
Staff Search Process –– General Guideline (updated Fall 2020)
Following is a summary of the procedural steps of a search process. If specific questions arise, issues should be discussed with the chair of the search committee who may then contact the Director of Human Resources. 
1. Search Committee Composition – If there are internal applicants the committee should include a faculty or staff member external to the department.
2. The Search Committee should establish a reasonable timeline for the review of applications and interview process.  Typically, a position must be posted for at least five business days, including a Tuesday. If advertised regionally, a position must be posted for two weeks; if advertised nationally, a position must be posted for 30 days.
3. It is imperative to document the search process.  Brief minutes should be maintained of committee meetings and actions.   All search process documents and applicant files must be maintained (by the office or department) for 3 years after the search has been completed.
For example, the search committee met on DATE and discussed the scoring rubric and timeline for evaluations to be completed by members.  

Example two, the search committee discussed evaluations and candidate scores and determined John Doe, Susan Smith and Bill Bell were the candidates who received the highest scores.  The following candidates will not be considered further (list names).  
4. Begin application review process.

a. create an evaluation tool (typically a scoring rubric or applicant log) that mirrors the stated qualifications in the position announcement; use a consistent evaluation instrument for each candidate;
b. the committee may decide whether to review files that are incomplete;  the committee should be consistent in applying this standard;
c. if application materials continue to be submitted after the committee’s initial review, those files do not have to be reviewed but if the committee decides to go in and review one of those applications then all must be reviewed.
5. Summary Rubric   Each member of the search committee should complete a scoring rubric/evaluation for each candidate.  The evaluations by each committee member can be summarized in a final rubric.  Skype/Zoom interviews and reference checks may impact the final ranking of candidates.  The search committee should make a record of any changes to the rankings.  If the search committee chooses not to use a scoring rubric, then the committee should maintain some sort of record or other documentation in support of how candidates were ranked. Both the individual scoring rubrics and the summary rubric should be maintained with all other search documents for three years by the department or office.

6.   Candidates should be evaluated based upon the qualifications outlined in the position description.  Reference checks should be documented and maintained.  
Phone/Skype/Zoom interviews may be conducted to create a “short list” of candidates. Committees should develop a set of questions to ask each of the candidates.  Phone/Skype/Zoom interviews should be documented and the documentation should be maintained with the search file.   (The committee does not need approval from Human Resources to conduct phone/Skype/Zoom interviews as long as they will not replace in-campus interviews.)  
7. COVID issues and campus interviews.  The search committee and appropriate ELT member should discuss whether “campus interviews” will take place in person or via Skype/Zoom.  

8. Complete the Candidates for Campus Interview form. (This template can be found on the Human Resources website under Forms.) 
a.  this form should provide details of how the committee concluded the selected candidates have provided evidence of meeting the stated qualifications for the position;  in some cases committees may be relying on phone/Skype/Zoom interviews and reference checks as well as written application materials
b. this form should not be a restatement of the qualifications in the posted description;
c.  the purpose of this form is for the committee to provide their summary of how each candidate does or does not meet the stated qualifications of the position
d. it is generally recommended more than one candidate be invited to campus for interviews or invited for final Zoom/Skype interview
9.  Prior to scheduling campus interviews, the committee forwards the following completed documents to the appropriate member of the President’s staff and the Director of Human Resources:
a. Summary Rubric/Applicant Log
b. Candidates for Campus Interview form
Human Resources will need both the scoring rubric/applicant log and interview request before approval.  Copies of these forms should be maintained with the search documentation.

10. Once the search committee has received written approval to conduct campus interviews (i.e. the signed Candidates for Campus Interview form) the search committee may schedule interviews.  All who participate in the interview process should be familiar with appropriate interview questions and topics that should be avoided.  Search committees with questions may contact Human Resources.
Itineraries for all interviews should follow the same process.

