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CJCA Toolkit: Recruiting, hiring and
retaining qualified staff
Part II: Recruitment and Hiring Practices
By Sharon Pette and Michael Dempsey

(Minor, Wells, Angel, & Matz, 2011;
Wright, 1993, as cited in Mikytuck & Cleary, 2016) Research has
repeatedly shown the costly impacts
of staff turnover to include an increased number of serious incidents;
increased work stress, diminished
staff morale, decreased staff-toyouth therapeutic interactions and
increased financial costs (resulting
from overtime costs, workers compensation claims, training, coaching,
uniforms, etc.).

Studies have shown the importance of supporting staff within the
first year of hire through coaching
and effective supervision. In support of this point, a study by Minor,
Wells, Angel, & Matz, 2011 (as cited
in Wells, Minor, Lambert, & Tilley,
2016, p. 1558) found “approximately
a quarter of newly hired staff resigned from state-operated juvenile
correctional facilities within the first
year of being hired and trained.”
While agencies may devote energy
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n the previous Corrections
Today article (November/December 2019, Vol. 81 No. 6), we
examined some of the factors influencing staff retention — i.e. agency/
facility culture, job satisfaction, staff
health and wellness, and staff perceptions of safety. This article will focus
on research and strategies related to
recruiting, hiring and onboarding
direct care staff. Brief descriptions
of concepts selected from the CJCA
Toolkit: Staff Recruiting, Hiring, and
Retaining Qualified Staff offer readers exposure to recruitment-related
research, provide an opportunity for
jurisdictions to reflect on current
agency/facility practices and support facilities in exploring effective
solutions to recruitment and hiring
challenges. Additional information
can be found in the CJCA Toolkit.
Many juvenile justice facilities engage in a continuous battle
to retain qualified direct care staff.
Research studies have estimated
turnover among direct care staff
in juvenile justice facilities to be
between 20% and 25% per year.
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and resources to keeping staff once
hired, the fact is that staff retention
begins with recruiting qualified individuals who understand and who are
committed to the agency’s mission.

The recruiting and hiring
continuum
According to research, selecting individuals who are a good fit
with the organization’s mission can
have far-reaching effects within the
agency. Stinchcomb et al. (2009)
explain:
Recruiting applicants who are
a good fit with the organizational
mission is likely to have a positive
impact on retention, which in turn,
ultimately produces greater organizational stability, thereby enabling
career development and succession
planning to occur in a more orderly
manner. Moreover, the impact is
reciprocal. That is, the ability to retain high-quality employees through
sound management practices and
to develop the type of caring, supportive organizational culture where
people want to work also makes it
easier to successfully recruit topnotch talent. (p. 12)
The CJCA Toolkit organizes the
recruitment and hiring processes into
four main stages: 1) job analysis and
competency development; 2) sourcing talent (recruitment); 3) assessing
talent (screening/selection); and 4)
engaging talent (hiring/onboarding).
A brief description of each of these
phases is provided below.

1) Job analysis and competency
development (understanding
what you need)
The recruitment process begins
with the job analysis phase. This

phase involves determining whether
the direct care staff job title accurately reflects the position’s job duties
and the agency’s mission. Because
best practices in juvenile justice
use a strengths-based approach to
working with youth, the job title
should reflect this treatment-oriented
approach. For example, replacing
titles that emphasize a security and
control mindset (“juvenile corrections officer”) with titles that
emphasize reformation — i.e. “youth
development specialist,” “juvenile
rehabilitation counselor” or “juvenile
support specialist.” Agencies are
encouraged to closely examine the
current job title to ensure it aligns
with its mission, expectations and
daily job duties.
Prior to posting a position, agencies must determine the type of
person they are seeking. To attract
the best fit for a position, facilities
should develop core competencies,
ensure job descriptions are up to date
and include the agency’s mission in
the job description. Stinchcomb et al.
(2009) describe “core competencies”
as the critical “knowledge, skills and
abilities … staff need to fulfill the …
[agency/facility’s] mission” (p. 24).
These core competencies should be
emphasized in the job announcement
and throughout the recruiting and
interviewing process. This approach
will help ensure applicants’ values
align with those of the agency.
Clark (2014) suggests jurisdictions consider the following job
functions when developing or revising direct care staff job descriptions,
as they emphasize a strength-based,
trauma-informed approach to working with juvenile justice youth.
Some of these duties/skills include:

Behavioral management, crisis
intervention, safety and security,
recordkeeping and report writing,
problem solving, program maintenance and organizational awareness,
to name a few.
It is critical that agencies/facilities
understand the importance of having a job title that reflects the agency
mission as well as specific job competencies as a first step in recruiting
and retaining quality direct care staff.

