than one or two sentences which summarise what the job is intended to achieve.
•
The position of the post-holder in the organisation, specifying who the post-holder is responsible to and who she or he is responsible for.
•
The tasks and duties to be performed by the post-holder to achieve the main purpose of the job.  The most important tasks should appear at the top of the list.
•
Other duties.

Person Specification   (person spec)
This tells you the kind of person you need to do the job—the skills, experience, qualifications and attributes which applicants will need.  Ideally the list should be drawn up by the same people who drew up the job description.  Send a copy to all applicants with a job description.  This helps applicants decide if they are the right person and helps make their application more relevant to the job.  It helps the panel, in that the information they need in order to shortlist is more likely to be included in the application.

The person spec is usually divided into essential and desirable skills.  It is worth spending time to think through the skills and experience you are asking for to make sure that you are not being either completely unrealistic or, more importantly, unintentionally discriminating.  Try not to demand as essential, experience, skills or qualifications that could exclude perfectly good candidates.  For example, disabled people may have missed out on some qualification because of time in hospital, social restrictions or lack of resources such as special equipment.  Similarly women and black people may have been poorly served by the education they received.
To decide whether a skill or experience is “essential” or “desirable” ask yourself if it is something a person must bring with them or if it is something they can earn easily or acquire once they start work with you.
The work on the job description and person spec needs to be done before the post is advertised as the advert needs to state, very briefly, the key points of both.
Equal Opportunities In Recruitment
When drawing up a person spec, short listing, interviewing or appointing it is illegal to set requirements or use criteria which discriminate directly or indirectly against (or in favour of) people on the basis of their racial group, gender, marital status or disability.
A person’s race or gender can by used as a factor in recruitment only if it is a genuine occupational qualification for a job and can be justified in terms of authenticity or appropriateness for a particular job.  For example to advertise for a Chinese waiter to work in a Chinese restaurant is okay on the grounds of authenticity
Derby City Council’s Equality Unit can help, as can the Commission for Racial Equality and the Equal Opportunities Commission.
The Disability Discrimination Act affects organisations with 15 or more employees.  The law itself is unclear in places.  An organisation of any size with a commitment to equal opportunities has a moral obligation to make genuine efforts to recruit disabled people for jobs they are able to do
Employees are obliged to make reasonable adjustments to ensure disabled people can be employed.
Timescales
•
Allow at least 3 weeks to the closing date (it will take about a week for enquirers to receive the information in the post).
•
Allow at least a further few days after the closing date for shortlisting.  The meeting itself may take a full day
•
To save time, put a date in the advert on which you intend to interview.  Applicants will know to keep this free.  Give yourself at least two weeks from the closing date so you have time to sift applications and then send a letter inviting shortlisted candidates to interview.
•
Allow at least a further month for the successful candidate to work out their notice.
     More senior appointees may need to give 3 month’s notice.
Advertising
Job adverts should be based on the job description and person spec.
You need to give:
•
The basic requirements of the job, the salary and any other benefits, in order for people to be able to make the initial decision about whether or not to apply.
•
The main workplace.
•
Who to contact for an application form.
•
The closing date for applications

