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	Introduction


Welcome to Summer Staff Joint Recruitment – A Selection System for Identifying High Values and Low Exposure.  This manual is based on NLOMA’s 7 Steps to Exceptional Staffing, the system designed for the selection and placement of full-time staff.  In some ways, it is an abbreviated version of the 7 Steps adapted to Joint Recruitment; however, it has many unique elements, such as the Position (Job) Application and Interview Questionnaire.  

We all know that finding that individual who exemplifies our values and whose performance will exceed expectations is difficult under the best of circumstances. Today’s legal minefields cause us to be ever more cautious in our hiring practices.  At the same time, the nature of our work demands close scrutiny due to the high impact our camp staff has in shaping the values and views of others — particularly, our children. This system was designed to increase both your effectiveness and your efficiency in performing this crucial task.

Please call us with your questions, comments and ideas for improvement.  We will enjoy hearing from you and always appreciate an opportunity to serve you. 

Brenda Daniel, PerformanceIntel, Inc.  972-983-0030  brenda@performanceintel.com



www.nloma.org for the current NLOMA President’s contact information

	Purpose


Summer Staff Joint Recruitment Guide — Seeking High Values and Low Exposure 

Primary Purpose 

To consistently implement, across Lutheran Outdoor Ministries, a hiring system that will identify employees who exemplify high Christian values (i.e. strong faith, high integrity, dependability, strong work ethic, drug-free) and will project those values as role models in their actions, discussions and counseling to all with whom they come in contact — particularly, the campers — all while gaining a sense of satisfaction for their contribution to the organization’s mission and loving the environment in which they work.  

Secondary Purpose

To minimize the risk of claims and litigation from other employees, counselors, campers and parents due to the actions of negligent, incompetent or otherwise inappropriate staff.

Please note:  The Stratmar Group, Inc. is a general management consulting firm.  The suggestions contained herein are not legal opinions and should not be construed to be legal advice.  This process represents what we believe to be sound practice.  Please consult your labor attorney.

	Joint Recruitment 


	Purpose of Joint Recruitment


Joint Recruitment is a sharing endeavor intended to better match the desires camp staffers have for specific positions and locations with the needs of Camp Directors to meet the demands of heavy summer traffic.  The process is intended to improve overall recruiting efficiency, better match applicants with jobs and save time for each participating Camp Director. 

	Participation Eligibility and Requirements


Those wishing to participate in NLOMA Joint Recruitment (JR) must enroll in NLOMA, pay all fees and send in the JR information forms on time.

All NLOMA JR participating members must at a minimum register for the Joint Recruitment Round Up at the annual NLOMA conference.

Each participating member must have a camp director level representative at the Round Up.
A. Only qualified full-time staff directly responsible for the summer staff may be present at the JR Round Up. 

B. The number of people from each participating member’s camp should not exceed 2

C. Each camp representative must be familiar with the JR process, applications, and interviews.

	Purpose of the JR Round Up


The Joint Recruitment Round Up is that part of the recruitment selection process designed to meet the needs of each JR participating camp by placing the applications of summer staff applicants before all participating camps for evaluation and selection.  The Round Up takes place at the time of the NLOMA annual conference.    

	JR Selection Process Guidelines


On arrival at the JR Round Up all applicant files, except those of high school age applicants, must be turned in to the JR Chairperson.  This includes applications received directly by the Camp.  All applications requesting a specific camp will be given to that camp later in the process. Only NLOMA forms may be used.  The applicant files should include:

A. Completed application – signed by the applicant and designating camp choice

B. Completed interview form,

C. Photograph of applicant if available,

D. Application history worksheet.

The maximum number of applicant files that each camp can take with them at the end of the selection process must not exceed the number of applicants they plan to hire.  For this reason, all files for applicants that have applied to you directly must also be brought and turned in.  A participating camp is, in a sense, helping make sure that each applicant gets a fair and equal chance to be hired by a NLOMA participating camp.

	Rules of the Round Up


A table seat will be designated for each participating camp.  Seating assignments are at the discretion of the JR Chairperson who will endeavor to match camp representatives new to the process with an experienced “mentor”.  

The JR Chairperson will outline the selection process at the start of the first session.

Files may not be exchanged with any other camp representative until the regional round.  

All participating camp representatives who interviewed applicants must remain available in the JR room to answer questions for the duration of the selection process.

