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Chapter 1

Introduction and Background

Introduction and
Background

The Human Resources and Risk Programs serve as internal service providers,
assisting the County’s operating departments. Collectively, the two programs are
staffed by a team of 8, which include: a director (currently vacant), 3 human
resource (HR) analysts, 2 administrative assistants, and 2 project/program
coordinators1. Staff time is allocated between the two programs.
The HR program is budgeted with 5.27 FTE and operates with a fiscal year 2014-15
budget of approximately $700,000. The majority of the budget ($568,022) is for
personnel and the remaining $138,964 is for materials & services. The program is
funded through a cost allocation system referred to as chargebacks, by which each
County department is charged a percentage of the program’s operating costs. The
chargebacks are allocated on a per employee basis.
HR’s primary responsibilities include the following: assisting in the recruitment of
new employees; processing employee paperwork; facilitating and conducting
employee training; providing guidance to departments regarding employee
performance, labor relations issues, and applicable labor laws; and participating in
the collective bargaining negotiations and responding to issues surrounding
collective bargaining agreements.
This report only addresses responsibilities relating to the receipt and review of
applications for employment. Other responsibilities of the HR and Risk Programs
will be included in future internal audit reports.
HR receives employment applications and conducts a “pre-screening” to determine
which applicants met the position qualifications as stated in the job announcement.
HR forwards the applications of those determined to be qualified to the department
with the vacancy. That department selects which pre-screened applicants to
interview, schedules and conducts interviews, conducts reference checks, and then
selects an individual to fill the vacant position.
To provide this report with historical context, the history of the HR/Risk Programs
should be noted. The directorship was created in 2006 and there were 2 directors
between October 2006 and February 2012. For the last 3 years the position has
been unfilled. During this time, the County’s Senior Deputy Administrator has been
tasked with management responsibility for the Programs, while retaining his other
duties.

11

The FTE count is 7.85 as not all employees work 40 hours per week. It also includes .1 FTE assigned to Facilities Mgmt.

__________________________
Human Resources

______________________
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Audit Authority

We conducted our audit in accordance with Codified Ordinance 218 pertaining to
the County Auditor. Our audit was included in the fiscal year 2014-15 Internal Audit
Plan.

Compliance with
Government
Auditing Standards

We conducted this performance audit in accordance with generally accepted
government auditing standards. These standards require that we plan and perform
the audit to obtain sufficient, appropriate evidence to provide a reasonable basis for
our findings and conclusions based on our audit objectives. We believe that the
evidence obtained provides a reasonable basis for our findings and conclusions
based on our audit objectives.

Confidential or
Sensitive Information

We withheld names and related information that would identify individuals who
have applied for and/or are employed by the County.

Audit Objectives

The audit was conducted to determine if the application receipt and review process:

Audit Conclusion



Is operating efficiently;



Is compliant with federal and state employment laws and County policy; and



Contributes to HR’s strategic objective of identifying, through a competitive
screening process, the best qualified candidates for County positions.

The biggest issue involving the application process is the question: What is the
appropriate prioritization and balance between the risk of being accused of bias in a
hiring decision and the risk of losing the opportunity to hire the individual best
suited for a position?
We found that the program is compliant with federal and state employment laws,
though there is one slight variance between current practices and the process as
prescribed in County Ordinance. We also found that the process operates
efficiently, though small wording changes to the job announcement may help to
reduce the number of individuals applying for positions for which they are not
qualified; this would reduce the amount of applications needing to be reviewed.
Since there were no issues with compliance or efficiency, our focus turned to
effectiveness. HR’s objectives are to protect the County from lawsuits and
grievances while also serving the needs of the hiring departments. This involves
appropriately prioritizing, balancing, and mitigating the aforementioned risks.

__________________________
Human Resources

______________________
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We believe it would be in the best interests of the County to reassess the risks,
rewards, available options, and opportunities to mitigate risks related to the
application process. Doing so would help ensure that future practices best serve the
needs of the County. However, a reassessment should be based on direction from
County leadership regarding the willingness and extent to which each risk should be
accepted.
We came to our conclusion because we found that current practices effectively
mitigate the risk of being accused of bias or favoritism. However, we also found
that as a byproduct of doing so, some applicants are being eliminated from the
hiring process during the initial review of qualifications due to what we consider to
be minor technicalities involving the submittal of their applications.
Our audit findings are discussed in Chapter 2.

