DMHAS AFFIRMATIVE ACTION STANDARDS FOR HIRING MANAGERS

PROVIDING ACCEPTABLE JUSTIFICATIONS IN VMS THAT MEET CHRO REQUIREMENTS
THE ROLE OF AFFIRMATIVE ACTION IN THE DMHAS SELECTION PROCESS--What We Do and Why We Do It

· Bottom Line: An Affirmative Action Plan (AA Plan) can be disapproved based on lack of information or poor information in the Goals Analysis.

· A Disapproved AA Plan could result in a total Hiring Freeze.
· The Goals Analysis needs to explain why any goal candidate applicants were  not eligible or not qualified, not selected for interview, and of those interviewed, why any goal candidates were not selected for the position, especially when a non-goal is selected.  You should hire the best qualified candidate in most cases, regardless of whether they meet a goal, but if a goal candidate is qualified and interviewed well, you would need a good explanation why you would hire a non-goal candidate over them. 
Here is an example of what a Goals Analysis write-up looks like when it is submitted in the affirmative action plan.  It includes duties and qualifications from the job posting.  Highlights are info. from the hiring manager,  AA goal candidates are always shown in BOLD:

JOB TITLE:                                      Nurse Clinician





AA Hiring Goals: WF, HM
APPLICANT SELECTED:                1 BF       

FACILITY:
                                  CRMHC
TOTAL APPLICANTS:                    2WF, 2BF, 1HM, 2HF, 1OF

TOTAL QUALIFIED:                        1BF, 1HF, 1OF

TOTAL INTERVIEWED:                  1BF, 1HF, 1OF

JUSTIFICATION:    This position was posted on the DMHAS web-site, DMHAS facility posting boards, and the DAS website as a position open to the public and state employees. The position was posted with the following duties: Functions as a member of a multidisciplinary intensive clinical case management outpatient team that provides services to clients in the community with behavioral health problems including: sexual behavior problems, trauma, pervasive developmental disorders, substance use disorders, impulse control disorders, mood disorders etc. The position was posted with the following requirements: General Experience: Four (4) years of experience as a professional nurse.  Special Experience: Two (2) years of the General Experience must have been at the level of Head Nurse in a psychiatric setting in supervised individual, group and/or family therapy.  Special Requirements: 1) Incumbents in this class must possess and retain a current license as a registered professional nurse in Connecticut.  2) Incumbents in this class may be required to travel. 3) Within the Department of Mental Health and Addiction Services, incumbents in this class who write medications must have a current license as an Advanced Practice Registered Nurse issued by the Department of Health.  2WF, 1BF, 1HM, 1HF were not qualified because they lacked the 2 years experience as a Head Nurse needed for this position.  All qualified applicants were interviewed.  1HF was interviewed but was not chosen because she had little experience carrying a case load and working independently as a clinician and has not worked in a community setting.  1OF was interviewed and during the interview it showed her primary experience is individuals who have developmental, cognitive disorders, and she has no experience providing psychiatric services.  1BF was chosen because during the interview she demonstrated experience and knowledge of psychiatric services to adolescents, coordinating services within a multidisciplinary team. She also understood the challenges of dual disorders and boundary issues with this population and how to provide services to clients in the community with behavioral health problems including: sexual behavior problems, trauma and pervasive developmental disorders. 

OVERVIEW OF VMS AND THE ROLE OF THE HIRING MANAGER
The Vacancy Management System (VMS) is a web-based system that handles the entire process of recruitment, managing applicants and filling position vacancies.  Human Resources (HR), Affirmative Action (AA), and Hiring Managers all have different roles in the VMS approval process.  
The Hiring Manager’s role is to:

1. Review the Synopsis as well as applications for those qualified applicants whom the Hiring Manager may choose to interview.  Hiring Managers should understand any contractual rules, such as seniority, that may need to be applied.  If any contractual rules apply, HR will inform you what applicants need to be considered first.
2. Conduct any Interviews or Information Sessions.  For non-lateral transfers, Interview Questions should be submitted  to facility HR liaisons prior to the interviews to ensure nondiscrimination and appropriateness in the questions.   If there are too many applicants to interview, the Hiring Manager will determine a nonbiased criteria—based on duties listed on the job posting—to narrow the pool.  BOTH Affirmative Action Goal candidates and non-goal candidates should be included for interviews.  Five to ten is considered a reasonable number of applicants to interview, but how many applicants you may want to consider may vary by the type of position.

