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Overview of the Process

Beginning January, 2014, the University of Maine implemented a web-based job
positing and recruiting software program called HireTouch which streamlines the
entire recruitment and candidate management process. HireTouch has converted the
action steps of our previous paper-based system into an on-line process.

HireTouch allows for an automated approval process of the position authorization,
collection of employment applications online, electronic screening of candidates,
distribution of applications electronically to search chairs and search committees, and
communication with candidates via e-mail.

The use of HireTouch results in shorter timeframes for filling jobs and provides most
cost-effective recruitment that yields a more diverse pool of candidates. Hiring
departments and staff with job responsibilities that include personnel searches will be
provided with hands-on training when they have a position to post.

A brief synopsis of the process

* To start the online posting process, the hiring department e-mails a draft job
announcement/ advertisement in Word to their Human Resources Partner
(HRP) for review and editing.

* Once the job announcement/advertisement has been finalized, the HRP will
prepare the job template in HireTouch and notify the hiring department to
begin processing the job requisition (formerly the RTF and RTF-S) through
HireTouch. Once the job requisition is prepared and routed electronically for all
necessary administrative approvals, the HRP will then post the position on-line.

* Once the position is posted, applicants may begin to apply on-line.

* Candidates log on to umaine.hiretouch.com to view available positions and
create their personal profile.

* Candidate information is easily accessible on-line and can be shared with search
committee members.

* The system also facilitates communication with applicants to send position
status notifications or final acknowledgement letters.

Why diversify the faculty?

Building a faculty that is broadly diverse is an important goal for the University of
Maine because a diverse faculty enhances the University in a variety of ways...

* Students progress by being exposed to a greater diversity of ideas, and by
receiving input from individuals like themselves, as well as from individuals that
are unlike them. When students are exposed to a diversity of opinions and

outlooks, they will be better prepared to succeed in a diverse world with a global
economy (Brown, 1998; Collins & Kritsonis, 2006)

Diversity among the faculty helps to ensure that all students are provided with
role models, and are instilled with the knowledge that they too can succeed in
their career goals. Research has shown that underrepresented students benefit
from having faculty and advisors with similar backgrounds and experiences
(Trower & Chait, 2002). Similarly, even students from predominant
backgrounds can benefit from interacting with diverse others (Pascarella et al.,
2001)

The greater the diversity of the faculty, the broader the range of coverage in
course offerings. Additionally, students will be exposed to different types of
teaching and learning methods.

Experience with a faculty that provides a diversity of curricula and teaching
methods results in students who are: more complex thinkers, confident in
handling cultural differences, and likely to seck to remedy inequities (Hurtado et
al., 1999; Smith et al., 1997). Students at the University of Michigan who
experienced greater diversity had higher academic confidence, and social skills;
and multiple diversity experiences appear to have synergistic effects on the

development of self (Nelson Laird, 2005)

What is affirmative action and how
does it work to diversify the faculty?

* An affirmative action program is a management tool designed to ensure equal
employment opportunity. 41 C.ER. § 60-2.10(a)(1). A central premise
underlying affirmative action is that, over time, a workforce generally will reflect
the gender, racial, and ethnic profile of the labor pools from which the contractor
recruits and selects. Id. The same expectation has recently been extended to
individuals with disabilities and protected veterans. The University of Maine, as a
federal contractor, is required to have an affirmative action program addressing
its hiring and treatment of women, minorities, individuals with disabilities, and
protected veterans.

An affirmative action program does not require, and indeed does not even allow,
preferential treatment for women or minorities. Rather, an affirmative action
program includes those policies, practices, and procedures that the university
implements to ensure that all qualified applicants and employees are receiving an
equal opportunity for recruitment, selection, advancement, and every other term

and privilege associated with employment. 41 C.ER. § 60-2.10(a)(3).

The key to diversifying the faculty, therefore, is to ensure that the applicant pool
is as diverse as possible given the demographics of the qualified labor pool and
then ensuring that no one who applies is discriminated against—either
intentionally or unintentionally.
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Write the Job Advertisement

Recruiting an outstanding pool of possible faculty candidates begins early — with the
job advertisement. The ad that will be placed in The Chronicle of Higher Education,
sent to your discipline’s association listservs, or shared via e-mail with colleagues, is
more than just a listing of qualifications for your position; a well-written ad can go a
long way in casting your net wide enough to attract the best candidate pool. Here are a
few suggestions in verbiage to assist you in recruiting an outstanding pool:

* Carefully consider the ways in which “required,” “preferred,” and “desired”
qualifications can either expand or narrow your pool

* Over-emphasis on very specific subfields will narrow your pool

* Consider using terms such as “preferred” in place of “required” and “should”
instead of “must” in describing qualifications to broaden your pool

* Emphasize the traits of your department/school and UMaine that will be most
attractive to potential faculty

* Most new faculty are more interested in work-life balance than salary; in fact, we
have learned that UMaine faculty have come here and stayed here because of
quality of life issues, more than anything else. Point this out in your job ads with
phrases such as:

= “We are a faculty that values work-life balance.”