Audit Scope and
Methodology

The scope of the audit focused on HR practices and position openings advertised in
fiscal year 2014-15.
Audit procedures included:

Audit Criteria



Interviewing HR staff to gain an understanding of workflow processes;



Surveying employees and management to gain their perspectives on HR
operations; and



Reviewing employment applications submitted to the County for position
openings advertised in fiscal year 2014-15.

County Ordinance Chapter 246 establishes the process for filling vacant positions.
This, and equal employment laws, served as criteria for determining compliance. No
specific criteria was used in evaluating the efficiency of operations or the
contribution to the objective of providing hiring managers with a pool of well
qualified job applicants.

__________________________
Human Resources

______________________
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Chapter 2

The Application and Application Review Process

Organizations must
balance two risks:
1) a legal challenge
over a suspected unfair
or biased review and
2) not selecting the
best candidate.

The County’s HR program must prioritize and appropriately balance two competing
risks. There is the risk that the County will be accused of an unfair or biased
selection of one applicant over another. There is also the risk of eliminating well
suited applicants from the selection process. County ordinance and ensuing
procedures focus on the risk of accusation of an unfair or biased selection. As a
result, the County is well protected. A consequence of that focus is that some
otherwise qualified applicants are being eliminated from consideration due to what
may be categorized as technicalities when submitting applications.

County Ordinance and
HR procedures focus on
avoiding the risk of an
unfair or biased
selection.

County Ordinance Chapter 246 establishes a systematic process for filling vacant
positions. The Ordinance helps minimize the risk of the County being accused of an
unfair or biased selection of one applicant over another by establishing that:
“No person who has failed to file a proper application by the filing
deadline may be appointed to any permanent position with the County.
Resumes may be accepted as additional information regarding the
applicant. However, all information requested on the application shall
also be submitted.”
Additionally, Section 246.10 titled “Disqualification from Consideration for
Employment” establishes a list of reasons a potential employee may be disqualified
as an applicant. The list includes the following:


Failure to meet minimum qualifications for the applicable position as
described on the job announcement; and



Incomplete application/resume, which, in the view of the County
Administrator, does not include all required information.

The Ordinance guides HR, which serves as the initial gatekeeper of the employment
application process. HR is tasked with reviewing applications to determine if the
applicant submitted a complete application and met the minimum qualifications. A
completed application includes submission of transcripts and/or professional
licensure/certification, if the position requires a degree or professional designation.

__________________________
Human Resources

______________________
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Finding # 1

Conducting the Application Review

HR’s review of applications is referred to as the minimum qualification “pass/fail”
HR determines if
review.
applicants meet
minimum qualifications
Those whose applications document that the individual met the minimum
qualifications are deemed “qualified” and passed along to the hiring department,
which then selects the applicants it wants to interview. Those that fail to
demonstrate they meet the minimum qualifications are eliminated from further
consideration and are not passed on to the hiring department. This practice is
compliant with County Ordinance. Furthermore, in reviewing a large number of
applications, we found that the HR program is consistent and accurate in its practice
of reviewing applications.
Occasionally qualified
applicants are screened
out due to technicalities
such as….

Of interest, we found that the practice results in the elimination of applicants who
are determined to not have met the qualifications due to what we term “technical
issues” with the application form and process. Submittal of an unofficial transcript
that does not list graduation status, failure to submit transcripts at the time of
application, not listing ten years of experience on an application, and related issues
have all resulted in applicants being eliminated from further consideration.
Even though some applicants are being screened out due to technical issues, as a
general rule each job announcement still results in a pool of qualified applicants. As
such, the risk is best described as the risk that the County misses the opportunity to
consider an applicant who may be the best fit for a position. The risk is not that the
position will go unfilled.
The following two examples illustrate our point. Each example discusses the results
of a particular recruitment, including the reason some applicants were deemed
unqualified.
The first position required a combination of education and experience equivalent to
the completion of a bachelor’s degree in social work, psychology, nursing or a
related field and one year of experience in the delivery of mental health and/or
social service. Eighteen of the 33 (55%) applicants were passed. Of the 15 that did
not pass, 3 were failed for not submitting transcripts and 5 were failed for technical
issues, which included:

Not quantifying
volunteer hours



The applicant listed volunteer mentoring experience over a 2-3 year period
but did not list the specific months or hours. Without those details, HR

__________________________
Human Resources

______________________
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could not determine the equivalent number of full time months of
experience.
Submitting
documentation of a
master’s degree, but not
the required bachelor’s
degree



An applicant who submitted transcripts showing enrollment in a doctoral
program and a separate letter, on college letterhead, stating she had
completed her master’s degree. However, neither document explicitly
stated she had earned a bachelor’s degree and she did not submit
undergraduate transcripts. She was “failed” because her application packet
did not document achievement of a bachelor’s degree.



