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[bookmark: _Toc476142081]Introduction
Values based recruitment (VBR) is an approach to attracting and selecting employees whose attitudes, values and behaviours align with those of the organisation and the requirements of the role.
This VBR Toolkit has been developed for disability providers and individuals hiring staff in the disability sector. It outlines the rationale for adopting a values based approach to employment, and provides a framework to support the recruitment of staff in line with values of person-centred practice. It offers a process and tools to assist disability providers in integrating VBR methodologies into their recruitment processes.
Because person-centred organisations need to be guided by the preferences and needs of their clients, VBR also means involving service users in the recruitment process. This Toolkit also provides advice on this.
The Toolkit can also be used by people with disability and their families who are self-managing and wishing to employ their own support staff.


[bookmark: _Toc476142082]The need for a specific recruitment approach under the NDIS
The rollout of the National Disability Insurance Scheme (NDIS) has meant a shift in the way disability services are provided in Australia. While there has been significant growth in workforce numbers during the NDIS transition, a challenge for many service providers has been finding people with the orientation and values needed to deliver quality, person-centred support.
“It’s not a problem getting people per se, getting the right people to do the right jobs is the problem. We do need to recruit more front-line workers but we need workers who have the right attitudes and behaviours and who can be as flexible as our service users need them to be” (mid-sized service provider involved in NDIS trial).
The NDIS encourages providers to place greater emphasis on ensuring people with disability have choice and control in the services they receive, who supports them, and how they are supported. It also means providers need to create a good alignment of organisation values, staff values and the values of the people that use their services. Leaders within organisations need to ensure that values are embedded across all aspects of service design, delivery and development.
People with disability have made it clear that they want to be supported by people who are compatible and have the right attitudes towards the job they are doing, as much as specific technical skills and qualifications. They are interested in people’s reasons for working in the disability sector, how they relate to the people they are supporting, and the awareness they bring to their work. While inter-personal skills are often highlighted as crucial, a strong values base also receives attention as the comments below demonstrate.[endnoteRef:1] [1:  National Disability Services. (2016). “Speaking up about safety: Views of people with disability about personal safety”. Retrieved from: www.nds.org.au/images/resources/resource-files/speaking-up-about-safety-fullreport.pdf ] 

 “[Support workers] need to be teachable, willing to learn and have a positive attitude. That's all.”
“I believe the first steps in training new support workers is back to basics – vision, values, ethical practices are at the forefront of person-centredness, self-advocacy, supported decision-making, importance of guardians, national service standards, human rights, community education etc.”
“[re] community access: You will not be taking my daughter out into the community if you first can't show that you respect her as a whole adult human being...”


Comments made by people with disability and their families:[endnoteRef:2] [2:  NDIS Grassroots Facebook Group. (2015), “What new support workers need to know”.[Facebook page] Retrieved: 5 August 2016.] 

“To have excellent listening skills. To have respect and humility.”
“To never think it is their position to ‘allow’ or ‘not allow’. You are not their boss. They are your boss. Do not be their friend/mate. Be their support worker and do a good job and work at it. Assist them to make proper friends.”
“To know what 'dignity of risk' means and 'duty of care' and be skilled in balancing the two.”
“To think outside the box.”
Given the more personalised focus of support work, jobs in the disability services sector are becoming more diverse. Service providers are recruiting more widely than in the past, looking beyond typical applicant pools. While a more diverse range of candidates will provide organisations with greater opportunities to match staff to service users, it can be difficult to determine applicant suitability using traditional recruitment methods. There is a need to go beyond broad skills assessments, and reviews of qualifications to determine applicant ‘fit’.
[bookmark: OLE_LINK49][bookmark: OLE_LINK50]“The diversity of the role of the support worker in particular means there is no standard job description to fit all clients that we can use anymore” (large-sized service provider involved in NDIS trial).
There are also business reasons to consider VBR. Providers can realise efficiencies and productivity benefits in getting recruitment right the first time, and are more likely to retain their clients and attract new ones.
Figure 1 How VBR fits into the recruitment process
VBR can help solve recruitment issues associated with matching people with disability with appropriate workers, by recruiting on the basis of values first. It can be useful to use a metaphor where we think of the recruitment process as a series of sieves. VBR has the coarsest grade of mesh. Next is qualifications, or another priority set selected by the employer. The last stage is selecting employees to match with individual participants. The bottom platter has the people to whom we want to offer jobs.
[bookmark: _GoBack]