The interview date.
Before naming a contact in the advert, you should also consider whether the organisation can cope with the potentially large number of enquiries an advert in a national newspaper might generate—if your organisation has only one phone, it may jam phone lines for both applicants and ordinary callers.
Where To Advertise
The kind of job and the pay will probably determine where and how you advertise it. There are a number of options, each of which can target different groups.
•
An advert in a national or specialist paper.  This is very expensive but worthwhile if the salary is high enough to entice someone to move for the post or the job is specialist enough
•
The local press
•
The community newspaper
•
Other groups’ mailings and newsletters
•
E-mail and the internet
•
The mailing lists of relevant umbrella organisations
Information For Applicants
Everyone who enquires should be sent the following information.
•
Job description
•
Salary
•
Person spec
•
Application form
•
Details of claiming expenses
You may also want to include:
•
An information sheet outlining the organisation’s policies
•
A sheet outlining conditions of service
•
An Annual Report or other Prospective applicants may be encouraged to contact an appropriate Management Committee or staff member with informal enquiries.  This should not be a member of the selection panel.  However the person should be readily available and have a clear understanding of the job so that they can give accurate information to callers.  These enquiries are not part of the selection process and no feedback should be given to the panel members.
Application form
•
Forms should ask for the information you need to shortlist—and no more.
•
You don’t need to ask for a date of birth where applicants are over 18 years.
•
Questions on the form should relate to your person spec and should give you information on the applicant’s ability to meet the essential criteria.
•
If you are including a form to monitor applicants, it should be on a separate sheet and removed before the applications go to the shortlisting panel.  Monitoring forms are used to ensure that you get a good spread of candidates.  They are not used as part of the selection process.
•
If the post involves working with children, it may be subject to the Rehabilitation of Offenders Act.  If it is you should tell the applicants that a police check regarding previous criminal convictions will be carried out prior to appointment.
Tasks Or Sample Work
If you are asking the candidates to submit samples of previous work make clear whether this is to be sent in with the application or brought to the interview.  If you want them to take a test or perform a task you need to tell them if this is to be done beforehand or at the interview.
Shortlisting
Before shortlisting, the panel need to agree on the maximum or minimum number of applicants they will interview.  This depends on the time the panel has available.  As a general guide, you may want to allow an hour per candidate—about 30-40 minutes for the interview itself and a 15 minute “breather” for the interview panel to organise notes and get ready for the next interviewee.
If you have a large number of candidates all meeting the essential criteria in the person spec use the additional “desirable” items to select candidates further.
If you find you have too few candidates who meet your criteria you can either choose to go ahead or to re-advertise.  You may want to redefine the job description, person spec, the advert and where you placed it.  If the job is to be re-advertised with the same person spec, previous applicants’ forms can be reconsidered and this should be stated in the advert.  
If the person spec has been changed they should be invited to reapply. The panel should shortlist separately before pooling their results to agree on the final list and keep a record of their views on a standard checklist.
If the originals are being shared by all the panel members, no one should mark or write views on the standard checklist.
Shortlisting is simpler if the person spec has been carefully drawn up and the application form asks the right questions.  A grid may be drawn up with the person spec criteria down the left hand side, space for applicants’ names (or reference numbers) across the top.  Horizontal vertical lines are drawn to give a box for each criterion for each candidate.
The person spec criteria should be listed in logical order.  There are two ways to do this.
1.   criteria can be listed in the order they appear on the application form, so shortlisters can fill in the shortlist form item by item as they go through the form.
2.   criteria can be listed in the order of importance with the most important essential criteria first.
Whatever method is used, essential and desirable should be clearly separated.  The initial shortlisting should be on the basis of essential criteria only.  Desirable criteria can then be used to shortlist further.
Scoring
There are several approaches to shortlisting.
The simplest shortlisting method is ticks and noughts system, with a tick to indicate the criterion has been met and the “0” if it has not.  The method is straightforward but sometimes a bit too simplistic, as it doesn’t allow for recognition of an applicant who almost, but not quite, fulfils a criterion.  Nor does it allow you to give weight to the most important items on the person spec.
A more sophisticated points system asks shortlisters to rate each applicant on a scale of 0-3, 0-5, 0-10 or whatever.  This system can be complex to use because the “in between” scores are very much a matter of personal interpretation.
A graded system uses letters instead—for example A = fully met, B = partly met, C = not met.  This avoids adding up points and coming to misleading totals.  The shortlister can readily see which candidates have the most “A”s.
A weighed points system involves presetting a maximum number of points for each criterion depending on its importance.  For example, a very important essential criterion might have a maximum of 10, while for less important (but still essential) criterion, the maximum may be 6.
Whichever system is used, there should be a way of marking the grid to show where there is not enough information (NEIs to assess the applicant.  A consistent pattern of NEIs probably means that either the questions on the application form were not precise enough or that particular item on the person spec could not be reasonably assessed by written questions and answers.
The Interview
It is important that the interviews are planned, that all panel members are involved and that the questions and who will ask them have been decided beforehand.
Before The Interview
Make sure that even those who are unsuccessful have a positive experience of the interview.  You can help achieve this by ensuring that:
•
All candidates are given a written invitation to their interview, including the date, time and a map of the venue.
•
The letter asks whether candidates have any particular requirements for the process—e.g. a signer.
•
Reception staff are expecting the candidates.
•
The venue chosen is suitable.
It should be
•
Physically accessible.
•
Free from excessive noise and adequately lit.
•
Private and free from interruption.
•
Arrangements have been made for the carrying out and assessment of any tests
You may want to give shortlisted candidates the chance for an informal visit to get a better feel for what you do and who you are.  This is not part of the selection process although it is important to make sure that all candidates are given the same information as far as possible.
At the Interview
Questions should be based on the job description and person spec.
Generally the same questions should be asked of all candidates to ensure that the interviews are fair.  However some people may be nervous or not understand your questions.  It is appropriate to set them at their ease and help them answer by rephrasing or repeating the question or by asking a subsidiary question to draw them out.
If a point on a particular candidate’s application form needs clarifying, you may need to agree that one of the panel asks a supplementary question.  Be careful not to ask supplementary questions which unintentionally discriminate on the grounds of race, gender, marital status or disability.  
For example, asking women with children about their childcare arrangements is unacceptable.  However you should ask someone who has identified themselves as having a disability if there are any aids or adaptations they may need to do their job.
At the end candidates should be asked if they have any questions they want to ask you and whether they have any particular needs which you need to know about, if appointed, to help them do the job.
Candidates should then be informed when the decision will be made and who will contact them.
After the Interview
It is important that people are told as soon as possible afterwards whether they have or haven’t been successful.  
You need to decide before the interviews who will have responsibility for this as having to ring the unsuccessful candidates is not a particularly popular job, but it is very important to the interviewees.  You should be prepared to offer constructive feedback to all candidates.
Application forms and interview should be kept for 6 months.  It may be that candidates will come back for feedback or to challenge a decision.
References
It is normal to ask for two references and to specify who they should be from—for example, from your present or previous employer or an academic reference. References are used to confirm basic factual information about candidates after the decision about who to appoint had been made.
People may not want their current employer to know they are looking for other work, so ask on the application form whether references can be taken up before a job offer is made.
You can ask for the following information.
•
The candidate’s capabilities and competencies relating to the job description and person spec, (which you should send the referee).
•
Attendance record.
•
Time keeping.
•
Conduct and disciplinary record.
Beware.  References can be completely unreliable.  Glowing references can come from employers desperate to get rid of a bad worker, and less enthusiastic ones from employers not wanting to lose a good worker.
A good appointment procedure is the best way of finding the best person for the job. Copies of the successful candidate’s references should be kept in their personnel file.
Induction
The final stage of the recruitment and selection procedure is induction.  This is a process to help the worker get to know the organisation, their colleagues and the job, so that they feel welcome, at ease and confident about starting.
A good way to do this is to prepare an induction pack that can be referred to as and when.  This should give details of:
•
All staff and their job titles and volunteers and what they do.
•
Management Committee members.
•
Information about the organisation, such as the Annual Report.
•
Essential policies, such as Equal Opportunities, Health and Safety and
     Confidentiality.
•
Supervision and management responsibilities.
•
Essential procedures, such as time keeping, petty cash, notice required for holidays and procedures when ill.
How to contact union and health and safety representatives and first aid person.
Agree who will look after the new worker on the first day. 

