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Recruitment Policy

Introduction

This policy sets out our approach to the recruitment process. It includes information about line manager responsibilities, the role of the internal HR lead (nominated as the Executive Director or the Deputy Executive Director if the Executive Director is absent) job descriptions and employee specifications, assessment criteria, interviews (both remote and onsite) and equality, diversity and inclusion.  Advice is also available from the external HR consultant if required.

Line manager responsibilities

Line managers are responsible for recruitment in conjunction with the internal HR lead. A line manager who wishes to recruit someone must first obtain approval from their budget holder. Where recruitment is planned to fill a vacancy created by a leaver, the line manager will still need to seek approval from the budget holder.

If the line manager wishes to upgrade a role, or create a new role, they must provide the internal HR lead with justification, focusing on organisational needs.

Assessment criteria

We always aim to recruit the person who is most suited to each job. We recruit solely on the basis of the applicant's abilities and individual merit as measured against the predetermined criteria for the job. Qualifications, experience and skills are assessed at the level that is relevant to the job.

Job descriptions and employee specifications

Before initiating the recruitment process, the responsible line manager must ensure that there is an up-to-date job description for the role and a clear employee specification.

The job description will describe the duties, responsibilities, level of seniority associated with the role and pay and benefits, while the employee specification will describe the type of qualifications, training, knowledge, experience, skills, aptitudes, competencies and personal qualities required for effective performance of the job.

The template to be used for job descriptions and person specifications can be found in appendix 2.

Advertisement of vacancies

It is our policy that all vacancies will be placed on our internal media channels.  Line managers should encourage existing employees to apply for vacant posts if they have the appropriate qualifications, experience and skills.

For jobs we intend to advertise externally, recruiting managers must send the proposed advertisement to the internal HR lead for approval. 



Equality, diversity and inclusion

We are committed to applying the principles of equality, diversity and inclusion at all stages of recruitment and selection. We always carry out shortlisting, interviewing and selection without regard to an applicant's sex, gender identity, sexual orientation, marital or civil partnership status, race, nationality, ethnic or national origins, religion or belief, age, pregnancy or maternity leave or trade union membership.

Recruiting managers must only ask a candidate questions about their health where this is directly necessary for a particular role and, in any event, only once they have been shortlisted.

To prevent any candidate from being disadvantaged because of a disability, the individual responsible for communicating with applicants should ask each candidate whether they require reasonable adjustments to be made. The external HR consultant is always available to provide guidance on reasonable adjustments.

Interviews

Line managers conducting recruitment interviews will ensure that the questions that they ask job applicants are not in any way discriminatory or unnecessarily intrusive. The interview will focus on the role and the skills needed to perform it effectively.

Line managers must make a record of every recruitment interview using the interview assessment form and forward this to the internal HR lead to be retained for a suitable period. 

To ensure fairness, the line manager should ensure that questions asked are consistent in all interviews for a particular job. On no account should any job offer be made during an interview.

We reserve the right to hold interviews remotely. The recruiting manager should in advance provide the interviewee with details of how the interview will be conducted. They should also give the interviewee the opportunity to provide details of any reasonable adjustments that should be made or technological difficulties that they may encounter.

The recruiting manager should endeavor to have a mixed panel in terms of gender and ethnicity.  All panel members should endeavor to have completed the fair selection and recruitment training, however the chair of the panel must have completed the training.  There must be a minimum of two people on the panel and ideally three. The panel membership should be consistent for both the shortlisting and the interviews.

For certain positions which are senior or funded externally, consideration should be given to having an independent panel member external to Hackney Healthwatch on a stakeholder panel.  The role of the stakeholder panel will be to provide an impartial view to the interview panel on the suitability of the candidate.

A full guide on good practice in conducting interviews can be found in appendix 8.



Psychometric testing

The HR lead must approve any request to use psychometric testing as part of the recruitment process. Any test used must have been validated in relation to the job, be free of bias, and be administered and validated by a suitably trained person. It is important to bear in mind that the use of psychometric testing may not be appropriate or that such testing may need to be adjusted, for example, where an applicant is neurodivergent or has requested reasonable adjustments to the recruitment processes. In these circumstances, the line manager requesting such testing must take advice from the HR lead.

References

We ask every successful candidate to give their consent for us to obtain written references, to provide us with documentary proof of qualifications and a satisfactory DBS check. Any offer of employment will be conditional on these requirements being satisfactory.  

Most medium-sized and large organisations are now only providing professional  references as a blanket policy for all their employees regardless of their character. A professional reference sticks to facts such as their name, job title and the length of time they worked for the employer.  Essentially, it confirms that they had the job they said they had.  There should be no inferences made that a professional reference means the candidate had a bad character or work ethic.

Right to work checks

We only recruit individuals with a legal right to work in the UK. All offers of employment will be subject to the candidate providing the required original documents or our organisation being able to carry out a check on the Home Office online right to work checking service confirming their right to do the work in question. To enable us to conduct an online check, the candidate must have shared their right to work details using the Home Office prove your right to work to an employer online service. For more information go to the government website https://www.gov.uk/prove-right-to-work

DBS checks

We may request a DBS check as part of the recruitment process for candidates (previously known as CRB checks). These checks are processed by the Disclosure and Barring Service (DBS).  For certain roles, the check will also include information held on the Children’s and Adults’ Barred Lists, alongside any information held by local police forces, that is considered relevant to the applied-for post.  A DBS check should only be carried out where it is a necessary requirement for the post and the eligibility checker should be used in the first instance to see whether the post qualifies here.



Data protection

We process all personal data collected during the recruitment process in accordance with us Data protection policy.  We do not collect unnecessary personal data from applicants during the recruitment process. For example, we will only request bank account details and next-of-kin contact details from successful applicants. Data collected as part of the recruitment process is held securely and accessed by, and disclosed to, individuals only for the purposes of managing the recruitment exercise effectively to decide to whom to offer the job. Staff should report immediately any inappropriate access or disclosure of job applicant data in accordance with our organisation's data protection policy. 

Genuine Occupational Requirement

In rare cases you might be able to prove an applicant needs a certain protected characteristic (such as a person's sex, race or religion) to do a particular job. This is known as an 'occupational requirement'.