An applicant with around 3 years of relevant experience submitted
incomplete transcripts. The submitted transcript was for a few classes
taken in the 1990s but the applicant had indicated she graduated in 2012.

The second position was a part time position requiring a bachelor’s degree in a
relevant field. Nineteen individuals applied. Eight of the 19 (42%) were passed. Of
the 11 that did not pass, 1 was failed for not submitting a transcript and 3 were
failed for technical issues, which included:
Accidentally uploading
one page of a transcript
twice, and failing to
upload another page

Submitting unofficial
transcripts that do not
verify that a degree was
awarded

Not checking the parttime work box for a
part-time position



One applicant attached 3 documents, each containing a screen shot of one
page of his graduate school transcripts. It appears as though page 2 of his
transcripts were uploaded twice and page 1, where status of the degree is
often located, was not uploaded. The applicant was failed because the
uploaded documents failed to demonstrate he held a bachelor’s degree in a
relevant field. It should be noted that the pages clearly indicate he was in
graduate school, from which it can be inferred that he had previously
earned a bachelor’s degree, but not whether the field was relevant.



One applicant, currently an Extra Help (temporary) County employee, was
failed with the comment, “No degree date on transcripts submitted.” The
transcripts submitted were unofficial records provided by the applicant’s
college advisor that listed the classes taken and grades earned but did not
state the student’s status of having been graduated.



One applicant was failed with the comment “Only wants full time work.”
The applicant had checked the box that he would accept full time work and
the box that he would accept temporary work but hadn’t checked the box
that he would accept part time work. As the position announcement clearly
stated it was a part time position, it is unclear why he didn’t check that box.
One possible hypothesis is that he thought it was understood he would
accept part time work, since the announcement stated it was a part time
position.

__________________________
Human Resources

______________________
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Not including current
County employment
experience

Aside from our review, we were told of an instance when a County employee of 20
years applied for the next higher position in his employment series. On the section
of the application requiring the applicant to list 10 years of employment history, he
listed the position he had for 3 years prior to joining the County but he did not list
his current County position, which he has held for 20 years. He was “failed” and
thus eliminated from further consideration for failing to list 10 years of employment
history on the application.

If there is an
educational
requirement, failure
to submit transcripts
results in immediate
disqualification

There are also many instances in which applicants are failed for not submitting
transcripts. This occurs because transcripts, when needed to demonstrate the
applicant meets the minimum qualifications, are considered to be part of an
application and County Ordinance 246.05 (A) states:
“No person who has failed to file a proper application by the filing
deadline may be appointed to any permanent position with the County.”
The County makes several efforts to communicate that transcripts must be attached
to applications when a position requires degree completion. Despite these efforts,
we found applicants who listed a degree in the educational background section and
otherwise met the minimum qualifications, but then did not submit transcripts.
We reviewed 6 positions requiring a degree and found that not submitting
transcripts accounted for 14% of those who failed the initial review. This is in
addition to those who failed because the transcripts submitted did not show that a
degree was earned, as shown below. The following table provides an overview of
the 6 positions reviewed to determine why applicants do not pass the initial review.
Application Review Results

2

Position

Total
Applicants

Applicants
Passed

Applicants
Failed

1
2
3
4
5
6
TOTAL

6
33
21
8
22
19
109

1
18
10
5
17
8
59

5
15
11
3
5
11
50

Failed for not
submitting
transcripts
1
3
0
0
2
1
7
(14% of failed
applicants)

Failed because
submitted
transcripts didn’t
show that degree
was earned
1
4
1
0
0
2
8
(16% of failed
applicants)

Didn’t meet
minimum
qualifications or
other reason2
3
8
10
3
3
8
35
(70% of failed
applicants)

Other reason included an applicant for a part time position who did not indicate he/she would accept a part time position.

