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have open personnel requisitions.
Special healthcare employment publications exist to serve with national, regional, and local markets. Professional journals with national circulations often carry employment advertising. With all of these publications,
longer lead times are involved because of publication schedules. This is especially true of professional journals. Organizations planning to use such focused advertising must often extend the length of their recruiting
schedules.
An advertising executive once said that half of every dollar spent on advertising was wasted. Unfortunately, he was unable to identify which half was wasted. Some HR employment recruiters have said that they obtain

o more than one-third of new employees as a result of print advertising. Others have commented that no more than 30% of all jobs ever get advertised in print.

Networking
A considerable proportion of the better-paying jobs, such as technical, professional, and managerial positions, are filled through networking. Networking ordinarily works in the following manner. Someone seeking a
position makes personal contacts among friends, relatives, acquaintances, and former colleagues. Individuals who are serious about networking contact people working within or in organizational proximity to their field
of interest. These activities spread the word that one is seeking 2 particular kind of position. By forwarding networking contacts and referrals to other individuals, the original person often encounters a series of
individuals who would othenwise have been unknown, unidentified, or unavailable, and who are then able to be directly accessed. This series of contacts, referrals, and subsequent contacts constitutes the network.

In attempting to establish networks, peaple should begin with the relevant personal contacts with whom they are best acquainted. They should follow leads or referrals to others through a series of networking or
courtesy interviews, At each encounter or meeting, the job seeker should leave a current résumé. Serious job seekers are advised to carry a supply of business cards and several copies of their résumé at all times, The
timing or existence of networking or potential employment opportunities cannot be predicted.

Employers engage in networking to find people to fill specific positions. Recruiters attend professional society meetings, conferences and conventions, and other gatherings of people who work in the occupation of
interest to actively build networks of potential candidates. Many department managers have made initial contact with people they later hired at such gatherings. Considerable networking also takes place at job fairs.

Job Fairs
Job fairs are gatherings of employers who are interested i gaining exposure for their organizations and promoting them s good places to work. A typical job fair is organized in a fashion that resembles  vendors’
room at a convention. All individual employers have tables and displays of information about their organizations. An employer's table will commonly be staffed by one to three people, usually an employment recruiter
from HR and a department manager or employee of a particular specialty.

Job fairs are sponsored by municipalities, business organizations, trade associations, chambers of commerce, colleges and universities, and other organizations. They are usually well publicized. Candidates who attend
job fairs are reminded to bring a supply of current résumés. Universities or other organizations that educate healthcare workers—for example, a school of nursing or a college of health and human services—hold job
fairs that are attended by its graduating seniors. Local and regional healthcare employers are invited to attend.

Recruiting Trips
A department manager may become involved in recruiting trips. Human resources should be notified and involved with the planning of such excursions. These trips may involve going to conferences, conventions,
colleges and universities, and other gatherings of persons that have the skills desired by an organization.

A department manager's participation in such trips may be essential when recruiting professional employees such as registered pharmacists, nurses, and physical therapists. Before leaving for such a trip, an HR
recruiter provides information about the organization. During the recruiting trip, the department manager addresses questions asked on a professional-to-professional level. Experience has shown that recruiting trips
involving  department manager or other professional from within the specific department that is seeking an employee tend to be more successful than a trip made by an employment recruiter alone. After the trip has
identified candidates, HR should provide the same services that it does when recruiting for any other position.
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Search Firms
Search firms are frequently referred to as headhunters. They are often utilized to locate and secure employees for some hard-to-fil jobs. These are usually middle or upper management positions or professional
positions that are in short supply on the labor market. The services of search firms are also used when an organization does not want to publicize a vacancy or wishes to conduct 2 confidential search.

The department manager may have occasion to suggest the use of a search firm. However, it is usually HR that engages the services of a search firm, and it usually does so only with administrative or executive
concurrence. Search firms charge for their services. These charges can amount to as much as to 40% of the annual salary of the position being filled. Given the fiscal climate within health care in recent years, search firms
are engaged by many organizations only after other options have been exhausted.

The Internet
By way of résumé-posting websites such as Monster.com or CareerBuilder.com, the Intemet offers HR and department managers 2 sometimes fast and efficient means of assessing the state of the supply of job seekers
in any given occupation. Few pertinent postings can indicate a seller's market in which the available few can expect to command generous offers; many pertinent postings can indicate a buyer's market, with more
people seeking positions than there are available.