3. Select a preferred candidate who meets the established criteria—abilities/skills/knowledge/experience (A.S.K.E.) from the job posting.
4. Complete information in VMS, and provide interview/selection justifications for each qualified applicant.  The Commission on Human Rights and Opportunities (CHRO) reviews our agency affirmative action plan annually.  Each plan contains information derived from what HR and the Hiring Manager includes in VMS for justification of: 
A) Reasons an applicant was not qualified (determined by HR), 
B) Reasons an applicant was not interviewed (determined by Hiring Manager and sometimes HR), and 
C) out of those interviewed, the explanations of why goal candidates were not selected (Hiring Manager).  
*NOTE: When explaining why you did not interview an applicant or did not select an applicant, each applicant should be measured against the same criteria of abilities/ skills/ knowledge/ experience (A.S.K.E.) that were listed in the job posting.  Applicants should not be compared against each other.
WHEN COMPLETING INFORMATION IN VMS: Hiring Managers will have access to view vacancies assigned to them and are responsible for completing information next to each qualified applicant as well as selecting a Preferred Candidate, if any, on the Hiring Manager screen.  See detailed instructions for VMS below.
RECRUITMENT STATUS: HIRING MANAGER 
Once the facility HR liaison sends the Hiring Manager an email notification the Hiring Mgr. should begin reviewing the applicant(s) listed on the synopsis and any application forms sent to them.  
1. Log Into VMS.  Select the HIRING MANAGER tab at the top, then click the yellow folder icon next to the position listed.  A set of pages will appear: Vacancy, Applicants, Synopsis.  Select the Synopsis page.
2. Once the Synopsis tab is selected, the synopsis will display with the Bargaining Unit Rules and available applicants’ information will display in a grid under the appropriate rule. 

3. Select the Manager link from the grid for candidates who are being considered for the vacancy. 
4. The HIRING MANAGER Vacancy/Candidate Information window will display. 
5. Complete the HIRING MANAGER data fields as noted below: 
	Interview/ information session
	MEETING TYPE 
	REQUIRED. Select Information Session, Interview or None. 

	
	MEETING DATE 
	Required if Information Session or Interview was selected. Enter the date that the interview or information session took place in the correct MM/DD/YYYY date format, or select date in the calendar. 

	
	COMMENTS: 
(DISPOSITION)
	For each qualified applicant not interviewed: explain WHY not interviewed (did not return phone call, did not want 2nd shift position, etc.  For each applicant interviewed/info. session: explain in some detail how they met or did not meet the A.S.K.E. criteria from what was printed on the job posting.  Give measurable examples, such as “only one year supervisory experience”.

	Preferred Candidate
	PREFERRED CANDIDATE 
	Select the Preferred Candidate checkbox if this is the preferred candidate. 

	
	DATE 
	Required if Preferred Candidate is selected. Enter the date that the Preferred Candidate was chosen in the correct MM/DD/YYYY date format, or select date in the calendar. 

	
	JUSTIFICATION 
	Enter reasons for choosing that candidate.  Give detailed explanation of how they met the A.S.K.E. of the job posting or criteria you set.  When possible, give measurable examples, such as “seven years experience supervising healthcare professionals.” 