[bookmark: _Toc476142083]A summary of why adopting VBR in the NDIS environment makes sense
1.	Service users often give priority to values, motivation, attitude and behaviour and are looking for specific qualities in the people who support them. Using a VBR process enables service providers to meet service users’ expectations in this respect.
2.	The sector cannot afford to overlook candidates who could be well-suited to roles but lack formal qualifications to demonstrate their ability. VBR enables a provider to fairly and transparently assess both candidates new to the sector and those with prior experience.
3.	Expanding services have high recruitment costs. Ensuring staff are a good values fit leads to higher staff engagement and minimises turnover, thereby increasing the return on this investment.
4.	Where resources to induct and train new employees are limited, ensuring a good values fit is helpful so new staff are receptive to peer and on-the-job learning.
5.	Establishing a suitable workforce in terms of values and associated behaviours is an important aspect of safeguarding. VBR practices have been developed partly in response to abuse of vulnerable adults and children. 
6.	By employing people with the right values the organisation is ensuring the culture of the organisation remains strong, including ensuring there is a positive perspective on service user rights, quality and safeguarding.


[bookmark: _Toc476142084]What does values based recruitment entail?
VBR terminology
Values refer to the beliefs that underpin people’s behavioural patterns, reflecting what is important to them. Values are internally held beliefs and can be hard to measure.
Motivation is an energising force that induces action, it relates to decisions that involve how, when, and why people allocate effort to a certain task. 
Behaviour is the way in which one acts and conducts themselves. It is observable and therefore easier to measure.
VBR incorporates the assessment of values into the recruitment and candidate selection process. Specific techniques are used to assess how well an individual's values align with the demands of the job and the culture of the organisation.
There is a complex relationship between a worker’s values and other attributes such as personality traits, ability and motivation. This can mean that assessing and measuring values during a recruitment process is less straightforward than assessing abilities and skills.
There is a need for a clear definition of values and how these qualities and behaviours can be demonstrated by applicants in a recruitment process.
Defining values in this way not only supports the objective and consistent assessment of applicant values, but also sets a clear message around expectations of staff performance in their roles.
Those involved in VBR must exercise judgements; however, these judgements must be based on objective evidence and standardised criteria.
The selection process must be developed using standardised, benchmarked and quantifiable selection tools against which to score candidates at each stage of the selection process. These should be applied equally to all candidates.
VBR is founded on the notion that values shape motivation and worldview, and drive behaviour.[endnoteRef:3] A second premise is that workers with values that align to those of the organisation and the people they support will be better able to perform and deliver services that make sense to people. [3:  Parks, L., and Guay, R. P. (2009). “Personality, Values, and Motivation”. Personality and Individual Differences, 47(7), 675-684.] 



Remember
No selection process can guarantee access to a candidate’s private views or feelings, and it is not designed to. Selection processes that integrate VBR can, however, better focus on whether a person’s behaviour demonstrates the values an employer expects and requires them to hold.
While an applicant may have previous knowledge, skills or experience in delivery of support they may not demonstrate or hold the values needed to deliver person-centred support. In other words, they may hold values or beliefs which are at odds with individualised service provision, or show a lack of understanding of contemporary views on human rights or specifically the rights of people with disability.
Example
A large NSW disability service provider recently trialled incorporating group work tasks into their selection process. Potential new hires were invited to a session where they were allocated to arbitrary groups and asked to solve a work-related problem. 
Supervisors observed the interactions and team dynamics.
Several of the applicants were experienced, well-qualified workers in the early childhood sector. However, one group of such applicants was noticeable for their behaviour in shunning another applicant who arrived a little late to the session and joined their group. This person was from a different ethnic and religious background and was not included in the group’s problem-solving discussions. The group went so far as to move their chairs away from her.
When none of these people were called to interview, there were several angry phone calls to the HR Manager. The Manager explained the reasons and pointed out that the provider had strong organisational values of non-discrimination and inclusive practice.
One of the applicants replied that she didn’t act in the same way to people with disability as she did to people from Muslim backgrounds, thereby reinforcing the provider’s decision and confirming to them that their new recruitment techniques were working well.