The Intemet can also be used to some extent to assess supply and demand regionally, recognizing that available individuals in any occupation will not necessarily be evenly distributed throughout the country. We say
"to some extent” because not all job seekers will be registered with these services.

The department manager is cautioned to coordinate the contacting of potential candidates located via the Intemet with HR. It is HR that must do the actual contacting. Another caution to observe in looking up
potential job candidates on the Intemet: It s likely that not everyone who posts a résumé is seriously seeking new employment. Many, of course, are doing just that, but there are also those who are not actively looking
to change jobs but have simply posted in case the "ideal” position should seek them out.

s PROMOTION FROM WITHIN

Senior managers of most organizations endorse a philosophy of developing and promoting employees from within their organization. Many healthcare organizations have sent written copies of policies to this effect to
all employees. Such policies recognize that one of the job-related conditions important to many employees is the opportunity for personal promotion and growth.

Despite having written policies, however, some department managers tend to initially look outside for their new employees. This practice frequently creates conflict because employees hear one message but see
something different occur in practice.

It is necessary to strike a balance between internal transfer and promotion and extemal recruiting. To 2 considerable extent, an organization benefits by fillng vacancies from within and promoting employees as
vacandies occur. External recruitment is used to fill the entry-level positions vacated by those being promoted. However, filing all responsible positions by promation from within can create organizational stagnation
because people who think and act in the manner of their organizational role models simply perpetuate that behavior. From time to time, new personnel are necessary. Coming from outside of the organization, new
people bring new or different ideas with them.

Filling all of the better jobs from outside can demoralize existing staff, many of whom desire to be promoted. After being passed over or denied promotion when management hires someone from outside, they
become keenly aware of the contradiction between the espoused organizational policy of intemal development and the actuality of exteral recruiting. In reaction to such a situation, the more promising employees tend
to leave and seek employment elsewhere. The less promising employees stay, to the long-term detriment of an organization. Over time, employees from both groups find ways to seek personal equity.

As already mentioned, an important condition of employment for many people is the opportunity for growth and promation within the organization. The important word in this statement is opportunity. Employees
will know whether such opportunity s or is not present. Individuals who may never take advantage of it are nevertheless demoralized by its absence. The perceived absence of opportunity for growth and promotior
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i poses a figurative ceiling on potential advancement for all employees.

Most HR departments in healthcare operate a job posting system that provides information to employees about opportunities for promotion and transfer, These systems usually give existing employees a few days to
bid on transfer or promational possibilities before the jobs are made available to external applicants.

Itis healthy for an organization to promate from within for nontechnical, nonprofessional positions, especially those for which most of an applicant’s expertise is developed through on-the-job training and experience
in departments that provide service and support for a larger organization. This leaves entry-level openings that can then be filled by outside applicants. This practice makes a great deal of sense because it permits
managers to fill positions of increasing respansibility with peaple who are familiar with the organization and have proven themselves in entry-level positions.

Some department managers frequently tend to look externally because they are unsure that intemal candidates, obviously untested at a higher level, can perform the required duties. However, this is a risk common to
all placements whether from inside or outside. If a supervisor knew for certain that a particular person could handle a more responsible job, then the move might not represent a growth opportunity for the individual,
Whether any particular employee comes from within or from the outside, there is always a risk associated with the placement. Some highly experienced managers have hired external candidates possessing marvelous
qualifications who turn out to be disastrous for an organization. Growth and development require leamning. Sometimes learing is not successful and results in mistakes. People learn from making errors. The goal of any
supervisor i to limit the magnitude of possible mistakes.

There is an additional reason why department managers are encouraged to lock closely at potential internal candidates before looking to the outside. When a qualified intemal candidate who is a member of 2
protected class under the Equal Employment Opportunity Act does not get a desired position that subsequently is given to an external candidate, there is always the likelinood of a charge of discrimination. Many HR
practitioners have received formal complaints that can be summarized by, "I didn't get the promotion because | was discriminated against because | am a member of a protected class.” Protected classes include people
identified on the basis of their race, creed, color, national arigin, religion, gender, age. or sexual orientation. For this reason, and in support of development from within, department managers are always encouraged to

look closely at qualified intemal candidates before resorting to recruiting extemal candidates,

u SALARY BUMPING

Salary bumping ordinarily involves skilled occupations that are in short supply in a given community or for which the supply in an area is marginal. As a result, openings in these occupations usually take longer than
average to fill. Salary bumping begins when a group of employees at one organization applies pressure for more money. They may exert this pressure themselves or use an advocate. An advocate may often be a
physician whose income depends, in part, on the occupation in question. For example, an anesthesiologist may be an advocate on behalf of nurse anesthetists, or a surgeon may be an advocate for surgical physician
assistants.

