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Execcutive Summ
mary
The Hum
man Resourcces (HR) Divvision has established
e
p
program
goaals to deliverr recruitmennt and
selectionn services effficiently, andd to promotee fair and equuitable hirinng practices in
i order to attract
a
the best-qqualified can
ndidates for County empployment. To
T its credit, approximattely 78 perceent of
the Counnty employ
yees directlyy involved with the recruitment and selectioon process who
respondeed to our surv
vey rated thee recruitmennt and selectiion process as
a “effectivee.” Howeverr, our
audit fouund that im
mprovements are neededd in HR’s supervisory
s
review andd approval of
o its
recruitmeent and selecction process. Further, our
o audit, whhich includeed a compariison to four other
comparabble Marylan
nd counties,, found thatt opportunitties exist too make the recruitmentt and
selectionn process more effective and efficiennt.

SUPERV
VISORY REVIEW
ACTION
NS IS NEED
DED

AN
ND

APPRO
OVAL

OF

RECRUITM
MENT

AND

SELECT
TION

We founnd that supeervisory revview and appproval by HR
H manageement is neeeded to moonitor
recruitmeent actions to detect andd correct erroors and ensuure compliannce with exissting policies and
procedurres. Our rev
view of a raandomly selected samplle of 62 of 182 compettitive recruittment
actions from
f
July 1, 2007 through Augustt 31, 2008, found errorrs in the process and hiring
h
actions that
t
were not conducteed in complliance with HR’s writtten policies and proceddures.
Specific details are provided
p
in thhe body of thhe report.
In our oppinion, the errrors and nonn-compliancce with HR policies
p
and procedures should
s
have been
detected through su
upervisory review.
r
Hoowever, HR
R does not have a formal monitoring
s
acttions.
procedurre that includes supervissory review and approvval of recruiitment and selection
Instead, the
t HR Direector and Deputy Direcctor rely on feedback froom staff, appplicants, annd the
hiring departments regarding problems
p
w
with
recruitm
ment and selection acttions. Onggoing
monitorinng through qualified
q
andd continuouss supervisionn is a key coomponent off internal conntrol,
which seerves as thee first line of defense in detectinng errors annd fraud. Accordingly
A
y, we
recommeend that the HR Divisioon: (1) impplement a formal
f
moniitoring process that includes
supervisoory review and
a approvaal of each hiiring action and ensure that internaal procedurees are
effectively communiicated to annd followed by staff; (22) clarify itts written poolicy to stopp the
practice of
o allowing applicants too submit addditional materials after the
t position closing datee, and
(3) speciffy the docum
mentation thaat must be inncluded in reecruitment and
a selectionn files.
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OPPORTUNITIES EXIST
EFFICIENT

TO

MAKE

THE

PROCESS MORE EFFECTIVE

AND

While approximately 78 percent of the County employees directly involved with the recruitment
and selection process rated the recruitment and selection process as “effective,” almost 19
percent of County employees rated the recruitment and selection process as “ineffective.”
Because the HR Division is operating with limited staffing resources, implementing effective
procedures and using staff time efficiently are especially important. We found that policies and
procedures for advertising jobs, interviewing and testing candidates, verifying applicant
references, and storing applicant information could be improved. The recruitment and selection
process could also be enhanced by: using HR’s current information system, PeopleSoft Human
Resources Management System (HRMS), to track more steps of the process; accepting online
applications; and conducting workforce planning. The four other Maryland counties we
surveyed have already incorporated many of these steps in their recruitment and selection
process. Specifically, we are recommending that HR Management:
•

Periodically analyze the effectiveness of all advertising methods and provide this information
to hiring departments so that they can utilize the most cost-effective methods to generate the
widest pool of qualified applicants.

•

Establish a process to rank “best-qualified” applicants for interview, which would limit the
number of interviews to be conducted by the hiring departments.

•

Administer all pre-interview skills testing, or verify that any pre-interview skills testing
conducted by the hiring departments is administered and scored properly to ensure equitable
treatment of all applicants.

•

Implement a policy requiring the hiring department to conduct reference checks to verify a
job candidate’s employment and education history, and to return completed Selection
Summary forms to HR, before the candidate is hired.

•

Adequately secure applicant information.

•

Determine how PeopleSoft HRMS can replace manual records for tracking and managing the
recruitment and selection process, adequately train staff on the system, and establish a target
date for its expanded use.

•

Continue to work with the County’s Interagency Information Technology (IIT) Division to
provide better access for online applicants, and consider the cost effectiveness and feasibility
of implementing an integrated, automated recruitment and selection process.

•

Use its employee data to conduct workforce planning analyses. This information should be
used to assist the Budget Office, the Board of County Commissioners, and hiring
departments with projecting future staffing needs and developing strategies to ensure that
County staffing levels will be adequate to meet future County service needs.
iii

Frederick County Human Resources Division’s Process for Recruitment and Selecting Employees

On April 3, 2009, the HR Director provided a written response to our March 31, 2009 Draft
Report. He agreed with all recommendations, except Recommendation 5 to establish a process
to rank best-qualified applicants, and has starting taking action to implement most of the
recommendations (See Attachment). We provided our comments to his response in Section VIII,
which addresses Recommendation 5. We also provided comments to Recommendations 9 and
10, which were only partially addressed.
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I. In
ntrodu
uction
n
Internal Audit (IA) conducted this
t
perform
mance audit in accordannce with geenerally acceepted
ment auditing
g standards. Those stanndards requirre that we plan
p
and perfform the auddit to
governm
obtain suufficient, ap
ppropriate evidence
e
to provide a reasonable basis for our
o findingss and
conclusioons based on our audit objectives. We believve that the evidence obttained providdes a
reasonable basis for our
o findings and conclussions based on
o our audit objectives.
p
This repoort is intendeed to providee information to manageement; howeever, it also a matter of public
record, and
a with the exception of
o any appliccable disclosure exempttions, distribbution should not
be limiteed. Informaation extracteed from thiss report mayy also serve as a methood to dissem
minate
informatiion to the public
p
as a reporting toool to help citizens asssess government operattions.
Managem
ment respon
nsible for the functionall area review
ws the repoort, and theiir formal written
responses are incorpo
orated into the
t final report, which iss posted on the
t Internal Audit Divission’s
website.
It is management’s responsibility to desiggn and impllement an adequate
a
syystem of intternal
control, and it is th
he Internal Audit Divission’s respoonsibility to determine if managem
ment's
system of
o internal co
ontrol is funnctioning properly in reelation to thee audit objecctives. It iss also
managem
ment’s respon
nsibility to decide
d
if actiion should be
b taken in reesponse to any
a reported audit
recommeendations, taaking into coonsideration related costts and beneffits. Management, thereefore,
assumes the risk of making
m
the decision
d
not to
t implemennt any reportted recommeendations.

II. Backg
B ground
d
Frederickk County’s Human Resources
R
(H
HR) Divisioon is respoonsible for helping Coounty
departmeents recruit and
a select new
n
employeees. The Division Direector, assisteed by the Deeputy
Director,, is responsib
ble for persoonnel managgement functtions includinng recruitmeent and selecction.
The HR Division
D
currrently emplloys ten full--time and thrree part-timee staff, whicch serve a total of
2,337 fuull-time, 129
9 part-time,, and 722 temporary/ppart-time Frrederick Couunty emplooyees.
Accordinng to the Dep
puty HR Dirrector and ann HR Analysst, 3.5 FTEs work on thee recruitmennt and
selectionn process. Three
T
HR staff
s
membeers work fulll-time proceessing appliications, enttering
applicantt data into the PeopleeSoft inform
mation systeem, reviewiing applicannt qualificattions,
sending rejections
r
lettters, and cooordinating innterviews with
w hiring deepartments. Additionallyy, the
HR Diviision employ
ys interns and
a uses vollunteer assisstants to hellp with the applicant reeview
process.
Accordinng to data obtained
o
froom the HR Division, thhese HR staff memberrs processedd 529
Request to Fill Vaccancy (RTFV
V) forms frrom Countyy hiring deppartments, and
a receivedd and
1
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reviewed 7,935 employment applications in fiscal year 2008. As shown on the following chart,
HR projects that the number of RTFV forms processed and employment applications they will
receive in FY 2009 will be significantly reduced due to the countywide hiring freeze, effective
October 21, 2008.

