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Introduction

This document, "Conducting Affirmative Recruitment in Criminal
Justice Agencies," is the first of three monographs on personnel man-
agement and civil rights compliance. The monograph series is designed
for recipients of funds from the Law Enforcement Assistance Administra-
tion (LEAA), the National Institute of Justice (NIJ), the Bureau of
Justice Statistics (BJS), and the Office of Juvenile Justice and Delin-
quency Programs (OJJDP).  The second monograph covers nondiscriminatory
selection procedures and the third describes how to design, implement,
and evaluate an Equal Employment Opportunity Program (EEOP).

The purpose of this series is to disseminate state-of-the-art
information on these three important areas of contemporary personnel
management to the thousands of criminal justice agencies throughout the
country. Many changes occurred during the seventies in personnel man-
agement. A significant number of these changes have been in the area
of nondiscrimination in the recruitment, selection, and retention of
employees. Government programs and regulations that relate to nondis-
criminatory personnel practices and court cases that affect public
agencies--particularly criminal justice agencies--have proliferated
over the last several years. Dealing with such changes requires an
increase in base of knowledge by personnel managers, program adminis-
trators, and public officials. Govermment and private industry have
tried to build this knowledge by making experts available from the
field of equal employment opportunity (EEOQ) and personnel selection to
provide technical assistance to personnel managers around the country.
To extend knowledge sharing, this nondiscrimination series has been
prepared for use in the public sector.

This monograph defines recruitment and highlights special concerns
associated with recruitment unique to law enforcement programs and
criminal justice agencies. The legal bases for nondiscrimination and
existing nondiscriminatory recruitment procedures are reviewed. Avail-
able resources are identified for affirmative action vis-a-vis nondis-
crimination. Procedures are outlined for securing data needed to eval-
uate degree of outreach and impact of recruitment efforts for purposes
of developing corrective actions. The types of information needed on
recruitment to write an adequate Equal Employment Opportunity Plan are
described. Also covered in this monograph are goals of an affirmative
action recruitment program and recommended timetables for meeting those
goals.




Recruitment Defined
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Figure 1
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In an open recruitment system every effort is made to secure a
large, diversified pool of applicants who represent the community. Job
announcements are conspicuously posted in public places and are mailed
to schools, colleges, and various community and professional organiza-
tions. The media--including minority and/or targeted publications--are
contacted about the availability of openings to all qualified appli-

cants.

In the more traditional closed recruitment system the primary
means of firding new employees is word-of-mouth. ' Even when a public
announcement of vacancies is required by law, those with the inside
knowledge about where, when, and how to apply stand the best chance of
getting the job. The closed system clearly presents a stumbiing block
to effective minority and female recruitment since the applicant pool
is almost always drawn from a narrow segment of the community (see Fig-

ure 1).

Special Considerations

Though the goal and principles of recruitment are the same in the
private and public sectors, differences do exist between the two that
affect recruitment procedures. For example, in the public sector there
are civil service rules and regulations which prescribe recruitment
procedures which may or may not accommodate the special needs of niinor-
ities and women; whereas the private sector is not locked into specific
laws and/or regulations which prescribe personnel actions. These dif-
ferences tend to be more structural in nature. Public sector recruit-
ers should be aware of these special considerations:

Centralized administration is a factor in public sector

°
recruitment. Often recruitment policies and guides are
established in a central administrative division that is
organizationally and geographically removed from agencies
where the jobs are located.

) Another factor is law. Laws aimed at protecting government

workers, civil service or merit systems, and laws expressing
such policy as residency requirements for government workers,
limit the pacing and scope of change the personnel system can

accommodate.