Once a participating camp decides they are finished selecting, they must fill out the JR roster sheet and submit it to the JR chairperson.  Only then can those camps begin making contact with the applicants they selected

	The Selection Rounds 


The First Round:

Each applicant who designated a first choice camp will be given to that camp's representatives to determine if that applicant is someone they wish to consider.  If rejected, the file is to be returned to the JR Chairperson.

Remember not to take more applicants files than you are planning to hire.

The Second Round:

All applicant files not selected in the first round will be given to the applicant’s second choice camp’s representative to determine if that applicant is someone they wish to consider.  If rejected, the file is to be returned to the JR chairperson.

The Regional Round:

All camp representatives are grouped according to geographical region. Applicant files not selected in the first or second round will be combined with those files not designating a first or second choice camp. They will be distributed based on the applicant’s geographical location. 

Working together, the camp representatives determine the needs in their region and sort through the applicant files distributed to them.  Files may be exchanged with other camps at this time as long as the applicant file has been seen by its first and second camp choices.

Example: Camp A picks up an applicant in the first round.  The applicant’s second round choice is a camp not in Camp A’s region.  If during the Regional Round, the Camp A representative discovers a need for this applicant at another camp in its region, they must be sure that the applicant’s second round camp gets a chance to consider it first. 

Discussion Time:

After the Regional Round, all JR participating camps will together share needs and requests.  This will be done formally and then informally. This time should be spent 

· discussing possible help that camps can give to each other 

· evaluating unplaced applications 

The Open Round:

The JR Chairperson will collect all applications that:

1. Have not been selected in any of the first four Rounds, and

2. Have a "yes" or nothing on the line requesting willingness to go to “any NLOMA camp”. 

Open Round Process

1. Participating camp representatives will sit in their assigned seats.  

2. Files will be distributed fairly evenly to each person around the table.  Each should make a note as to how many they started with.  For each file in the stack they were given, each person must put their name in the top box of the interview form and circle it. When the file returns to this person it should have been seen by everyone else at the table and is not to be passed around further.  

3. When the “Go” signal is given, camp representatives are to quickly review the files in front of them. Anyone interested in looking further at a file, and still needing applicants, is to clearly put their initials in the "Open" box.  The file is then to be passed clockwise to the next camp representative.  To avoid confusion, only one representative from each camp may initial a file. .

4. Once all files have been circulated, each will be returned to the camp representative who first initialed it. If there is more than one set of initials, whoever has the file must seek out the other camp representative(s) and, with limited time and discussion, determine the best match of camp needs with applicant needs. Discussion continues until agreement is reached on the best fit and one of the camp representatives is willing to cross out their initials and relinquish that applicant.  This process continues until all files have either one or no initials.  

	Post JR Selection Process


After completing the Rounds, each participating camp must fill out the JR Roster Sheet and give it to the JR Chairperson.  Once all roster sheets are turned in, the PAC file is opened.  Any files that are taken must be recorded on that camp's roster sheet.  Again, it is important that all camps do not take more files than they have positions to fill.  By taking files you also agree to contact the applicant and let him/her know you are considering them. You further agree to communicate either a job offer or a rejection notice as soon as possible. 
Applications that are received by a camp after the NLOMA Conference are handled as follows:

1. Applications designating only one camp preference may be kept by that camp. For statistical reasons please let the JR chairperson know about it.

2. Applications designating multiple camps are to be considered by each camp in order of the applicant’s preferences. The JR Chairperson can help coordinate.

3. Applications with no designation or regional preferences should be forwarded to the JR chairperson.

Please take some blank history worksheets home with you to attach to any new applications. 

All applicants deserve our care, concern and appreciation for their interest in our camps.   Whether taking a file from the NLOMA Conference or from the PAC file later, please contact 

the applicant so they know that you are considering them.  If you later decide not to make a job offer, please immediately inform the applicant.  Immediately return the file with appropriate explanation to the JR Chairperson so that the applicant may be considered for other camps. It is simply a matter of courtesy!

Any applicant that rejects an offer must be asked if they wish to be considered for a position at another camp, or if they are withdrawing from NLOMA consideration all together.  If they indicate that they wish to withdraw, please notify the JR Chairperson.  If they indicate that they wish to be considered by another camp, please so note the history sheet and return the file to the JR Chairperson.

	Staffing — Risks and Challenges 


When selecting staff, we believe six areas require high levels of cognizance.

We considered them as we developed this process.

	 Federal/State Regulation:

	
	Particularly concerning discrimination under the Civil Rights Act and Americans with Disabilities Act.

	Civil Litigation:

	
	The extent to which an employer is responsible for the actions of employees on or off the job. 