The group or the advocate requests higher pay for practitioners of the occupation, citing supposedly higher pay at other organizations in the area and expressing the fear that these better-paying employers are going
to lure away some members of this group. Some present employees may even moonlight (use their professional skills and work for a second employer in the off-duty hours from their primary employers) for other
‘employers in the area and can produce proof of higher pay at these other places. People who moonlight usually do receive higher hourly rates than regular employees to compensate for the absence of benefits. The
group or the advocate attempts to trade on the fear that other local employers will lure away the best employees unless the group's salaries are increased across the board—that is, for every present employee in the
group.

Some organizations do try to lure people with scarce skills away from other employers in their area, and sometimes they succeed. Pay rates for the occupation in question get bumped upward as organizations recruit
‘each other's employees. However, this process does nothing to alleviate the short supply of individuals with the needed skillin the local area. It does nothing to recruit more help into the area. Salary bumping simply
raises personnel costs for all local employers while the shortage continues to exist.

Some professional employees project an attitude of free agency. They behave as though considering themselves readily available to change organizations for what might appear to be a better deal. These employees
feel greater loyalty to an occupation or profession than to any organization. They are prepared to move freely, usually for more money, among comparable institutions as long as they feel that the professional _
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Free-agent employees are becoming more common among persons trained in occupations that remain in chronic short supply. As free agents move among organizations, they have the effect of raising the price for
their skills in the community without altering the supply.

A department manager who hears stories to the effect that other local healthcare employers are threatening to recruit away the best people should appreciate that this may be true. However, an altemative
explanation s salary bumping. When a manager hears such stories, he or she must resist the temptation to join the voices calling for increased salaries. Intelligent investigation is a more suitable alternative activity. Take
the information to HR. which will have the means to verify or refute such claims.

= RECRUITING DURING PERIODS OF SHORTAGE

Recruiting becomes more difficult during periods of low unemployment and at times when particular important skills are in short supply. When workers with particular skills become difficult to find or recruit, the
specialists in demand have their choice of employers. Economists describe this as a seller's market. Under such conditions of shortage, a number of special approaches may be taken to attract new employees.

Intemship programs have proven themselves to be effective for recruiting scarce professionals. For example, a hospital that provides an internship experience for one or two pharmacy students may find the students
willing to return as employees after graduation. An individual who has had a pleasant internship experience as a student is more likely to become an employee than s a candidate for whom the organization is new and
strange.

Moving expenses may be paid or partial moving allowances offered to professional and managerial employees recruited from out of town. This is essentially a standard practice when recruiting top management
personnel. As particular professionals become more scarce and in greater demand, organizations are more likely to offer such inducements when recruiting needed personnel,

Some organizations assist spouses in locating suitable employment as part of the recruiting process for scarce professionals. Dual-career couples are common. Supplying employment assistance to a spouse may
determine the difference between success and failure when recruiting a sorely needed professional.

Signing bonuses have been used as incentives during periods of employee shortage. As of this writing, numerous advertisements for nursing personnel offer signing bonuses to new employees. A common industry
practice s to pay one-half of the bonus when the person is hired and pay the second half when the individual has been successfully employed for a stated period of time, usually between three months and one year.
Personnel shortages that continue often contribute to salary bumping.

During shortage periods, a finder's fee or bounty may be offered to organizational employees who refer candidates for specific positions. The finder's fee or bounty is paid to the person making the referral when a
new candidate is then hired to fill a vacancy in a shortage occupation. This procedure is often called an employee referral program. The finder's fee s ordinarily paid out in the same manner s a signing bonus, one-half
of the bonus when the new person is hired and the second half when the new individual has been successfully employed for a stated period of time, usually between three months and one year. Occasionally, a signing
bonus and finder's fee are both paid to secure the services of a single new employee. A sound employee referral program increases in usefulness s the job market tightens and fewer good peaple are readily available.

In spite of the visible costs involved, an employee referral program can save money when compared with the costs of advertising. In many instances, a signing bonus and finder's fee together add up to less than the
cost of a modestly sized display ad placed in an area newspaper. The savings generated by an employee referral program can be significant when compared with the cost of using a search firm. An employee referral
program can often be shown to generate new employees at the lowest cost per hire of all recruiting practices,

Generally, hiring managers, executive managers, and HR personnel are not eligible for finder's fees. Other rules may apply in an employee referral program. For example, an employee will usually be barred from
referring a family member or other relative into a job in the referring person's own department. Most organizations have policies governing nepotism or the employment of family members.