These core
competencies
should be
emphasized in the
job announcement
and throughout
the recruiting
and interviewing
process. This
approach will help
ensure applicants’
values align with
those of the agency.

2) Sourcing talent (recruitment)
“The foremost recruitment issue
is not how to fill vacancies. Rather,
it is how to identify and attract the
types of employees who will best
advance the organization’s mission”
— Stinchcomb et al. (2009)
→
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As previously mentioned, agencies must emphasize the core
competencies, agency mission and
core values in the job announcement
and throughout the recruiting and
interviewing process. This includes
describing the treatment-oriented
approach to working with youth at
all stages in the recruiting/hiring
process. Providing this information
during the recruitment stage allows
potential candidates to decide for
themselves if they feel the agency
and position are a good fit. Having
potential candidates “select out”
prior to engaging in the interview
and hiring processes will save the
agency time and resources.
To ensure success, agencies must
use a range of effective recruitment
strategies and platforms to attract
qualified employees. Common external recruitment strategies include
newspapers, online classified advertisements and career fairs. Although
these traditional methods may lead to
an influx of applications, applicants

are often not qualified for the advertised position. Therefore, agencies
must expand their recruitment strategies beyond traditional methods.
Additional recruitment strategies
offered by Clark (2014) are included
in the list below:
–– Advertise through professional
or national associations such as
CJCA and ACA.
–– Provide incentives for employees who refer friends
and family (resulting in employment). Ideas for referral
incentives include gift cards,
movie tickets, a special parking spot, an extra vacation day,
etc. Some agencies compensate
staff financially for successful
referrals.
–– Create job postings using social
and electronic media advertising. Sites such as LinkedIn,
Facebook, Indeed, and CareerBuilder can be good sources
for attracting millennials (those
born between 1981 and 1996).

JOB BANK

ADVERTISE YOUR OPEN POSITIONS IN CORRECTIONS TODAY!
Our international readership includes thousands of individuals involved
in every sector of the corrections and criminal justice fields. Start hiring now
by emailing the following to publications@aca.org: Job description and
instructions to apply; billing contact name; organization; address; phone
number and email address.
We will then contact you to arrange payment before the ad is posted.
Ads are posted as is, so please ensure that all details are correct. Make
sure each ad corresponds to our publication dates: Jan/Feb, March/April,
May/June, July/Aug, Sept/Oct, Nov/Dec. Deadline is six weeks before the
publication date. For more information, email publications@aca.org or call
1-800-222-5646.
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–– W
 ork with local media to spotlight the positive work of staff.
Newspaper and television news
coverage can assist in “putting a
face on the facility.”
–– Speak at local colleges and
universities about careers in
juvenile justice (and how they
differ from the adult correctional environment).
–– Host an open house where
members of the community and
potential job seekers can tour
the facility, learn about the history and better understand the
role of the facility in the local
community.
–– Run continuous job announcements in multiple formats.
Staying organized, ensuring
that the agency is actively pursuing recruitment opportunities is a
critical piece of recruitment success.
Jurisdictions may find it helpful to
create a recruitment calendar displaying various activities throughout
the year. This approach ensures the
person/division primarily responsible for recruitment remains active
throughout the year and on target for
meeting recruitment goals.
Branding is an important recruitment and marketing tool that allows
an agency to demonstrate its unique
and attractive attributes. The goal
of branding is to declare to the local
community, stakeholders, staff and
potential employees who the agency
is as an entity and the values driving
their work. An agency’s brand should
be displayed on all agency materials
including those used for recruitment.
More specifically, the logo, mission,
values and goals of the department should be on all documents,
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publications, legislative reports,
outgoing e-mails and various areas
of the agency’s website.
Data shows that using the Employee Value Proposition (EVP)
framework may be helpful as part
of a branding strategy to recruit top
candidates in the field (Murdock,
2018). EVP provides a framework
that explains to potential staff members why s/he would want to work
for the organization. EVP highlights the competitive strengths of a
position and separates it from other
similar roles offered elsewhere. The
key elements of the EVP framework
(Murdock, 2018) include:
1) Tangible rewards — Applicants want information about
the compensation package,
paid time off, paid medical
leave and other allowances
such as prepaid highway toll
tags, which add to the overall
value of the compensation
package.
2) The opportunity — Candidates need to understand the
benefits of the career path and
the organizational structure
(e.g., career ladder, promotion
opportunities, etc.).
3) The organization — People
want to work for organizations
of which they can be proud.
Agencies should highlight how
the juvenile justice system
impacts the lives of youth.
4) The people — Potential
employees want to know with
whom they will work and
what makes the employees
a team.
5) The work — Candidates need
to understand the activities in a
typical workday.