	Negligent Hiring:

	
	Resulting from violent, felonious or other damaging acts committed by employees hired without background checks, and precautionary information about prior incidents was available.

	Changing Workforce:

	
	Globalization, virtual corporations, attitudes toward work hours and assignments, empowerment, work teams, flat management structures, managing through technology.

	Intentional Losses:

	
	Employee theft of money, product, time — 36,000 business failures (40% of all) are attributable to theft; employees steal 10 times more per incident than shoplifters ($547 vs. $59).  A third of employees routinely steal from employers.  Employee theft has become the fastest growing segment of the economy — $400 billion annually.

	Unintentional Losses:

	
	Caused by hiring misfits to our organizational culture, values, image, management philosophy and work ethic — includes wasted training dollars, lost production, reduced quality, lost customers, management time, adverse affect on the production of others, higher turnover, sheer aggravation.


	The Position Description 


A hiring system is effective only if it satisfies the requirements of an open position.  If we have not accurately described the functions to be performed, then how can we possibly find the best person to perform them?  Since Position and Role Definition are so pivotal to the selection process, we discuss it as a prelude to the selection process.

	Develop an Accurate Position Description Focusing on Essential Activities


	Objective:
	Establish clear criteria so as to:

· Select the best position candidate  


· Create a common management perspective of the position 

· Assist in employee performance evaluation

· Determine training requirements



	Include:
	Hard Skills

i.e. keyboard 85 wpm, lift 150 lbs., fund raising experience, ability to apply GAAP and prepare tax returns, boating certification, MCSE certificate required, etc. 

Soft Skills

i.e., enjoys working with people, team player, articulate communicator, meticulous, responds to coaching, willingly accepts unexpected changes in priorities, strong desire to serve others, deals effectively with irate customers, calm under stress, willing to assume team leadership in areas of expertise

Essential Activities/Requirements

· Ensure compliance with ADA etc.



	Approach:
	· Position holder prepares position description based on experience in position 

· Manager prepares position description based on desired activities and results

· Manager and employee meet to reconcile differences

· Managers complete Job Profile Survey to define soft skills

· Conduct Profile Study to identify characteristics that differentiate top performers from average performers and miscasts



Advisory:

Remember, the objective is to find the best qualified candidate by comparing

the candidate’s qualifications to the essential requirements of the position.

	Attract Applicants from Diverse Sources


	Objective:   
	Create adequate pool of qualified candidates and protect the organization from discriminatory complaints and litigation.



	Include:
	Solid representation from “protected groups.”  Ensure your applicant pool represents the demographics of the area.



	Approach:
	Search/advertise in places, associations, publications etc. that represent a wide variety of  “protected group” members, i.e. ethnic, women, age, etc.  

Sourcing from both protected and non-protected groups may be your best evidence of an unbiased selection system.  A diverse candidate pool allows you to focus your energy on identifying the best job match and organizational fit.  Focusing on anything else may increase the likelihood of charges of either discrimination or reverse discrimination.




Advisory:

Given the tight labor markets we are experiencing in most sections of the country, it is important to keep in mind that we are competing with many other organizations for both camp counselors and full-time staff.  It is also important to know that statistically 2/3’s of the workforce does not like what they do for a living.  While most of these dissatisfied people are not actively looking to change jobs, they may well do so should they become aware of the “right” opportunity.  These are the people we need to target in our recruiting efforts.  Reaching them through traditional means such as classified newspaper advertising is just not effective – particularly when seeking part-time or seasonal workers such as camp counselors
	 Sourcing Options– NLOMA Specific


The following list of sources is designed to help you reach people who will most likely identify with our values.  

It is noteworthy that 80% of full time staff were formerly counselors or have ties to a camp

· Aid Association for Lutherans (AAL)

· Lutheran Brotherhood (LB)

· Christian Camping International  (CCI)

· Lutheran Colleges 

· Regional and National Lutheran Publications

· Lutheran Education Association  (LEA)

· Camper families

· Churches

· Pastor announcement from pulpit

· Bulletin Boards

· Bulletins and newsletters

· Retreats and programs for pastors  — announce needs, request assistance

· Lay people who lead retreats

· Girl Scout leaders

· Secular camps 

· Forestry, state parks, recreation departments

· Put need on prayer chain

· Christian Business Associations (men’s and women’s)

· Internet

· Post on NLOMA site

· Check out:

· Monster.com



· Jobs.com

· Headhunter.net

· Outdoornetwork.com/jobnet

· Nearby companies: layoffs

	Conduct Screening Interview


	Objective:   
	Determine applicant’s eligibility for consideration at the Conference “Round Up”.  