When organisations, service users and employees share a common value base, it supports the pursuit of the service users and the organisation’s goals. This is illustrated below in Figure 2.
Figure 2 A common value base supports the pursuit of the goals of all parties
Actions and behaviours
Meaningful support that maximises the independence of the person with disability and puts them in control
Values
Desired outcomes
Values
Values
Vision
Motivation
Person receiving support
Organisation
Worker

On a practical level, VBR means adjusting the existing recruitment processes used within an organisation. Key phases are as follows:
[bookmark: _Toc476142085]Pre-recruitment
Before a position is available or vacant the organisation defines a set of values and desired organisational behaviours, and how they would be demonstrated in practice. These values should become the basis for all HR practices including recruitment, selection, induction, training, development, and performance management. 
[bookmark: _Toc476142086]Attraction
The values identified in the pre-recruitment stage are the focus of recruitment material. As evident in the sample job advertisements in Figure 2, the focus shifts from skills and/or qualifications to values and attitudes required.


[bookmark: _Toc476142087]Assessment/selection
Candidates are assessed using tools which assist in finding and keeping employees who are able to demonstrate that they have the right attitude to provide individual support within an NDIS setting.
[bookmark: _Toc476142088]Post-selection embedding values in the employee lifecycle
Embedding values is not a tick-box solution. It is a continual process of development which needs ‘buy-in’ from everyone. Leaders and managers should assist new workers to understand why values matter and how they fit into their day to day work.  Individuals and groups in successful organisations know their values and behaviours and use them to govern their decisions and actions. You should encourage all staff to take responsibility for upholding positive workplace values.
As with the VBR process, embedding values in the employee lifecycle requires the organisation to use clear definitions of the values and the observable, measureable behaviours which provide the framework for on boarding, induction, supervision, development and retention. With the values in place, teams, groups and organisations need to identify what behaviours support and contradict the values so that each of us can be clear about what’s expected of us. Behaviours which live the values need to be reinforced whilst those that contradict them need to be challenged.
[bookmark: _Toc476142089]On-boarding and induction
Communicating and using the workplace values throughout the induction process will ensure the values are consistently reinforced.
[bookmark: _Toc476142090]Supervision, learning, development, appraisal and progression reviews
Supervision provides a formal setting for reinforcing individual and workplace values. It should encourage a two-way discussion that will help you to find out what is working well and where positive changes can be made.
Linking objectives back to the workplace values will help the individual to know what is expected of them, and provide a formal setting to measure and review the employee’s progress.
Include feedback from people who receive supports, recording the effectiveness of the service provided by each employee.
Acknowledge and reward your workers for demonstrating the workplace values.
[bookmark: _Toc476142091]You need a process to check that the workplace values are understood, upheld and are having a positive impact
You should talk to all stakeholders, including those who access supports and services. Gathering and monitoring feedback on workplace and individual values will show if and where change or development is needed.
Identify and share examples of positive workplace values.
[bookmark: _Toc476142092]Key points
Values must resonate with your internal and external stakeholders
Behaviours need to be meaningful to all
Bringing these behaviours to life is crucial
Recognise and reward appropriately to encourage repeat behaviour
Reinforce your values through consistent action and communication


[bookmark: _Toc476142093]Contrasting approaches to support worker advertisements
Compare the following two advertisements for disability support worker positions. These were taken from Seek and carecareers job boards during June 2016.
Conventional
Disability support worker
Two years min. experience in disabilities or six months with Certificate III minimum.
National Police Clearance obtained in the last 12 months.
You will need to be organised with strong time management skills combined with the ability to plan entertaining and educational activities. Whilst in their home, you will be required to assist with household chores…
Willing to obtain a Working with Children card. Must possess valid driver’s licence.