Finally, extremely specialized amangements may be made with individuals who are needed to fill critical positions. It is common to employ physicians, for example, using individual or personal-service contracts
Another occasionally used practice involves an arrangement to pay off an individual’s outstanding student loans in exchange for a contractual agreement to remain with an organization for a specific amount of time,
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= EVERY EMPLOYEE A RECRUITER

All department managers can have a considerable impact on the extent to which their organizations appeal to prospective employees as reasonable places to work. A manager's leadership style and treatment of
employees set the tone for the department and help to create a particular image for that work group. The attitudes of workers are clearly visible if they are comfortable with their working environment. Such an attitude
is usually visible well beyond departmental boundaries. If enough departments project this kind of a positive image, then an organization eams a reputation as a good place to work.

Whether referral and reward programs do or do not exist. a fundamental truth of recruiting remains. Whether they are satisfied directly or indirectly, satisfied employees are often an organization's most effective
recruiters,

u CONCLUSION

Legal constraints affect recruitment. The HR department provides services in partnership with other departments in an organization. An accurate position description and job requisition are usually required before HR
can begin to recruit. The HR department provides a procedural template for organizational recruitment. This must be followed to avoid legal difficulties.

References are critical elements in any recruitment activity. They must always be checked by HR personnel. Responses to reference requests must be factual and objective, reflecting only information that is contained
in written personnel records. Department managers are strongly advised to refer all reference inquiries to HR.

Several strategies are available for locating and recruiting suitable employees. These include print and media advertising, networking, job fairs, recruiting trips, and search firms. Promotion from within is a sound
organizational practice that is not universally observed. Salary bumping occurs when organizations succumb to pressure to increase the salaries of scarce personnel beyond their market value. Other recruiting plans
include internships, paying for moving expenses, assisting spouses of candidates to secure appropriate employment, paying a signing bonus or finder's fee, or making other, specialized arrangements to successfully
recruit specific needed personnel. Happy, satisfied employees are often an organization's most effective recruiters.

Case Study Resolution

Returning to the case study, on the surface it appears as though newcomer Kathy Gray knew more about some important aspects of management than did her boss. Believing that he was helping her because of her
newness to the organization, Sam Weston actually undercut what little authority Kathy may have had as a new supenvisor. As long s Weston had put Kathy in place, he had an obligation to let her do her job as she saw
fit, while he made himself availzble in the event that she asked for help. As long as Kathy knew the correct steps to take. Weston should have allowed her to take care of the hiring without his help or interference.

It s fundamental to the hiring process that the person who will directly supervise the new employee serve as the primary interviewer and make the hiring choice. Because Weston did the actual hiring, a case can be
made that he should be the person to terminate the person’s employment.

The relationship between Kathy Gray and Sam Weston may be influenced by this experience for some time into the future. At the very least, Kathy will have to be sensitive to the possibility of micromanagement on
Weston's part. This will continue until she is able to prove to him that she knows the job and does not require his close supenvision on an angoing basis.

N
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CHAPTER 11

Chapter Objectives

After reading this chapter, readers will be able to
- Recognize and describe the steps in the recruiting process
+ Understand the essential partnership between a department manager and human resources in recruiting employees
+ Be sensitive to the problems potentially encountered through a department manager's active involvement in checking references or answering references requests
+ Know the preferred reference checking approaches and understand the concepts of defamation and negligent hiring
+ Understand a department manager's role in locating job candidates
- Recognize both the advantages and occasional disadvantages of promotion from within the organization

- Appreciate special recruitment concerns, such as recruiting during periods of labor shortage N

u CHAPTER SUMMARY

Every department manager should participate in recruiting as an active partner with the employment section of human resources (HR). This collaboration begins with determining and approving a staffing need,
identifying recruiting channels to be used, and agreeing on the contents of  pasition description (also called 2 job description). The content of an existing job description must be revised and updated as necessary. The
partners specify any special recruiting requirements that may be present, consider both internal and external candidates s they become available, and conduct professional interviews to identify the most appropriate of
available job candidates.