11. Following campus interviews, if a decision is made to make an offer of employment, the Search Committee, should complete the form, “Selection of Final Candidate following Campus Interviews.” (This template can be found on the Human Resources’ website.)
a.  this form should give further details of how candidates did, or did not meet the criteria stated in the position description during the interview process
b.  if several candidates were listed on the Candidates for Campus interview form, the Selection form should provide some details of each person interviewed.  If the decision was made to not interview a candidate, or if a candidate withdrew, it should be noted as such

c.  the Summary Rubric/Applicant Log should be updated at this time as well 
The following documents must be submitted for the final approval to make an offer (please see below for the necessary approval/signing process before the paperwork goes to the President’s office):

1.  Non-Academic Personnel Action Notice
2.  Selection of Final Candidates following Campus Interview

3.  Application materials for the selected candidate 
The Non-Academic Personnel Action Notice (including the supporting documentation) should be routed for signatures to the appropriate member of the President’s staff, the Budget Director and the President for approval to make an offer of employment.
Offers should not be extended until all approvals have been obtained.  The President’s Office will notify the Department/Office that an offer can be made. All offers are contingent on a clear background check. Candidates must sign an authorization form agreeing to the background check. This form is available from Human Resources.  
Notes: The University Search/Hiring Process

The following notes are for general information and are not intended to be definitive or exhaustive on the subject of the search process.  If questions arise during your process, call Human Resources or the General Counsel for assistance.

Numerous federal and state statutes prohibit discrimination on the basis of race, color, religion, sex (including pregnancy), national origin, age (40 or older), disability, veteran status, sexual orientation or genetic information.  These categories are “protected classes” under the various statutes.  The most common types of discrimination alleged in higher education settings are race, gender, and age.  

Based upon these protected classes it is illegal to discriminate against someone (applicant or employee).  

Perform a thorough search for every position.  Make a good faith effort to gather the greatest number of qualified candidates for each position.  Conduct a “formal” search unless prevented by a true emergency.  In most cases, a committee should be organized to conduct a search and review applications.  The process outlined here is subject to the “internal” policies and procedures of the many departments and divisions on campus.  These guidelines are for general use and do not cover more specific procedural matters.

Fundamental to a successful search process is the establishment of clear, useful criteria for the description of the position to be filled and the qualifications desired in the successful candidate.  Focus on the skills needed for the position.  The criteria should be reduced to writing and carefully evaluated in light of the potential field of candidates and the needs of the University.  The criteria form the foundation for the rest of the process.  Spend the time and energy needed to make sure that the job criteria listed in the position announcement match the essential functions of the position.  Care should be taken to question the basic assumptions of the criteria in order to give adequate test to the concepts embodied there.  If a controversy arises during or after the process relating to procedure or discrimination issues, you can be sure that the disappointed candidate will question your basic assumptions.  Head off these issues by seizing the initiative in this regard.

Once the criteria are in place, it is vital that the initial screenings rely totally on the criteria so that all applicants receive the same opportunity to be measured by this objective standard.  Have a plan before the screening process starts so that no questions can arise later about double standards.  The selection and application of the criteria used for evaluation of candidates is critical because claims of discrimination have been successful where it can be shown that some candidates were held to a different standard than others.  If no applicants emerge from the initial screening after consideration of the posted criteria, consider starting the initial process over again with newly established criteria rather than attempting to adjust the search committee’s expectations and goals in mid-process.  Carefully document this stage of the process as well.  At this stage, you are making a conscious decision that you will not give further consideration to particular candidates.  Be prepared to explain your basis for this decision.

It is vital to adhere to the stated procedures and consider only the stated criteria to avoid accusations of arbitrary or capricious behavior.  This comment applies to the initial screening process as well as the other phases of the process that follow.

Unprofessional comments about members of a protected class, in general, or about applicants, in particular, are potentially explosive.  This is true even when the comments are made in jest.  In the same way, notes made during the process should not include stray comments or remarks that may be misinterpreted later.

Never discuss advanced age or the need to hire “younger” persons when discussing hiring decisions.

Carefully document each and every aspect of the search process, including the determinations regarding job criteria; advertisement and all other efforts to find interested and qualified candidates; initial screening of applicants; interviews and reference checks.  Documents should be maintained for three years in a central location in the department or school.  When a complaint is filed with the EEOC, the first step is to request documentation.  As far as the EEOC is concerned, failure to document the process leaves a highly negative impression.  On the other hand, if we can provide good records, the EEOC will frequently make its determination by relying on the records.
Interviews

As indicated, many statutes address discrimination in employment, but few specifically address the pre-employment process.  The Americans with Disabilities Act (ADA) and the Immigration Reform and Control Act are two statutes that do contain explicit prohibitions and requirements on the hiring process.

The ADA prohibits employers from using qualifications, standards, employment tests or other selection criteria that tend to eliminate persons with disabilities from consideration for employment opportunities.  If these types of criteria are used, it must be shown that they are job-related for the position and are consistent with business necessity.  Under the ADA, prospective employers are specifically prohibited from asking the candidate about the existence, nature or severity of a disability, and the statute also prohibits medical exams until after the employer makes a conditional offer of employment to the applicant.