Analysis of RTFV Forms and Applications Received and Processed
2006

2007

2008

2009
(projected)

527

532

529

325

7,208

6,990

7,935

4,000

Fiscal Year
RTFV Forms Received and Processed
Employment Applications Received
and Reviewed

According to HR Division management, they have developed their current recruitment and
selection policies and procedures in accordance with all applicable Federal, State and local laws
and regulations to ensure fair and equal treatment of all applicants for County employment.
These policies and procedures are contained in Section 2 of the County’s Human Resources
Policies and Procedures Manual.
The process begins when a hiring department has a position vacancy and submits an RTFV form
to the HR Division for processing. HR staff, in consultation with the hiring department, first
determine the job requirements for that position based on the County’s position classification
system. HR staff then write the recruitment announcement, advertise the open position, review
and rate all employment applications, refer qualified candidates to hiring departments for
interview, and send rejection letters to all applicants deemed to be unqualified. The hiring
department has the option of reviewing HR staff decisions regarding qualified and unqualified
candidates. According to HR management, the hiring departments usually choose to perform
this review. At this point, the hiring department becomes responsible for completing the
selection process, including administering skills exams when applicable, conducting the
interviews, sending rejection letters to interviewees not selected for hire, making an offer of
employment, and coordinating the pre-employment drug testing and physical exam.

III. Objectives, Scope and Methodology
The objectives of the audit were to determine whether the HR Division’s recruitment and
selection practices are effective and efficient and meet the Division’s stated program goals. The
scope of our audit was the Division’s current recruitment and selection policies, procedures and

2
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practices, as well as all open competitive hiring actions initiated from July 1, 2007 through
August 31, 2008.1
To address our audit objectives, we surveyed directors, deputy directors, managers and
administrative specialists in every Frederick County Government division to determine whether
County staff involved in the recruitment and selection process are satisfied with HR’s services,
policies and procedures. In addition, we conducted extensive, on-site interviews with five other
Maryland counties, and used the results from the four most similar counties – Carroll, Charles,
Harford and Howard – to compare their recruitment and selection process with Frederick
County’s.2 We also evaluated the HR Division’s internal controls over the recruitment and
selection process.
Finally, we randomly selected a sample of 63 hiring actions from the 182 open competitive
recruitments HR conducted during our audit period. Of these, one hiring file was missing.3 The
remaining files included 1,978 applications for 62 hiring actions. Of those 62 hiring actions, we
analyzed a sample of 116 rejected applicants and 133 applicants referred for interview.

IV. Survey of County Employees
We conducted an online survey of 208 Frederick County employees directly involved in the
recruitment and selection process, with 129, or 62 percent, of those surveyed responding. We
asked about specific components of the recruitment and selection process, and whether, overall,
County employees are satisfied. In all, 30 percent of respondents found the recruitment and
selection process to be very effective, and 48 percent found it to be somewhat effective.
However, almost 19 percent of those who responded to our survey did not find that the
recruitment and selection process is effective. Their suggestions for improvement included that
HR accept online applications, use alternative advertising methods, and find ways to expedite the
entire process.
Most County employees were satisfied with the level of customer service that the HR Division
provides during the recruitment and selection process, which is one of the HR Division’s
program goals. One survey respondent noted, “[t]he cooperation and support received from the
Human Resources Department has always been excellent.” Another commented that,

1

The audit did not include countywide promotional recruitments, for which vacancies are open only to regular and
probationary County employees; or in-house promotional recruitments, which are posted only within the agency or
department.
2
We used U.S. Census Bureau and the State of Maryland census information to assess which counties were
comparable to Frederick County in population, budget amount, and number of employees. We also conducted an
on-site interview with Montgomery County. However, its recruitment and selection office is much larger, and its
practices did not provide a useful comparison with Frederick County. Therefore, Montgomery County was not
included in our analysis.
3
At the conclusion of the audit, HR staff informed Internal Audit that this file had been misfiled, and was eventually
located.
3
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“I feel very confident that the HR department always has our best interests at
heart, and I feel very comfortable knowing that when I need help they are ready,
able and willing to give it.”
Customer Service Ratings are shown on the following chart.

Customer Service Ratings4
31
51

Assistance was
timely

10
3

Strongly agree
Agree

41
47

Assistance was
professional

6

Disagree

1

Strongly disagree
40
50

Assistance was
helpful

6
0
0

10

20

30

40

50

60

Response Count

See Appendix for complete employee survey results.

V. Comparison with Other Counties
We also conducted a survey of several Maryland counties to find out how Frederick County’s
recruitment and selection practices compare with those of similar county governments. Like
Frederick, the HR Divisions of Carroll, Charles, Harford and Howard Counties all share
recruitment and selection responsibilities with the hiring departments. In general, we found that:
•

Carroll, Charles and Harford Counties all had more HR staff per county employee to
handle recruitment and selection duties than does Frederick County;

•

Howard County has less HR staff per County employee than Frederick County and
processes approximately 2,000 more employment applications each year;

4.

Although 129 people responded to our survey, not every person answered every question. Consequently, not every
question has 129 responses.
4
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•

All four other Maryland counties have a more automated recruitment and selection
process than Frederick County’s; and

•

HR management in all four other counties has established formal monitoring procedures
throughout the recruitment and selection process.

A detailed comparison is shown on the following chart.

Comparison with HR Divisions in Other Counties

Number of HR employees responsible
for recruitment and selection
Number of County employees served
(numbers are approximate)
Number of employment applications
processed each year
(numbers are approximate)
Fully automated recruitment and
selection process
Online applications accepted
Formal HR management supervision
process
Limit on number of candidates
interviewed
Applicants’ work experience always
verified
HR routinely analyzes applicantprovided data on the effectiveness of
advertising methods
HR uses targeted advertising7
Recruitment and selection training
provided to County employees

Frederick
County

Howard
County

Carroll
County

Charles
County

Harford
County

3.5

3

4

2

4

2,500

2,200

970

700

1,940

7,300 5

9,000

2,500

2,900

Not
tracked

√

√

√

√

√

√

√

√

√

√

√

√

√

√

√

√

√

√

√

√

√

√

√

√
√6

√

√

√

5

√

For FY 2006 and FY 2007, the HR Division processed approximately 7,000 applications. This increased to
approximately 7,900 in FY 2008. This averages to 7,300 applications per year.
6
The HR Division regularly provides data to the Division of Fire and Rescue Services and the Frederick County
Sheriff’s Office for their use, and could provide this data to other hiring departments at their request. However, HR
does not analyze the data as do the other counties.
7
Both counties analyze the best advertising method for the type of position advertised (see page 10 for additional
details).
5
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VI. Audit Results
The HR Division has established program goals to deliver recruitment and selection services
efficiently, and to promote fair and equitable hiring practices in order to attract the best qualified
candidates for County employment. To its credit, approximately 78 percent of the County
employees directly involved with the recruitment and selection process who responded to our
survey rated the recruitment and selection process as “effective.” Most respondents were also
satisfied that the assistance received from the HR Division was timely, professional, and helpful.
In addition, according to the County Attorney’s Office, there has been no legal action against the
County for discriminatory hiring practices for several years. According to the HR Director,
during his tenure, the County has never been successfully sued for monetary damages in
connection with any part of the recruitment and selection process. Our audit also found that HR
processed RTFV forms promptly, as it took HR an average of 13 calendar days from receipt of
the forms to the date the draft announcements were sent to the hiring departments. However, our
audit, which also included a comparison to four other comparable Maryland counties and a
review of hiring files, found that improvements are needed in the recruitment and selection
process.