Values based
Can you demonstrate initiative and think on your feet? Do you have high levels of energy? Are you positive and enthusiastic? If so, join our community access team.
[ABC disability] delivers careers and experiences that are challenging, rewarding and differentiated by our wellbeing ambition. Our ambition is to enable millions to enjoy wellbeing. We look for people who share this ambition and share our way of being – to be bold, warm and honest in everything we do.
We are seeking passionate and enthusiastic individuals to join our team as we grow.
Essential requirements:
Building relationships with the individuals you support is a vital component of being a valued support worker.
Therefore, having a friendly and supportive nature with a positive outlook on life is essential for these roles.
Being passionate about encouraging and supporting people to be the best that they can be is what we are all about. As an employee you would need to demonstrate an ability to be creative and open minded as you assist people towards achieving their goals.

Resilience is a must in the disability sector. We all have our good and bad days and the ability to remain calm and supportive is inherent…’
As noted earlier, VBR can be embedded into whatever recruitment methods are currently being used, such as:
Direct role advertising, organisational attraction materials and sector promotion materials
Employee pre-screening
One to one, multiple mini or panel interviews 
Assessment or selection centres
Recruitment roadshows
Within each recruitment phase, there is a shift of emphasis to a demonstration of values in real life settings. For example, the recruitment team might continue to use similar tools, such as structured interviews or situational judgement tests, but the questions or scenarios presented to the candidate will be designed to elicit information around values and behaviour. VBR offers the opportunity to go beyond whether a worker has the potential to perform well in the role to whether they are likely to do so.
In a traditional approach to recruitment, the aim is often to ensure applicants don’t hold negative values. VBR seeks instead to specifically identify the values applicants hold, and how they fit with the values they are expected to have. Skills and experience remain important considerations, but values in this model take precedence. A precondition for values based recruitment is ensuring that the organisation’s values are embedded throughout the organisation, as well as in the recruitment process. This includes explicit links to values made in:
The strategic plan
Policies and procedures 
Codes of conduct
[bookmark: OLE_LINK1][bookmark: OLE_LINK2]Staff induction, learning and development 
Performance appraisal and review
Succession planning
The culture of an organisation reflects the values that are demonstrated by the leaders, managers, supervisors and front-line staff. If the values of staff do not match those that the organisation upholds, the culture within the organisation will be compromised, and result in inconsistent quality of service provision.
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Figure 3 The VBR flow chart
[image: ]

[bookmark: _Toc476142094]Evidence for values based recruitment
VBR is a relatively new concept in the disability sector, both in Australia and internationally. Several VBR resources developed in the UK provide valuable insights for Australian disability services. These resources were developed in response to the personalisation reforms in the UK social care sector, and some have been evaluated.
They highlight the importance of the following practices:
Defining, developing and communicating the organisation’s values; use behavioural terms to describe them
Embedding values in the whole process, including in job descriptions, advertising, interviews, and at a later point in induction
Aligning job descriptions to the values
Using competency based frameworks wherever possible
Using a standardised recruitment practice for the whole-of-organisation recruitment.
Involving service users in the recruitment process 
Training recruiting staff at all levels within the organisation to develop their recruitment skills 
Using a clear and transparent scoring system from ideal to unacceptable
Monitoring the effectiveness of the recruitment process and making adjustments as needed
Despite there being a wide variety of VBR tools available, evidence about their validity and reliability is scarce. What is worth noting is that recruiters who have responsibility for making decisions during VBR can have a significant influence over recruitment outcomes. It is important for recruiters to reflect on their practice and ensure they are accurately representing the values the organisation is seeking to attract.
What limited research has been undertaken to evaluate VBR and its effectiveness over time[endnoteRef:4] has identified a range of benefits for employees, some of which have been noted above: [4:  Health Education England. (2014). “Evaluation of Values Based Recruitment in the NHS”. Retrieved from www.hee.nhs.uk/sites/default/files/documents/VBR%20literature%20review.pdf] 