Ensuring that marketing and
recruitment materials provide sufficient information in each of the EVP
categories is an important piece to an
effective recruitment strategy.

Jurisdictions
may find it
helpful to create
a recruitment
calendar displaying
various activities
throughout the year.
Generational factors to
consider when recruiting
Millennials constitute the largest
generation in the U.S. labor force
(Fry, 2018). As such, it is important
to understand what motivates these
individuals. According to research,
millennials seek out work that has
meaning and tend to value connections with coworkers (Taylor, 2013).
Stinchcomb et al. (2009) offer information about potential generational
differences in the workplace. Some
of these are listed below:
Generation Xers (born between
1965 and 1980)
–– Desire work-life balance —
family and friends are higher
priority than their job
–– Avoid working overtime on a
regular basis
–– Value independence
–– Value competence over rank

–– D
 esire to make operational improvements (which may cause
conflict with others who value
organizational tradition)
–– Seek regular feedback and
coaching
–– Hold many various jobs
throughout their careers
Millennials (born between 1981
and 1996)
–– Are optimistic and ambitious
–– Consider family and friends
their top priority
–– Are team oriented and prefer
working in groups
–– Have high self-esteem and are
good at multi-tasking
–– Expect structure in the workplace and to have access to
sophisticated technology when
doing their work
–– Actively seek feedback from
coaches/mentors to help fulfill
their aspirations and often
move quickly up the organizational ranks
–– Acknowledge and respect
positions and titles and want
a relationship with their boss;
this does not always mesh with
Generation X’s love of independence and a hands-off style
Stinchcomb et al. (2009) highlight considerations that agencies
should use when recruiting Generation X and Millennial direct care
staff. These are provided in Exhibit 1
for reference. Additional resources,
including a checklist of steps to
improve staff recruitment, can be
found in the Stinchcomb et al. (2009)
article in the CJCA Staff Recruitment and Retention Shared Resource
Folder.
→
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Exhibit 1: Considerations When Recruiting Across Generations (Stinchcomb et al. 2009)

Generation Xers
(born between 1965 and 1980)

Millennials
(born between 1981 and 1996)

–– E mphasize the unique aspects of the organization
and the job

–– Involve parents

–– H
 ighlight leadership’s openness to dialogue and
discussion (but only if it is true)

–– H
 ighlight teamwork

–– E mphasize technology
–– P oint to opportunities for training and career
advancement
–– Identify opportunities for personal growth and
development
–– S how how the job can make a difference in their
community

–– E mphasize technology
–– E mphasize the balance between work and life
(e.g., 12-hour shifts)
–– H
 ighlight leadership’s openness to dialogue
and discussion (but only if it is true)
–– E mphasize training, career advancement
opportunities and mentoring

–– E mphasize the balance between work and life
(e.g., 12-hour shifts)
istock/Shai-Halud

–– Highlight wellness and fitness programs
–– Have Gen Xers ready to talk to applicants

Individuals born 1997 or later
are considered part of the “postmillennial” generation, also known
as Generation Z. Although many
similarities exist with their millennial counterparts, according to Fisher
(2016), agencies should emphasize
the following when recruiting Generation Z staff:
–– How the agency’s day-to-day
work contributes to the larger
world;
–– Benefits that matter in the short
term (those they can use in the
next few years — e.g., paid
parental leave); and
–– How the agency will develop a
career path unique to each staff
member based on individual
strengths and interests.