= “Surveys repeatedly show that our faculty come and stay for the quality of
life

Maine offers.”
= “UMaine is responsive to the needs of dual-career couples.”

m “UMaine is an NSF ADVANCE institution.”

* Language in the content of the ads as well as in the desired qualifications can also
assist in broadening and diversifying your pool. Consider the following
statements from recent job advertisements on 7he Chronicle’s website:

“The successful candidate will have demonstrated an ability to be responsive to the
educational equity goals of the university and its increasing ethnic diversity and
international character.”

“We are especially interested in candidates who can contribute to the diversity and
excellence of the academic community through their research, teaching and/or
service.”

“Desirable Qualifications
1. Experience working in multi-ethnic or disadvantaged communities.

2. Experience teaching in a multi-cultural, diverse student community.”

Sample Job Advertisement
for UMaine Faculty Position

THE UNIVERSITY OF

TOMAINE

v
Assistant Professor of Discipline
Department of Discipline

The Department of Discipline at the University of Maine invites applications for a tenure-track, academic-
year position as Assistant Professor in applied or interdisciplinary discipline, effective September 1, 201X.
Exceptionally well-qualified candidates from all areas of applied or interdisciplinary discipline are
encouraged to apply. Preference will be given to candidates who can support our teaching and advising
activities in discipline and who can also reinforce both research activities in the Department and the
University's interdisciplinary research efforts while working in a collegial environment.

A Ph.D. in Discipline or a related field is required by date of hire. Demonstrated effective teaching,
experience working with diverse individuals, and strong potential for obtaining external research funding
are also required, as are excellent written and oral communication skills. Responsibilities include
undergraduate and graduate teaching, advising of students, directing undergraduate projects and
graduate theses, and maintaining an active research program. The teaching load for this position will
typically be two courses per semester, depending on the needs of the department.

The University of Maine is the primary graduate institution in the State of Maine. The Department offers
BA and MA degrees. Further information about the Department and our activities can be found at
www.umaine.edu. We are a faculty that supports work-life balance.

Faculty come to UMaine and stay here because of the quality of life it offers. The University of Maine is
located just 60 miles from the beautiful Bar Harbor area and Acadia National Park. Numerous cultural
activities, excellent public schools in safe neighborhoods, little traffic, and a reasonable cost of living
make the greater Bangor area a pleasant place to live.

To apply, submit a cover letter describing your background and how you would contribute to the
teaching and research missions of the department, research and teaching statements, a curriculum vitae
and the contact information for at least three references. You may submit your application materials as a
single .pdf to email@maine.edu, or mail to:

Asst. Professor Search
University of Maine
Department of Discipline
229 Alumni Hall
Orono, ME 04469-5703

Incomplete applications cannot be considered. Appropriate background checks are required. General
correspondence about this position should be sent to hiring@maine.edu. The position is open until filled,
however, applications received after the first screening date of December 1, 201X will be considered at
the discretion of the University. As an NSF ADVANCE institution, UMaine is committed to diversity in our
workforce and to dual-career couples. It is our intention to create an environment that is inclusive of all
individuals. Therefore, UMaine aspires to become a more diverse community in order to extend its
enriching benefits to all participants. An essential feature of our community is an environment that
supports exploration, learning, and work free from bias and harassment, thereby improving the growth
and development of each member of the community.

The University of Maine is an EEO/AA employer. All qualified applicants will receive consideration for
employment without regard to race, color, religion, sex, national origin, sexual orientation, age, disability,
protected veteran status, or any other characteristic protected by law.
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Take stock of assumptions Form the search committee

about the search e Have at least 3 members total

* Previous search committee chairs report that the following assumptions may _ Name 1 chair (the chair should ideally be in or have knowledge regarding

hamper efforts to recruit a diverse and excellent pool of candidates. Some h b being targcted)
: , e research area being targete

potential responses include: & HIE
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* “We shouldn’t have to convince a person to be a candidate.” In fact, many of the
finalists in searches across campuses—for positions as diverse as assistant
professor, provost, and president—had to be convinced to apply. Some
candidates may think their credentials don’t fit, that they are too junior, or that
they don’t want to live in Maine. Talk to prospective candidates and ask them to
let the committee evaluate their credentials. Remind them that without knowing
who will be in the pool, you can’t predict how any given candidate will compare
and ask them to postpone making judgments themselves until a later time in the
process. Once they are in the pool, either side can always decide otherwise, but if
candidates don’t enter the pool the committee loses the opportunity to consider
them. Another argument to use with junior candidates is that the application
process will provide valuable experience even if their application is unsuccessful
in this search. Remind them that going through the process will make them more
comfortable and knowledgeable when the next job opportunity presents itself.
Individual attention and persistence pay off—there are many examples from
other searches of “reluctant” candidates who needed to be coaxed into the pool
and turned out to be stellar finalists

“Excellent candidates need the same credentials as the person leaving the position.”
There are many examples of highly successful people who have taken
nontraditional career routes. Some of our best faculty were recruited when they
had less than the typical amount of postdoctoral experience, were employed at
teaching colleges, had taken a break from their careers, or were working in the
private sector or in government positions. At the national level, it is interesting to
note that none of the five female deans of colleges of engineering in the U.S. were
department chairs before becoming deans, and they are all highlysuccessful

deans. Think outside the box and recruit from unusual sources. You can always
eliminate candidates from the pool later.