For it to be an occupational requirement, both of the following must also apply:

· the protected characteristic is essential for and relates to the main tasks of the job
· the employer can prove it has a good business reason ('objective justification')

Approval must be sought from the external HR consultant if you would like to use a genuine occupational requirement.
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Appendix One

Recruitment checklist

This checklist gives a brief overview of the steps to follow in recruiting a candidate at Healthwatch Hackney.

	Name of vacancy/new job (delete as appropriate):

	Number of vacancies/new jobs in the role (delete as appropriate):

	Planned start date/s of recruit/s (delete as appropriate):



	Step 1 – Plan
	Task done by
	Date
	Notes

	Identify staff needed: Where, why and plan for the future 

	
	
	

	Step 2 – Prepare
	Task done by
	Date
	Notes

	Consider whether any of the aims of the job have changed, and how this may affect factors such as the skills required and workflow

	
	
	

	Compile documents for the vacancy:
· Job description
· Person specification                                       
· Job application form                                      
· Equality & diversity monitoring form
· Job offers letter template /Written Statement of Terms and Conditions of Employment
· Information about the employer

	
	
	

	Decide whether candidates will be asked for references and at what point – the shortlist stage or when offered the job

	
	
	

	Make sure you understand the rules about hiring someone from outside the UK – these changed on 1 January 2021
	







	
	

	Step 3 – Advertise
	Task done by
	Date
	Notes

	Before drawing up the job ad, decide factors such as how candidates should apply, who will sift applications and the rate of pay

	
	
	

	Choose where to advertise in at least two different channels

	
	
	

	Compile the job ad, carefully ensuring the wording is not discriminatory

	
	
	

	Step 4 – Handle applications
	Task done by
	Date
	Notes

	Send ‘application pack’ to applicants – this would usually include:
· application form
· job description
· person specification
· equality & diversity monitoring form
· information pack about organisation

	
	
	

	Using the job description, person specification and application forms, at least two people trained for the task should objectively draw up a shortlist of candidates for interview and/or further assessment 

	
	
	

	Invite shortlisted candidates for interview/ assessment, and ask whether they need any ‘reasonable adjustments’, often called ‘access requirements’, for any part of the recruitment process

	








	
	

	Get ready for the interviews, to be conducted by more than one person trained for the task: 
· plan questions to probe skills and qualities essential for the job
· decide how candidates’ answers will be scored
· anticipate candidates’ questions and have the info ready
· plan any selection tests/ presentations etc and how they will be scored
· let the candidates know what they will be asked to do, and if they need to prepare anything before the test or interview
· book a private room which will not be interrupted by telephone calls or visitors

	
	
	

	Conduct the interview:
• welcome the candidate and give them a little time to get their own materials to hand
· briefly outline the job and the organisation, then move to the first question
· ask questions which cannot be answered ‘yes’ or ‘no’. They usually begin with ‘what’, ‘why’, ‘when’ or ‘how’
· do not ask for personal information or personal views irrelevant to the job, or potentially discriminatory questions
· do not ask health-related questions before making a job offer
· listen and make brief notes on key points
· keep to the time frame for the interview, but allow for the candidate’s questions 
· tell the candidate when they can expect to hear from the organisation
· explain that a job offer to the successful candidate will be subject to pre-employment checks – including immigration checks
· ask the candidate if they have any questions about the job

	
	
	

	Select the best candidate for the job using the scoring method decided earlier in Step 4

	
	
	

	Step 5 – Complete final details
	Task done by
	Date
	Notes

	Send the successful candidate a job offer letter and explain pre-employment checks will have to be made

	
	
	

	Make pre-employment checks such as the candidate’s right to work in the UK and references. See the template, Outline of a pre-employment checklist 

	






	
	

	Resolve any employment contract queries

	
	
	

	Before the recruit starts their new job:

· give them their Written Statement of Terms and Conditions of Employment
· remind them where to find out about the organisation’s procedures and policies

	
	
	

	Write to unsuccessful candidates and give carefully considered feedback if requested
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Job application form
[bookmark: _kpr05n82n26c]
Application form

Application for [job title] 
[bookmark: _zidixfu2h1to]
Your details

Name:

Address:

Postcode:

Phone:

Email:
[bookmark: _obvz8px9oj35]
JOB SHARING:

Do you wish to job share			Yes ☐     No ☐     

Education and training
Please give details:

	











[bookmark: _qhulv5cexz75]
Qualifications
Please give details:

	











[bookmark: _97j1ykgd1f2u]
Employment history
[bookmark: _itppkk92vaqm]Your current or most recent employer

Name of employer:

Address:

Postcode:

Job title:

Pay:

Length of time with employer:

Reason for leaving: 

Duties: 

	












[bookmark: _81dqi68kkna8]Previous employers
Please tell us about other jobs you have done and about the skills you used or learned in those jobs.

	
Employers Name and Address
	From
	Reason for Leaving
	
Post and brief outline of duties

	
	To
	
	

	







	







	







	









[bookmark: _2hk78iv0b9mh]

EMPLOYMENT GAPS

Please give details of all time not already accounted for above including
periods out of work.
	Date
From:               To:
	Details

	
	

	
	

	
	

















Supporting statement
Please tell us why you applied for this job and why you think you are the best person for the job.

	





















[bookmark: _ojwn8qfpdqo4]
Community Activity
Describe any community activity or voluntary work you have been involved in which is of relevance to the post: (please give dates and name of organisation)
	

























Interview arrangements and availability
If you have a disability, please tell us if there are any reasonable adjustments, we can make to help you in your application or with our recruitment process.

	







Are there any dates when you will not be available for interview?

	







When can you start working for us?

	






[bookmark: _l4j9qclj5v1t]
	If you have been convicted of a criminal offence which is not spent, as defined by the rehabilitation of offenders act 1974,please give detail

	





Right to work in the UK
Do you need a work permit to work in the UK? Yes / No
[bookmark: _t2k2hyav6xgs]
DBS Checks
The appropriate disclosure for the post will be sought from the Disclosure and Barring Service (DBS) in the event of a successful application. For more details go to the government website https://www.gov.uk/find-out-dbs-check 





References
Please give the names and contact details of two people who we can ask to give you a reference. We may ask them before an employment offer is made. We will not ask your current employer until we get your permission. 