Because of contemporary legal concens, primarily the risk of charges of defamation or negligent hiring, 2 department manager's involvement in checking references and responding to reference requests should be
minimal or nonexistent, This task is best left to HR. OF special interest to department managers is the advisability of promoting from within an organization. This is helpful during periods of staff shortage. Employees
aceasionally maneuver to enhance their salaries.

Case Study: “Didn’t Cut I£? Hire Another”
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Case Study: ”

Kathy Gray was hired by Meadows Nursing Home for the position of business manager. Hers would be a small department: two employees other than herself plus one open clerical position. Although she had
considerable experience with business office operations, this was Kathy's first supervisory position.

In't Cut I? Hire Another’

One of the first tasks facing Kathy was hiing someane to fill the open clerical position. She asked the individual who handled HR matters for help in finding some candidates for her to interview. There was no HR
department as such, just one person who also coordinated purchasing for the home. Kathy's manager, nursing home administrator Sam Weston, chose to sit in on the interviews, citing Kathy's newness to supervision as
his reason. Because Kathy had never interviewed or hired before, Weston reasoned that he should assist her in the process.

Kathy and her boss jointly interviewed four candidates. Of these, two appeared to be reasonably qualified for the job. One of these was a young woman named Louise Bennett who worked in the home's food service
department. The other was a young woman named Emily Smith whose total work experience consisted of working in a convenience store for a few months.

Following the interviews, Kathy expressed her desire to hire Louise Bennett from food service because she seemed to have the ability and exhibited a strong desire to better herself. She reasoned that selecting Ms.
Bennett would show a commitment by the home to develop employees from within the organization. Weston disagreed, telling Kathy that she could do the hiring "the next time a job opened.” Weston himself made the
decision to hire the other candidate and personally communicated the offer to Emily Smith.

As the 30-day probationary period progressed, it became increasingly evident to Kathy that Emily was not shaping up in a satisfactory manner. Even after providing Ms. Smith a good orientation, providing her with
reasonable guidance, and extending her every benefit of the doubt because she had been “the boss's choice,” Kathy still had to conclude that the nursing home would be making a mistake by keeping Emily.

On the 28th day of Emily Smith's employment, Kathy Gray went to see Sam Weston. She had kept Weston informed, so it was no surprise to him when Kathy said they should let Smith go and start over.

“Okay.” Weston replied. “She didn't cut t? Let her go and hire another person.”

Kathy hesitated, then finally said, ‘| don't believe | should be the one to let her go. I'm not the one who hired her.”

“She's your employee,” Weston said, "so you get rid of her.”

What management errors were committed? Remembering that Emily Smith reported to Kathy even though Weston had hired her, do you believe that Weston dodged his responsibility by ordering Kathy to get rid of
Emily? How might this whole situation have been handled in a more professional manner? What effect might the Smith incident have on the future relationship between Kathy Gray and Sam Weston?

u LEGAL CONCERNS IN RECRUITING

Many laws and other legal requirements exert considerable infiuence on the employment process. Especially pertinent are those having to do with opportunities for equal employment. particularly Title VI of the Civil
Rights Act of 1964.

An HR department is primarily concered with much of the legislation already reviewed. However, there are implications for a department manager. Managers must be aware of many aspects and nuances of HR law
when interviewing prospective employees.
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u PARTNERSHIPS WITH HUMAN RESOURCES

Obtaining employees is an area of activity in which a department manager and HR personnel must sually work together closely. Although the process may vary somewhat from one organization to another, the
following discussion represents a fairly standard recruiting relationship between HR and the other departments in an organization.

Initially, the department manager provides an approved personnel requisition to HR. The requisition may specify replacement for an employee who is resigning, retiring, or being discharged. Altematively, it may
request an employee to fil a position that did not previously exist. A department manager will have procedures to follow involving steps mandated by the organization before HR receives the requisition. The specific
steps to be taken are usually related to the nature of the requisition.

If a request is for a new employee who represents an addition to a department’s workforce, in the majority of organizations the department manager will be expected to go through a justification process to secure
approval for the added position from higher management. This process may or may not involve input from HR. However, for a new or additional position. HR will be unable to recruit without approval from higher
management. In some organizations, if the personnel requirement is for a direct replacement, then a department manager is empowered to

iate a requisition and submit it directly to HR.

Close attention may be brought to bear on staffing levels. In organizations that are experiencing financial difficulties or undergoing reengineering or a significant rearrangement of personnel, senior managers may
elect to review all positions that become available to determine if they must remain unfilled. In such an environment, higher management may reserve the right of review and approval for all staffing requests, even direct
replacements.