It is important that your new worker is introduced to people in person — not just other members of staff but also to members of the Management Committee, volunteers and key workers from other groups or agencies.
They also need to know where things are, like the coffee or the key to the back door or where to go to get a sandwich at lunchtime.  Show them how equipment works—no one wants to jam the photocopier on their first day!
Setting a Payscale
To attract and retain someone with the abilities needed to do the job you will need to pay them accordingly.  There are also additional costs to organisations in employing a worker and you should be careful to budget adequately for these in your application.
Local Authority pay scales can be appropriate though, obviously, jobs may not exactly compare.
Workers in voluntary organisations should be paid at a similar level to those in the Local Authority.  In the past the voluntary sector has often pitched requests for funding at rates which are too low.
The scales here are intended as general guidance.  To get some idea of the going rates of pay, talk to other groups who have recently recruited to similar posts or your local CVS. Before setting a pay scale you need to decide what you want the worker to do and what skills, experience or qualifications they may need.
•
Scale S02 and upwards covers Directors and Coordinators of larger organisations.  It can also be applied to staff whose experience is of particular value, even though they may not have professional qualifications—for example, workers who have additional major responsibility for policy development, research or training.
•
Scale 5 to S0l covers most voluntary sector employees or workers who carry out the fundamental activities of the organisation—for example advice workers or development workers.  Posts at this grade should require a significant degree of relevant experience. Workers can be expected to have the skills, knowledge and initiative to perform their duties largely unsupervised.
•
Scale l to 4 covers clerical and administrative staff.
Additional costs can be divided into one-off and recurring costs. You should consider whether you need to put these into your funding request.
One off costs:
•
Office furniture/computer
•
Advertisement and recruitment costs e.g. candidates expenses or employing signers
   (currently one national advert plus an ad in a local paper will cost about £2,000).
Recurring costs:
•
Budget for a salary at the top of the scale.  While workers usually start at the bottom, the successful candidate may have considerable experience which they will expect to be reflected in their pay
•
Budget for increments.  For a full-time worker this is about £500 extra a year.  Also budget for salary inflation in years 2 and 3.
•
Budget for the correct level of employer’s NI and pension contributions.
Insurance for the worker and their activities if you already have a policy to cover workers, check that the new worker and any new activities are covered.
•
Renting extra accommodation if necessary.
•
Extra admin costs—for example higher phone  and copying bills.
•
Additional admin hours—if you employ an admin worker are their hours enough to support another post?
•
Travel, car mileage or bus fares as essentials to do the job. (This doesn’t include travel to and from the main place of work.)
•
A training budget
•
Supervision—if this is to be brought in from outside.
•
A seed fund—if an expectation of the job is to set up new developments or activities.
•
An allowance for maternity or sickness cover.  Most funders don’t give money to cover these costs.  It is possible to get insurance, but it is likely to be expensive.
•
Organisations with 5 or more employees must offer access to a stakeholder pension, if they have no occupational scheme.
Give Yourselves Enough Time
Appointing workers can take a long time from the initial thinking about the post, to securing the funding, placing an advert, receiving the applications to holding the interviews and then quite possibly waiting for the selected candidate to work their notice at their present job.
Try to start the appointment process as early as possible. This may mean that you need to ask your funder to advance you the cost of an advert so that recruitment can start.  You should aim to have someone ready to start the job as soon as the grant is due to be paid. Otherwise you may lose some grant through late appointment or “slippage”.
This time commitment is often compromised by need to fill the post in order to get the funding.
	SHORTLIST ON RECORD FORM
	Applicant Number 
1,346 (you wish)