[bookmark: _w5ptqqnrjpr0]Referee one
	






[bookmark: _pqe75yp8cjmd]
Referee two
	






[bookmark: _fimrf6f4wc5k]
Declaration

Are you related to or have a close relationship with any 
employee?					 Yes ☐     No ☐   

Are you related to or have a close relationship with any 
Board Member?  				Yes ☐     No ☐    

As part of our recruitment and equality monitoring processes we will collect and store sensitive data about you. We are required by law to obtain your consent to such data being recorded. Sensitive data is defined under the Data Protection act as personal information relating to any of the following: racial or ethnic origin, political opinions, religious or other beliefs of a similar nature, trade union membership, physical or mental health, sexual life, offences and / or
convictions.

By signing this form I give my consent to sensitive personal information being recorded and stored under the Data Protection Act 1998 on the understanding

I understand that in order to take up appointment I must first provide with evidence of my eligibility to work in the U.K.      https://www.gov.uk/prove-right-to-work      

I confirm that to the best of my knowledge the information I have provided on this form is correct and I accept that providing deliberately false information could result in my dismissal.

Name:

Signature:

Date:



Appendix Three

Equality and diversity monitoring form

Healthwatch Hackney wants to meet the aims and commitments set out in its equality policy. This includes not discriminating under the Equality Act 2010, and building an accurate picture of the make-up of the workforce in encouraging equality and diversity.

Healthwatch Hackney needs your help and co-operation to enable it to do this, but filling in this form is voluntary. The information provided will be kept confidential and will be used for monitoring purposes.

If you have any questions about the form, contact [add contact details].

Please return the completed form to [add details].

Gender   

Male     Female    Intersex  Non-binary  Prefer not to say  

Is the gender you identify with the same as your gender registered at birth? 
Yes ☐     No ☐     Prefer not to say ☐


Age	

16-24		25-29		30-34	 	35-39		40-44	    45-49		50-54	
55-59		60-64		65+	     Prefer not to say   

What is your ethnicity?

Ethnic origin is not about nationality, place of birth or citizenship. It is about the group to which you perceive you belong. Please tick the appropriate box

Asian or Asian British
Indian   	   Pakistani        Bangladeshi  	   Chinese     Prefer not to say     	
	
Black, African, Caribbean or Black British
African  	    Caribbean	     Prefer not to say     

Mixed or Multiple ethnic groups
White and Black Caribbean	 	White and Black African       White and Asian 	   
Prefer not to say     

White
English  	    Welsh      Scottish     Northern Irish      Irish 
British       Romani or Irish Traveller    Prefer not to say  


Other ethnic group	 	

Prefer not to say     

	
Do you consider yourself to have a disability or health condition?   
Yes 	 No 	   Prefer not to say 

What is the effect or impact of your disability or health condition on your work? Please write in here:

The information in this form is for monitoring purposes only. If you believe you need a 
‘reasonable adjustment’, then please discuss this with your manager, or the manager running the recruitment process if you are a job applicant.

What is your sexual orientation?
Heterosexual 	  Gay       Lesbian       Bisexual  	Asexual  	  Pansexual 
Undecided            Prefer not to say       
			
What is your religion or belief?
No religion or belief	 	Buddhist 	 Christian       Hindu    Jewish	  
Muslim  	  Sikh	  Prefer not to say   

What is your working pattern?
Full-time  		Part-time       Prefer not to say	   

What is your flexible working arrangement?
None	  	  Flexi-time       Staggered hours	 	Term-time hours  
Annualised hours      Job-share	     Flexible shifts	      Compressed hours  
Homeworking  	  Prefer not to say     			

Do you have caring responsibilities? If yes, please tick all that apply

None  
Primary carer of a child/children (under 18)   	
Primary carer of disabled child/children  
Primary carer of disabled adult (18 and over)        
Primary carer of older person  
Secondary carer (another person carries out the main caring role)  
Prefer not to say  



Appendix Four

Shortlisting form

	Post:
	 

	Candidate's name:
	 

	Factor
	Standard required
	Assessment (1=Excellent, 5=Poor)
	Remarks

	
	
	1
	2
	3
	4
	5
	

	Qualifications/education
	 
	 
	 
	 
	 
	 
	 

	Knowledge required (professional or on the job)
	 
	 
	 
	 
	 
	 
	 

	Experience required (of relevant parts of job)
	 
	 
	 
	 
	 
	 
	 

	Skills and aptitudes required (mechanical or manual dexterity, facility in use of words and figures)
	 
	 
	 
	 
	 
	 
	 

	Interests (intellectual, practical, constructional, social, artistic)
	 
	 
	 
	 
	 
	 
	 

	Personal qualities (influence over others, steadiness, dependability, self-reliance)
	 
	 
	 
	 
	 
	 
	 


This assessment should be made after taking all available information (e.g., application forms or submitted work) into account.



Appendix Five

Reference Request Form


The person named below has applied for the stated post within our organisation and has given your name as a referee.  Please answer all relevant questions, sign and date the form, and return it to us in the envelope provided marked ‘Private and Confidential’, by [Insert deadline date].

	Name of Applicant
	

	Post Applied for
	

	Organisation
	



	General Information

	Referee’s name
	


	Position
	


	Address
	





	Telephone No.
	


	In what capacity do you know the applicant?
	

	How long have you known the applicant?
	



	Employment Information

	Dates of employment 
	

	Capacity in which employed
	

	Main duties
	







	Salary
	

	Reason for leaving
	



	Number of days absent through sickness/injury in the last year
	










	Assessment of Performance
Please rate the person on the following

	
	Poor
	Average
	Good
	Excellent

	Adaptability 
	
	
	
	

	Attitude to work 
	
	
	
	

	Application to the job 
	
	
	
	

	Commitment to Equal Opportunities 
	
	
	
	

	Communication
	
	
	
	

	Confidentiality 
	
	
	
	

	Flexibility 
	
	
	
	

	Honesty
	
	
	
	

	Punctuality 
	
	
	
	

	Relationship with others 
	
	
	
	

	Reliability 
	
	
	
	




	Data Protection

	This information is being collected by Healthwatch Hackney for the purpose of recruitment and selection.  If you are giving a reference on behalf of a present or previous employer, the subject will be entitled to see it.