Human resource planning constraints exist in the public sector
that must be taken into account for effective affirmative action
recruiting. Sound affirmative recruitment needs long-~range planning
and use of data on attrition rates, new positions, labor market trends,
and budget considerations. Several external factors can intrude on the
application of such staff forecasting or reduce its effectiveness. One
such factor is swings in program emphasis that reflect political or
public policy changes. For example, Federal or State funds for new
programs can change the nature of an agency's operations and personnel

Budgetary realities, timetables, and hiring freezes can render

needs.
Sometimes, conflicts over funding and

the best planning unworkable.




justice agencies receiving LEAA, BJS, NIJ, and OJJDP funds was trans-

governments can interfere w4
With the staff fore '
casting ne
g needed to set up a ferred from the LEAA to the Office of Justice Assistance Research and

viable recruitment program.
Statistics (OJARS).

These recruitment {
problems in th ’
a problem uni . 1 the public secto -
tion of lay :g;s to the crlmlnél Justice SYStem-_ch ahglgoTpounded by
rcement and criminal justice administ?Siilc S percep-
on as being

forces, correctj i
: ions facilities, < ] :
Ways to chan e thi -5, Juvenile Justice pro
e e i ek RS
e . anging

Legal Basis for Affirmative Actions
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lists specific prohibitions against employment discrimination:

The Office of Civil Rights Compliance (OCRC) is charged with the

enforcement of the JSIA by implementing regulations that cover nondis-
crimination in federally assisted crime control and juvenile delin-

Section 42.203 of these regulations

) It is unlawful to deny employment because of race, national
origin, sex, or handicap in connection with any program or

activity funded in whole or in part with money made available
under the JSIA or the Juvenile Justice Act.

. It is unlawful to use any selection device in a manner that
is inconsistent with the Uniform Guidelines on Employee

Selection Procedures (28 CFR Part 50).

° It is illegal to. use a minimum height or weight requirement
that operates to exclude disproportionately women and persons
of certain national origin unless business necessity can be

demonstrated.

Section 42:205 of the regulations empowers OCRC to investigate
employment discrimination complaints, and Section 42.206 authorizes
OCRC to conduct periodic compliance reviews of those recipients who
appear to have equal employment opportunity problems. These guidelines
apply to agencies and programs that receive funds from the NIJ, the
LEAA, the BJS, and the OJJDP./2/

A major thrust of any affirmative action effort must be recruit-
ment. Without recruitment strategies tailored to encourage women and
minorities, the kinds of people an agency attracts will be limited.

For some fields, few minorities and women have prepared themselves for
careers because they never perceived real opportunities existed. This
circumstance is still too true in the criminal justice field. Strate-
gies to get individuals into these fields must focus on removing obsta-

cles to participation in them.

2The guidelines governing nondiscrimination in employment practices and
procedures require the following: "Each recipient of LEAA assistance
within the criminal justice system which has 50 or more employees and
which has received grants or subgrants of $25,000 or more pursuant to
and since the enactment of the Safe Streets Act of 1968, as amended,
and which has a service population with a minority representation of 3
percent or more, is required to formulate, implement and maintain an

equal employment opportunity program relating to employment practices
affecting minority persons and women." See Federal Register, Vol. 43,
See also "Recruitment and the

No. 127 (June 30, 1978), page 28802.
Written EEOP," page 13, for more information on goals and timetables.
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Where entry-level jobs are filled through noncontinuous testing,
affirmative recruitment is often difficult. Minorities who f£ill out
application forms and then do not receive any response for 6 months
become discouraged. Any recruitment effort that is far removed from
the actual test date or completion of the selection process--for exam-
ple, recruiting in January for jobs to be filled the following Octo-
ber--might be viewed as false advertising by those who feel they have
reason to be suspicious. In these situations, agencies need to observe

certain precautions:

° Recruiters should followup all applicants.

Recruiters should give detailed information about what to
expect during the remaining steps in the application process.

® Recruiters should indicate closing dates and other limita-
tions related to the job application process to all people

applying for a job.