Once a personnel requisition is approved, it travels from a department manager to HR. The HR department may or may not know a particular requisition is coming. Human resources will expect a requisition if it is to
replace a retiring employee or person who has been discharged because HR will have been involved in processing the retirement or the discharge. If the requisition is for an employee to fill a newly created position,
then HR may not receive advance notification.

The next step involves the job description for the position in question. A department manager or direct supervisor usually has the responsibility to provide an accurate job description that s either new or updated, as
appropriate. If a requisition is for 2 direct replacement that was known in advance to HR. then the appropriate job description will usually be recovered from company files and reviewed. A department manager and
direct supervisor wil typically be asked to examine the position description and determine if it should be updated. If a request is for a newly created position, then HR will expect to receive a new job description along
with or immediately following the requisition. The HR department is often able to assist in developing or updating a job description. However, most of the information necessary for doing so will be available to a direct
supervisor or department manager rather than to HR.

An accurate job description is essential for getting the recruiting process properly under way. Human resources will require an understanding of the major job duties for the open position so that they can produce 2
job posting seeking intemal applicants, if possible, and to advertise for external applicants. As s0on as peaple begin to apply for the position and screening interviews are started, HR will require information from the job
description to describe the position to applicants in an accurate and correct manner.

At the time an approved personnel iSjuistion is submitted. 3 department manager should hive an accurate, up-to-date description of job daties and 3 checklist of the xperience and qualfications to look for i the
individuals who are to be interviewed. This information is contained in a comprehensive and correctly written job description. A department manager should be prepared to review appropriate internal candidates as well
as those from outside, interview the best prospects for the position in question, and have all applicants’ references checked and academic credentials verified as necessary. These steps must be completed for all
applicants. Typically, between two and five applicants are interviewed for an open position.

When the HR department receives 2 personnel requisition, its initial consideration is to determine whether the position s to be posted intemally to the organization. Most organizations, especially large ones, maintain
job-posting systems for use by existing employees. These provide opportunities for promotion o transfer to current employees. In some locations, intemal posting and extemal advertising commence at the same time,
Typically. an organization-wide employer posting system will provide a reasonable time period, typically a week. for internal candidates to apply before extemal candidates are considered. An exception occasionally

arises when a position requires specialized training or a specific skill that is known to be missing among present employees. Such positions usually involve skilled technical o professional expertise. In such a situation, an
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external search is started immediately upon receipt of a requisition.

Regardless of the source of candidates, HR has the job of providing a department manager with a number of candidates who meet the stated minimum qualifications of the position. The number of candidates to be
supplied varies. Salient factors involve normal departmental or organizational practices, considerations of equity and diversity, and the labor market from which candidates are to be sought. Conducting interviews is
costly in terms of time and expense. Some high-skill professionals may be in such short supply or high demand that an organization may have only one or two qualified candidates. For most entry-level positions, HR
should be able to provide a department manager with five or six reasonably qualified candidates without consuming too much time conducting screening interviews.

When hiring entry-level personnel, a department manager should be able to select one suitable employee from among five or six candidates who all meet the published minimum requirements for the position.
Human resources and department managers do not always agree on the appropriate number of candidates. Managers may insist on interviewing an excessive number of candidates, searching for ane who significantly
exceeds the minimum requirements of the position, looking, in short, for the ideal person. Finding the ideal candidate would reduce or eliminate the need for training. However, the effort and expense involved in
searching for an ideal candidate usually exceeds what is allocated for the search and resuits in extra work for the recruitment system. An ideal candidate rarely appears. If a position requires an ideal candidate (for
example, an assistant for a senior executive), then the minimum requirements submitted in a requisition should be adjusted to reflect such a need.

When applicants are plentiful, HR may simply forward the résumés of people who appear to be minimally qualified. Such a determination is made by reviewing statements that have been made on paper and not by
actually conducting screening interviews. Managers then review the applications and select candidates to interview. While some managers prefer to work in this manner, such an approach creates more work for them
and subverts the effectiveness of an established system. These managers are conducting their own initial screening as well as interviewing candidates. Human resources is often inappropriately blamed when a poor
selection decision is made.

Human resources time that is spent finding and referring candidates and a department manager's time that is spent interviewing are normal organizational costs related to recruiting. Lost productivity s well as
training and orientation activities must be included when calculating the true cost of recruitment. The latter are indirect costs, but they are real. The extent that department and HR personnel are able to cooperate in
recruitment will directly affect the efficiency of the process.