According to Beall (2016),
“Many employers are predicting
that more teens, between the ages of
16 and 18 will go straight into the
workforce, opting out of the traditional route of higher education, and
instead finishing school online, if at
all.” Therefore, to entice candidates
to come on board as direct care staff,
it is critical that agencies develop
structures to support direct care
staff in achieving their career goals
in juvenile justice. Beall (2016) also
explains that Generation Z members
have higher expectations than millennials, think globally, and expect
diversity. Agencies may carefully
consider these unique characteristics
and determine effective ways to meet
the needs of these individuals.
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Because recruitment has a significant impact on staff retention and
organizational stability, agencies
must dedicate adequate resources
to create a comprehensive recruitment strategy. This requires formal
action planning, creating specific
recruitment and retention goals, and
regularly tracking progress. Using
measures and data allows agencies to
determine areas for improvement and
anticipate vacancies well in advance.

3) Assessing talent (screening/
selection)
Once the agency/facility has
successfully recruited a pool of applicants, the next phase is screening
and selection. Adopting a standardized screening process allows
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jurisdictions to quickly identify
whether individuals possess the
core competencies and qualifications necessary to perform the job.
Ultimately, using an initial screening process reduces the number of
candidates that will be interviewed,
thereby decreasing the amount of
time staff must dedicate to serving
on interview panels (lending itself to
a resource cost savings). Additional
information related to specific initial
screening instruments (i.e., Diana
Screen, Ergometrics IMPACT Juvenile Correction Officer Test, etc.) can
be found in the CJCA Toolkit.
Following the initial screen, most
juvenile justice agencies use a minimum of two rounds of interviews to
evaluate candidates (first and second
round interviews). Some agencies
choose to use group interviews for
the first round and once the top
candidates are selected, use a small
interview panel to interview the top
candidates individually. During the
first round interviews, as well as in
the final/second round interviews,
interview panelists should clearly
explain the agency’s mission, vision,
core values, the approach to working
with juvenile offenders, day-to-day
activities and specific job duties.
Clark (2014) suggests developing
interview questions to effectively
evaluate whether a candidate:
–– Works well under pressure.
–– Understands the importance of
being fair and consistent with
incentives and consequences.
–– Brings a strength-based approach to working with juvenile
offenders.
–– Understands basic adolescent
brain development and the impact of trauma.

–– E
 ffectively interacts with youth
who have behavioral and/or
mental health challenges.
–– Is available to work seven days
a week; to work overtime with
short notice; to work nights,
weekends and/or holidays.
–– Understands they may be exposed to youth who are hostile
and sometimes dangerous.
–– Is comfortable with conducting strip searches, supervising
showers, cleaning up bodily
fluids and physically restraining youth (as a last resort) when
provided proper training.

Having direct
care staff lead
these tours allows
candidates to ask
detailed questions
related to the job
and establish a
connection with
current staff
members.
Competency-based interviewing
is an effective way to assess whether
applicants have the aptitude to be
successful in their position. Competency-based behavior interviews
differ from traditional interviews
in that they use scenarios to elicit
information about how a potential
candidate will respond to a specific

