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Memorandum


Date:
March 5th, 2008


To:
Charlie Meyer, City Manager 
From:
Rosa Inchausti, Diversity Department Manager and

The City Marketing and Recruitment Outreach Committee

Subject:
Recommendations to Improve City Marketing and Employee Recruitment
The City Marketing and Recruitment Outreach Committee was formed by the Diversity Department to examine, and recommend improvements to, the City of Tempe’s employee recruiting practices.  The committee includes representatives from several City departments that frequently hire/recruit City employees.  We forwarded a draft of our recommendations to the organized City employee groups and have incorporated the feedback that we received from all five groups.

Following are our recommendations, based on objectives that we believe represent opportunities to improve the overall efficiency and effectiveness of the City’s recruitment process, and increasing the quality and diversity of job applicants.

Objective 1 – Ensure that job qualifications accurately reflect management’s expectations of candidates. 

Discussion:  Minimum qualifications and “desired skills” listed on job announcements can have the unintended effect of dissuading potential candidates from applying if the qualifications do not accurately describe the necessary skills, experience and education required to perform the job.  This is true of both internal and external recruitments.
Recommended Actions:

1.1 Establish a formal policy that requires department managers to sign-off on all job announcements, acknowledging that the minimum qualifications and “desired skills” have been reviewed, and that they accurately reflect the job requirements.  

1.2 Require that all job descriptions be reviewed and approved by Human Resources and department managers at least every two years, with input from employees within each workgroup and organized bargaining units.
Funding Source:  No funding required.
Objective 2 – Improve printed recruiting materials.

Discussion:  There are opportunities to increase the effectiveness and efficiency of recruiting efforts by creating attractive, informative printed recruiting materials.
Recommended Actions:
2.1 Create a recruiting brochure that describes citywide employee benefits, including opportunities to join organized bargaining units.  The brochure should reflect the diverse workforce that the City strives to maintain and appeal to a diverse population of applicants. 

2.2 Departments should create inserts that provide more detail about their respective departments or a specific recruitment.

2.3 Address the issue of non-English supplements.  For some positions, the application process will entail more written and verbal interaction than will ever be required during the performance of the job.  It might be reasonable to present job information to applicants in a language most comfortable to them, even though they will still be required to demonstrate the ability to communicate in English.

Funding Source:  The money that individual departments are currently spending on their own recruiting brochures can be used to create the citywide brochure, which will save money.  (A brochure has been designed and funded for fiscal year 2007-08 with existing funding). The cost of individual department inserts and supplements will be nominal. 
Objective 3 – Increase the effectiveness of the City’s publication and distribution of job announcements.

Discussion:  The effectiveness of job announcements should not be measured only in terms of the number of applicants they attract, but also in terms of the diversity of qualified respondents.
Recommended Actions:

3.1 The distribution of internal job announcements should be consistent and all announcements should be posted on departments’ bulletin boards.

3.2  Departments should share the cost of common external advertisements.

3.3 A list of publications (various media – print, Internet, podcast, etc.) that reach a diverse population of job applicants should be maintained by Human Resources and consistently offered to hiring managers as opportunities to advertise positions.  Each publication’s circulation, target-market information and advertising cost should be documented.

3.4 Human Resources should develop a reliable means to measure the success of various job-advertising initiatives.  This should include a survey instrument (included in the application process) to determine where applicants (not just those hired) found out about openings.  To the extent possible, Human Resources should track characteristics of applicants that respond to advertisements in various publications.  This information would allow departments to make reliable cost-benefit decisions.

3.5 Consider generic City of Tempe advertisements on popular Internet job search sites that would direct potential applicants to the City’s Website for current job postings.  Departments with active recruiting can share the cost.

Funding Source:  The Common advertisements should save money for departments that currently budget for job advertising.
Objective 4 – Improve the efficiency and effectiveness of the City’s job-marketing efforts by creating interdepartmental recruiting opportunities.

Discussion:  Whenever a department sends representatives to a job fair, recruiting seminar or special event, it is an opportunity to display general information about the City, as an employer, and job openings for other departments.
Recommended Actions:

4.1 Create a recruitment booth that can be shared by departments for various events.

4.2 Incorporate diversity-outreach concepts that visually reflect the diversity that the City strives to maintain in all handouts and display materials. 

4.3 Provide information from a cross-section of City departments at all recruiting events.

4.4 Advertise the City’s website, and on-line job application process at events.

4.5 Consider developing a training program (delivered by the Tempe Learning Center) for recruiters in City departments.

4.6 Schedule cooperative recruiting opportunities for multiple departments by using the Master Calendar of Events, developed by the Special Events Office.

Funding Source:  Departments’ current recruitment budgets.
Objective 5 – Ensure that the candidate selection/eligibility determination process is fair and consistent.

Discussion:  Decisions regarding internal versus external recruitment and the selection of interview panel members have a substantial impact on the ultimate hiring and promotion of employees.
Recommendations:

5.1 Human Resources should ensure that the policy for determining whether a job recruitment will be internal or external is fair and followed consistently.

5.2 Human Resources should maintain written standards for the development of diverse interview panels, which minimize potential bias.

Funding Source:  No funding required.
Objective 6 – Establish measurements of success for diversity recruiting initiatives.

Discussion:  There must be achievable goals, and means to measure the City’s progress toward increasing the quality and diversity of applicants.

Recommended Actions:

6.1 Establish baseline measurements for diversity recruiting.  Some information might be derived from data contained on past job applications.

6.2 Establish measurement criteria and tools.

6.3 Establish goals for improved diversity recruitment.

6.4 Update employment applications to provide space for applicants to disclose where they learned of the job opening.  (The new Peoplesoft application might accommodate this change).

6.5 Track applicant information and source information (in aggregate) to develop measurable data.

Funding Source:  Updated employment applications might be accommodated in the new Peoplesoft program.  Human Resources might need additional funding to track data.
Objective 7 – Establish a centralized internship program.

Discussion:  Some City departments have developed relationships with various colleges/schools at ASU, to provide internship opportunities for ASU students.  These partnerships are valuable to the students and the City departments.  A centralized internship program (similar to the current Volunteer Program) might provide an opportunity to increase the City’s exposure to future job applicants. 
Recommended Actions:
7.1 Consider creating a part-time temporary (intern) position with the responsibility to explore opportunities to develop a citywide internship program.  (Current COE and City Attorney extern positions could be included in the internship program).
Funding Source:  Existing budgets for temporary part-time wages could be transitioned to an intern program.
Objective 8 – Ensure On-going Interdepartmental Involvement in Recruiting Issues

Discussion:  Some of the recommendations contained in this report will require follow-up and continuing communication amongst departments. 
Recommended Actions:
8.1 Establish a permanent Recruitment Outreach Committee, with representatives from all departments, which would meet quarterly.
Funding Source:  No funding required.