	Include:
	30 minute interview.  

· Standard questions — consistent for everyone.

· Describe what its really like to work at a camp.

· Assess the applicant’s real interest. 

	Approach:
	Both interviewer and interviewee should be working together to establish an initial sense of whether the candidate is right for camp life and whether camp life is right for the candidate.



	Guidelines:

	· Review Application for completeness before meeting with the applicant

· Review all responses and highlight topics to pursue during the interview

· Request permission to take their photograph

· Use Polaroid camera and, if possible, solid colored wall as backdrop

· Have applicant sign back of photograph as proof of permission

· Use the interview questionnaire as designed to ensure consistency

· Assess how well candidate has applied skills and knowledge in prior jobs.

· Complete your evaluation immediately after the interview while your impressions and feelings are still fresh.  Be thorough. Other Camp Directors are dependent on your evaluation to make a decision and the applicant is depending on you to represent him/her well. 

· Do not influence the applicant to apply to any specific camp (including yours)

· Encourage openness to new and/or different places

· Especially discuss the time period the applicant will be available 
· Push hard to determine what positions they will really accept


	Interviewing

Hints


	· Welcome the applicant. Put him/her at ease

· Lead a friendly open discussion of camp requirements with a particular focus on the more demanding aspects. 

· Let the applicant do 80% of the talking during the first 2/3’s of the interview

· Give applicant time to think. Be thoughtful in your questions.  Respond to them.    

· Listen for attitude.

· Listen for idealistic views of camp life

· Silence is okay.  Observe how the applicant handles it.

· Do not lead the applicant or provide suggestions regarding answers


Advisory:

Hiring decisions are often made during the first few minutes of the interview. 

Refrain from first impression decisions— they are the cause of the misfits.

Remember: During the JR process, you, the interviewer, are the applicant’s representative as he/she seeks to serve our Lord in this exciting and unique ministry opportunity.   Get to know them. 

Make notes on any difficulties you encounter with questions or format and give them to the JR Chairperson.  Improving our JR program is an ongoing process. 
	 Arrange Reference & Background Check


	Objective:   
	· Protect the camp and individuals from negligent hiring lawsuits.  Determine areas of concern not uncovered elsewhere.



	Include:
	· (As appropriate)

· Criminal history

· Credit Report

· Driving Record

· Worker’s Compensation Filings

· Education verification

· SSN verification



	Approach:
	· We suggest only ordering background checks on the candidates to be offered a job.  We believe these checks are a necessary due-diligence expense and critical to any defense against negligent hiring lawsuits but, generally, they tend not to eliminate sufficient applicants to warrant use earlier in the process.  

· We do suggest that education and references be verified earlier.  It is usually best to use a professional service. They tend to get the best results and will help you determine what is necessary and allowable under the law.




Advisory:

Be certain background inquiries are job related; i.e., there is no need for the Driver Record check if the job does not require the employee to drive.

	Reference Checking for Results

15 Telling Questions to Ask Prior Employers


1. This is how applicant described his (her) position with you. How accurate is applicant’s depiction?

2. How quickly did applicant learn the job?

3. How quickly did applicant learn to fit into your organization?

4. What skills does it take to be successful in applicant’s last position with you?

5. What personal attributes does it take to be successful in applicant’s last position with you?

6. How well did applicant meet those requirements?      (see questions 4 & 5)
7. How does applicant compare to the person who replaced him (her)?

8. Would you rehire applicant?
9. Did you attempt to get applicant to stay?  Why? (or why not?)

10. How accurately would you say applicant described himself (herself) to you during the employment process? In what areas did he (she) exaggerate?

11. How would applicant’s co-workers describe him (her)?

12. For what type of assignments would you think of applicant first?

13. What type of assignment would you avoid giving to applicant?

14. What would concern you most about rehiring applicant?

15. What would you most like to have known about applicant prior to making your job offer?

	   5 Critical Success Factors 


These characteristics were developed by a “focus” group of NLOMA leadership and Camp Directors during 1999.  Most of those mentioned in the “First Things First” section of this manual participated in this effort. The Appendix of this manual includes the complete list of desirable characteristics that the focus group developed.  These 5 Critical Success Factors were then selected or developed from that list.