If the applicant is successful the information will be held on file for the duration of their employment.  If the applicant is unsuccessful the information will be held on file for a maximum of twelve months and then destroyed.


Signed: ……..………………………………………………….      Date: …………………..

This reference is given on the understanding that any legal responsibility or liability for accuracy or otherwise of any statement herein is hereby excluded in respect of the author of the reference, his/her employer, the recipient of the reference and the subject of it.
























Appendix Six
Job induction checklist

This checklist ensures that both the new employee and their line manager know what has or has not been covered at any given time.

Both should keep a copy which should be kept up to date, so they can follow what is happening. It can also act as a reminder of anything that needs particular attention.

While a checklist is helpful, it should not turn the induction into a tick-box exercise. It should be the responsibility of both management and the new starter to ensure all items are properly covered.



	Name of 
employee:

	Job
title:

	Start date:
	Date induction completed:   
(with signature of new starter)  
  
         




	First day
	Carried out by
	Date
	Notes

	Welcomed by 

	
	
	

	Show new employee where they will be working

	
	
	

	Introduce them to their line manager, colleagues, including their ‘buddy’ and senior managers

	
	
	

	Show new employee rest of organisation including facilities

	
	
	

	Deal with any key matters such as their P45, National Insurance number and security card

	
	
	

	Outline health & safety

	







	
	

	First week
	Carried out by
	Date
	Notes

	Introduction to
the company

	
	
	

	Who is who, how it works and what it produces

	
	
	

	Future plans and
developments

	
	
	

	Brief history

	
	
	

	New employee’s job

	
	
	

	Explain it fully, how it fits in the organisation and work practices

	
	
	

	Outline expected performance and how it will be assessed

	
	
	

	Training


	
	
	

	Opportunities for future development

	
	
	

	New employee’s terms and conditions of employment
Run through…

	
	
	

	them to ensure they understand and have them in writing

	
	
	

	This includes details of any probationary period

	
	
	

	… and hours, breaks, holidays and when they will get paid

	
	
	

	Pension information



	
	
	

	The organisation’s important rules on:
· job performance
· discipline
· absence, including because of illness and sick pay
· complaints against staff, such as bullying and harassment
Also say where more details can be found

	
	
	

	Other important rules such as use of the company internet, email and phones

	
	
	

	Periods of notice



	
	
	

	Maternity/paternity/
parental leave/shared parental provisions

	
	
	

	Details such as dress code, parking, smoking and lunch arrangements

	
	
	

	Complete documentation on new employee’s appointment for their personal file to be kept securely 

	
	
	

	Health & safety

Detailed training on health & safety in the organisation

	





	
	

	First month
	Carried out by
	Date
	Notes

	The organisation’s commitment to being an equal opportunities employer

	
	
	

	Details of any employee representation, including any trade union membership

	
	
	

	Towards the end of four weeks, an informal meeting with the line manager to assess how the new starter is adjusting to their role, and whether they have any coaching or training needs, or other concerns

	
	
	

	At three months
	Carried out by
	Date
	Notes

	Review with the line manager how the new starter is settling in and performing

This is also an opportunity to pinpoint any development needs, set timescales for achieving them and adjust work targets if required

	
	
	



	At six months
	Carried out by
	Date
	Notes

	If the new employee is on probation, then it is decision time – will they stay or go?

If they are staying, it is time for the line manager to look to the next six months, any new work objectives, and any experience, coaching or training needs

	













	
	

	At 12 months 
	Carried out by
	Date
	Notes

	Ask the employee for feedback on their induction – what worked well?
What could be improved?
	
	
	








Appendix Seven

Interview Guide Briefing

Introduction

This briefing will help guide you, as a line manager, through a good interview process that will enable you to find the right candidate for your vacant role. It will take you through how you can prepare for and structure an effective interview, along with guidance and "dos and don'ts" on what you should and should not ask. As well as the practicalities of interviewing, we explain how to safeguard against discriminating during the interview process or allowing unconscious bias to influence the outcome.

While the focus of this briefing is on the interview itself, you will also gain an understanding of where the interview sits within the overall recruitment process, and how you can leave the candidate with a positive view of Healthwatch Hackney, irrespective of the outcome.

Preparing for the interview

It is important to keep in mind that the fundamental objective of any interview is to be able to form a decision as to whether the candidate is right for the job. While this sounds obvious, managers (particularly when new in role) sometimes focus on the process, meaning that they can be led down a route of asking the same series of questions to each candidate and simply hope to get to know the candidate as part of the process. While following a consistent process is important and fair, it is also key that you do enough preparation to treat everyone as an individual.

You should also reflect on any steps that you can take personally to prepare for the interview. For example, if you feel apprehensive or a lack of confidence, this may come across to a candidate and detract from the interview experience for both of you. You may want to increase your confidence by, for example, observing other interviews, conducting mock interviews with colleagues or reflecting on your own past experience of being interviewed and what you can learn from that.

The interview in context

Before considering the interview itself, it is useful to think about the process that has led you to the point of interviewing the candidate. At the very least, you will have matched a CV to the job description for the vacancy. You may have been actively involved in the process, or the HR lead may have led this, potentially with recruitment agencies involved too. Either way, your first step is to consider what has led the person you are about to interview to your door.

Depending on the process used, you may have additional information that has led to having a pool of candidates with potential, such as a psychometric report telling you more about the candidate.

Giving some thought to the context leading up to the interview will help you prepare for it. This involves taking several steps ahead of the interview:

· Read all the information you have about the candidate and make sure you are completely clear on the role requirements (for example, is the job description up to date and do you know the competencies that the organisation needs?).

· Understand the process that the candidate has experienced to get to the interview. What do they already know about Healthwatch Hackney and what do you know about them? Make sure you are briefed on interpreting any of the assessment tools used prior to interview so you are confident in understanding what they tell you.

· Familiarise yourself with any pre-recruitment information the candidate has received about Healthwatch Hackney. This will help you avoid repeating information during the interview.

· Consider how you can make the process candidate-friendly so that the candidate can make informed decisions throughout. This might mean being upfront and specific about when decisions will be made, e.g., "you will hear from us within two days" of interview. They might, for example, have been offered another role that they need to consider at the same time.