SUPERVISORY REVIEW
ACTIONS IS NEEDED

AND

APPROVAL

OF

RECRUITMENT

AND

SELECTION

The HR Division has policies and procedures that specify recruitment steps to be completed by
the HR staff and hiring departments. However, HR management does not have a formal
monitoring procedure that includes supervisory review and approval of recruitment and selection
actions, although the Division Director and Deputy Director indicated that some individual
recruitment decisions are verbally approved on an as-needed or exception basis. They also rely
on feedback from HR staff, hiring departments, and applicants. A monitoring procedure would
provide control for detecting and correcting errors on hiring actions, and ensuring compliance
with HR procedures.
Ongoing monitoring is a key component of internal control, which serves as the first line of
defense in safeguarding assets and detecting errors and fraud. In any government process,
management supervision is a key internal control, and “qualified and continuous supervision
should be provided to ensure that internal control objectives are achieved.”8 Without adequate
supervision, the risk increases that staff will make errors or not follow procedures. Errors in the
recruitment and selection process could potentially cause the County to miss out on qualified
candidates, waste County staff time interviewing unqualified candidates, and reflect poorly on
the County to potential applicants.
We did find that ongoing management supervision is an important part of the recruitment and
selection process for the HR Divisions at the other counties that we surveyed. For example, in
both Howard and Harford Counties, the Deputy Director is responsible for reviewing and
8

Government Accountability Office. 1999. Standards for Internal Control in the Federal Government, [November,
1999]. Washington, D.C.: Government Accountability Office., pg. 13.
6
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approving each completed hiring action. Additionally, throughout each hiring action in Howard
County, their automated online recruitment and selection software sends reminders to HR
analysts and hiring departments if any step of the process is due or late. Both Carroll and
Charles Counties have regular supervisory reviews as part of their recruitment and selection
process to ensure that each step is proceeding in a timely manner.
ERRORS SHOULD BE REDUCED AND COMPLIANCE SHOULD BE ENFORCED
During our review of hiring actions, we found errors in our sample of 62 hiring files that, in our
opinion, could have been detected by an ongoing monitoring process. Some errors did not
adversely impact the County. For example, we found that letters sent to 22 applicants contained
inaccurate or incomplete information and 3 applicants did not have their applications processed
correctly.
However, we did find some errors that could have adversely affected the County. For example,
we found that HR rejected 2 qualified applicants and referred 9 unqualified applicants to the
hiring departments for interview. These errors were corrected, by either the applicant or the
hiring department, so the qualified applicants were ultimately interviewed and none of the
unqualified applicants were hired. We also found seven applicants who were notified by HR that
they would be interviewed, but they were not included on the list of referred candidates sent to
the hiring department.
Hiring department staff that responded to our survey also observed errors and inconsistencies in
the process. One commented that,
“in past and recent recruitments (past few years and very recently), applicants
that were not appropriate for interviews (and this was made clear to the HR staff
person) were found to have been offered an interview after the interview packets
were given to the department. The reverse has occurred also, an appropriate
applicant was not provided an interview even though the dept. agreed to an
interview. Errors were found on letters to applicants.”
Another noted that,
“on occasion, we have found that the interview schedules given to us by HR do
not match up with the candidate’s interview letters. This can be quite
embarrassing and not a positive reflection of the County’s process.”
We also found instances where HR practices were not in compliance with their written policies
and procedures. For example, HR allowed 43 applicants to submit new or additional materials
after the position closing date, which could raise questions as to whether all applicants were
treated fairly. In practice, HR staff has allowed rejected applicants to submit new, different or
additional materials, such as revised resumes or a verbal assertion of the required skills that were
not included with the original application, to make the case that he or she meets the minimum
qualifications. If, upon reviewing this new material, the HR analyst agrees that the applicant
does meet the qualifications, this person is referred for interview and the hiring department is
7
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required to conduct an interview. This often happens after the position’s closing date, and after
the hiring department has begun conducting interviews. This practice is not in compliance with
HR’s written policy requiring applications to be submitted by 4 p.m. on the deadline date posted
in the recruitment announcement. According to the HR Director, this practice was stopped as a
result of our audit, and HR policies and procedures are being clarified to prevent this in the
future.

Recommendation 1: We recommend that the HR Division implement a formal monitoring
process that includes supervisory review and approval of each hiring action, and ensure that
internal procedures are effectively communicated to and followed by staff.

Recommendation 2: We recommend that the HR Division clarify its written policy to stop
the practice of allowing applicants to submit additional materials after the position closing date.

DOCUMENTATION TO SHOW COMPLIANCE WITH PROCEDURES NEEDS IMPROVEMENT
We also could not determine, from the documentation in the files we reviewed, whether HR
Division staff involved in recruitment and selection were following their own internal
procedures. We found that:
•

The “Recruitment Checklist,” which provides a place for staff to initial and date after each
step of the process is completed, was included in every hiring file, but was either blank or
only partially completed for all of the 62 hiring files we reviewed.

•

The application review sheet does not include a signature line to document who reviewed
applications, or made rejection and referral decisions.

•

The processing of applicants is not clearly documented. For three of the hiring actions in
our sample, documentation was inadequate for us to determine whether or not the hiring
department or HR had followed the correct policies and procedures. HR staff indicated that,
for these hiring actions, the hiring department did not go through the HR Division, which is
not in compliance with HR’s Policies and Procedures.

•

Eight applicants in our sample should have received rejection letters from the HR Division,
but there was no evidence that those letters were sent.

•

The applicant rating system is also not clearly documented. Applicants are rated on the
application review sheet with one, two, three or more stars, depending on the number of
required or preferred qualifications that they meet. However, there is no legend or any other
documentation indicating which applicants are ultimately referred for interview. We found
eight hiring actions where applicants with different star ratings were referred for interview,
which does not conform with HR’s current practice, although the Division’s Policies and
Procedures Manual does not address this issue. Finally, we found three applicants who
8
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were referred for testing who were given no stars, and instead were rated as a “?” on the
applicant review sheet.
•

For one hiring file with 108 applicants, there was not enough documentation to determine
which applicants were tested, which were interviewed, or why some “two-star” applicants
were rejected, while several “one-star” applicants were referred for interview.

Recommendation 3:
We recommend that HR management specify the documentation that must be completed and
included in recruitment and selection files and review the files to ensure that they contain
adequate documentation.

OPPORTUNITIES EXIST
EFFICIENT

TO

MAKE

THE

PROCESS MORE EFFECTIVE

AND

Overall, 78 percent of those who responded to our survey found that the County’s recruitment
and selection process was effective.9 However, we found that some policies and procedures for
advertising jobs, interviewing candidates, testing candidates, verifying applicant references, and
storing applicant information could be improved. The recruitment and selection process could
also be enhanced by: using PeopleSoft HRMS to track more steps of the process; accepting
online applications; and conducting workforce planning.
ADVERTISING SHOULD BE EXPANDED FOR CERTAIN POSITIONS
The HR Division advertises all open, competitive recruitments in the same manner. Recruitment
announcements are posted on the County website, on Cable Channel 19, on a job board in the
HR Division, and in a block ad in the Sunday Frederick News-Post and Hagerstown HeraldMail. If hiring departments choose to use additional advertising outlets, such as trade
publications, other newspapers, or online recruiting websites, the department must cover the
additional cost, and HR must still approve and place all advertisements. When surveyed, 93
percent of employees were either very or somewhat satisfied with the appropriateness of
advertising outlets.
However, our testing showed that HR’s use of the same media outlets for every position is not an
effective use of County resources because very few applicants are learning about jobs from
sources other than the County’s website. Applicants can indicate where they learned of a County
position if they choose to complete an Affirmative Action Data Form with the County
employment application. Although HR staff enter this data into PeopleSoft HRMS, this
information is not analyzed, nor is it used to determine whether or not current advertising
methods are efficient and cost-effective.
9

Of those who responded to our survey, 30% found the process very effective, 48% somewhat effective, 17%
somewhat ineffective, 2% very ineffective, and 3% indicated “N/A or don’t know.”
9
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We analyzed the affirmative action data available for the applications in our sample. As shown
on the following chart, less than ten percent of the applicants learned about County jobs from
local newspapers.

Where do applicants learn of County jobs?
Hagerstown Herald-Mail (2%)
Other (3%)
Job service office (2%)
Cable channel 19 (3%)
Frederick News-Post (7%)

Another County employee
(8%)
Frederick County website (75%)

As one survey respondent noted,
“Professional positions are difficult to recruit using local advertising.
Advertising on professional websites gets costly to the department. Perhaps the
county could expand its recruitment efforts to include monster, fetch [sic] or other
career search sites.”
Another agreed that advertising methods are effective, but
“only because our office pays extra to advertise in the Washington and Baltimore
areas and through our professional association web etc. If we only used HR’s
standard advertising in Frederick and Hagerstown I would respond NO .”
Both Carroll and Charles Counties’ HR Divisions regularly analyze the recruiting methods that
have been historically successful for each position, and base their advertising decisions on that
data. The Frederick County HR Division could do this as well with the data they are already
gathering and entering in the PeopleSoft system. However, according to the Deputy HR
Director, they currently do not do so. In our opinion, such information could help hiring
departments identify the most cost-effective advertising methods to generate the widest pool of
qualified applicants. Since the start of this audit, the HR Division has chosen not to renew its
advertising contract with the Hagerstown Herald-Mail, which will help save additional
advertising costs.
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Recommendation 4:
We recommend that HR management periodically analyze the effectiveness of all advertising
methods, and provide this information to hiring departments so that they can utilize the most
cost-effective methods to generate the widest pool of qualified applicants.

