How to Hire the Right Person at UGA
"What are my responsibilities as a supervisor concerning the hiring process at UGA?" 

(A) Begin Instruction
(B) How to use this tutorial
(C) Send comments/feedback on this instruction
(A) Begin Instruction:
OVERVIEW

Upon learning of an active vacancy or after receiving notification of the establishment of a new position from Human Resources, an employing unit may begin recruiting for a new employee. Although the incumbent (if still actively at work) needs to be made aware of the process, it is not necessary to wait until the position is vacated before initiating a search to fill the vacancy. The following steps will guide you through the employment process. If you wish to place recruitment advertising in outside publications, please view the guidelines for placing recruitment advertising. You may contact Employment (706-542-2222) for assistance in placing recruitment advertising.
Step 1:  Job Description

Review the existing job description or create a new position.  Consider how the position will affect your current organizational structure and change existing roles.
Q:  What are the Essential Functions (duties) of the Job?
A:  The reason the job exists is to perform the job functions.
· Altering or eliminating the function would fundamentally change the nature of the position.
· A limited number of employees in the unit are available to perform the duty.
· The duty is highly specialized requiring special expertise/ability.
· Severe consequences result if employee does not perform the duty.
· A substantial amount of time is required to perform the job duty.


Q: Why is the job description so critical?
A: The essential job functions as well as other duties specified in the description are important in the following instances:

· The job description should be the criteria on which the position is filled.
· The job description should be shared also with the hiree and expectations for performance evaluation should be clarified.
· When the job description changes, a new one should be presented (preferably in writing) with the employee.
If you need to reclassify an existing, or create a new position, refer to the “Compensation – Classify a Position” link on the HR web site:

Link to:  Classification process       http://www.busfin.uga.edu/forms/reclass.pdf
Step 2:  Post job
Refer to “Posting a Position” on the HR Web Site.

Link to:  iPAWS    http://www.hr.uga.edu/recruitment/employment/hire_dept.html

If the applicant pool for the position is to be limited to present University of Georgia employees, indicate that preference by marking PEP (Present Employee Priority) at the top of the page. (Read more about PEP positions.) Otherwise, the applicant pool will consist of the qualified present employees and members of the general public. 
All positions are advertised at the current salary range assigned to the job title, even though current pay policies allow a starting salary at up to the base plus 15 percent for new employees.
If you discover an inaccuracy, please contact us. We can make corrections on the Web description for your vacancy within minutes of your call. 

You may decide to change a position's minimum requirements after the initial posting date, but doing so will require that the position be left open 5 business days from the date of the change in order to allow previously disqualified candidates to be reconsidered based on the new requirements. A vacancy announcement may be canceled at any time.
Step 3:  Vacancy file

Establish a position vacancy file:
*Note:* All records in your position vacancy file are subject to the Open Records Act

and may be reviewed by other people, which may include applicants, employees, private citizens, various government agencies, courts, and University officials. Only information relevant to the recruiting and selection process should be kept.
Content checklist for the position vacancy file:
   1. The position posting
   2. The applications referred for consideration
(1) If an applicant contacts you directly about a position, refer him/her to Employment for completion of an application.
(2) When you receive applications from Employment, record the date received (Refer to Step 4:  Review Resumes).
(3) Remember, any notes you make or attach to the application are subject to scrutiny and should be related to suitability for the position.
   3. Interview schedule and notes
· After interviewing, you will need to note information on the EEO1 report. Link to:  pdf file:  http://www.busfin.uga.edu/forms/eeo_form_1.pdf
4. Departmental copies of EEO forms should be retained in the file for a minimum of three years after the position has been filled.  If a complaint is lodged, the file should be kept until the matter is resolved.
5. Complete an Affirmative Action Record on each applicant interviewed. Do not complete item IV until you have selected an applicant.
6. Departmental copies of the final completed EEO2 (Affirmative Action) forms sent      to you from the Employment Department should also be retained.   Link to:  http://www.busfin.uga.edu/forms/eeo_form_2.pdf
7. Once the position has been filled, you may want to create a separate departmental personnel file that includes information relevant to the person hired. This file should be kept a minimum of 3 years beyond the termination date of the employee.
Step 4:  Review resumes
Log in and sort applications into groups based upon credentials, related work history, and fit for job.
Sample log of applicants
Position Title: ___________________________________________
	Date received 
	Applicant name & address
	If Interviewed
	Comments
	Type of letter sent* 