As part of your preparation, it is important to consider who should be involved in the interview and to consider this alongside the overall process. Being clear on the processes with both your hiring manager (the individual responsible for recruiting for this post), and the candidate can prevent unintended confusion. For example, will the process be a two-stage interview, and will there be an assessment? If a longer process is anticipated, which is more common when recruiting for senior roles, make that clear to the candidate in advance, and wherever possible, do not make changes to the process. Good candidates can be lost if the process is drawn out or unclear or changes for no good reason.

Specific steps to consider

Competencies can be defined as an individual's ability to do something successfully (both technical capability and behaviours). Prior to the interview, you need to know specifically what it is you need the candidate to do well, so that you can progress with the interview confident in the knowledge that, by the end of the process, you have enough information to assess them fairly in each area. For example, you may need the candidate to be able to present to large groups confidently and persuasively. By defining this competency, you can determine the questions that you will need to ask, or you can create a process that tests this in practice via assessment (e.g., asking them to present on a relevant topic).

Typically, to maximise its benefits, an interview will need to last for around 45 to 60 minutes to enable you to get to know the person and make as informed a decision as possible.

There are certain steps you should take to make the time you have with the candidate as productive as possible:

· Decide who is best placed to interview the candidate (See Who should interview and how many interviews?).
· Send the candidate clear instructions with the time, duration and place for the interview (i.e., remote or face-to-face), and the names/roles of those interviewing. If the interview is remote, check that the candidate is comfortable with the technology (e.g., the video conferencing platform). If it is face-to-face, send them any COVID-secure guidance that may apply (e.g., face coverings).
*
· Consider, and make, any reasonable adjustments that may be required (See Interviewing a candidate with a disability).

· Create an appropriate space for the interview (See The interview setting).

· Decide on the questions that you will be asking the candidate.

Once you have an interview structure in place, ensure that you discuss this with those who are interviewing with you so that you are clear on your respective roles and are organized and professional.

Let the candidate know the outline structure of the interview. This will help put them at ease and help them to give their best (See The interview).

Be clear on where the interview sits in your recruitment process. Have you shortlisted already? What information has been sent to the candidate beforehand in addition to the job advert? Has the candidate been sent any additional information over and above what is publicly available? Are you planning a further part of the process, for example asking a reduced shortlist to present to others as part of the selection process?

Remember that you are selling the role, Healthwatch Hackney and yourself as the line manager to the candidate. If you come across as unprepared, disorganised, bored, disengaged or tired, you may disillusion a potentially great candidate. Even if the candidate is not suited to the role, you still want them to walk away with a positive impression of Healthwatch Hackney.

Interview setting

If the interview is face-to-face, consider the dress code and where you, and those participating in the process, will sit (particularly where you need to allow for a COVID-secure interview that also allows people to see one another). Any rules around face coverings and social distancing are likely to mean that in-person interaction still has its limitations, as both measures can restrict the ability to create rapport and put the candidate at ease.

If the interview is taking place remotely, it remains important to create a professional setting. Depending on your company values and style, you may choose to dress smartly and use a background to hide your home for privacy. It is worth testing your camera to ensure that you appear clearly on screen and present a positive image to the candidate. A head and shoulder view, akin to a newsreader, is something to consider. While you cannot plan for unknown interruptions, you should still prepare for what is within your control. For example, is your camera well-positioned with sufficient lighting so that the candidate can see your face?

Who should interview and how many interviews?

Be clear from the outset on who needs to meet the candidate before a decision can be made. This will help to inform you of both the process (for example, whether it is necessary to hold first and second interviews) and who needs to be involved.

Whatever stage of the process interviews take place, at least two people should conduct the interview. Having two (or more) people reduces the likelihood of any bias in the interview and can guard against any accusations from a candidate of unfairness, misconduct or inappropriate behaviour. It may also offer a practical benefit with notetaking.

Who should interview will depend on various factors:

· The criticality of the role. If the role is pivotal, more people are likely to be involved.
· The seniority of the role. More people are likely to be involved in the interview process if the role is senior or influential.
· Whom in the team the jobholder will interact with and the importance of teamworking as a skill. For example, if you are recruiting an independent contributor to work in a specialist role, you may wish to limit the number of interviewers, but for a role where teamworking is key, you may involve other team members or the relevant project manager.
· To ensure fairness, transparency and consistency, make sure that each interviewer knows their specific role in relation to the interview.


Who makes the final decision on recruitment?  Does the line manager have the final say or is there an additional budget holder or level of senior manager who needs to be involved?

Why is each person interviewing? Is it to measure a particular competency or to ensure that the process runs smoothly and in a legally compliant way (this might be why the HR lead is involved in the interview)?

What function does each interview stage of the process fulfil? This will differ from role to role but, for example, a first and second interview may be designed for the candidate to meet different people, or to be assessed on deeper knowledge as the process progresses.

Is your interview panel sufficiently diverse and representative of your workforce?

The interview

The focus of the interview must always be on the outcome - that is to recruit the candidate with the necessary skill set, knowledge and experience. Your questions should be structured to elicit the facts and you should take care not to make decisions linked to your own subjective views or opinions (See Discrimination).

The following outline provides you with a suggested structure for the interview, with some guidance on the types of questions to ask. Your questions will be dependent on the skills, competencies and behaviours you need for the role so you should spend time making this role specific.

Use the structure in such a way that the conversation flows and does not feel formulaic. While it is useful to have a structure, how the conversation evolves often relies on interaction between you and the candidate. Remember that the interview is a two-way process as the candidate needs to get to know you and your organisation too.

Do ask all candidates the same core interview questions that have been drawn up against a well-defined job description. This will help to ensure consistency and fairness.

Step 1: The initial welcome

This step is focused on making the candidate feel at ease so that you can get the best from them during the time that follows. How you achieve this will depend on factors such as if the interview is being held remotely or is face-to-face.

For face-to-face interviews, where your organisation is taking safety measures on account of the coronavirus pandemic, your welcome will need to include office requirements for a COVID-secure environment, such as telling the candidate where to sit and explaining what is permitted in terms of wearing a face covering, walking around the building, using the toilet facilities and getting a drink. Ideally, you will have sent out guidance before the interview, but it is wise to reiterate this to make sure the candidate feels as safe and relaxed as possible.