Individuals are more comfortable working in an environment that is consistent with their own values
Values alignment is likely to increase job satisfaction, especially where the perceived values of the organisation are similar to the perceived values of the team in which the employee works
Values alignment is likely to increase employee commitment to the organisation, and where it is high, the employee is less likely to leave the organisation over time
Evidence about effectiveness from the organisational perspective is lacking. However, a recent evaluation of care sector employers who made use of a UK values based recruitment toolkit found that many were very positive about the changes it had led them to introduce.[endnoteRef:5] Benefits they mentioned included: [5:  Skills for Care. (2014). “Values based recruitment toolkit: Evaluation of 12 month pilot (July 2013/14) - Final report”. Retrieved from [pdf] www.skillsforcare.org.uk/Documents/About/Evaluating-our-impact/Values-based-recruitment-toolkit-evaluation-final-report.pdf] 

Reduced reliance on costly agency and temporary staff
Increase in confidence of recruiting managers in making sound judgements about the right person for the role
Positive impact on staff turnover, sickness and absence
Creating a positive work environment and boosting staff morale
Improvement in the quality and calibre of successful candidates
A review of evidence about the recruitment of people suitable to work with children by the UK National Society for the Protection of Cruelty to Children concluded that:
The study highlights the importance of organisational culture in maximising safeguarding within organisations, of individual alignment with organisational values, and the key role values based interviewing has to play as part of a values based recruitment strategy[endnoteRef:6] [6:  Erooga, M. (2009). “Towards safer organisations”. Page 9. Retrieved from: www.nspcc.org.uk/globalassets/documents/research-reports/towards-safer-organisations-2009-report.pdf.] 

Within a vigilant organisational culture, driven by positive values, the values based approach to recruitment and selection can add a helpful perspective to selecting staff who can engage with and help to develop that organisational culture.[endnoteRef:7] [7:  Erooga, M. (2009). “Towards safer organisations”. Page 126. Retrieved from: www.nspcc.org.uk/globalassets/documents/research-reports/towards-safer-organisations-2009-report.pdf.] 



[bookmark: _Toc476142095]What values are important for disability service providers and workers under the NDIS?
As noted earlier, under the NDIS, disability service organisations are shifting their recruitment practices from employing people with general skills to more tailored approaches that align to the needs and preferences of service users. There is also a stronger focus on ensuring staff have the ‘soft skills’ they need to both provide personalised support and to positively represent the organisation in different settings.
[bookmark: OLE_LINK29][bookmark: OLE_LINK30][bookmark: OLE_LINK27][bookmark: OLE_LINK28]The values identified as critical to successful performance in the sector for this Toolkit were developed in a comprehensive process through consultation with people with disability, carers, family members and disability services across Australia. These values are referred to as the ‘values that demonstrate a commitment to person-centred practice’.
Discussions and consultations utilised NDS staff and networks in each state. In addition, they included a review of relevant literature and the discussions with people with disability and their families including:
Face to face and telephone consultations with nine people with a lived experience of disability
A discussion forum convened by an advocacy organisation involving eight of their members
Online discussions through social media with people with disability, family members and carers conducted between December 2015 and March 2016
Consultation focused on the qualities people would expect in the ideal support worker and how that would be evident in behavioural terms. Stakeholders were asked to align behaviours and attributes to values and to write definitions within the context of the disability sector and specifically for the role of the support worker. The appropriateness of values and their definitions was confirmed by those who participated in consultations.
Figure 4 presents the values that demonstrate a commitment to person-centred practice. While the values are intended to be applicable to the disability services sector, organisations will vary in their values focus and may decide to incorporate additional or different values in their VBR.
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[bookmark: OLE_LINK61][bookmark: OLE_LINK62][bookmark: OLE_LINK71][bookmark: OLE_LINK72]Figure 4: Values that demonstrate a commitment to person-centred practice
The values listed below as critical to successful performance in the sector for this Toolkit were developed through consultation with people with disability, carers, family members and disability services across Australia. Each organisation will have its own values linked to its own history, vision and experience
	