THE NUMBER OF CANDIDATES INTERVIEWED SHOULD BE REDUCED
The HR Division’s interviewing policy requires that the hiring department interview all
candidates who meet the minimum qualifications for a position. HR staff, including HR analysts
and interns, review and rate all employment applications. Hiring departments are allowed to
review all applications and ratings, but HR makes the final decision as to who meets the required
qualifications. If a recruitment announcement includes preferred qualifications, the applicant
pool can be further limited to those meeting preferred qualifications, but every applicant who
meets those preferred qualifications must be interviewed.10
The HR Division also allows applicants, who are initially rejected for not meeting minimum
qualifications, to contest that rejection. It is HR policy to send a rejection letter to every
applicant who was not referred to the hiring department for interview. Each rejection letter
includes a specific reason(s) why the applicant was rejected. HR staff have indicated that these
letters are sent both as a professional courtesy, and as an internal control, and provide the
applicant the opportunity to alert the HR Division of essential qualifications or job experience
that may have been overlooked during the initial application review.
The HR Division Director stated that the referral process was designed to ensure a fair process,
and equal treatment of every applicant in compliance with local, State and Federal laws.
However, the four other counties surveyed, which are bound by the same non-discriminatory
legal requirements, all limit the number of applicants interviewed to those who are best qualified.
Most require that a minimum of three applicants be interviewed, but no more than ten. They also
often conduct the application review in conjunction with the hiring department to screen out
unqualified applicants.
In our sample of Frederick County’s hiring actions, we found instances where the departments
were required to test and/or interview as many as 23 to 46 applicants for one position, which is
not an efficient use of management’s time.11 Details are shown on the following chart.

10

Although HR notifies hiring departments via memo that they must interview all referred candidates, the
requirement that every applicant who meets certain qualifications must be referred for interview is not included in
the Division’s Policies and Procedures Manual. Both HR management and staff, however, indicated that this is the
procedure they follow when making referral and rejection decisions.
11
Section 2.4 “Employment Interviews & Checking References” in HR’s Policies and Procedures Manual notes that
hiring departments have “the option of administering related tests as part of the selection process (upon approval
from HR).” A skills test can be administered as the “first round” of interviews to help narrow the applicant pool.
Section 2.5 of the Policies and Procedures Manual does note that “[I]t is the responsibility of individual
departments to administer and score these examinations.”
11

Frederick County Human Resources Division’s Process for Recruitment and Selecting Employees

Analysis of the Number of Applicants Tested and Interviewed
Type of position

Average
number of
applicants per
position

Average
number
referred for
testing/
interview
19

Most referred
for testing/
interview

Least referred
for testing/
interview

46

5

Administrative Specialists

79

Laborer/Paraprofessional

32

13

28

2

Professional

22

8

23

1

Several County staff complained about this policy in our survey. As an example,
“We have found that we end up having to interview way too many candidates just
because they met the basic requirements. However compared to a few obvious
candidates they don’t have enough relevant experience or are obviously less
qualified than others.”

Recommendation 5:
We recommend that HR management establish a process to rank best-qualified applicants for
interview, which would limit the number of interviews to be conducted by the hiring
departments.

HR SHOULD OVERSEE THE TESTING OF CANDIDATES
Pre-interview skills exams are usually administered and scored by the hiring department, and are
used to eliminate less qualified candidates from the initial pool of applicants referred by HR for
interviews. Prior to administering an exam, hiring departments are required to submit a draft to
the HR Division for review and approval to ensure that the exam is appropriate for the position,
consistent with similar tests administered by other departments, and free from bias. However,
once the exam is approved, the hiring department administers and scores the test without
oversight by the HR Division.
Because no one is verifying that skills exams are administered and scored fairly and correctly,
the HR Division cannot ensure equal treatment of applicants during this process. For example,
applicants for one position in our sample of hiring actions were rejected for not achieving a
passing score of “6 of 8” on the skills exam. However, there was no indication on the exams
themselves as to what each individual score was, or how scores were determined, so we could
not verify that the exam was scored correctly.
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Other counties mitigate this risk by administering and scoring skills exams within the HR
Division. For example, both Harford and Carroll Counties have computer labs within their HR
Divisions where applicants take any required pre-interview skills tests. The computer program,
rather than the hiring or HR departments, scores these exams ensuring that this part of the
selection process is free from bias and applicants are treated equitably. Although the HR
Division does not have its own computer lab, other County Divisions, such as the Interagency
Information Technology Division do. HR may be able to use existing County resources to
establish and operate a job skills testing location for all County employment applicants. HR
management indicated that the lab is difficult to schedule; however, they are reviewing several
testing software programs. The ability to purchase software will depend on funding. If hiring
departments continue to administer all pre-interview skills testing, HR should ensure that the
hiring departments are conducting skills testing fairly and properly.

Recommendation 6:
We recommend that the HR Division administer all pre-interview skills testing or verify that any
pre-interview skills testing conducted by the hiring departments is administered and scored
properly to ensure equitable treatment of all applicants.

REFERENCE CHECKS SHOULD BE REQUIRED
Currently, HR’s Policies and Procedures require hiring departments to return a completed
“Selection Summary” form to the HR Division once the interview and selection process is
complete. For benefited positions, hiring departments use the Selection Summary form to
document the reasons that the chosen candidate was selected for hire, although HR will continue
with the hiring process whether or not the department returns this form. Also, the HR Division
does not require hiring departments to verify applicant references prior to extending a job offer.
The Division’s Policies and Procedures note, “the hiring manager is strongly encouraged to
conduct a reference check on the final candidate(s). Candidates should be notified that a
reference check will be done and that the information will be used in making the final hiring
decision.” HR management has stated that this is the hiring department’s responsibility.
Three of the four counties we visited require reference checks. The HR Divisions in Charles and
Harford Counties are responsible for verifying work experience with previous employers and
Howard County contracts with a private vendor to do this. By verifying that applicants have the
required work and educational experience for the position, Frederick County could reduce the
risk of hiring an unqualified person, and the costs affiliated with such a hire. Likewise, hiring
someone who has falsified his or her employment or educational history could pose a legal risk
to the County, and this risk could be mitigated with a simple reference check.
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Recommendation 7:
We recommend that HR management implement a policy requiring hiring departments to
conduct reference checks verifying the employment history and education of the selected
candidate, and to return the completed Selection Summary form to HR before the candidate is
hired.

APPLICANT INFORMATION SHOULD BE SECURELY STORED
The HR Division does not store the personal information of applicants properly and securely.
Recruitment files, which include applicants’ names, addresses and driver’s license numbers, are
sometimes kept unsecured in the Human Resources Division. This creates the risk of both
identity theft for the applicants, and legal action against the County, should an applicant’s
personal information be stolen due to lax security measures by the HR Division. We also noted
during the audit that the personal information of applicants who go through background checks
prior to employment (such as those who would be working with children, in transportation, or in
certain “security-sensitive” positions) was stored in binders on open shelving in an unsecured
conference room in the HR Division. These binders contain the applicants’ names, dates of
birth, Social Security numbers, and, if applicable, criminal history. HR has since required all
active recruitment files to be kept in locked file cabinets when they are not being used by HR
staff. In addition, HR has removed the binders from the unsecured conference room to a locked
closet in a locked storage room.

Recommendation 8:
We recommend that HR management adequately secure all applicant information.

PEOPLESOFT HRMS SHOULD BE USED TO ADMINISTER THE PROCESS
The HR Division currently uses PeopleSoft HRMS, a recruitment and selection management
information system, to administer some steps of the recruitment and selection process. For
example, staff enter data from the RTFV form into PeopleSoft HRMS and the system generates a
position requisition number. Staff also enter applicant data, such as name, address, education,
and any affirmative action data the applicant may have submitted, into the system. This
information is then used to track which applicants are applying for which position. PeopleSoft
HRMS will also flag any applicant who has been barred from future County employment.
While HR staff use PeopleSoft HRMS to track and manage some steps of the recruitment and
selection process, they duplicate much of this effort through more manual procedures. HR staff
currently use two different Excel spreadsheets, hand-written applicant review sheets, and paper
checklists to track and manage their process. This reliance on multiple tracking systems and the
process of manual recordkeeping is inefficient and contributes to an increased risk for processing
errors. HR management has acknowledged that the current PeopleSoft HRMS is robust enough
14
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to administer more of the process, but states that they have not had the time to explore its full
capabilities, or to evaluate the effectiveness of their current tracking procedures. HR
management and staff have also stated that they will revisit how PeopleSoft can be used more
effectively when the Division next upgrades its PeopleSoft operating system.