	 
	 
	Sex
	Race
	Date
	 
	 

	 
	 
	 
	 
	 
	 
	 

	 
	 
	 
	 
	 
	 
	 


*Type of letter sent:




Link to:
Letter A: Confirmation of offer
   

Confirm_offer_ltr.pdf
Letter B: Applicant interviewed but not selected  
not_selected_ltr.pdf
Letter C: Applicant not interviewed 


not_int_ltr.pdf
Much information is not found on an application. If your candidate presents a resume, you may also consider it for additional information.
· Job objective - Most often the job objective is the first thing on a resume. A well written statement can say a lot about that person. 

· What are the person's career goals? 
· What type of position is the person seeking?
· What strengths or skills could this person bring to the job?
· Work experience - Remember, applicants may have had someone help them to craft a resume to present certain ideas and experience. There is a lot of room for interpretation on a resume vs. an application in which specific questions are answered. Use the "experience" section to draw your attention to certain types of experience and jobs. Look for the following types of information to clue you in on questions to ask about possible abilities, knowledge, and motivation: 

· How has this person spent his/her working career? What caused gaps in employment? 
· Has this person held many positions in a short period? 
· Is the applicant clear about what tasks and duties were performed? 
· If the person uses lots of action words and specific information, it might show his/her progression toward set goals
· Education - Things to look for and ask about: 
· If a degree is important, make sure you are clear whether the degree was actually obtained 
· Do not discount training opportunities in previous jobs or experiences 
· Since the academic world is changing, some people might have obtained training while not physically attending an institution (i.e., via the internet or independent study) 
Be sure the position posting is closed once you have received an adequate response.
Employment Laws

Familiarize yourself with Federal and State regulations regarding equal employment such as the Americans with Disabilities Act, which prohibits discrimination on the basis of disability.  Under ADA, an employer with 15 or more employees must provide “reasonable accommodation” to enable the disabled employee to perform the “essential functions” of the job.

Federal antidiscrimination laws require that you keep records of all applicants (for 3 years at UGA) to ensure you aren't excluding people in protected groups (i.e., race, color, ethnicity, national origin, religion, gender, age [over 40], disability, or veteran status).  Compliance responsibilities fall under the jurisdiction of the U.S. Equal Employment Opportunity Commission (EEOC):  Link to:  Disc_law.pdf:

 Title VII of the 1964 Civil Rights Act


 HYPERLINK "file:///Z:\\hire\\age_act.html" 
Age Discrimination in Employment Act


 HYPERLINK "http://www.usdoj.gov/crt/ada/adahom1.htm" Americans with Disabilities Act


 HYPERLINK "file:///Z:\\hire\\equalpay_act.html" 
Equal Pay Act of 1963



 HYPERLINK "http://www.eeoc.gov/facts/qanda.html" More information concerning Discrimination Laws


 HYPERLINK "file:///Z:\\hire\\civil1866_act.html" 
The Civil Rights Act of 1866, Section 1981


 HYPERLINK "file:///Z:\\hire\\preg_act.html" 
Pregnancy Discrimination Act


 HYPERLINK "file:///Z:\\hire\\imigration_act.html" 
Immigration Reform and Control Act


 HYPERLINK "file:///Z:\\hire\\gafair_act.html" 
Georgia Fair Employment Practices Act
Step 5:  Conduct interviews
Use the job’s essential functions and your log of applicants as a guide to selecting candidates for an interview. You are not required to interview all applicants.  There is no minimum or maximum number of interviews which must be conducted.  Select only qualified, ‘best fit’ applicants for interviews.  Additionally, consider allowing any of your current staff members who apply to interview.
The interview process can be critical in determining whether your candidate is a match for the job. While most people have experience being interviewed, hiring someone can be quite challenging. The task need not be intimidating, however, if you gain the right skills.
In the most simplistic terms, interviewing is probing for skills and potential job match based on what you have determined are the criteria important to this position. It also provides opportunities for the hiring manager to clarify details on the candidate’s employment application, as well as giving candidates additional information about the job; explain how the job fits into the larger picture of the department, division, and the University.  If the job interview process is defined, organized, and followed up properly, you will have a greater chance of knowing your candidates' strengths and weaknesses.
View a list of appropriate and inappropriate interview questions.     Link to: hiring_guide.pdf 
Upon arrival 
Start the conversation by putting the applicant at ease using a friendly, businesslike attitude. Show appreciation for the candidate's time and add some light interviewing by asking one of the following questions:
"How did you happen to become interested in our organization?"
"How did you hear of the opening?"
Depending on the response, you can work in an overview of what you have planned.
"Before we start, let me give you some idea of what I'd like to cover today. I want to review your background and experience so that I can decide whether the job is suited to your talents and interests. So, I'd like to hear about your job, education, interests, outside activities, and anything else you'd like to tell me. And after we have covered your background, I want to give you information about our organization and the job, and answer any questions you might have."