Review Existing Procedures

Obviously, a close review of how the system works and how it is
viewed is necessary before effective recruitment can begin. Such a
review is required for developing an Equal Employment Opportunity Pro-
gram for all phases of a recipient's employment process: For recruit-
ment, selection, prometion, discipline, assignment, and so on. The
details of preparing an EEOP are covered in Designing, Implementing,

and Evaluating an Egqual Employment Opportunity Program, by Boyd and
Bennett, University Research Corporation, the OJARS Civil Rights Com-

pliance Project, March 1981.

Recruitment planners should analyze their recruitment system to
determine whether it is open or closed. Recruiters should inventory
the tests used to screen applicants and the testing schedules; they
should identify which are continuous and which are noncontinuous; they
should pinpoint problems in these areas and plan corrective action. It
will probably be necessary to work within the existing system for a
while since making real procedural changes in public personnel systems

is usually a time-consuming, complicated process.
Put on the “shoes'" of applicants and ask the following questions
about your recruiting procedures:

1. What happens to pecple who apply for a job or express an
interest and then face a long delay before the actual test
date? Do people get lost in the shuffle? What provision is

made for followup?

Where are job announcements posted? Are minorities and women

likely to see announcements?
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In reviewing job announcements and other materials, recruiters

should remember that the goal is to enlarge the pool of gqualified

To reach this goal, literature and advertising should:

Clearly state the absolute minimum qualifications. Listing
vague qualifications could raise false hopes. Listing
"desirable! qualifications that are not actual requirements
will create confusion and arocuse suspicions of disparate
treatment, all of which can create additional public image

problems.

Clearly indicate what has to be done in order to make formal
application for the job--where to go to obtain applications,
what documents need to be shown or submitted with applica-

tions, etc.

Give some indication of what applicants can expect during the
recruitment process. If no specific test date is planned,
indicate the time period involved--i.e., the test will be
held on an as-needed basis. If there are closing dates or
deadlines, say so; 1.e., applications will not be accepted if

filed after a given date.

Step #3: Use the Media

It is hard to think of anything that can get your message out more
quickly than radio, TV, newspapers, and magazines. Don't let the idea
of costs scare you. TV and radio stations are required by law to make
time available at no cost for public service announcements. Newspapers
are glad to run an article describing your work or your recruitment

campaign.
Don't forget these other vital resources for publicizing your

recruitment campaign:
® foreign language newspapers
] local community newspapers
union or employee organization newsletters

newsletters and journals published by minority organizations.

Step #4: Get the Community Involved

If you are making a sincere effort to change both your public
image and the makeup of your work force, there are numerous groups and

organizations who will be happy to help you.

Every town has religious, professional, fraternal, and educational
organizations who devote a major share of their efforts to public ser-

vice. Frequently these groups are looking for a project to support.
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any of the original people of Europe, North Africa, or the
Middle East.

® Black, not of Hispanic origin: A person having origins in
any of the black racial groups of Africa.

® Hispanic: A person of Mexican, Puerto Rican, Cuban, Central
or South American, or other Spanish culture origin, regard-

less of race.

. Asian or Pacific Islander: Persons having origins in any of
the original peoples of the Far East, Southeast Asia, the
Indian subcontinent or the Pacific Islands. This area
includes, for example, China, Japan, Koreéa, the Philippine
Islands, and Sameca. The Indian subcontinent takes in the
countries of India, Pakistan, Bangladesh, Sri Lanka, Nepal,

Sikkim, and Bhutan.

. American Indian or Alaskan native: A person having origins
in ‘any of the original peoples of North america and who main-
tains cultural identification through tribal affiliation or

community recognition.

There are several ways to collect the required data. Probably the
best way is to ask applicants to £fill out a form on which they can
check race and sex categories. This form can be either a tear-off

- “——————»
-
—_— )
Figure 3
Sample Applicant Flow Record
NUMBER OF APPLICANTS
JOB CLASSIFICATION/ SALARY MALE FEMALE
TITLE RANGE 8 W | o [A/PUIAIZAN] B | W | H | AP AIZAN
i Total
‘ Percent
® White, not of Hispanig origin: A person having origins in

i g -
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section of the application form or a separate sheet or card.. Whatever
method is used to collect the data, two practices are essential:

) Applicants must be informed that the data are being collected
for EEO reporting purposes only.