Value
	Definition
	Observable Behaviours

	Respectfulness
	We strive to develop and empower the people we support to speak and act for themselves. We do this by actively listening to their comments and concerns, noticing their cues, and by acting on what we observe. We defend the rights of those whom we support and encourage others to listen to and respect them.
	Self-confident
Resilient
Calm
Empathetic and compassionate

	Collaboration
	We learn from each other and share our skills and resources across organisational boundaries for the benefit of the people we support. We support each other generously to achieve the right outcomes for the people we support and our organisation.
	Mentoring
Teamwork
Tolerant

	Integrity
	Our actions and intentions are clear and transparent. We value openness and honesty in the way we communicate. We are true to our word – what we say is what we do. We follow through with our promises.  We do what’s right regardless of who will notice our actions.
	Integrity
Quality
Communication

	Resourcefulness
	We apply our creativity across all aspects of our business and work. We actively seek to solve complex problems alongside people with disability and their families with an attitude of experimentation and a desire to always be better. We are guided by the need to provide appropriate services to benefit the people we support.
	Imaginative
Problem solving
Proactivity
Flexible
Adaptable

	Accountability
	We accept that all of our actions affect the lives of the people we support. In accepting this responsibility, we aim to prioritise the needs of the people we support and actively pursue their input in the decisions we make and the activities undertaken.
	Responsible
Accountable
Customer focus





[bookmark: _Toc476142096]How to use the Toolkit
It is recognised that providers vary in the resources they devote to recruitment and selection. A menu of different VBR methodologies is included in the VBR Toolkit, allowing organisations to select methodologies most suited to their needs. It is recommended that people responsible for hiring combine several methods to capture a holistic picture of each candidate’s suitability for the role.
	Module
	Tools	Comment by Cath Ralston: To be reviewed after editing

	[bookmark: OLE_LINK63][bookmark: OLE_LINK64][bookmark: OLE_LINK65]1. Introduction and overview
A summary of key concepts behind VBR, and information about embedding values into all human resource management practices
	

	[bookmark: OLE_LINK7][bookmark: OLE_LINK8]2. Involving people with lived experience
Tips and suggestions about effective ways to include people with disability in VBR and selection. This module includes models of involving people with disability in recruitment processes.
	

	3. Using a values based approach in interviews
The inclusion of values in different interview techniques: structured, behavioural, situational or scenario based and phone or video interviews.
	· Sample behavioural and situational interview questions based on the values that demonstrate a commitment to person-centred practice
· Exercises to develop your own situational and behavioural questions and score sheets

	4. Using a values based approach in psychological assessments
A description of types of psychological assessments and ways to implement them in VBR.
	· A guide to common psychological assessment tools including links to relevant websites

	5. Using a values based approach in assessment centres
A guideline on combining multiple assessment approaches outlined in previous papers into a group assessment centre.
	· Step by step guide for designing and carrying out an assessment centre
· Techniques for rating applicants and sample applicant score sheet
· Examples of sample assessment centre activities and guidelines for using and assessing, including ice breakers, a day in the life videos, group activities and written exercise

	6. Using simulation exercises
A description of behavioural simulation, or ‘day in the life’ activities. 
	· Custom designed simulation activities based on the values that demonstrate a commitment to person-centred practice.

	7. Using a values based approach  for reference checks
Recommendations for maximising the predictability of information derived from reference checks.
	· Guidelines to improve the effectiveness of reference checking.
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4. Evidence for values based recruitment

VBR s a relatively new concept in the disabilty sector, both in Australia and
intemationaly. Several VBR resources developed in the UK provide valuable insights for
Australian disability services. These resources were developed in response to the
personalisation reforms in the UK social care sector, and some have been evaluated
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recruitment skills

«using a clear and transparent scoring system from ideal to unacceptable

« monitoring the effectiveness of the recruitment process and making adjustments as
needed

Despite there being a wide variety of VBR tools available, evidence about their validity
and reliabilty is scarce. What is worth noting is that recruiters who have responsibilty
for making decisions during VBR can have a significant influence over recruitment
outcomes. Itis important for recruiters to reflect on their practice and ensure they are
accurately representing the values the organisation is seeking to atiract
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*The ierature is best summarised in Health Education England (2014) Evaluation of Values Based
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