__________________________
Human Resources

______________________
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Source: Auditor Analysis

Interestingly, 4 of the 7 who did not submit transcripts stated in the supplemental
questionnaire that they attached their transcripts. The other 3 stated that they did
not attach their transcripts.
The failure to submit transcripts by these 7 begs the question, “why a person would
put the effort into completing an application and then not submit required
supporting documents?” We cannot answer that question as we did not contact
these applicants to ask them why, but we can offer some hypotheses.
Of the 4 who stated they submitted transcripts, we found that 2 had previously
applied for other county positions and had submitted transcripts for those positions.
Additionally, one of the 3 who stated that he did not submit transcripts had
submitted transcripts for a position he had applied for earlier.

Possible reasons
transcripts aren’t
submitted…

We can speculate – but it is pure speculation – that these individuals erroneously
thought previously submitted transcripts would get attached to the new application
by the NeoGov system. The application instructions do state the following:
“If this is the first time you are applying using our on-line job application, you
will need to create an account and select a Username and Password. After
your account has been established, you can build an application by clicking on
the "Build Job Application" link. This application can be saved and used to
apply for more than one job opening.”
Regarding the other remaining applicants who did not submit transcripts, we can
only speculate that at least for some of these applicants, the submittal requirement
is not being clearly understood and/or taken seriously.
Albert Einstein is said to have offered the following, “If I had an hour to solve a
problem, I’d spend 55 minutes thinking about the problem and 5 minutes thinking
about solutions.” Towards the goal of reducing the number of applicants that fail to
submit transcripts, we identified several possible factors that may be contributing to
the issue. Again, we can only speculate.
The transcript requirement is clearly stated in the application instructions.
However, the list of instructions is long and the font small (See Appendix A) and
many individuals may quickly skim or ignore the instructions before proceeding to
the online application form.

Is the employment
application vague on
when transcripts
must be provided?

The County’s employment application form makes it clear that transcripts are
required to demonstrate academic credentials – but the application does not
explicitly state when transcripts must be provided. Some applicants may

__________________________
Human Resources

______________________
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erroneously think that transcripts will be reviewed later in the process, not at the
beginning. The application section titled “Pre-Employment Requirements and/or
Preferences” is worded:
“Transcripts must be submitted in order to meet the educational
requirements of this posting.”
Some applicants may
think transcripts are
only required if they
are substituting
education for
experience?

The “Supplemental Question” section also documents that transcripts must be
submitted if the position requires a degree. However, it is possible that some
applicants are interpreting the wording on the application to mean that transcripts
must be submitted at the time of application only if the applicant is substituting
education for experience, as some positions allow applicants to do. The question is
worded as follows:
“Did you submit your transcripts in order to meet the educational
requirements of this posting? For transcripts to be considered, credits
must be from an accredited college or university. Your transcript must be
attached and submitted to receive credit for education coursework, as
applicable, at the time of your application. Transcripts must identify the
institution and if applicable, the degree awarded. It is recommended that
you attach your transcripts even if you believe you meet minimum
qualifications with work experience. Transcripts may be used as additional
information as applicable if experience calculations cannot be made with
work experience alone. Diplomas are not accepted in lieu of transcripts.
Note: To protect your confidential information, please redact (black out)
your social security number and birth date on all transcripts before
attaching to your application.”

HR’s practices
promote consistency
and protect against
possible lawsuits but
the County may be
missing out on the
best candidates

As discussed earlier, HR is tasked with the challenge of prioritizing and balancing the
risk of being accused of an unfair or biased selection with the risk of eliminating a
potentially best fit applicant. It is not an easy balancing act and there is no right or
wrong answer as to what procedures should be implemented. HR, with the input of
County leadership, must determine what the appropriate balance is and then
develop procedures accordingly.
Recommendations for Finding # 1
This section discusses several ideas that could be implemented. These are offered
as “food for thought.” Each is intended to help accomplish the goals of ensuring a
fair and consistent approach is used when determining if applicants meet the
minimum qualifications while simultaneously providing the hiring departments the
opportunity to consider the largest pool of appropriate candidates.