	

	Miracle Worker — OUR group

	How to score

	Score 1 for no experience/skill

	Score 2 for some or limited experience/skill

	Score 3 for lots of experience/skill

	

	No formal qualifications are required

	

	Essential Skills and Experience
	None
	Some
	Lots

	Understanding of the current issues affecting voluntary organisations
	
	
	4

	Development work in (or with) a community or voluntary organisation
	
	4
	

	A track record of fundraising
	
	4
	

	Good communication skills
	
	
	4

	Experience in using computers
	4
	
	

	Financial skills (the ability to monitor and control budgets)
	4
	
	

	Ability to initiate new work and manage own work load
	
	
	4

	Understanding of equal opportunities policies and their implementation
	
	4
	

	
	Total 
17
	2
	6
	9

	Desirable
	
	
	

	Knowledge of local authority structures
	
	4
	

	Training experience
	4
	
	

	Experience of managing volunteers
	
	
	4

	Driving licence
	
	
	4

	
	Total 
9
	1
	2
	6


Based on a factsheet produced by Sheffield City Council Grants Aid Officer’s Group, by permission.
USEFUL PUBLICATIONS
Voluntary But Not Amateur
This includes a model contract for employment
£22.95 inc p&p
Just About Managing?
This is the companion volume to Voluntary But Not Amateur
£18.95 inc p&p
From:  London Voluntary Service Council
356 Holloway Road, London N7 6PA Tel:  020 7700 8107
Managing Recruitment & Selection
Managing People
From:  Directory of Social Change
24 Stephenson Way
London
NW1 2DP
Tel:  0171 209 5151   Fax: 0171 209 5049
Every effort has been made by Community Action Derby to ensure that the information given is accurate and not misleading, but Community Action Derby cannot accept responsibility for any loss or liability perceived to have arisen from the use of any such information. Only Acts of Parliament and Statutory Instruments have the force of law and only the courts can authoritatively

 Interpret the law.
Community Action, 4 Charnwood Street, Derby DE1 2GT
Tel: (01332) 342722   Fax (01332) 205069   
E-mail enquiries@communityactionderby.org.uk
Website www.communityactionderby.org.uk
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