® The data should be maintained separately from the applicat%on
forms and in such a way that they do not affect the selection
process.

Other data needed for assessing recruitment efforts are labor
force composition and trends to enable comparison with the composition
of one's internal work force. These data should be readily available
since sound personnel management practices necessitate such information
for forecasting. Recruiters should have access to such information rou-
tinely so that staffing needs are met gquickly.

Recruiters and lihe staff should be aware of trends likely to
affect the mix of the applicant pool. These trends include changes in
the population served and in service needs, in types of jobs needed,
and in job technology that will affect the types of workers needed.
Other information should shed light on the possibility of retraining
employees displaced by technological changes, expected turnover rates
through retirement and by specific categories of workers, and changes
in the supply and demand for workers with special skills.

These statistics relate directly to the goal of aligning an agen-
cy's work force with the makeup of the available labor market. 1In
gathering these statistics, it is best to catalog all positions in an
agency by job classification and pay, then by the racial and sex char-
acteristics of incumbents. (The same race and sex data are then col-
lected on the applicant pool, as described in detail below.)

Another collection of statistics is needed on labor market compo-
sition of the area from which recruiters intend to draw applicants.
One must outline the types of industries in that area; the size of the
potential applicant pool, its mobility, and its educational levels; the
pool's age, income, and ethnic distribution; transportation facilities;
housing patterns; and health care. It is also necessary to graphically
depict the applicant pool by sex, race, and national origin, indicating
the number of workers and the number of unemployed people in the area.
These data are guite similar tec the data forecasters need for routine
forecasting. Many sources at the Federal, State, and local levels
exist for getting the data: The Bureau of Labor Statistics of the U.S.
Department of Labor; the U.S. Census Bureau;. the local Chamber of Com-
merce; local employment agencies; local institutions of higher educa-
tion; State Employment Services; local social service agencies; city
and county planning commissions, and so on.

The work force data by job classification provide the information
needed to establish whether recruiting and/or hiring practices are dis-
criminatory. These also provide the basis for identifying problem
areas or discriminatory employment practices. In addition, by develop-
ing such a detailed picture of the internal workforce and available

- 12 -
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labor market, agency planners get a firm grip on the resources avail-
able for recruiting applicants.

Recruitment and the Written EEOP

All statistics and information collected to develop an affirmative
recruitment campaign must be retained for inclusion in the written
Equal Employment Opportunity Program.

Indeed, that written EEOP is the history an agency might use as a
defense in the event charges of discriminatory practices are brought
against it. The written EEOP is certainly needed for compliance
reviews conducted by the Office of Civil Rights Compliance. OCRC staff
look for the following recruitment process documentation during a com-
plaint investigation and/or a compliance review:

] A copy of the written procedure (if one exists) which the
agency follows to seek out job applicants.

° If there is no written procedure, a brief narrative which
describes both normal and special recruitment practices.

. A list of all media sources, trade schools, universities and
colleges, professional organizations, and community groups
used for recruitment over the past 1l2~month period.

. Information on the frequency and manner in which each of
these recruitment resources were used.

. If data are available, the number by race, sex, and national
origin of candidates referred from each of these resources.

) On a random sample basis, selected recruitment resource agen-
cies are contacted in an attempt to confirm their utiliza-
tion.

° A brief narrative of procedures the agency follows to keep an

applicant's interest during the selection process.

- 13 -
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effect after receiving Federal assistance: : T o
Criminal justice agencies exist to serve the public. Clearly it P i L "7 ' B "
follows that those agencies should be representative of the public they e ' : = R
serve. Affirmative recruitment strategies can have a great impact on ; ’ . - N L = ) s
the effectiveness of an organization and can widen equal employment E s ' " S o
opportunities. s " : - -
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