situation. Ultimately, competencybased behavior interviews allow
agencies to determine whether the
job applicant has the knowledge and
competency to perform the job in a
juvenile justice setting.
Research has shown that competency behavior-based interviewing
correlates with successful job performance. In a detailed analysis
conducted by Zwell and Michael
(2000), behavior interviews showed
a strong correlation with job performance (r = .48 – .61). On the contrary,
traditional interviews were shown to
have a significantly low correlation
(r = .05 – .19) with staff performance.
The Massachusetts Department of
Youth Services (MA DYS) uses competency-based behavior interviews as
part of its staff selection process. MA
DYS has developed a “Competency
Library” containing 40 competencies associated with various types of
work within the Massachusetts juvenile justice system. Competencies
are selected based on which qualities
are needed to successfully perform
each position. Some competencies
to consider for direct care include:
Action-oriented; adaptability, communication, conflict management,
cultural competence, safety awareness, stress tolerance and teamwork,
to name a few. Other examples and
corresponding interview questions
are offered in the CJCA Toolkit.
As part of the recruitment and/or
interviewing process, facilities may
consider having a direct care staff
member conduct a guided tour for
potential employees. This will allow candidates to see the residential
living space and observe youth and
staff interacting in the daily routine.
Having direct care staff lead these
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tours allows candidates to ask detailed questions related to the job and
establish a connection with current
staff members. In addition, providing candidates an opportunity to see
their potential work environment
allows the prospective staff member
to determine if they feel the facility
environment is a good fit.

4) Engaging talent (hiring/
onboarding)
Hugh Tate (2000), as cited in
Stinchcomb et al. (2009), explains
there are three main factors that may
contribute to applicants not seeking
employment with an agency: 1) lack
of feedback on application status; 2)
the next step in the process is unclear;
and 3) the process is too complicated
and cumbersome. Having a clear
and efficient process for hiring and
onboarding new staff in a timely
manner (minimizing the time between
application submission and initial
testing/screening) is critical. Agencies/facilities must maintain contact
with priority candidates throughout
the hiring process — from the time an
application is submitted up until the
first few days on the job, if selected.
To accommodate candidates who
are currently employed, it may be
beneficial to hold pre-hire activities
on the weekends so individuals who
are currently working employed can
attend. Agencies/facilities can also
consider conduct pre-hire activities
in conjunction with other processes
to prevent delays.
Russo et al. (2018) defines onboarding as the “… processes to
acclimate new staff to the organization and initial job training to
prepare them for their new duties.”
It is important that agencies closely

examine how they onboard staff and
introduce them to their job duties and
team members. Creating a supportive
and welcoming environment for new
staff, particularly in the first several
months of employment, plays a role
in staff retention. To support new staff
members, agencies may consider:
–– Creating a formal mentoring
program in which a designated
veteran staff member is required to maintain contact with
the new employee throughout
the first year.
–– Establishing an online community where new employees
can gather to share ideas and
discuss their experiences.
According to the Aberdeen Group
(Willyerd, 2012), “Eighty six percent
of new hires decide to stay or leave a
company within their first six months
and new employees are 69% more
likely to stay longer than three years
if they experience well-structured
onboarding.” (p. 1) Therefore, it is
crucial that agencies develop the
infrastructure to support new staff
within the first year of employment.

2008) helps ensure potential employees are provided with the information
with which they are most interested
(i.e. tangible rewards, with whom
they will work, career opportunities,
the positive impact of the work and
the day-to-day job responsibilities).
Using formalized screening
instruments and competency-based
behavior interviews will help agencies evaluate whether candidates
are a good fit. Once top candidates
and new employees are selected,
jurisdictions should set clear expectations (i.e. adopting a standardized
protocol) on how colleagues and
supervisors will welcome new
employees and support their engagement throughout the first year of hire.
This toolkit was prepared by with support
from the Office of Juvenile Justice and
Delinquency Prevention (OJJDP) through
the Center for Coordinated Assistance to the
States (CCAS).
Sharon Pette is a
consultant and owner
of Effective System
Innovations (ESI), LLC.

Conclusion
In sum, retaining qualified staff
begins with a detailed job description that is closely aligned with the
agency’s mission. Job duties should
be clearly conveyed throughout the
recruitment, interviewing and hiring
processes.
To better ensure success, agencies should develop a multi-faceted
recruitment strategy that considers
generational differences and styles
and uses a variety of formats (i.e.
career fairs, online advertising, etc.).
The EVP framework (Murdock
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Mike Dempsey is the
executive director
of the Council of
Juvenile Correctional
Administrators.

Additional guidance may
be requested by contacting
Sharon Pette directly at
sharon@rapidesi.com
or via the website
www.rapidesi.com.

