
Red-Flag Process for Hiring Managers

Before starting a recruitment:

· Confirm with HR Analyst that a position’s job family code for the requisition is correct.
· Determine whether the position is underrepresented for women, people of color, or both.
· Consider using the Equitable Hiring Tool.
· Determine whether departmental funds are available for targeted recruitment if needed.
· Contact the Department of Civil Rights to review hiring plan for recruitments that are limited to departments internally for positions that are underrepresented. 
When an underrepresented position is posted:

· Begin thinking about developing a balanced panel for interviews and Subject Matter Expert (SME) reviewers. A balanced panel means that there is at least one person of color and one woman on the panel.  It is also highly recommended to use at least one person from another department or another organization to be part of the panel.
· If you would like referrals for interview panelists, contact the Department of Civil Rights at least two weeks in advance of the anticipated interviews.
· Requests should specify:

· Desired demographics of interview panelists: women, person of color, person with a disability, person fluent in language other than English, or no preference.
· Preference of skill(s) area for referred panelist members (Appendix 1).
· Select targeted recruitment sources, if any.
· Review documents linked in the “Hiring Opportunity” email from the Department of Civil Rights and Appendix 2.
· Job Family Under-Representation Chart (Annual Placement Goals) (PDF)
· A Manager's Guide to Interviews and Background Checks (PDF)
· Red-Flag and Balanced Interview Panel Handouts
When members of the underrepresented categories are referred for interview:

· Develop objective benchmarks for interview questions and send to HR Analyst for review.
· Contact interview panelists at least five business days prior to the interview. There is a sample email in Appendix 3 of this document. Ask panelists to respond, even if they are not available. If you are unable to ask interview panelists five days prior to an interview, you may ask the interview panelists for their availability, or if you are unsure of certain dates of interviews, you may send an email letting panelists know that an interview may be coming up in the next few weeks.

· Attach a copy of “Interview Panelist Checklist” to your email.

· Specify the number of candidates to be interviewed and total estimated time commitment.
· Provide interview panelists with copies of the relevant application materials, including the job posting, resumes, and applications, at least two days prior to the interview.
Day of the interview:

· Allow panelists to review interview questions and benchmarking materials at least 30 minutes prior to the interview. Encourage panelists to give any feedback to you.

· Let panelists know how the top candidate will be identified. 
· Ensure all panelists are prepared with the same information about timekeeping, question responses, etc..
· Inform interview panelists that the position is red-flagged.  Prior to interviews, give each panelist a copy of Red-Flag, Balanced Interview Panel, and Interview Basics handouts, and all application materials of the candidates.

· Give fair and equal weight to all panelists’ voices. If a panelist raises concerns, listen to their feedback. Allow the external or least senior panelist to discuss their opinions first.
· Allow time after the interview for panelists to talk about the interviewees. 

· Collect all interview notes and application materials from the panel members.

Before making an offer: 

· Send DCR a list of the names of the people who were on the interview panel.

· Contact the Department of Civil Rights to discuss top candidate(s).
· If required, prepare a Hiring Justification Memorandum (Appendix 4) and respond to follow-up inquiries from the Department of Civil Rights.
After an offer is accepted:

· Send a thank you email to all panelists for taking the time to sit on your panel and let panelists know who was selected for the position if you are able. Send them DCR’s feedback survey at this link: https://www.surveymonkey.com/r/2J2YN7C. There is a sample email in Appendix 5. 
· Keep records of the interviews for 3 years.

Appendix

Appendix 1: List of Skills

· Accounting and Finance

· Automotive/Vehicle Maintenance

· Building and Facility Management and Maintenance

· Administrative Support

· Community Development

· Data Analysis

· Diversity/EEO Management

· Emergency services (Fire, EMS, Police)

· Engineering

· Graphic Design

· Hospitality and Tourism

· Human Resources

· IT and Computer

· Leadership/Management

· Libraries

· Marketing and Public Relations

· Parks/Forestry

· Planning

· Real Estate

· Sanitation/Waste Management

· Transportation

Appendix 2: List of Documents

· A Manager’s Guide to Interviews and Background Checks
· This document reviews screening, interview questions, benchmarking, reference-checking, and background checking.

· Interview Basics
· This document should be handed out to Interview panelists. It is a short version of A Manager’s Guide to Interviews and Background Checks.

· Red-Flag Process Handout
· This document is a quick overview of what red-flagging and balanced interviews are. These are intended as quick summaries for interviewers who have little background knowledge about the City’s hiring practices.
· Job Family Under-Representation Chart (Annual Placement Goals)
· This document contains Job Family Availability, meaning the goals and current data for women and people of color for each department, as well as job classification with distinct data for hourly versus permanent staff. 
· Balanced Interview Panel Handout
· This document gives a brief overview of what a balanced panel is and why it is important. It outlines a few expectations of hiring managers and of DCR in the balanced panel process.

Appendix 3: Email—Initial Panelist Request
Hello,

My name is [name] and I am currently recruiting for [position] in the [department name]. We are looking for interview panel members and have been referred your name. The interview will be held [date, time, and location]. We would love to have you join us if you are available as your voice brings a unique perspective the panel. Please let me know if you are available or not for the interview. If you are able to join us, I will send you application materials and resumes for the candidates being interviewed.

Please feel free to review “Red-Flag Process: Checklist for Interview Panelists” and “Interview Basics.” Let me know if you have any questions. I look forward to hearing your response, regardless of your availability.

Appendix 4: Hiring Justification Memorandum
You may be asked to prepare a Hiring Justification Memorandum to review the practices used in the interview and check for discriminatory practices. The questions you should be prepared to answer are: 

1. What targeted recruitment steps were taken by your agency?

2. Was anyone on the referral list not interviewed?  If so, who and why not?

3. What was the makeup of the interview panel? Please include details about race, gender, ethnicity, disability status, and/or bilingual, if known.

4. How well did the female candidate(s) and candidate(s) of color match the knowledge, skills, and abilities required by the position -- not as compared to the other applicant(s)?

5. Could you say more about what distinguished your top candidates from the female candidate(s) and candidate(s) of color? How significant were these distinctions?

6. Are there distinctions in the other areas of the recruitment (e.g. education, experience, supplemental questionnaire) between the top candidate and the female candidate(s) and candidate(s) of color?

7. Were any of the female candidate(s) and candidate(s) of color more preferable in any areas (e.g. education, experience, supplemental questionnaire)?

8. Were objective benchmarks used in scoring the candidates?  How did the top candidate’s score compare to the female candidate(s) and candidate(s) of color?

9. Was there consensus on the scores?  If not, how were those differences reconciled to identify the top candidate?


You may not have to prepare a Hiring Justification Memorandum, but you will want to continue thinking about these questions throughout the interview process.

Appendix 5: Email—Thank You After Interview

Hello,

I wanted to let you know that [candidate] was selected from the interviews to be hired for the [position]. Thank you so much for your help on the interview. I really appreciated your [quality/idea the panelist brought to the table]. Your voice helped us to select a quality candidate and helped to ensure that a variety of voices were involved in this decision. Please fill out this survey: https://www.surveymonkey.com/r/2J2YN7C to give DCR feedback about your experience. Thank you.
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