During interview
-Work Experience
Drawing from ideas gathered in the application review process, ask related questions of past experience. Also, remember to ask probing questions related to questions you have concerning information included on the application or resume, dealing with why the applicant has changed jobs in the past, what he or she liked/disliked about the job, and other supporting information.
The following script would be appropriate when interviewing someone who has not been working long.
"A good place to start would be your work experience."
"I'm interested in the jobs you've held, what your duties and responsibilities were, your likes and dislikes, and what you felt you may have gained from them."
"Let's start with a brief review of your first work experiences, those you might have had part-time during school or during the summer, and then we'll concentrate on your more recent jobs in more detail."
"What do you remember about your very first job?"
Focus on getting the candidate to explain situations that might involve the area you are curious about, such as whether they are organized, dependable etc. Here is an example: 
"Tell me about a time when you had to quickly retrieve information. Were you able to obtain the information and if so, what facilitated the timeliness of retrieval?" It is focused on specific examples of behavior.
Even though it’s hard to not fill in gaps of silence, forcing the candidate to answer open-ended questions will give you a truer picture of his or her talents than if you spoon feed the answers you would like to hear.
Repeat statements the candidate makes by using his or her own words such as, the candidate says, "I like to work independently," you could respond with "independently?" Of course, you could also ask the candidate to elaborate. Another example is:
“Let me give you an example of how to elaborate.  You said you like working with difficult customers.  That’s great!  How have you come to enjoy working with these customers and specifically what did you do to handle them?”  This guides the candidate to provide more direct answers.
-Education
If the candidate has only a high school education you might use this example:
"You've given me a good review of your work experience-now let's talk about your education. Why don't we start with high school briefly and then cover more recent schooling and any specialized on the job training you may have had. I'm interested in the subjects you preferred, your grades, extracurricular activities, and anything else of importance. What was high school like for you?"
-Activities and interests
"Turning to the present, I'd like to give you the opportunity to mention some of your interests and activities outside of work-hobbies, what you do for fun and relaxation, any community activities, professional associations, or anything else you'd like to mention that you think might be relevant to our job. What would you like to mention?" 
Select specific follow-up questions. 
Give the candidate a chance to review what you've heard:
"Thinking about all we've covered today, what would you say best qualifies you for this position?"
Select specific follow-up questions as needed.
"What areas of your experience or skills would you like to improve?"
Allow the candidate time for questions:
"Do you have any specific questions or concerns before I give you information about the job and the opportunities here?"
Give information about the position at this point, covering everything to desired work environment and what is expected of this position.
View a list of additional sample interview questions   Link to:  interview_questions.pdf  or Sample Interview Questions.doc (same document in different format)
Closing

It is helpful to let the candidate know exactly how long you anticipate the interview process to take. You might use the following example.
Reiterate your appreciation for the candidate's time.
"Thank you for taking the time to meet with me today. I am in the process of interviewing candidates right now. Once the interview process is complete, I will narrow my search to the top 3 candidates and ask them back for a second interview. I hope to make a decision no later than two weeks from today. If you have any further questions or your job search status changes, please do not hesitate to call me. Here is my business card."
Notes

After interviewing, note the sex and race of each applicant interviewed on your applicant log so that you will be able to complete the EEO (Equal Employment Opportunity)