For virtual interviews, you need to check that you and the candidate can see and hear each other clearly and that the candidate is comfortable with the technology. It is still important though to convey the sense of an office welcome and put the candidate at ease.

Step 2: Set expectations

Once you know the candidate is settled, it is a good idea to set their expectations.

Say something like,

"Over the next [X] minutes we'll talk more about the role and Healthwatch Hackney and we'll invite you to talk about the skills you might bring to that role. We will ask questions to delve more deeply as we go. There will be plenty of time for you to ask questions too, as we go along. The session is about us mutually understanding if there is a good match between the role and what you can bring to the role."


Step 3: Ask the candidate what they know about the role and Healthwatch Hackney

This is an open question to let the candidate do the talking and to settle into the interview. It will give you a good indication of whether they have carried out research into the role and Healthwatch Hackney and lets you gauge their level of interest.

As the conversation unfolds, you should fill in any gaps, elaborate on what they have said or correct the candidate on any misinformation that they may have from their research. Do this in a supportive way, to set them up for success in the remainder of the interview. For example, if they say, "I believe this role works closely with the Spanish office", perhaps because they found that in an old press release, it is perfectly acceptable to say, "Ah, yes, that would have been correct last year, but we no longer operate in mainland Europe", which will stop them from entering a dead-end line of focus later on, for example telling you about their useful fluency in Spanish.

Now is also the time to excite and enthuse the candidate about the role. These are some ideas to get you started:

· Present your positive client feedback and testimonials, including any video testimonials.
· Show a growth pattern and statistics to support it.
· Provide accounts of how people have moved up and developed in the organisation.
· Talk about the employee engagement activities you are often involved in as a team, such as parties and quiz nights.
· Talk about your organisation's key wellbeing strategies and how you look after people.
· Outline the benefits package relevant to their role.
· Speak with enthusiasm about yourself and tell your own story about why you joined the organisation, and why you enjoy working there.

Step 4: Exploring technical competence

Based on the job description, there will be some technical or skill-based competencies that you will have identified and that you will want to ask the candidate about during the interview. The outcome should be that they give you enough confidence in their technical competence for you to know that they will be able to do the job. Given the earlier steps, you should have gleaned some insight into these already, but you can now move to more specific probing questions. Here are some examples:

· "In your CV, you refer to scenario [describe scenario] when you did [describe actions/behaviours], can you tell us more about the specific skill around [insert the skill you are looking for] in that situation?"
· "We often find we have challenges with [insert a scenario specific to the role]. Can you tell us how you would go about resolving this situation?" You can reword this slightly and repeat this question two or three times to cover different scenarios. You should consider challenges relating to customers or internal client service, time-related scenarios, cost-related scenarios, quality-of-service scenarios or product-related scenarios.
· "Can you give us an example of where you have hit an obstacle and how you overcame it?" You may choose to be specific here, relating to a technical requirement of the role.
· If, during this process, the candidate gives you a response that is inadequate, ask for another example or ask the candidate to tell you more. Dig deeper to understand the exact level of a candidate's responsibility or accountability. For example, a candidate may say "I manage invoices for the company". This is a vague statement so you should aim to probe further by asking about the processes that they use or the people they interact with to make this happen. This is particularly relevant if you are interviewing a candidate for whom the role is a step up.

Step 6: Exploring a candidate's behaviours and potential

Within the job description, or indeed at an organisational level, there will be some behaviours that you will need to explore to make the right hiring decision. These may include resilience, inquisitiveness or perseverance, or the behaviours may be more values-based, such as the need to demonstrate integrity or openness. The candidate may already have given some examples of the desired behaviours, but it is useful to have specific questions in mind to probe further. The following are some examples:

· "You told us about the time when [insert scenario]. Can you tell us more about how you demonstrated [insert the desired value or behaviour] in that situation?"
· "We often find we have challenges with [insert scenario specific to role] but one of our values is [insert value]. How might you ensure you uphold this value while dealing with such a challenge?"
· Explore the candidate's potential for development by asking questions that are focused on their approach to learning, collaborating for the greater good and self-improvement. These might include questions such as: "What would you say you have you learnt in the last six months?", "Are there any areas that you are looking to improve in the next year?", "What key learning did you take from that project?", or "Can you tell us about a time when you had to collaborate with others to get a better outcome?"

Step 7: Closing out the interview

You need to allow sufficient time in the interview session for the candidate to ask questions, and a common approach is to leave this to the end, making sure you leave around 10 minutes. You could encourage the candidate to ask questions throughout, but the confidence to do this will depend on your ability to respond quickly and retain control of the interview to get what you need from the process.

Therefore, as you close out the interview, you might say: "We have around 10 minutes left of our time together. Do you have any questions for me that I can pick up now or get back to you about via email?" A follow-up email may be beneficial if you need to find out the answer, for example if the question is about benefits, or where the response requires a length of time not available in the session.

Make sure you do the following to close the interview:

Thank the candidate for their time.
Tell them what the specific next steps are. This should include the time frame in which they should expect to hear from you. Be realistic. It is better to say, "it could take two weeks" as opposed to giving an optimistic "few days" and having to extend it, as the candidate may have other recruitment processes ongoing.
Dos and don'ts throughout the interview
Within the structure set out above, there are additional dos and don'ts that are useful to consider as you plan your session with the candidate.

Dos and don'ts

·         Do design questions to check facts and assess work attitude.

·         Do ask open questions, i.e., those beginning with "what", "which", "why", "how", "where",
"when" and "who",  rather than closed questions inviting only a "yes" or "no" answer.

·         Do ask questions that are challenging, but never ask them in an intimidatory or aggressive
tone or manner.

·         Do ask questions that require the candidate to give examples of real situations that they
have experienced, for example: "tell me about a time when you had to discipline a member of your staff. How did you handle it?"

·         Do ask factual questions about experience and behaviour and refrain from making
assumptions.

·         Do try to understand the skills that the candidate brings to the role and where they may
need further development.

·         Do ask questions that explore the candidate's ability to perform the job and ensure that
you adopt a consistent approach in the way that you do this with all candidates.

·         Don't ask any questions that might be considered discriminatory (See Discrimination).

