
 

 

PEOPLE & CULTURE BRIEFING   

21st May 2019 

TRAC Systems Guidance for recruiting managers 

Shortlisting guide 

1. Shortlisting of all applications received should take place as soon as possible after the closing date and 

within two working days.  

2. Shortlisting must be undertaken using the criteria on the person specification.  When setting up the 

vacancy on Trac Recruitment System, you should identify the essential criteria that you will use for 

shortlisting for the role.  This should include any qualifications essential for the role, professional body 

registration/membership and also any additional work requirements such as a driving licence. (You can 

simply cut and paste from the existing person specification and put into Trac). 

3. The Shortlisting panel must consist of at least two members of the management/supervisory team 

responsible for the role and ideally the panel members should be those who are then on the interview 

panel. All identified reviewers must complete the shortlisting process, before moving to the next stage of 

the process. 

4. You will use the information the applicant has provided on their application to form a judgement as to 

whether the applicant has demonstrated that they meet the essential criteria required for the role. A simple 

scoring mechanism in Trac will enable you to compare applicants and determine if an applicant has met the 

essential criteria and will enable you to determine your final shortlist.  Where  

0 = Not met or clearly demonstrated in written application, 

1 = Partially met, and  

2 = Fully met.  

For large number of applicants, longlisting can be carried out before the advert closes. There may also be 

circumstances where further shortlisting using desirable criteria is required, i.e. where large number of 

applicants meet the essential criteria. 

5. The Trust is committed to the employment and career development of all staff including anyone who has 

a disability. The system will highlight if any candidate who meets the essential criteria, and have declared 

they have a disability, is not moved through to interview. If any candidates do not meet the minimum 

criteria, it is important that managers clearly evidence this on the Short-listing record sheet. 

6. Safer Recruitment practice aims to minimise the risk of appointing someone unsuitable to a post where 

they may be in contact with children and adults at risk and could cause them harm. A sound process enables 

the Trust to consider at each stage, any concerns that may arise during the recruitment and selection 

process.  It is important when short-listing to pay particular attention to: 

 

 



 

 

 

 

 

 

• Incomplete application form sections. 

• Unexplained gaps in employment history. 

• Employment history inconsistent with information provided on references. 

• Reasons for leaving employment. 

• Career changes without any clear progression. 

• Moves from permanent to temporary positions. 

From the perspective of safeguarding, these elements are important as they may suggest that information is 

being withheld. If the applicant meets the essential criteria for the role, you will need to explore any issues 

or concerns about gaps in their employment history etc. with them at interview. Therefore, you should 

make a note in the ‘additional notes section’ when short-listing to follow this up at interview as appropriate. 

7. Once shortlisting is completed the recruitment team will invite applicants for interview and will ask 

applicants if any adjustment is required for the interview arrangements on the grounds of disability. Ideally 

all candidates should be given at least five days’ notice of the interview. 

8. Please remember you may be asked by an applicant to justify your decision not to invite them for 

interview. Therefore, a thorough approach to short-listing is needed and good record keeping is essential to 

enable you to justify your decision and also provide feedback to applicants if requested. 

 

 

 

 

 

 

 

 

 

 

 



 

 

 

Checking reference guide 

1. The purpose of seeking references is to obtain objective and factual information to support appointment 

decisions.  They should always be sought and obtained directly from the referee.  The recruitment team will 

undertake this process.  This will happen after the interview process has taken place and once a conditional 

offer of employment has been made. 

2. Recruiting managers should check references received via Trac to ensure that they are satisfactory.  If 

there are any concerns, then this should be indicated to the recruitment team using the Trac options so that 

there can be further discussion and advice given. 

3. An offer of employment will always be conditional on the receipt of satisfactory pre-employment checks 

including satisfactory references covering a three-year consecutive employment or training history.  The 

number and type of references obtained for each applicant may vary depending on whether the individual 

has held employment or has studied for a consecutive period of three years and /or how many episodes of 

employment or training they may have had during this time. 

4. A reference will be sought from the applicant’s current employer and they will be sent the job details to 

enable them to comment on the applicant’s suitability to undertake the duties of the role. 

5. The Trust should not rely on references or testimonials provided by the applicant or on open references 

or testimonials such as ‘To whom it may concern’. This may be a result of an arrangement for an applicant to 

leave an employment with an agreed reference which is unlikely therefore to include any adverse 

comments. Consideration should be given as to whether the referee has been very cautious in the 

information they have given or indeed could be open to a different interpretation.  Such examples might be: 

1. ‘John works particularly well when he is given clear instruction’. 

Issue – the applicant may not work when discretion is needed as to actions to take 

2. ‘I have only worked with Elaine for 6 months, so I am sorry, but I am unable to provide much 

information in support of her application’. 

Issue – 6 months is long enough to understand how someone works so the referee may be avoiding 

trying to give more detail about the employee’s performance 

3. ‘Mark has only worked for me for 4 months.   I understand that he is looking to further his 

career in a larger organisation’.   

Issue – 4 months is a short time to change roles and the reason why he is seeking a different 

employer should have been discussed with the applicant at interview.  However, if this was not 

identified it can be explored with the applicant post interview. 

6. References must be screened to ensure the referee has answered all the questions.  Explanations must be 

sought in relation to any gaps in employment.  Information provided by the referee should be compared 

with the information provided by the applicant in his or her application and any discrepancies checked. 

7. If there are any telephone conversations with the referee, it is important to keep written records which 

should be returned to the referee for verification.   



 

 

 

 

 

8. Any information about past disciplinary action or allegations should be considered in the circumstances of 

each individual case and advice must be sought from the recruitment team or Recruitment Specialist. 

What to do if an employer reference is unobtainable? 

In such situations, recruiting managers should speak to the recruitment team for advice and next steps. 

Any recruitment decision should be made on a case-by-case basis without prejudice, taking into account 

what information the individual can genuinely present you with, as part of the wider recruitment process. 

Other types of reference 

To supplement employment references the following may be available for the applicant 

 Character/personal references  

 Volunteer history reference 

 Self-employment reference 

 Overseas reference 

The recruitment team will discuss with you the need to seek alternative references to enable a satisfactory 

reference history to be provided. 

Existing staff moving jobs internally 

If an individual is changing role internally within the same organisation or is working in the organisation’ 

internal staff bank all effort should be made to minimise risk.  The recruiting manager should contact human 

resources to verify that all details recorded on all electronic staff record (ESR) are up to date and that there 

is no relevant information on the individual’s record that will need to be considered. Additional information 

may be sought through their current line manager, where this is regarded as necessary to ascertain the 

individual’s suitability. 

Providing references 

Requests for references or employment history should be dealt with by the recruitment team. 

 

 