Recommendation 9:
Because there is no current plan to upgrade PeopleSoft HRMS in the near future, we recommend
that HR management determine how the current PeopleSoft HRMS can replace manual records
for tracking and managing the recruitment and selection process. We also recommend that
management adequately train staff on the system, and establish a target date for its expanded use.

HR SHOULD CONSIDER ACCEPTING ONLINE APPLICATIONS
HR Policies and Procedures require that all candidates for County employment submit a paper
application, either by regular mail or hand-delivery, to the HR Division. However, all four
counties we surveyed accept fully automated online applications through their county websites.
Additionally, two of those counties have implemented a recruitment and selection process that is
completely automated. Both Harford and Howard counties use Neogov, which is an online
recruitment and selection tool through which people can search for County jobs and apply
online. The HR Divisions then manage the recruitment and selection process through Neogov
until a candidate is hired.
Several survey respondents requested that the County move to an online recruitment and
selection process, such as Neogov. Because most applicants for County jobs learn of those
positions from the County website, and they can go to the website to download an employment
application, making the website a more integral part of the recruitment and selection process
makes sense. In our opinion, a more automated and integrated recruitment and selection process
would be more efficient, and would improve the HR Division’s customer service to hiring
departments. Current County budget restrictions might limit the feasibility of purchasing such a
program in the immediate future.
In the interim, using PeopleSoft HRMS to its fullest capabilities, as discussed previously, could
significantly improve the current process. According to the HR Division Director, they are also
working with the County’s IIT to convert the manual workflow of processing RTFV forms to an
electronic, automated process between the hiring departments, HR, and the Budget Office using
an in-house software program. This would address some of the concerns expressed by County
staff, and should improve efficiency.
Also, as a result of our audit, HR and IIT have made the necessary modifications for applicants
to complete an employment application form in a PDF document and submit it to HR as an email attachment. This work was completed March 9, 2009. HR management has indicated that
this process will be further refined to provide better access for online applicants.
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Recommendation 10:
We recommend that the HR Division continue to work with IIT to provide better access for
online applicants, and consider the cost effectiveness and feasibility of implementing an
integrated, automated recruitment and selection process.
MANAGEMENT SHOULD CONDUCT WORKFORCE PLANNING
Workforce planning, or ensuring that an organization has “the right number of people, with the
right skills, at the right time to perform the required work,”12 should be an essential component
of the HR Division’s goal of attracting “the best-qualified candidates who apply for County
employment.”13 According to the Institute of Internal Auditors in its Research Foundation
Handbook Auditing Human Resources, “to truly understand its workforce needs,” HR should
“conduct an analysis of its current and future strategic, operating, and workforce
plans to determine how its workforce needs are likely to change. A ‘supply
analysis’ provides information on the current workforce profile and what it needs
to accomplish future organizational objectives. This analysis would include an
employee demographic review and a skill profile. A ‘demand analysis’ provides
information on the future workforce needed by the organization. Finally, a ‘gap
analysis’ compares the current workforce projection and the demand forecast.”14
Although the HR Division maintains employee data, such as rates of employee turnover, which
could be used to conduct these types of analyses, the Division does not conduct any kind of
workforce planning. This type of long-term planning can be especially valuable as County
managers face difficult decisions about how best to allocate limited staffing resources during
tight budget years. HR management has indicated that this is the responsibility of hiring
departments and the Budget Office. Consequently, HR does not assist the Board of County
Commissioners, hiring departments, or the Budget Office with projecting future staffing needs,
and developing strategies to ensure that County staffing levels will be adequate to provide
delivery of County services.
The HR Division in Carroll County regularly provides retirement eligibility data to assist in
County succession planning decisions. They also use this data when working with hiring
departments to ensure that current staffing plans are adequate to meet long-term department
needs. Also, Harford County’s HR Division recently began working with consultants to develop
a workforce planning process.

12

Vito, Kelli W., CPHR, CCP, Auditing Human Resources (Altamonte Springs, FL: The Institute of Internal
Auditors Research Foundation, 2007), 23.
13
Frederick County Division of Human Resources “Goals for Major HR Programs”
14
Vito, p. 23.
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Recommendation 11:
We recommend that HR management use its employee data to conduct workforce planning
analyses. This information should be used to assist the Budget Office, the Board of County
Commissioners, and hiring departments with projecting future staffing needs and developing
strategies to ensure that County staffing levels will be adequate to meet future County service
needs.

VII. Summary of Response
In his response, the HR Director stated that he was pleased that the online survey conducted as
part of the audit showed that nearly 80 percent of those responding felt that the County’s
recruitment and selection process is effective. He also stated that he received very few
complaints over the years and that the County has never been sued for money damages in
connection with the recruitment and selection process. However, he recognized that the audit
identified some aspects of the recruitment and selection process that should be changed and
agreed with all recommendations, except Recommendation 5.
The HR Director stated that HR has updated its Recruitment Checklist to include verification of
supervisory approval and created a New Hire Approval Checklist, which must be completed,
reviewed, and approved before any hiring supervisor extends an offer of employment. He stated
these checklists should improve documentation in recruitment and selection files. HR has
already discontinued the practice of allowing applicants to submit additional materials after the
closing date, and secured all applicant information. The HR Director also plans to clarify written
procedures and implement other changes to improve the recruitment and selection process.
Regarding Recommendation 5, the HR Director stated that, although they do not use a formal
rating system, they encourage hiring departments to reduce the number of applicants who will be
referred for interviews by using preferences to narrow the applicant pool. He also stated that
they recommend that hiring departments utilize skills testing as a “first round” of interviews to
evaluate an applicant’s ability to perform duties, and to help narrow the applicant pool and
reduce the number of applicants referred for personal interviews. He believes this approach is
preferable to preparing a written “ranking” of applicants by giving each a specific numerical
score based only on what appears on paper. He stated that a ranking of applicants by numerical
score could present a problem when establishing a clear “cut-off” point for interview and could
be potentially discriminatory.
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VIII. Auditor Comments
We are providing comments on the HR Director’s response related to Recommendation 5, which
he disagreed with, and with Recommendations 9 and 10, which he only partially addressed.
Recommendation 5:
Our audit testing showed that, while hiring departments currently have the option of using
qualification preferences to try to limit the applicant pool, they are still often required to
interview a large number of applicants. We also received several comments in our online survey
which indicated that the inability to rank applicants, or to narrow a large pool of applicants, is a
source of frustration among County hiring officials. Additionally, using skills testing to narrow
the applicant pool may not be practical for many professional positions.
In our opinion, which is based on our discussions with other counties, ranking procedures should
be used to narrow the applicant pool to those found to be “best qualified.” Regardless of which
method is used, a system to reduce the number of applicants interviewed by hiring officials is
critical given the likelihood of a significant increase in applications expected for each position in
today’s economic conditions.
Recommendation 9:
Regarding Recommendation 9, the HR Director stated that they will explore the options
available for enhancing the PeopleSoft HRMS system based on existing resources by June 2009.
He also noted that is it the goal of HR to fully automate the applicant tracking system when the
County upgrades to PeopleSoft HRMS 9.0.
The response did not address the issue of providing HR staff training on the current PeopleSoft
system, which would allow for the elimination and/or reduction of duplicate record-keeping. In
light of the current economic situation, we believe utilizing the current PeopleSoft HRMS to its
fullest capabilities would make the HR Division more effective and efficient.
Recommendation 10:
The HR Director’s response did not address the second part of our recommendation, which was
to consider the cost effectiveness and feasibility of implementing an integrated, automated
recruitment and selection process. The GFOA study that he mentioned was not related to such a
process. We still believe that HR management should conduct a cost-benefit analysis to
determine if implementing an integrated, automated recruitment and selection process, such as an
online program like Neogov, would be cost beneficial and meet the current and future needs of
the County.

April 15, 2009

Interagency Internal Audit Authority
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Internal Audit Survey of County Recruitment and Selection Practices
1. What is your role in the recruitment and selection process for your division or department?
Response

Response

Percent

Count

I am in charge of all hires.

18.8%

24

I share hiring responsibilities with
other division management.

46.9%

60

22.7%

29

I do not participate in the hiring
process.

10.2%

13

Other (please specify)

1.6%

2

answered question

128

skipped question

1

Response

Response

Percent

Count

I assist division management with
hiring responsibilities.