·         Don't ask questions about opting out of pensions auto-enrolment (employers are
prohibited from screening job applicants to select only those who will opt out of a qualifying pension scheme).

Managing the pitfalls

Throughout the interview, you should aim to remain in control of the process. Two common scenarios where it is easy to lose control are where the candidate talks too much or where the candidate talks too little.

If the candidate talks too much or dwells on one topic
In this scenario, you might use the following phrases:

· "Thank you. I'm conscious of time, so let's move on."
· "We've got quite a lot to get through, so let me recap on what I've heard and then move on."
· "That's great, thanks, I've got what I need, so let's move on."

If the candidate says little or is very quiet
Asking open questions should encourage the candidate to talk about themselves, but you still need to direct the conversation to get what you need from the process. If the candidate is giving you little information to enable you to form an opinion, you could try:

· prompting them by referring to a point in their CV, for example, "In your CV, you mention [describe scenario/skill, etc.] - can you talk a bit more about that?"; or
· helping them by referring to a previous point they made, for example, "You mentioned earlier that you ......, can you tell me a bit more about that?"
· If your prompts still do not spark a conversation, you need to make a judgment as to whether to probe further or to move on to the next question.

If a candidate is quiet or does not ask any questions at the end of the interview, this does not necessarily mean that they are not interested in the role and, in fact, they may perform the role very well. Ensure you follow up on any further specific questions to the candidate.

Taking notes

There are several reasons why taking notes during the interview and retaining them is important:

They will help to jog your memory when reviewing candidates' performance at the interview after it has finished.

They may be required internally should a candidate challenge the recruitment process.
If the candidate makes an employment tribunal claim, it may be difficult to defend a discrimination claim if you do not have proper records evidencing the reasons for your decision. For example, your notes could provide a written record that the candidate's answers to specific questions indicated that they did not have the essential knowledge or skills required for the job.

Further, in the event of an employment tribunal claim, the absence of any records may, of itself, lead the tribunal to conclude that the entire recruitment process was conducted in a haphazard or subjective way.

You should be aware that any record collected, created and stored about a candidate will give rise to individual rights under the UK General Data Protection Regulation (UK GDPR). Specifically, job applicants will have the right, on request, to be given a copy of their own file. You should compile interview notes with this in mind and retain them only for as long as necessary. Seek further advice about your duties under the UK GDPR from the HR lead.

Dos and don'ts on taking notes


· Do make a record of the rationale behind the selection decision, to note the key reasons, why the successful candidate was selected, and the other shortlisted candidates rejected.

· Do be aware that any notes you make, or other communications you send, (even those created after the interview privately) will still be disclosable if an employment tribunal claim is brought.

· Do not use any physical descriptors in your notes, as these could very easily be considered discriminatory, even if, in your mind, they are intended as visual reminders of the candidate. For example, do not write "pregnant lady" or "Asian middle-aged man" at the top of their CV or other notes.

It can be difficult to take notes, engage the candidate and listen at the same time. These are some note-taking tips to overcome this challenge:

· Explain to the candidate upfront that you may break eye contact at times to take notes, either by hand or by typing.
· If one interviewer is talking to the candidate, the other could take notes.
· Write key points in relative shorthand but leave a gap between interview sessions to write up notes fully to comply with the dos and don'ts above. For example, during the interview, you may write "Delivered difficult project under pressure. Significant change. Put people first as felt this was imp", but you would fill in some gaps afterwards while the interview is still fresh in your mind.
· With the job description in front of you, you can use a small star for areas of concern or further probing, or a tick if the candidate gives a strong response against the competencies, you are looking for.

Discrimination

As a manager with a central role to play in the recruitment process, you will want to ensure that your organisation creates and cultivates a workplace that embraces equality, diversity and inclusion. Organisations with diverse teams are more likely to thrive and have a broader appeal to customers and suppliers.

However, beyond all the benefits that a diverse workplace can bring, you also have a clear responsibility in law to ensure that no candidate is discriminated against based on the following protected characteristics:

· sex;
· gender reassignment;
· pregnancy and maternity;
· marriage and civil partnership;
· race;
· religion or belief;
· sexual orientation;
· age; or
· disability.

Employers are liable in law for any discriminatory conduct by their staff in the course of their employment. This means that when you are interviewing a candidate, if you do or say anything that could be construed as discriminatory, the organisation will be liable to pay compensation to that person if a successful complaint is made to an employment tribunal. In addition to any tribunal award, the reputational damage to your organisation could be significant.

For example, you should never ask candidates questions about:

· their marital status or marriage plans;
· childcare arrangements;
· general family commitments and/or domestic arrangements;
· actual or potential pregnancy/maternity leave;
· their partner's occupation and mobility; or
· any actual or potential absences from work for family reasons.




What to ask and what not to ask

Do not say

Do say

Do not say…Are you planning to get married/have a family in the next few years?

Do say…What are your general aims and goals around your career development?

Do not say…Who would look after your children if you were asked to travel away from home on a business trip?

Do say…The job would involve travelling away on business trips approximately [x] times a year. To what extent would you be able to comply with this?

Do not say…If we needed you to work late at short notice, how would this affect your childcare arrangements?

Do say…The job might occasionally require you to work late at short notice. How would you respond if asked to do this?

Do not say…How would your husband feel if we asked you to relocate to a different branch of the company?

Do say…How would you feel if we asked you to relocate to a different branch of the company?

Discrimination can be direct, i.e., targeted at an individual because they possess a protected characteristic, because they associate with someone who possesses a protected characteristic (e.g., if a candidate has a child with a disability), or because the employer mistakenly believes that they possess a protected characteristic.

Discrimination can also be indirect. Indirect discrimination occurs where the employer unjustifiably imposes a criterion as part of the recruitment process, which, although applied to all job applicants, puts certain people at a disadvantage. An example could be a requirement for job applicants to speak or write English to a standard of fluency. Such a requirement would be racially discriminatory and unlawful unless the employer could show that it was appropriate and necessary for the effective performance of the job, and not excessive in relation to the needs of the job.

It is irrelevant whether discriminatory treatment is intentional.

Did you know that...

... there is no limit on the amount of compensation that can be awarded by employment tribunals in discrimination claims.