__________________________
Human Resources

______________________
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Some of these ideas would work in concert with each other and some provide
various alternatives to a specific issue. Each idea has its pros and cons and is
therefore offered only as an idea to consider in concert with discussions relating to
establishing the appropriate risk balance.
Recommendation # 1 – As discussed above, there are various situations that occur
which result in a job applicant not demonstrating that he/she has met the minimum
qualifications and therefore being eliminated from further consideration. To reduce
the number of times this occurs we recommend the following:
a. That a review of the application instructions, the job announcement, and the HR
web site be conducted by a team comprised of HR representatives,
management, and employees to identify opportunities to improve the clarity
and delivery of application instructions.
For example, some ideas to consider include:


Adding a Frequently Asked Question (FAQ) and/or a “Common Reasons
Applications Are Rejected” section to the HR web page.



Having the font size of the “Welcome to Jackson County’s application
process” page changed so that it prints at something larger than an 8
font.



Rewriting and reformatting the application instructions so that
information applicants need to know is more prominently presented.

b. IT staff work with HR to identify opportunities to embed automated controls
within the online NeoGov system which would detect and then prevent
submittal of incomplete applications, for example applications without a
transcript attached and applications where the dates of employment aren’t
entered. (IT and HR have initiated this recommendation)
c. That supplemental questions be used to specifically state certain requirements
such as submittal of transcripts and relevant experience. For example, to
ensure prospective County auditors understand that transcripts must be
submitted at time of application, a supplemental question for an audit position
could state: This position requires a bachelor’s degree in accounting or business
administration with major course work in accounting, finance, or a related field.
If you do not attach transcripts showing you obtained one of the degrees listed
above, you will not be considered for this position. Did you attach your
transcript? Yes or No.

__________________________
Human Resources

______________________
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Recommendation # 2 – We found that the HR staff was consistent in their
determinations as to whether applicants met the minimum qualifications. This was
the result of the diligence and skill of the individual assigned this task and not
because any controls were in place. Because it is generally not preferable to rely
solely on the skill of the one individual, to provide additional assurance that no
qualified applicant is incorrectly disqualified we recommend that HR consider
whether staffing levels and workload would allow for having disqualified
applications be reviewed by a second staff person.
Recommendation # 3 – We recommend that a formal procedure be implemented
that provides the hiring department with the opportunity to review all the failed
applicants for a position and ask for a redetermination of those applicants the
department believes met the minimum qualifications.
Recommendation # 4 – We recommend that HR reconsider whether the applicant’s
indication (by clicking on the boxes) of his/her willingness to accept full time,
temporary, and part time work be considered when determining whether the
applicant meets the minimum qualification. We make this recommendation out of
concern that an erroneous click (or lack of a click) can be disqualifying suitable
candidates. We suggest that the County’s interests would be better served if when
contacting an individual to schedule an interview, the caller verify the type of
employment with the applicant.
Recommendation # 5 – The recommendations made above should resolve the
majority of situations described above and aid the hiring departments in obtaining
the largest pool of suitable applicants. However, should this not be the case and if
the need warrants it, the County may wish to explore the following general ideas:
a. Removing the requirement that transcripts be submitted at the time of
application.
b. Having the County Administrator, County Counsel, and HR Director jointly
determine the appropriate level of flexibility that could be granted to
departments which may wish to contact an applicant whose application was
initially determined to not have met the minimum qualifications for the purpose
of seeking additional information for use in determining whether the applicant
does meet the minimum qualifications. We do caution that any decision to do
so would need to be implemented in a manner that does not take on any
unnecessary risk that the County could be accused of unfair or biased selection
processes.

__________________________
Human Resources

______________________
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Finding # 2

Establishing the Right Amount of Flexibility

The phrase “any
combination of
education and
experience that
provides the required
skills, knowledge, and
ability to perform the
job” is intended to
allow flexibility in
selecting applicants

A system was developed to provide needed flexibility in determining whether an
individual is qualified for a position. However, the system provides limited flexibility
and can be confusing to applicants. Some job announcements list specific
educational and/or experience requirements but then indicate the applicant could
have any combination of education and experience that provides “the desired skills,
knowledge, and ability required to perform the job.” For example, the posting for
the position of Juvenile Probation Officer stated:


A Bachelor’s degree in criminology, behavioral science, communication,
sociology or related field AND three years of case management experience;
OR



Any combination of education and experience which provides the applicant
with the desired skills, knowledge, and ability required to perform the job.