2. Which of the following most closely describes your current position?

Division Director

13.9%

16

62.6%

72

Senior staff

12.2%

14

Support staff

11.3%

13

Uniformed personnel

0.0%

0

answered question

115

skipped question

14

Department
Director/Manager/Teamleader

NOTE: This appendix is a summary of survey responses only, and does not include respondents' comments.
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3. What types of positions do you fill most often?
Response
Percent

Response
Count

Labor positions

22.1%

25

Administrative positions

33.6%

38

Professional and/or management
positions

54.9%

62

Uniformed personnel

12.4%

14

Other (please specify)

9.7%

11

answered question

113

skipped question

16

Response
Percent

Response
Count

1-3 months ago

50.9%

58

4-6 months ago

14.0%

16

7-12 months ago

23.7%

27

more than one year ago

11.4%

13

answered question

114

skipped question

15

4. When was the last time you filled a vacant position?
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5. On average, estimate how many vacancies and/or new positions your division or department fills each year.
Response
Percent

Response
Count

0-1 position

26.3%

30

2-5 positions

46.5%

53

6-10 positions

11.4%

13

11-15 positions

3.5%

4

more than 15 positions

12.3%

14

answered question

114

skipped question

15

6. When filling a vacant or new position, approximately what percentage of your time is spent on the recruitment and selection
process rather than on your regular job duties?
Response
Percent

Response
Count

less than 10%

40.7%

44

10% to 25%

46.3%

50

25% to 50%

11.1%

12

more than 50%

1.9%

2

Do you feel the amount of your time required for this process is appropriate? Please explain:

54

answered question

108

skipped question

21

21
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7. What hiring activity do you spend the most time on?
Response
Percent

Response
Count

Preparing the recruitment
announcement

9.3%

10

Reviewing and approving the
referred candidate list from Human
Resources

14.8%

16

Interviewing candidates

72.2%

78

Completing paperwork associated
with the hiring process

26.9%

29

Does the amount of time spent on this step seem appropriate for your division or department? Please explain:

52

answered question

108

skipped question

21

8. How long does it take, on average, to fill a vacant position from the time your division or department notifies Human
Resources of a vacant or new position until the applicant is selected?
Response
Percent

Response
Count

Two months or less

14.3%

15

More than two months but less
than three months

39.0%

41

More than three months but less
than four months

22.9%

24

More than four months

23.8%

25

Do you have any recommendations for expediting this process?

49

answered question

105

skipped question

24

22
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9. Do you find Human Resources' policies and procedures for the recruitment and selection process easy to understand and to
follow?
Response
Percent

Response
Count

Yes

80.4%

78

No

19.6%

19

If no, please explain:

26

answered question

97

skipped question

32

10. Do you feel that Human Resources has informed you of all recruitment and selection procedures, as well as potential legal
liabilities during the recruitment and selection process?
Response
Percent

Response
Count

Yes

86.3%

82

No

13.7%

13

If no, please explain:

14

answered question

95

skipped question

34

11. When you have questions or need guidance during the recruitment and selection process, how would you rate the
assistance you received from Human Resources in the following areas?

Strongly Agree

Agree

Disagree

Strongly
Disagree

Response
Count

Assistance was timely

33.0% (31)

54.3% (51)

10.6% (10)

3.2% (3)

94

Assistance was professional

43.2% (41)

49.5% (47)

6.3% (6)

1.1% (1)

95

Assistance was helpful

42.1% (40)

52.6% (50)

6.3% (6)

0.0% (0)

95

If you disagreed or strongly disagreed with any of these choices, please explain:

17

answered question

95

skipped question

34
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12. Does the current recruitment and selection process allow your division or department adequate discretion in determining
job requirements and qualification standards?
Response
Percent

Response
Count

Yes

77.4%

72

No

22.6%

21

If no, please explain:

25

answered question

93

skipped question

36

13. How satisfied are you with the following components of the position advertising process?

Very Satisfied

Somewhat
Satisfied

Somewhat
Dissatisfied

Very
Dissatisfied

Response
Count

Guidance provided by Human
Resources for writing position
descriptions

44.6% (41)

42.4% (39)

13.0% (12)

0.0% (0)

92

Accuracy and clarity of
advertisements

51.1% (48)

44.7% (42)

4.3% (4)

0.0% (0)

94

Appropriateness of media outlets in
which positinos are advertised

44.1% (41)

48.4% (45)

8.6% (8)

0.0% (0)

93

Please explain:

22

answered question

94

skipped question

35

14. Are you satisfied with the number of candidates to interview that Human Resources refers to your division or department?
Response
Percent

Response
Count

Yes

69.9%

65

No

30.1%

28

If no, why not?

38

answered question

93

skipped question

36

24
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15. Have you been able to find well-qualified candidates using the current recruitment and selection process?
Response
Percent

Response
Count

Yes

80.4%

74

No

19.6%

18

If no, do you have any suggestions for improving the candidate pool?

37

answered question

92

skipped question

37

16. How would you rate the overall effectiveness of the County's recruitment and selection process?

Very
Effective

Somewhat
Effective

Somewhat
Ineffective

Very
Ineffective

N/A or
Don't
Know

29.5%
(28)

48.4% (46)

16.8% (16)

2.1% (2)

3.2% (3)

Rating
Average

Response
Count

1.91

95

Please explain. Also, if applicable please include any suggestions for improving this process:

35

answered question

95

skipped question

34

The County's recruitment and
selection process is:

17. Do you have any other comments or concerns about the recruitment and selection process that have not been addressed
in this survey? Please explain below.
Response
Count
30

25

answered question

30

skipped question

99
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VII. Response

Introduction
The Frederick County Human Resources Division has primary responsibility for the recruitment,
selection and classification of employees, as well as for the administration of compensation,
leave, all employee benefits and the County retirement plan.
Frederick County HR is strongly committed to non-discriminatory employment practices, and
closely monitors every step in the recruitment and selection process to ensure that all hiring
decisions are based only on merit.
HR staff also works diligently to anticipate the hiring demands of our many Divisions, and to
promptly accommodate those needs in each specific recruitment and selection process. A major
part of HR’s work is to ensure that every Division properly addresses the frequent and often
sweeping changes in recruitment and selection imposed by state and federal legislative bodies,
administrative agencies and appellate courts.
HR is gratified that the online survey conducted as part of this audit shows that nearly 80% of
those responding felt that the County’s current recruitment and selection process is effective.
HR has received very few complaints over the years, and feels that its success is truly the result
of team effort by everyone involved – including both HR staff and the staff in every hiring
department.
While internal customer satisfaction is important, the best benchmark of whether HR is
performing all of its responsibilities properly may be that Frederick County has never been
successfully sued for money damages in connection with any part of the recruitment and
selection process. And that the current HR Director has never even had to go to court during his
30-year tenure.
HR benefited from this audit process, which identified some aspects of recruitment and selection
that could be changed. HR has already implemented most of the recommended changes, and
will begin implementing others after all Division Directors have been notified and given an
opportunity to consider them and respond. It is worth noting, however, that while a number of
recommendations were made, this audit did not identify any instances in which any applicant
was improperly deprived of employment.
Finally, it should be noted that unlike some other local jurisdictions that accept job applications
for any position at any time –even for positions that are not vacant, Frederick County only
accepts applications for recruitments that are currently open. While this means that HR’s
numbers may be slightly lower than those in some other jurisdictions, it also means that these
1
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numbers accurately reflect the actual workload in the Frederick County HR office, where 3.5
FTE’s handle approximately 7,300 job applications each year.

RESPONSES TO RECOMMENDATIONS

Recommendation 1: We recommend that the HR Division implement a formal monitoring
process that includes supervisory review and approval of each hiring action, and ensure that
internal procedures are effectively communicated to and followed by staff.
Response to Recommendation 1: HR agrees that a more formal monitoring process that
includes supervisory review and approval of each hiring action should be implemented. HR
created the attached New Hire Approval Checklist in March 2009, which must be completed,
reviewed and approved before any hiring supervisor extends an offer of employment. In
addition, to ensure that internal procedures are adhered to in HR’s internal review process, its
Recruitment Checklist was updated in March 2009, to include verification of supervisory
approval (copy attached). While these changes will require additional work for every Division,
they will create a clearer record that every applicable procedure was followed, and that each step
in the selection process received the appropriate level of review.

Recommendation 2: We recommend that the HR Division clarify its written policy to stop the
practice of allowing applicants to submit additional materials after the position closing date.
Response to Recommendation 2: HR agrees that this is a reasonable recommendation, and
changed the manner in which applicants are allowed to submit additional materials after the
closing date in February 2009. Now, applicants may only do so if HR staff incorrectly
interpreted information previously submitted by an applicant, which happens very rarely. HR
will clarify its written policy on this practice when the next round of revisions is made to its
Policies and Procedures Manual in May 2009.