The employer may ask about the applicant’s ability to perform specific job-related functions but may be required to make reasonable accommodations if the applicant needs them and requests them.

The Immigration Reform and Control Act prohibits employers from knowingly hiring aliens who are not authorized to work in this country.  The act also prohibits an employer from discriminating against a person because of national origin or citizenship.

The Equal Employment Opportunity Commission (EEOC) administers and investigates large numbers of discrimination claims and has issued a guide to pre-employment inquiries that suggest that prospective employers refrain from certain questions in the interview process.  The goal of these guidelines is to prevent employers from using employment criteria that tend to exclude minorities or members of one sex when the criteria are not valid predictors of job performance or cannot be justified as necessary for the particular business involved.

The EEOC guidelines advise against questions relating to the subjects of race, color, religion, sex or national origin; height and weight; marital status; sexual orientation; number of children and provision for child care; English language skills; relationship with current employees; arrest records, conviction records; military service discharge records, citizenship, economic status; availability for work on weekdays or holidays; and age.  These guidelines are not mandatory, but inquiries on these matters are described as “problematic” by the EEOC.  See sheet below for further guidance and suggestions.

Questions on these matters are not illegal per se, but disappointed candidates may feel that they were judged by illegal criteria if the interviewer broaches these topics.  Questions that seem to inquire about protected areas may be used later as a basis for demonstrating discrimination in the hiring process.

Interviewers are entitled to determine whether candidates possess the characteristics and abilities necessary to perform the specific job responsibilities.  Interviewers may ask candidates about their professional goals, training and skills, experience, the University mission or their ability to work well with colleagues.  Also, all the material that the candidate has submitted to the University in support of his or her application may be examined and analyzed.  This material normally would include degrees earned, institutions attended, publications, and previous employment.

References

Candidates who are seriously considered as finalists for a position should agree to a complete and thorough check of all their references.  Request references in writing.  Reference checks need not be limited to those references provided by the candidate.  In fairness, the candidate should be advised of the scope of the checking to be done.  Good practice suggests that the search committee should obtain written permission to check references.

Reference checks can be used to check on the candidate’s application data.  References should be able to provide information regarding the applicant’s responsibilities and promotion history.  As with all phases of the search process, the reference checks should be fully documented.  Search committee members will want to be in a position to fully justify their decision, and good documentation is essential for this purpose.  Document all attempts to obtain reference material, whether successful or not.

Ask candidates for written permission to contact former or present employers.  If an applicant will not give permission to contact a present or former employer, feel free to inquire about the applicant’s reasons and feel free to draw reasonable inferences from this refusal.  You are not legally obligated to have the candidate’s permission, but it may help you avoid becoming embroiled in a dispute later.

Feel free to check sources other than those listed by the candidate.  You should be able to locate other people who are familiar with the candidate’s work and professional history.  When appropriate, be sure to verify the candidate’s degrees and publications.

Final offers of employment will be contingent upon the successful completion of a background check.  Contact Human Resources if you have questions.  

Miscellaneous

The Missouri Statutes on Open Meetings do not apply to search committee meetings.  These meetings may be closed, if that is the decision of the committee.  We suggest that you be consistent in your practice.  If you decide to maintain closed meetings, be sure that you do not admit persons who do not have a direct involvement with the committee process.

It is very important that committee members act only in their capacity as members of the committee in pursuit of committee goals and objectives, keeping the committee procedures in mind.  When committee members act as individuals or pursue lines of inquiry without general committee agreement, there is an increased risk of inconsistent results and conflict within the committee.

For your protection, you should confine information obtained during the search process to those persons who have a legitimate “need to know,” thus respecting the applicant’s need for confidentiality.

Questions frequently arise as to whether “internal” candidates must be treated differently than “external” candidates.  It is important that the search process produce consistent and fair results.  While you cannot ignore what you know about an internal candidate, it may be possible to level the playing field by making additional inquiries of external candidates, or their references, for comparison purposes.

Finally, please feel free to contact Human Resources or the General Counsel’s office with any questions you may have regarding the search process.  We will be happy to meet or confer with you as you proceed in your efforts.