Inclusion of the “OR any combination …..desired skills, knowledge, and ability…,”
can be interpreted by a potential applicant as meaning he/she just needs to
demonstrate the ability to perform the job. However, HR does have specific
education and experience criteria that it uses to determine if an applicant meets the
minimum qualifications.
HR has a formula for
substituting education
for experience

HR’s practice is to utilize a specific formula that allows education to substitute for
experience and vise-versa. The ratio is that two years of full time experience
equates to one year of education. However, the same year worked cannot be
double-counted to satisfy both education and experience. The formula is applied to
the listed number of years of education and experience listed in the position
posting.
The following table illustrates which hypothetical candidates for the Juvenile
Probation Officer (JPO) position would be “passed” or “failed” based on the criteria
listed above of a 4-year degree plus 3 years of experience:
Applicant Scenario

Who is qualified?
Applicant
A
B
C
D
E

__________________________
Human Resources

Years of
College
0
1
0
1
0

Years of Experience as a
JPO in another county
9
9
10
10
11

Does the Applicant Meet the
Minimum Qualifications?
No
Yes
No
Yes
Yes

______________________
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At the beginning of this report section, we commented that HR is faced with the
challenge of balancing the risk of being accused of an unfair or bias selection of one
applicant over the other with the risk that the best suited individual for a position
will not be selected. The practice of using specific educational and years of
experience as minimum qualifications reduces the risk of bias or favoritism but
increases the risk that a well-suited candidate will not meet the minimum
qualifications.
The formula offers
very limited flexibility
and may sometimes
screen out the best
candidate

Using the scenario in the table above, the candidate with no formal education but
10 years of experience could be a better suited candidate than both the individual
with 1 year of education and 9 years of experience and the individual with 11 years
of experience.
At the highest level of the organization, a decision needs to be made as to whether
to maintain the current system or allow for more flexibility in determining if an
applicant is qualified.
Recommendations for Finding # 2
Recommendation # 6 – Consider implementing a hybrid system that allows for
more flexibility for some positions but not for positions that typically attract a large
pool of suitable applicants.
Recommendation # 7 – Consider removing or rewording the “OR any combination
of education and experience which provides the applicant with the desired skills,
knowledge, and ability required to perform the job” to avoid confusing potential
applicants as what the minimum qualifications are.

__________________________
Human Resources

______________________
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Finding # 3

Small Discrepancy Between Current Practice and County Ordinance

Current practice does
not follow Ordinance
exactly, but it may
better serve the
County’s needs

County Ordinance established a more involved role of the HR program in the
selection of applicants to be interviewed for a position than is currently in place.
However, the current practice may better suit the needs of the County.

Ordinance states HR
will forward 3-10
applications to the
department, with
exceptions allowed

The exception has
become standard
practice - HR currently
forwards all
applications that meet
minimum qualifications
to the department

Section A of County Ordinance 246.12 Referral of Applicants states the following:
“Upon completion of the recruitment period for applicants to fill a
vacant position within the County service, the County Administrator
or his or her designee shall review the qualifications of the applicant
for the position as stated on the appropriate job description. As
specified by the department which has the vacancy, three to ten
applications for the position shall be referred to the department…”
Current practice does not conform to the standard practice established by the
ordinance quoted above. As discussed earlier, HR conducts the initial review of
applicants to determine if they meet the minimum qualifications. All applicants
meeting the minimum qualifications are forwarded to the hiring department and
the hiring department then determines which applicants to interview.
Forwarding all “passed” applicants is allowable per Section C of the Ordinance, but
the Ordinance, as stated below, established that this was to be the exception and
not the rule.
“As the result of approved testing procedures or other
circumstances, the County Administrator may grant an exception to
this section, enabling the department to receive all applications of
persons determined to meet minimum qualifications. A request for
such an exception shall be in writing and shall state the result if the
request is granted.”

Forwarding fewer
applications reduces
the risk of favoritism
during selection by the
department; however,
the department is also
in the best position to
determine who should
be interviewed.

There are positives and negatives to both the method prescribed in Ordinance and
the method currently being used. Having HR determine who will be interviewed
would reduce the opportunity for favoritism to impact the hiring decision.
However, the hiring department is best suited to evaluate applications and
determine which applicants have the needed skill set for a given position and should
be interviewed.