When meeting with candidates, department personnel should avoid discussing compensation except in the most general terms, such s describing the pay range for a position. Discussion or explanation of employee
benefits should ot be attempted by departmental personnel. Benefits information can rapidly become complicated, especially when an organization has a benefits structure that includes choices and when HR is the
only department prepared to address or explain benefit options.

Managers are strongly advised not to extend an offer of employment during a departmental interview. This admonition is even more important when a candidate interviews well and the manager is being swayed by
the performance. All offers of employment are ordinarily processed through HR. Formal offers must be extended conditionally and considered firm only upon completion of successful reference and background checks
and receiving proper medical clearance via  pre-employment physical examination.

An occasional point of contention between a department manager and HR is the timeliness of having a new employee start once an offer has been made and accepted. Managers often feel that new persons ought to
be able to start work immediately unless a period of notice for another employer must be made.

Human resources will ordinarily take all reasonable steps to have new employees begin work quickly and efficiently. Reference and background checking are absolutely essential and require time. An organization's
employee health service or employee health physician, not HR. controls appointment times for pre-employment physical examinations
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u REFERENCE CHECKING AND THE DEPARTMENT MANAGER

Department managers who want to become personally involved in checking applicant references or personally answering reference requests should be strongly discouraged or forbidden from doing so. Let a centralized
office such as HR take care of reference checking. References are best checked, and reference information on past employees is best given out, through a single, central point where the people conducting the activity
are familiar with all applicable laws, can check all pertinent applicant references in a similar way, and can respond to all reference information requests in a consistent manner.

Exchanging reference information is another activity that generates friction between HR and managers of other departments. On the surface, allowing health professionals who manage other healthcare employees to
‘exchange reference information with other organizations without HR intervention seems logical. Paraphrasing a manager who insisted on personally requesting and dispensing reference information about high-tech
employees, "It requires someone with my level of specialized knowledge to render judgments on an individual's capabilities.” The reason why a manager should not become involved in exchanging reference information
is contained in the statement. The key word is judgment.

Judgments have no place when responding to a reference request. Reference responses should include nothing that is subjective in any way. This prohibition includes opinions as well as judgments. Subjective
statements can always be challenged because they cannot be rendered as absolute, objective truths. Only information that can be verified in a personnel record is completely safe to give out when answering a reference
check. Furthermare, only information that is relevant to the request should be offered.

Reference requests are best answered by someone who has access to the appropriate personnel files. The comments from a person who was not well acquainted with the employee in question are more objective than
are comments from a person who was personally acquainted with the employee being considered. All reference requests should be answered impersonally and directly from the record. Time and again attorneys and
advocates have advised, “Information that is not in a file or record does not exist” Documentation to substantiate statements made in a reference conversation is imperative. Anything said in response to a reference
request must be verifiable in a personnel fle.

Organizations often become overwhelmed with fear of legal repercussions resulting from reference requests on both the receiving and sending sides—especially on the sending side. Many have adopted the practice
of either not answering at all or limiting their answers to the verification of job itles and dates of employment. Some organizations exhibit an obvious double standard concerning references. When checking references
of potential new hires, they try to obtain as much information as possible from prior employers. In contrast, when they respond to reference requests, they limit their responses to minimun levels of content, verifying
only dates, titles, and occasionally salaries.

There are opposing sides concerning the legal dangers involved in giving and receiving reference information, with one side receiving far more attention than the other. The more obvious apparent risk is being
charged with defamation. Many employers fear being sued by an unsuccessful candidate who feels a job opportunity was lost because of comments received from a reference. As  precaution, many former employers
tend to limit their answers to reference-information seekers and to disclose as little information as possible.

The other potential legal hazard related to reference checking is negligent hiring. This potentially occurs when an applicant's references are not checked prior to extending an offer to hire. A negligent hiring charge
may occur when a hiring organization does not make a good-faith effort to check references on an incoming employee who later causes harm to people or property. Many people do not consider this to present as
much risk as defamation, but it has the potential to inflict serious harm on an organization. Assume that an employer hires a new employee without checking references and that employee has a record of serious
misdeeds known to the former employer. If that employee causes harm while working for the organization that failed to check references, then the organization is at risk of being charged with negligent hiring. A
secondary danger exists for the person's past employer. If the past employer had relevant and documented knowledge of a serious problem (for example, assault or theft) and did not reveal that information upon
request, the former employer could be at risk for legal action brought on by the new employer.