Unconscious bias

We all have unconscious biases, being the unconscious choices that discriminate in favour of, or against, certain characteristics in a person or a group. When interviewing, be mindful of your questions and the potential for your own unconscious bias. Be prepared to reflect on any biases that you have, and consider how you can acknowledge, and address these, so that they do not create any unfairness in the recruitment process.

For example, a belief that a woman of a given age might leave soon to have a baby, or that a single dad will not be able to commit to the role, are not only discriminatory but will mean that the best candidate for the role is overlooked. Even if you do not voice any biases, you need to reflect, acknowledge and guard against them playing any part in the interview process.

Techniques for managing unconscious bias

It is crucial that interview questions seek to explore facts around a candidate's skill set, knowledge and experience, and you should take care not to make decisions based on assumptions about candidates linked to your own subjective views and opinions (for example, taking decisions based on whether a candidate is a "good fit" for the team or appointing a candidate with whom you have "chemistry").

Dos and don'ts

·         Do recognise, acknowledge and address your own subjective attitudes, views and opinions
of people, and reflect on whether they may be operating during the interview process.

·         Do ensure diverse representation in your panel members, who should also have
undertaken diversity and inclusion training.

·         Do give yourself sufficient time in the interview process to assess each candidate, and
avoid immediate automatic comments at the end of an interview. Biases tend to operate more easily when time is limited and decisions are taken under pressure.

·         Do guard against "affinity bias" (favouring/rejecting candidates who are similar/dissimilar
to you), "status quo bias" (favouring/rejecting candidates who will/will not maintain the status quo of the organisation), "confirmation bias" (favouring/rejecting candidates who confirm what you already believe, irrespective of the facts) and "truth bias" (ignoring information that conflicts with your views and beliefs).

·         Do distinguish between the information that the candidate is presenting and the mode of
presentation. Unless presentation skills are relevant to the job, a slick and/or confident presentation style will be irrelevant to the person's suitability for the job.

·         Do score candidates consistently and be explicit and transparent in the scores that you
award.

·         Do actively challenge other members of the interview panel around language patterns
and avoid using euphemisms that can disguise biases (for example, "not being a good fit for the team", "the last candidate was so much better", and "they would not quite blend in").

·         Don't allow gut feeling to determine the selection decision, because such feelings are 
inevitably influenced by personal attitudes that can lead to unfair and inaccurate judgments.

·         Don't allow the initial impression of a candidate to influence the selection decision, for
example by making negative assumptions about a candidate based on dress, general
appearance or accent.

·         Don't be influenced by stereotypes, for example assuming that older candidates will not
be capable of undertaking training in new technology.

·         Don't be skewed in your thinking around having someone who is the "right fit" for the
team or the organisation. While it is important that you get the right person, this type of
jargon can lead to people recruiting in their own image, or even unintended discrimination and a lack of diversity.

·         Don't focus on length of service as this may disadvantage younger candidates. Focus on
the candidate's type and breadth of experience, and their skills, competencies and
talents. Not only is age discrimination unlawful, it is also a poor predictor of effective job performance.

Interviewing a candidate with a disability

While the general rule is that all candidates must be treated equally, you can (and in some circumstances must) make "reasonable adjustments" to the interview process to offset any disadvantage that a candidate's disability would otherwise cause them. A reasonable adjustment is a change that removes, or reduces, the effect of an employee's disability so that they can compete on a level playing field with other candidates.

There is no duty on a job applicant to disclose a disability to a prospective employer. In addition, during the recruitment process, it is unlawful to ask about an applicant's health, which includes asking about disability, before offering them a job, except in very limited circumstances (see below). Similarly broad questions, such as asking about a candidate's absence record, are not permitted. Asking a question about health in prohibited circumstances could be evidence of disability discrimination. If an unsuccessful job applicant subsequently brings a disability discrimination complaint, the employer would need to prove that no discrimination took place.

Employers are, however, permitted to ask job applicants if they require any reasonable adjustments to be made to the interview or assessment process. This should form part of your preparation for the interview to ensure that no candidate is disadvantaged due to a disability. Be prepared for adjustments to the interview process to be wide-ranging (for example holding the interview at a particular time of day, allowing additional time to answer questions, providing a sign interpreter or making physical adjustments to the room).

The duty to make reasonable adjustments applies both during the interview process and once in role and could mean a change to the workplace environment or the way work is performed, or the provision of additional help. For example, a person with impaired vision may need a larger display screen, or a wheelchair user may need a car parking space nearer to the office.

In very limited circumstances, it may be lawful to ask a candidate question about their health during the interview. This will be where it is necessary to find out if the candidate will be able to perform a function that is intrinsic to the job, after having considered any reasonable adjustments. For example, it might be acceptable to ask a scaffolder a question relating to their ability to climb scaffolding.

If you do ask a permitted question about health at any stage of the recruitment process, you should take care to ask it in a sensitive manner. To avoid discriminating against a person with a disability during an interview, bear in mind the following guidelines:

· Ensure that any questions focus on the candidate's ability to perform the job duties, and not on the potential difficulties that they might have in the job on account of a disability.
· Refrain from asking questions about the candidate's medical condition or disability.
· Frame questions in a positive way to avoid the risk of the candidate perceiving that you are looking for, or anticipating, problems.
· Avoid drawing negative conclusions based on an assumption about the abilities of a disabled candidate.
· Once you have made an offer of employment to a candidate, you can ask questions relating to their health. Therefore, it might be permissible to make a job offer conditional on passing a medical examination, if the offer is genuine.

After the interview

Once the interview is over, you will need to decide based on your meeting and the supporting information you collected during the selection process, such as information gathered from assessments.

Reading over your notes, checking yourself for any potential biases, and then measuring the candidate's competence against the job description and the organisation's values will support your process of selection. Use an assessment form or matrix to support and record your decision-making process and, when you are ready, make your offer.

Once you have an acceptance, it is good practice to provide helpful feedback to all unsuccessful candidates. This may help them in future interviews and will leave them with a positive memory of your brand. For those who are successful, move forward with a warm welcome and an enjoyable onboarding experience.



© Sanchia Consulting Ltd, August 2022

The material in this document does not give a full statement of the law, nor does it reflect changes after August 2022. It is not a substitute for professional advice. No responsibility for loss occasioned because of any person acting or refraining from acting because of this material can be accepted by the author.
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