Recommendation 3: We recommend that HR management specify the documentation that must
be completed and included in the recruitment and selection files and review the files to ensure
that they contain adequate documentation.
Response to Recommendation 3: HR agrees that more specific file documentation would be
appropriate. Several of the steps included in this recommendation have already been taken, and
others will be briefly addressed below. It should be noted, that while a number of
2
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recommendations were made, this audit did not identify any instances in which any applicant
was improperly deprived of employment.
•

Recruitment Checklist and application review sheet – HR currently uses two forms to
document the steps taken in the recruitment process. The Recruitment Checklist has been
revised by HR to include signature lines that show who reviewed applications and who
made the decision to reject or refer applicants, and includes both HR and hiring
department staff. This checklist will be kept in the recruitment folder at all times. The
applicant review sheet will also be signed by each HR staff member who reviewed
applications and made decisions during the recruitment process.

•

Changes to written procedures for hiring part-time employees – Some Divisions have an
ongoing need to hire part-time (non-benefited) employees. HR’s Policies and
Procedures give Divisions the ability to hire part-time employees without going through
the recruitment and selection procedures that apply to full-time positions. HR will revise
these Policies and Procedures in May 2009 to give more specific guidance to hiring
supervisors about the steps they should take when filling part-time positions.

•

Rejection letters – Frederick County HR has chosen to send every rejected applicant a
brief, polite letter informing them why their application was not successful. HR believes
this builds goodwill in our community, and is fair in light of the time applicants spend
completing the County’s application and interview process. HR believes, although the
documentation was not evident, because the applications were attached to the master
rejection letter, that the letters were sent. Nevertheless, the revisions to the Recruitment
Checklist include management approval to ensure that this does not happen in the future.

•

Use of stars to rate applicants’ qualifications – The audit recommends clearer
documentation to reflect how a candidate’s qualifications are evaluated during the
selection process, and HR agrees that a clearer statement on ratings would be appropriate.
HR now includes a legend on its application review sheet that more clearly defines and
explains the rating system. However, it is also worth noting that the rating system did not
result in any adverse actions.

•

Documentation in hiring file with 108 candidates – The audit mentions one hiring file
with 108 applicants that it views as insufficiently documented. HR reviewed the file, and
due to the large number of applicants, skills testing by the department to narrow the
applicant pool, and the use of several log sheets, it was very difficult to provide easy to
read and clear documentation. But, we believe this issue will be alleviated in the future
with increased supervisory monitoring and the use of the revised Recruitment Checklist
and improved documentation.
3
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Recommendation 4: We recommend that HR management periodically analyze the
effectiveness of all advertising methods, and provide this information to hiring departments so
they can utilize the most cost-effective methods to generate the widest pool of qualified
applicants.
Response to Recommendation 4: HR agrees with this recommendation, and feels that it
reflects the manner in which it has been dealing with advertising for quite some time. HR only
has enough money to pay for job announcements to be published locally. HR ensures, though,
that all job announcements are posted on the County’s website. Not only is the existence of the
County website widely promoted and publicized by every County Division as well as other units
of government, the statistical analysis on page 10 of the audit report reflects that 75% of
applicants learned about the job from the County website. This should come as no surprise. Job
applicants in today’s highly competitive market quickly learn that the fastest and best way to
learn about jobs is by going to each government’s website - and in most cases, everyday. While
specialty publications such as industry and professional journals are also available, a job
announcement submitted today may not be printed and published for weeks, or longer. HR staff
does rely on the hiring department to provide specialty publication sources. However, on an
annual basis, HR will analyze the data received in PeopleSoft to determine trends, etc. and share
that information with the hiring departments as vacancies occur.

Recommendation 5: We recommend that HR management establish a process to rank bestqualified applicants for interview, which would limit the number of interviews to be conducted
by the hiring departments.
Response to Recommendation 5: Although we do not use a formal rating system, we do use
preferences to narrow the applicant pool. Currently, based on the recruitment being posted, HR
encourages hiring departments to reduce the number of applicants who will be referred for
interviews by stating qualification “preferences” in the job announcement. Preferences are
additional qualifications (beyond the minimum requirements for the position) that will result in
an applicant being more likely to advance to a personal interview. Generally, the more preferred
qualifications that are stated, the smaller the number of referred applicants.
HR has also recommended that hiring departments utilize skills testing to evaluate an applicant’s
ability to perform job duties. HR has often assisted departments with their development and
review of these tests. A skills test can be administered as the “first round” of interviews to help
narrow the applicant pool, which can be very helpful in reducing the number of applicants
referred for personal interviews. Many departments have done so, with considerable success.
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HR believes this approach is preferable to preparing a written “ranking” of applicants by giving
each a specific numerical score based only on what appears on paper. Sometimes the best
candidate is not the candidate who looks best on paper. A problem that often arises when
ratings are conducted in this manner is the establishment of a “cut-off” point. It can be difficult,
and potentially discriminatory, to set a cut-off point where a significant gap is not present
between rated applicants. Based on many decades of experience, HR feels strongly that it is
ultimately in the County’s best interest for all highly qualified applicants to be interviewed, even
if this does take some additional time. And despite the occasional complaint, this approach has
been verified on many occasions by very favorable comments from hiring departments to HR
staff. Therefore, HR will continue to coordinate with the hiring supervisor to ensure that
preferences are included in the job announcement to be able to limit the number of candidates to
be interviewed. This practice is already in place.

Recommendation 6: We recommend that the HR Division administer all pre-interview skills
testing or verify that any pre-interview skills testing conducted by the hiring departments is
administered and scored properly to ensure equitable treatment of all candidates.
Response to Recommendation 6: HR agrees that pre-interview skills testing is a valuable
selection tool that is often overlooked by County hiring departments. While skills testing has
long been an option available to hiring departments, Section 2.5 of HR’s Policies and
Procedures Manual notes that it is the responsibility of individual departments to administer and
score these examinations. IIT does have a testing “lab”, but it is a small room with few PC’s,
and is often difficult to schedule. HR is currently reviewing a number of testing software
programs to determine which best suits the needs of Frederick County. Due to current funding
restrictions, this may be a long term goal. In the meantime, testing and scoring will be monitored
using the New Hire Approval Checklist form to be implemented in May 2009. Under it, every
hiring department must obtain HR’s approval before making an offer of employment. HR will
verify that all testing and interviews were conducted appropriately, and in accordance with the
County’s written policies.

Recommendation 7: We recommend that HR management implement a policy requiring hiring
departments to conduct reference checks verifying the employment history and education of the
selected candidate, and to return the completed Selection Summary form to HR before the
candidate is hired.
Response to Recommendation 7: HR agrees with this recommendation, and has developed a
New Hire Approval Checklist that must be completed, reviewed and approved before any hiring
supervisor extends an offer of employment. HR intends to implement the use of this checklist in
May 2009. It will require hiring departments to check references and verify employment,
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education and the certification/license of the selected candidate, and certify that all of this has
been completed before an offer of employment is made.

Recommendation 8: We recommend that HR management adequately secure all applicant
information.
Response to Recommendation 8: HR agrees with this recommendation, and has already taken
a number of steps to implement it. Binders containing background checks and criminal history
information are now stored in a locked file cabinet at all times. All active recruitment files are
kept in locked file cabinets when they are not being used by HR staff. Closed recruitment files
are kept in a file cabinet in an area that is not accessible to either the public or to other County
employees, and which can only be accessed by HR staff. The door to the office where this file
cabinet is located is locked when the office is not being used for other purposes. While this
filing cabinet is not capable of being locked, HR will consider ordering a locking file cabinet
when and if sufficient funding becomes available in the future.

Recommendation 9: Because there is no current plan to upgrade PeopleSoft HRMS in the near
future, we recommend that HR management determine how the current PeopleSoft HRMS can
replace manual records for tracking and managing the recruitment and selection process. We
also recommend that management adequately train staff on the system, and establish a target date
for its expanded use.
Response to Recommendation 9: HR agrees that the applicant tracking system needs to be
enhanced and fully automated. At this time, HR will explore the options available for enhancing
the system based on existing resources. This analysis will be completed by June 2009. It is
HR’s goal to fully automate the applicant tracking system when the County upgrades to
PeopleSoft HRMS 9.0.