Charges of defamation are relatively common. Unsuccessful candidates file a charge of defamation, claiming that they were not hired because of something said in a response to a reference request. A few such
complaints go on to become legal cases that can require months or years to resolve. They are time consuming and can be costly. For department managers who choose to give reference information, such actions can
become extremely frustrating. Legal actions involving negligent hiring are not nearly as common as those involving defamation, but negligent hiring cases tend to be considerably more serious and decidedly more
‘expensive. A final reason for restricting all reference contacts to HR is simply practical. Should a charge of defamation or negligent hiring become 2 full-scale legal battle, HR. not an individual department, assumes the
responsibility for all legal issues and activities.
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Organizations are usually fairly safe in answering reference requests with documented truth from the personnel record, as long as what is said is pertinent in assessing the person for the job being sought and as long
as the information is not conveyed with malicious intent. Those who are responsible for answering reference requests should do so without attempting to interpret the record. They should supply information directly
from a former employee's record. For example, concerning attendance, one might say, "Absent nine times and tardy twelve times in three months,” but should never say, “Frequently late or absent. The person can't be
depended upon to be there when needed.” The former s in the record and cannot readily be disputed. The latter is imprecise and renders a judgment. “Frequently” does not have a quantifiable defi

ion. The judgment
about dependability s a personal opinion or interpretation. Judgments and opinions are subjective. An exception to this guideline can sometimes occur if a supervisor has rendered a judgment in writing; relaying the
words of another can sometimes be considered an objective recitation of information that is already contained in the record. But one must remain cautious in doing s if the judgment that is repeated is inflammatory or
othenwise controversial, the effect might be to simply shift some of the emphasis for defamation charges to the individual rendering the original judgment.

Even if no HR department exists, as is the case in some very small organizations, reference requests should still be centrally addressed. The person responsible for maintaining the organization's personnel files should
handle such requests.

A note documenting the information in a reference call should be added to the personnel record. The date, information provided, name of the organization, contact information and person receiving the information,
and the name of the person supplying the information should be noted on a separate sheet and added to the permanent personnel file. Such information s usually sufficient to resolve most legal claims,

Regardless of precautions and guidelines about handling reference requests and information, there is a tendency for some managers to exchange such information with peers and colleagues. In most locations, many
of the people in the organizations constitut[g the local healthcare community tend to be well acquainted with each other. Managers are ordinarily acquainted with their counterparts, as they often attend conferences
together or belong to the same professional organizations. It is often natural for managers to speak with each other about employee capabilities, especially as employees change jobs and move from employer to
employer within the same community. A manager who engages in such conversations is essentially trading reference information. Although this practice is likely to continue, supervisors should nevertheless observe the
essential rule: offer no judgments and convey nothing that cannot be verified in the personnel file.

The foregoing advice was disputed by a department manager who said in effect, “It's no one’s business what | might say in a private conversation with a friend and colleague. We can discuss anything we wish and
nobody can do anything about it That manager was asked to consider the following: “If you find yourself in the witness chair in federal court, under oath, and you are asked specific questions about a particular
conversation with your friend and colleague, how will you answer? How will your friend and colleague answer?” It s best to avoid the possibility altogether by leaving the giving and receiving of reference information to
the HR department.

s THE MANAGER'S ROLE IN FINDING CANDIDATES

A constant concern of HR is finding and retaining people with the skills and talents needed by the organization. This should be a continuing concen for a department manager.
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Newspaper advertisements are only one method of finding employees. Such ads are not nearly as effective as some may believe, although they are probably the most readily visible means of locating people with
specific skl sets. Differences often arise between a department manager and HR concerning the frequency of advertising and the size of ads. Some managers tend to miss advertising deadlines or see them as
unrelistic,

In most communities, the Sunday newspaper is best for running employment advertising. Most employment ads appear on Sunday, and that edition offers the greatest variety of size and category options and usually
includes special sections of interest such as Medical or Health Care. A newspaper's deadline for Sunday advertising is commaonly noon on Thursday. Display advertising may have earlier deadlines. Given the volume of
business in both HR and line departments during any given week, meeting the advertising deadline often presents a challenge. Managers who are unable to get an ad approved and accepted until Friday will see the
advertisement in print the following week. Remember that the deadline is imposed by the newspaper, not HR. For this reason, HR will frequently issue reminders of advertising deadlines to managers whose department: v