Topics to Avoid During the Interview Process

	· Arrest records

· Less-than-honorable military discharges

· Gender and marital status

· Maiden name

· Number of children

· Ages of children

· Number of preschool children

· Spouse’s name

· Spouse’s education

· Form of birth control

· Family plans

· Child care arrangements

· Conviction record

· Car accidents
	· Lawsuits or legal complaints

· Ownership of home or rental status

· Length of residence

· Ownership of car

· Form of transportation to work

· Loans

· Wage assignments or garnishments

· Bankruptcy

· Credit cards

· Insurance claims

· Judgments

· Citizenship or national origin

· Mother’s maiden name

· Place of birth
	· Proficiency in speaking, reading, and writing English (unless job related)

· Disabilities

· Handicap

· Prior illnesses or accidents

· Hospitalizations

· Current or prior medication or treatment

· Workers’ compensation claims

· Weight

· Age

· Date of high school graduation

· Church affiliation

· Social organizations

· Other languages spoken


Questions Not to Ask

	1. What kind of child-care arrangements do you have?

2. Does your spouse expect you to be home to cook dinner?

3. What will you do if your children get sick?

4. How do you get to work?

5. How many children do you have?

6. Does your spouse live with you or contribute to your support?

7. Do you own a home?

8. Do you own a car?

9. Do you have any debts?

10. Do you have any loans?

11. Do you plan to get married?

12. Do you plan to have children?

13. What sort of birth control do you use?

14. Are you likely to quit if you get married or have children?
	15. Is your spouse likely to be transferred?

16. Is your spouse from this area?

17. Would a white (or black) supervisor create any difficulties for you?

18. How do you feel about having to work with members of a different race?

19. Are you a militant?

20. Do you get along well with other women (or men)?

21. Will it bother you if the others swear?

22. What language does your mother/father speak?

23. Were you born in this country?

24. Do you have people in the “old country”?

25. That’s an unusual name – what nationality are you?

26. Can you provide a photograph of yourself?

27. How old are you?


Suggestions

* Focus on the skills needed for the position, as described in the advertisement.

* Spend the time and energy needed to compare the criteria listed in the position announcement with the qualifications of the applicants.

* Carefully document each and every aspect of the search process, including the determinations regarding job criteria; advertisement and all other efforts to find interested and qualified candidates; initial screening of applicants; interviews and reference checks.

* The application of the criteria used for evaluation of candidates is critical because claims of discrimination have been successful where it can be shown that some candidates were held to a different standard than others.
* Unprofessional comments about members of a protected class, in general, or about applicants, in particular, are potentially explosive.  This is true whether the comments are made in jest or not.  “Protected classes” generally include gender, race, age, religion, ethnicity, and disability.

* It is vital to adhere to the stated procedures and consider only the stated criteria to avoid accusations of arbitrary or capricious behavior.  This comment applies to the initial screening process, as well as the other phases of the process which follow.

* Never discuss advanced age or the need to hire younger people when discussing hiring decisions.

Truman State University 

Employee Search Record

LOG OF APPLICANTS

List all applicants

Department:       
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Position:       
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CANDIDATES FOR CAMPUS INTERVIEW

School/Department:        

Date:
     


Position:        

List top candidates and discuss how each meets or does not meet the criteria indicated in the position description.  Include both objective and qualitative factors.  The discussion should adequately describe all the factors considered by the committee.

1.
      

2.
     
3.
     
4.
     
5.
     
6.
     
Reviewed and Approved:

______________________________________
_________________

President’s Administrative Counsel Member


Date
______________________________________________
_____________________
Director of Human Resources



Date
SELECTION OF FINAL CANDIDATE 

FOLLOWING CAMPUS INTERVIEWS

Compare and contrast the candidates who were interviewed on campus. As demonstrated in the interview, discuss how each meets or does not meet the criteria indicated in the position description.  Discuss the relative qualitative factors that distinguish them from each other as demonstrated in the interview, references and qualifications.  Include both objective and qualitative factors.  The discussion should adequately describe all the factors considered by the committee.  Candidates may be ranked in order, and candidates deemed to be unacceptable should be so noted with reasons.  

� Source:  CUPA, Interview Guide for Supervisors, 5th Edition





� Sources:  Strategic Legal Planning:  The College and University Legal Audit, by Nicholas Long and Kent Weeks (1998);  Managing Departments: Chairpersons and the Law, by Kent Weeks (1997); Faculty Evaluation and the Law, by Kent Weeks (1997)
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