 HYPERLINK "http://www.busfin.uga.edu/forms/eeo_form_1.pdf"  report.
However, while you'll probably want to take notes during the interview, don't make notes about an applicant's looks even if it's just to remember who's who.  Do not make any written references to gender, race, religion, color, or age during the interview or afterward on any of the candidate’s documents (application, cover letter, resume, references, etc.). If you do, it could be used against you later if you are subject to and have violated antidiscrimination laws.
Step 6:  Conduct reference checks

Contact any and all previous UGA supervisors.  Refer to the University’s Administrative Policies and Procedures: “General criteria for employment – Reference Checks for Classified Employees.”
Link to:  http://askuga.uga.edu/default.asp?id=948&Lang=1&SID=
Tips for checking applicant references   Link to:   tips_check_ref.pdf  OR  Tips for Checking References.doc (same document in different format)
Possible questions to ask references about applicants   Link to:  ref_questions.pdf  OR  Reference check questions.doc  (same document in different format)
Step 7:  Make offer
You must wait 5 days from the initial date of posting to extend an offer of employment. See (below) links to tips for extending offers and sample offer letters, as well as sample ‘not selected’ letters:
Tips for extending an offer    Link to:
extending_offer.pdf  OR  Tips for extending an offer.doc   (same document in different format)  1/18/08 – Revise to include background checks, 180-day probation & soft funds notice – KM Chetney
Sample Letter A – Employment Offer   Link to:  Confirm_offer_ltr.pdf  1/18/08 – Revise to include background checks, 180-day probation & soft funds notice – KM Chetney

Sample Letter B – Applicant interviewed, not selected  Link to:   not_selected_ltr.pdf
Sample Letter C – Applicant not interviewed  Link to:  not_int_ltr.pdf
Once an applicant has been chosen, complete the Affirmative Action Record. If the first candidate declines the offer be sure to note this on the form. 
Applicants interviewed but not selected should definitely be notified, preferably in writing, of the outcome of the selection decision. If possible, a regrets letter should also be sent to those who applied but were not interviewed. 
In order to ensure strict compliance with Federal Equal Employment Opportunity regulations and the provisions of the University of Georgia Affirmative Action Plan, a University organization may not employ any applicant for a classified position unless the individual has made application through Human Resources and has been referred in accordance with these procedures. 
Step 8:  Pre-hire Compliance
Conduct criminal background check, if required.
I-9’s:  Refer to ‘Employment Compliance Procedures’ on the HR web site:  Link to:  http://www.hr.uga.edu/recruitment/employment/emp_compliance.html
Additionally, be sure to:  

· Notify Employment of the individual selected

· EEO report is completed

· Affirmative Action Record is completed

· Send appropriate rejection letter to all other applicants (interviewed) and (not interviewed). Record distribution of rejection letters on your applicant log sheet 

· Check the Vacancy File and obtain missing items before filing (Refer to Step 3: Vacancy File)
Step 9:  Complete the hire
Once the final candidate has accepted the offer, and met the pre-hire compliance requirements, be sure that the employee completes the online UGA Employee Orientation process in a timely manner:  Refer to the ‘Online Orientation’ on the HR web site:  Link to:    http://www.busfin.uga.edu/staff/orient.html
Benefits overview sessions for new faculty and staff are held twice per month, on the first and third Mondays, from 9:00am - 10:30am. No registration is required to attend.
Refer your new employee to the web site for UGA services:  http://www.busfin.uga.edu/ori/reg/ref.html
Establish the departmental personnel file, which should include:
· A copy of the new employee's application and related paperwork 

· Confirmation of offer 

· Personnel/Budget Amendment form 

The University keeps personnel files for 3 years after the employee's termination date.  Hiring units should keep personnel files secured in their own location until the employee transfers out of the unit or otherwise leaves employment.  Upon transfer or employment separation, personnel files should be transferred to Human Resources.
Note: All records in the personnel file are subject to the Open Records Act and may be reviewed by other people, which may include applicants, employees, private citizens, various government agencies, courts, and University officials. 
(B) How to use this tutorial:

To Move Within the Pages . . .In each section, most of the links will contain three buttons: 
· Use Back to go back one window at a time until you reach the beginning of the section. 

· Use Close to close the window and go back to the one of the 4 main sections. 

· Use Forward to move forward in the sections. 
In some cases a link will open a New Window in your Browser. If this happens, close the window when done.

For more information on the UGA employment process contact: Duane Ritter, Director – Human Resources