__________________________
Human Resources

______________________
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HR passes the majority
of applications on to
the department
Having the department
screen the applications
rather than HR would
reduce the overall
number of County hours
spent reviewing
applications

Alternatively, a third option exists. HR’s role could be limited to the collection of
applications, and responsibility for determining whether applicants meet the
minimum qualifications could be shifted to the hiring department. This third option
is noted because in analyzing the current method we found that over half of the
applicants met the minimum qualifications and were forwarded to the hiring
department to review and then select whom to interview.
We reviewed 30 recently closed positions for which a total of 1,244 applications
were received. We found that 724 of the 1,244 (58%) were passed and therefore
the hiring departments conducted its own review of those 724 applicants.
Conversely, 520 were failed, which means the hiring department did not need to
look at those applications.
Put another way, in order to prevent the hiring departments from having to review
520 applications that didn’t meet the minimum qualifications, HR had to review
1,244 applications. If we assume it takes on average 2 minutes to review an
application, then HR could have saved 41.5 hours of work and the departments
would have spent an extra 17.3 hours of work, if HR had not performed the initial
pass/fail review for these 30 positions.
This third option would increase both the risk of inconsistency and the risk of
favoritism in the hiring process. However, this risk could be mitigated by requiring
that before interviews are scheduled, the hiring departments would need to
forward the selected applicants to HR so that it could certify that each applicant met
the minimum qualifications. In this scenario, rather than having to review all
applicants to ensure those interviewed met the minimum qualifications, HR would
only have to review the handful of applicants selected for interviews.
It should be noted that HR completes its pass/fail review in a timely manner that
does not impede the hiring process. HR’s goal is to review all applications within 3
workdays of the position closing date, which it generally accomplishes.
Recommendation for Finding # 3
Recommendation # 8 – We recommend that the HR Director, with input from the
County Administrator and Department Directors, determine which of the 3 options
best suites the needs of the County and then take action, as needed, to align current
practices with County Ordinance.

__________________________
Human Resources

______________________

_______
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Finding # 4

The Hiring Process is Viewed Favorably by County Employees
Since HR is an internal service provider, as part of the audit we surveyed
department administrative staff, newly hired employees, and department directors
and managers to gain their perspective on various aspects of the HR program, which
included the hiring process.
Administrative Assistants
We surveyed administrative assistants who serve as liaisons to HR. They work with
HR to get vacancies posted and receive the applications after HR completes its
application review. Eighteen of 32 liaisons responded to the survey. Their
responses are provided in the table below:
Survey Results of Administrative Assistants Serving as Liaisons to HR

Survey Question
HR is quick to post job announcements after I
send them the Requisition Request
HR sends me the qualified applicants within 3
business days of the position closing
HR keeps me informed in a timely manner
regarding a prospective employee’s
completion of drug testing and background
check
Survey Question
I feel comfortable asking HR for help

12

Slightly
More
than Half
the Time
1

9
12

All or
Most of
the Time

Strongly
Agree
9

0

Slightly
Less than
Half the
Time
0

1

0

0

0

1

0

0

0

Agree

Neutral

Disagree

5

4

0

About
Half the
Time

Never or
Almost
Never
0

Strongly
Disagree
0

Note: No responses and “No Opinion” responses were not included in the analysis above.

Newly Hired Employees
New employees, including regular and temporary (Extra Help) hired within the last 6
months, were also surveyed to gain their perspective on the hiring process. In
general, they were satisfied with the process though they were less satisfied with
the online application than with other aspects of the process. Fourteen percent did
not find the online application easy to use. The results of that survey specific to the
application process are presented on the next page.
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Human Resources

______________________
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Survey Results of Employees Hired in the Last 6 Months
Survey Question
I found the online
application to be quick and
easy to use
If required, I had no
problem uploading
transcripts, etc.
I contacted HR during the
application process and
received useful answers to
questions I asked
The job expectations and
duties are consistent with
the information provided in
the job announcement
Overall, I am satisfied with
the hiring process
(applying, interviewing,
testing, and any other
activities that took place
before a job offer was
made)

Strongly
Agree
13

32

8

8

Strongly
Disagree
1

14

30

8

5

2

7

17

14

6

4

0

25

29

32

3

1

1

0

21

39

4

2

0

0

Agree

Neutral Disagree

No Opinion /
Not Applicable
4

Directors and Managers
We also surveyed directors and managers both formally and informally.
Frustrations were expressed and these frustrations led us to perform the work
discussed in findings 1 and 2 above.
We conducted a formal survey to determine the extent to which hiring managers
are satisfied with the number and quality of applications. It should be noted that
many factors that influence the number and quality of candidates are beyond the
control of HR. The hiring departments specify to HR where they would like positions
posted (e.g., just the County website, industry-specific websites, Craigslist, etc.) and
can add additional information to the job description to make it less generic.
The results, which were received from 102 of the 142 individuals surveyed, suggest
that attention should be paid to improving the applicant pool. Excluding those who
responded “No opinion/not applicable,” about one-third of managers/directors are
not receiving the expected number or quality of applicants. However, it should be
considered that expectations are subjective and that they may be higher than
should reasonably be expected.