Role Model for Christian Values

· High integrity

· Active, growing Faith

· Knowledgeable about the Faith

· Shares Faith easily with others

· Well developed sense of morality 

· Disapproves of illegal drug usage, excessive alcohol usage 

Safety Conscious

· Risk adverse

· Strong tendency to follow rules and comply with policy

· Respectful of nature

Objective Judgment 

· Unemotional approach to decision making

· Provides an element of stability in challenging situations

· Thinks things through, somewhat analytical

· Able to make decisions quickly without affecting quality

· Tends to be open with and trusting of others

Resourcefulness & Flexibility

· Adapts well to changing situations

· Proactive: anticipates problems, creatively avoids them or minimizes their impact

Committed to Camp Mission

· Passionately believes in the camp’s mission

· Expresses strong desire to help the camp meet its objectives 

· Expresses enthusiasm for their role in the camp

· Recognizes their ability to have a significant impact on the camp’s mission

· Has a personal sense of purpose 

APPENDIX

	Ideal Camp Staffer Characteristics


· Role model for Christian values and truths 

· Active

· Growing faith

· Good with children 

· Ability to guide and develop people

· Responsive to needs

· Nurturing

· Caring

· Adhere to safety procedures 

· Risk adverse

· Flexible and adaptable

· Stamina 

· Good judgment 

· Other (vs. self) centered 

· Resourceful, creative individual 

· Emotionally stable and mature 

· Clear communicator 

· Team player, serving oriented 

· Commitment to mission 

· Good teacher 

· Integrity 

· Follow through and keep commitments 

· Willing to be accountable and hold campers accountable 

· Strongest incentive is self-satisfaction from the job itself 

· Loves outdoors and nature 

· Fun and friendly 

· Leader of campers – knows when to lead and when to follow 

· Positive impression on public 

· Strong need to be with people 

· Challenges status quo, positively and appropriately to improve camper experience 

· Posses camp skills

· Ability to assess group and individual needs

· Serving oriented

· Delivers the desired experience for campers

· Positive attitude

· Ability to deal with adversity, problem solver
	Summer Staff Application
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	Position Descriptions




	 Background Checking Information



Background Investigation & Pre-Employment Screening Service

About QuickSearch:
· Established in 1991 

· Employs 26 office & local research personnel, and over 250 contractors nationwide.

· Licensed by the Texas Board of Private Investigators and Private Security Agencies, 

#A-07377

· Insured for occurrences of errors & omissions

· Member of the Greater Dallas Chamber of Commerce, American Staffing Association, and Society of Human Resource Management

· Operate throughout the United States, Canada and Puerto Rico

Services Offered:
· Criminal & civil records searches by county

· Reveal felony records, and where readily available, misdemeanors.

· Standard 7 year history search using most current court records available

· Requests normally completed in 1 to 3 business days

· Statewide criminal record checks in most states

· Address search & social security number tracing

· Employment history verification

· Professional and personal references

· Education verification

· Forensic toxicology testing for illegal & abused drugs

· Driving records in almost every state

· Credit reports

Using our Service:
· Sign & return the Quick Search Subscription Agreement to open your account

·  Do this now so you are set up and ready to go when you need it

· Orders can be placed by 

· faxing our Quick Search Request Form 

· going online to our website, www.quicksi.com;  

· Invoices are mailed at the end of each month, payable net 30 days

For Assistance:
NLOMA’s contact Is Carolyn Wolter at 214-358-2840 




Do not hesitate to contact her for any question or assistance.




Be certain to state you are with NLOMA

Quick Search  8300 Douglas Avenue, Suite 701  Dallas, Texas 75225  214-358-2840

Background Investigation & Pre-Employment Screening Service

NLOMA Special Pricing Services

PACKAGE PRICE FOR 

SOCIAL TRACE AND 

UNLIMITED CRIMINAL PER APPLIANT 

$35.00

_________________________________

SOCIAL TRACE RECORD

A Social Trace Record Search is used to establish identity, former names, age and addresses for an applicant.  This trace record is also used to determine where a criminal searches needs to be ordered.    

CRIMINAL RECORD SEARCH

Quick Search will order criminal backgrounds in counties listed on Social Trace and on the application.  A seven-year criminal records check will be completed.  Felonies and misdemeanors will be researched in all areas with the exception of New Jersey, which is felony only.  Minor traffic violations will not necessarily be in our findings.  

Additional search services (see Services Offered on prior page) will be available at specially priced fees as specific camp situations may warrant.

For Assistance:
NLOMA’s contact Is Carolyn Wolter at 214-358-2840 




Do not hesitate to contact her for any question or assistance.




Be certain to state you are with NLOMA.
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