GUIDELINES TO FOLLOW
HERE IS AN EXCERPT FROM CHRO’S REVIEW OF THE 9/30/11 AA PLAN (note, bold added):
“Explanations of the elimination of goal candidates should be detailed, searching and complete.” “Applicants should be measured against the minimum and preferred qualifications specified in the job posting not against each other. Explanations for eliminating applicants from consideration should be discussed in relation to those qualifications not the qualifications of the selected candidate.” “In the discussion of the search for any position in a category. Example. Eleven (11) White Females, one (1) Black Female, two (2) Hispanic Males, and four (4) Other Females were not interviewed and/or selected because they were non-goal candidates. This is a discriminatory practice because individuals were not interviewed/selected based on their race/gender. It is unacceptable to interview and/or consider only goal applicants because goals are based on race and gender. Equal opportunity employment and affirmative action are based on the tenet that all applicants are treated in a fair and equitable fashion regardless of race and gender. Hiring decisions are based on qualifications that are unrelated to race and gender.” 
· INTERVIEW BOTH GOAL AND NON-GOAL APPLICANTS
· MEASURE CANDIDATES AGAINST THE SAME STANDARD OF SKILLS/EXPERIENCE AS LISTED ON THE JOB POSTING; DO NOT COMPARE APPLICANTS AGAINST EACH OTHER.
· USE NON-BIASED, SKILL-BASED CRITERIA FOR NARROWING THE HIRING POOL: If you have many applicants (15 or more) it is okay to narrow the hiring pool to about 5 to 10, but not interviewing qualified applicants, especially goal applicants, when you are starting with a small pool could appear to CHRO as not showing good faith effort.  Every qualified goal candidate not interviewed needs to be explained.  How you narrow the pool should pertain to the abilities/skills/knowledge/experience listed on the job posting, or other objective way such as limiting to just State employees or random sampling.

· COMPLETE THE “COMMENTS” FOR EACH QUALIFIED APPLICANT—TO EXPLAIN WHY NOT INTERVIEWED OR IF INTERVIEWED, WHETHER THEY DEMONSTRATED THE REQUIRED ABILITIES, SKILLS, KNOWLEDGE, OR EXPERIENCE (A.S.K.E.) ON THE POSTING.

· OFTEN ACCEPTABLE EXPLANATIONS CAN BE BRIEF, BUT IT NEVER HURTS TO BE DETAILED.  This is especially true when a non-goal is selected over goal candidates.  The quality of the explanations or justifications are how we demonstrate good faith effort. 

· USE MEASURABLE, SKILL-BASED EXAMPLES WHENEVER POSSIBLE. 
· FEEL FREE TO CONTACT YOUR FACILITY EEO SPECIALIST DIRECTLY WITH ANY QUESTIONS.
	· POOR EXAMPLES—DO NOT USE:

Don’t use generalities that do not explain, like: 

· “First Choice” (without further explanation)

· “Good fit for the unit” or “Not a good fit” (could be perceived as discrimination)

· “Bad/poor Interview.” (without further explanation)

· “Interviewed well” (without further explanation)

· “Answered questions well” (too vague—explain what the question was)

· “Not a good interview” (need to explain why)

· “Not selected”  (need to explain why)

· “Experience & training not met, does not have desired skills” (need to explain what skills and experience they were lacking)       

	· GOOD EXAMPLES:
· “First choice.  Demonstrated required skills in supervision and experience in an in-patient mental health environment.”

· “Interpersonal skills would be an asset to the unit, since the job will entail working with clients and staff.  “Answered questions well about how to interact with clients and community providers.”

· “Applicant was the only applicant that possessed the preferred experience needed (Spanish-Speaking).”
· “Extensive knowledge and experience with behavioral health population and ACT teams.  Well versed on medication protocols and working with community providers, private non-profits.”
· “Poor interview.  Did not answer questions adequately and struggled with understanding the role of the Head Nurse position”.

·  “Not a good interview.  Unprepared, was 25 minutes late, and asked interviewers uncomfortable questions showing lack of professionalism.”

· “Not selected.  This position requires knowledge of plumbing in a large facility, this candidate only had basic plumbing knowledge.”

· “Candidate has lack of depth of clinical knowledge regarding risk management, co-occurring issues and behavioral health care.”
· “Did not possess experience treating Young Adults with mental illness.”
· “Applicant possessed 5 years of experience in computer programming, which was a required skill for the position. “ Use measurable months/yrs. experience whenever possible
· “Demonstrated sound communication skills.  Has good knowledge and experience with CSP/RP; has been trainer of trauma informed care for three years, has strong knowledge and experience in co-occurring disorders, in conflict management and resolution as well and risk management.  Demonstrated strong core values of recovery and person centered care.”
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