__________________________
Human Resources

______________________
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The survey results are provided below:
Survey Results of Directors and Managers Regarding Number and Quality of Applicants

24
(28%)

Slightly more
than half the
time
21
(24%)

10
(12%)

24
(29%)

All or most
of the time

Survey Question
The number of qualified
applicants is generally what
I expect to receive or higher
The quality of qualified
applicants is generally as
good or better than what I
expected to receive

14
(16%)

Slightly less
than half
the time
21
(24%)

Never or
almost
never
6
(7%)

21
(26%)

23
(28%)

4
(5%)

About half
the time

The audit team will be examining activities related to attracting candidates and the
results of our examination will be presented in an upcoming report.

__________________________
Human Resources

______________________
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Appendix A

Online Application Instructions
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Management’s Response
Administrator’s Office
Harvey Bragg
Sr. Deputy County Administrator
10 South Oakdale, Room 214
Medford OR 97501
Phone: (541) 774-6009
Fax: (541) 774-6705
BraggHD@jacksoncounty.org

To:
From:
Subject:
Date:

Internal Audit
Harvey Bragg, Sr. Deputy County Administrator
Application and Application Review Process Audit Response
May 1, 2015

I have reviewed the internal report, “Application and Application Review Process,” and would like to thank the
internal audit team for the time and effort put into the audit. I am pleased that the audit found no issues
relating to compliance or efficiency and that the auditors “found that the HR/Risk program is consistent and
accurate in its practices of reviewing applications.”
The audit found that “even though some applicants are being screened out due to technical issues. As a general
rule each job announcement still results in a pool of qualified applicants.” The audit attributed the screening
out of some applicants due to technical issues to “the challenge of prioritizing and balancing the risk of being
accused of an unfair or biased selection with the risk of eliminating a potentially best fit applicant.” The audit
further acknowledged that “it is not an easy balancing act and that there is no right or wrong answer as to what
procedures should be implemented.”
I agree with the auditor’s findings and observations and look forward to receiving input from county leadership
so that procedures can be reviewed and revised, if necessary, to assure practices align with the County’s
operating philosophy and risk appetite.
Regarding the specific findings included in the report, I would like to offer the following observations and
opinions:
Regarding Finding 1, which discusses that some applicants do not submit complete applications, including
transcripts when required.
It is the experience and opinion of the HR/Risk program that some applicants are not serious about their desire
to work for Jackson County and are therefore sloppy in the submittal of their applications. Those applicants
interested enough to call HR/Risk to see if there are any errors on, or clarifications needed to, their application
always receive the help they need to submit a complete application. Therefore, I recommend the County
continue to require those applying for a position with Jackson County to submit a complete application along
with required transcripts at the time of application.

__________________________
Human Resources

______________________
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Regarding Finding 2, which recommends that more flexibility may be needed in determining when an
individual is qualified for a position.
It is my opinion that the current practice of using specific educational and experience criteria as minimum
qualifications should be continued. This practice ensures a fair and consistent approach to the hiring process.
The requirements for specific positions are negotiated between HR and the departments when departments
have concerns about the ability to attract candidates. I expect this practice will continue and that positionspecific requirements will change when appropriate, as a result of this practice. I would be concerned if more
flexibility were to be introduced into the system, as that would increase the risk of bias or favoritism occurring in
the selection process.
Regarding Finding 3, which discusses options by which the initial review can be conducted.
The audit recognized that there are reasons why the current practice of having the duty of initial application
screening remain with the HR/Risk program may be the most appropriate option. It is my opinion that this
option is the best. Having a third unbiased party review applications provides an invaluable shield for
Departments against claims of unfair or biased selection, favoritism, and discrimination. Upon request,
Departments have always been given the opportunity to review all applications in the HR/Risk Office if they
choose to do so. For these reasons, it is my opinion that the current practice be maintained rather than
switching to one of the other options discussed in the report.
Regarding Finding 4 – I have no additional input.

__________________________
Human Resources

______________________
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