Recommendation 10: We recommend that the HR Division continue to work with IIT to
provide better access for online applicants, and consider the cost effectiveness and feasibility of
implementing an integrated, automated recruitment and selection process.
Response to Recommendation 10: HR agrees with this recommendation insofar as online
applications are concerned. After years of requests from HR to make the changes necessary for
applicants to submit employment applications online, IIT very recently made those changes.
Within the last six months, the Finance and IIT Divisions had a cost effectiveness and feasibility
study completed by GFOA regarding PeopleSoft Financials and HRMS systems. The results of
that study have been taken under advisement.

6

32

Recommendation 11: We recommend that HR management use its employee data to conduct
workforce planning analyses. This information should be used to assist the Budget Office, the
Board of County Commissioners, and hiring departments with projecting future staffing needs
and developing strategies to ensure that County staffing levels will be adequate to meet future
County service needs.
Response to Recommendation 11: HR will provide information about workforce needs to assist
Divisions in their own workforce planning, and can also assist in identifying recruiting resources
that are capable of furnishing adequate numbers of qualified applicants, as requested by Budget,
BOCC and/or hiring Divisions. In the event that Frederick County makes workforce planning
one of its strategic goals, HR will provide assistance in identifying the steps that will have to be
taken.
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New Hire Approval Checklist

ATTACHMENT 1.1

HR approval of completed checklist is required before FT or PT benefited job offer is made (1 Checklist per person)

RECRUITMENT INFORMATION – Completed by HR
Position Title __________________________________________________________ Req# _____________ Job Code # _______________
Department Name ___________________________________________________________ Dept ID __________________
Hiring Supervisor _______________________________________________________ Recruitment Closing Date ______________________

SELECTION INFORMATION – Completed by hiring supervisor
New Hire Name ________________________________________________________ Proposed Start Date ______________________________
Justification for this hire _________________________________________________________________________________________________
_____________________________________________________________________________________________________________________
Was testing administered during the interview/ selection process? Yes _________ No _________
(testing materials must be submitted with this checklist for HR review and approval)

Completed Selection Summary Sheet attached? Yes _________ No _________ If no, why? ___________________________________
(Specific reasons for not selected candidates is required)

Appropriate Education and/or Certification / License Verified? Yes ________ No ________ If no, why? ________________________
Reference Checks Completed? Yes ________ No ________ If no, why? ______________________________________________________
(Minimum of 1 employment reference check required)
Employment Reference Check #1
Company Name / Contact Name & Title ______________________________________________________ Date completed ________________
Information Received ___________________________________________________________________________________________________
____________________________________________________________________________________________________________________
Reference Check #2
Employment/Professional _________ Personal ________
Company Name / Contact Name & Title ______________________________________________________ Date completed________________
Information Received ___________________________________________________________________________________________________
_____________________________________________________________________________________________________________________
Reference Check #3

Employment/Professional ________ Personal _________

Company Name / Contact Name & Title ______________________________________________________ Date completed ________________
Information Received ___________________________________________________________________________________________________
_____________________________________________________________________________________________________________________
Pay Above Entrance (check if requested)

(Attach justification) Approved by HR? Yes __________ No ___________

Hiring Supervisor Signature _____________________________________________________________ Date ___________________________
Division Director Signature ______________________________________________________________ Date ___________________________

FOR HUMAN RESOURCES USE ONLY
Approved for hire? Yes ____ No ____ If no, why? ___________________________________________________________________
_______________________________________________________________________________________________________________
HR Approver Signature ____________________________________________________

Date: _______________________________

Name of Hiring Supervisor Notified ___________________________________________ Date Notified _________________________
See reverse for additional information
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Responsibilities for hiring supervisors before an offer of employment has been made:
1. The New Hire Approval Checklist is required for all full-time or part-time benefited placements. Human Resources (HR)
approval is required prior to making a verbal or written job offer.
2. Prior to making your offer, a minimum of one employment reference check is mandatory. Additional employment/professional
and/or personal reference checks may be conducted and must be documented on the New Hire Approval Checklist for HR
review.
3. If you are hiring a position that is classified as “Security Sensitive”, approval of the New Hire Approval Checklist is required
before the new hire begins the background process.
4. Thoroughly complete the Selection Summary form indicating specific reasons why the new hire was offered the position and
reasons why the other candidates were not selected. This form must be sent along with the New Hire Approval Checklist and
must be appropriately completed before approval to hire can be granted.
5. If testing was administered, compile all testing materials (including results) and send this information along with the New Hire
Approval Checklist. Testing materials will be reviewed by HR staff to verify that all testing was administered in a fair and
consistent manner.
Responsibilities for hiring supervisors after receiving approval from Human Resources management:
1. You must send rejection letters (by mail) to all interviewed candidates who were not selected for hire. The rejection letter
should not mention future call backs or application retention. For samples of acceptable wording, please contact Kristi Houck
(HR 301-600-1614). Copies of rejection letters must be sent back to HR with other closing paperwork.
Note: You may wait to send rejection letters to your top two or three candidates, until you confirm that your first choice
accepts the job offer. When your first choice accepts the job offer, you must send a rejection letter to each remaining
candidate.
2. Your new hire(s) must receive a written offer letter. A copy of this offer letter must also be sent back to HR with final
documentation of the hiring process. For samples of acceptable wording, please contact Kristi Houck (HR 301-600-1614).
Your offer letter must include:
•
•
•
•
•

The position title and department name;
Pay rate of the position being offered;
Proposed start date;
Conditions under which the offer is made (e.g. physical exam, drug test, and complete background check, if
applicable)
If the position is grant funded, you are required to include information regarding the grant (i.e. The grant that
funds this position will determine the duration of the position as well as the benefits available to the
employee in this position)

Your offer letter may include:
•
•

The date your new hire is scheduled for New Employee Orientation;
The date your new hire is scheduled to attend New Employee Emergency Preparedness training

Note: The proposed start date, approval to begin the physical examination and drug testing, approval to begin the background
check, scheduling the new hire for New Employee Orientation and scheduling the new hire for New Employee Emergency
Preparedness training are all contingent upon receiving HR’s notification that you may proceed with a job offer.
3.

When your offer has been accepted, notify Kristin Brandenburg (HR 301-600-1854) of the person’s name, social security
number, position title and if the employee is required to hold a CDL license. After notifying Kristin, provide the candidate with
the pre-employment physical exam and drug test packet (enclosed with the referral and orientation packet). After you receive
confirmation of the satisfactory physical exam and drug test from HR, you must complete the I-9 form (with the new hire) and
Personnel Action Notice and submit them to Payroll.
Note: For “Security Sensitive” positions, after you receive HR approval of your selection and the chosen candidate accepts
the conditional job offer, initiate the background investigation and follow the remaining procedural instructions for those
positions.

4.

Give the enclosed Orientation Packet to your new employee at the same time he/she receives the physical exam/drug test
packet. Do not remove anything from inside this packet. Save the outside instruction sheet. When the physical exam and
drug test have cleared and a starting date has been set, contact Bonnie Madison (HR 301-600-1190) to schedule your new
hire for New Employee Orientation. Use the tear-off portion of the instruction sheet to give your new employee his/her
appointment information.

5.

Upon completing
HR:
•
•
•

the selection process, you must send all remaining documentation of the hiring process to Kristi Houck in
Completed Selection Summary form, if changes were made since the last HR review;
All copies of candidates’ employment application materials (including the new-hire’s application);
Copies of all letters to candidates; including interview appointments, offer & rejections
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ATTACHMENT 1.2

RECRUITMENT CHECKLIST

# of benefited vacancies: ______
# of non-benefited vacancies: ______

Check if
Until Filled: _____ Date Closed: ___________

REQUISITION # __________ Date Opened:

Position #______________ Position Title:_____________________________________________________
Cost Center/Department #______________ Dept/Div: __________________________________________
Date Completed

Initials
________

Recruitment announcement draft:

FAX, e-mail, phone or deliver to dept/division (name): ______________________________________________
Approved by dept/division representative (name):

(phone):
________

Advertisement input &/or sent/called to newspaper or other source:
County cable TV

________

________

Human Resources Website

________

________
________

Frederick News-Post ad begins on Sunday (date):
________

________

________

________

________

________

Applicants from previous eligible list are notified

________

________

HR Intern review (Name: ____________________________)

________

________

HR Analyst review (includes edits and approval if HR Intern reviewed) ________

________

Hiring department review (Name: ________________________) ________

________

Letters compiled to advise applicants of referral

________

________

Letters compiled to advise applicants of rejection

________

________

HR Management review & approval of review & letters

________

________

Established new eligible list

________

________

Referral/Interview packet sent to department

________

________

Documentation completed - file prepared for archive

________

________

____________________________

COMMENTS / NOTES:

03/2009
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Date sent:
______
Date sent:
______