"“People from Group X don’t make good teachers/ administrators/faculty members,
etc.” We all make assumptions about people based on the university granting
their degree, the part of the country or world they come from, and their ethnicity
or gender. Encourage your committee members to recognize this and avoid
making assumptions. Your pool will only be hurt by comments such as, “People
from the South never adjust to Maine’s weather,” “We never recruit well from

»

urban areas,” or “There are no women [in a given field]

— Include 2-5 faculty in, or knowledgeable about, the targeted research area

— Consider including at least one non-department member as part of the
committee

— Diversify the committee, to the degree possible, by race, gender, culture,
research, teaching, other perspectives, etc. It is the University’s expectation
that both men and women will participate on each search committee. If
this is problematic, please contact the Office of Equal Opportunity

(Note: women and minorities are often asked to do significantly more service
than majority males, so it is important to keep track of their service load, free
them from less significant service tasks)

Convene and communicate
with the search committee

* To avoid inequity or unfairness in information dissemination throughout the
search process, determine how the search committee members will communicate
with each other, the search chairperson, or interested candidates

* Reiterate with everyone the need for confidentiality in all search materials, search
conversations, and interactions with candidates and references

* At least one member of the search committee should attend a training with EO
and HR (or participate in their online training)

* At the first meeting of the committee, discuss how equitable search practices are
a priority and methods for actively recruiting a diverse pool

* Also, consider how the search committee may assist in developing a retention
plan for the new hire: what will assist the new hire in wanting to stay at UMaine?
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Recruit actively in diverse locations
and with diverse methods

* In accordance with the University of Maine’s Affirmative Action Plan, the
University undertakes particular recruitment targeted at women, faculty of color,
veterans, and individuals with disabilities. The Office of Equal Opportunity can
assist in the development of a recruitment strategy to attract as diverse a pool as
possible given the demographics of the qualified labor pool

* Recruiting for a diverse pool can take either a passive or active perspective.
Faculty searches identified as active are those in which faculty identify candidates
early in their Ph.D. studies and maintain a relationship until these candidates go
on the market. This strategy is considered more effective than a passive search,

where the faculty wait for candidates to apply to an advertised opening

1 L] 1 ] | I
+ Place ad in « Call your « Place ad on « Pay for ad on « Ask your PhO/f « Spapch recruited « Saarch nation-wide
technical colleaguss far diversity sites postdocs for schools feliows
journal prospective » Attend PhD/ referrals -Callcoleaguesat -« Identify Phi/
- Wait for referrals postdoc ks - Send personal HSI, M51, HBCU postdoc early
applications at national email/letter and "oourt”
+ Open conferences « Call refarrals
envelapes - Invite PhO/postdoc
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Table 1: Faculty Search Continuum - HSI (Hispanic Serving Institution); MSI
(Minority Serving Institution); HBCU (Historically Black Colleges and Universities)

* During a typical search, faculty ask for recommendations from their colleagues at
other universities. As these conversations occur, the faculty should specifically
indicate that the University is attempting to recruit the most qualified and
diverse pool possible

* An especially effective practice to identify candidates is for faculty to attend
Ph.D. and postdoctoral scholar presentations at national meetings and
continually watch for potential faculty candidates. Early relationships with rising
scholars increase the chances that these scholars will apply

* Be aware of which institutions produce the most PhDs for particular groups and
work to create networks with colleagues at these institutions and send job
announcements. For example, in 2006, the NSF reported that:

m African American PhD top-producing institutions include Nova
Southeastern University, Howard, University of Michigan, Ohio State, and
the University of Maryland

m Asian American PhD top-producing institutions include UC-Berkeley,
UCLA, Stanford, MIT, and Harvard

= Latino PhD top-producing institutions include the University of Texas at
Austin, University of Puerto Rico, UC-Berkeley, Carlos Abizu University,
and UCLA

= Native American PhD top-producing institutions include the Oklahoma
State University in Stillwater, University of Oklahoma-Norman, Penn State,
UCLA, and the University of Washington

m Other than seeking information from colleagues, you can proactively seek
out potential women and ethnic minority candidates by asking UMaine
Ph.D. and postdoctoral scholars for names of their friends and colleagues. A
departmental staff member can also do an internet search for fellowship
holders such as the Mellon Mays Fellows, NSF (National Science
Foundation), NIH (National Institutes of Health), GEM (National
Consortium for Graduate Degrees for Minorities in Engineering and
Science), AGEP (Alliance for Graduate Education and the Professoriate),
IGERT (Integrative Graduate Education and Research Traineeship), and the
Sloan Foundation. Staff could also search highly sought after schools for
postdoctoral scholars and Ph.D. students in your discipline. Each of these
identified potential candidates can be sent a personal letter and/or contacted
personally by phone asking them to apply for your open faculty position

= Most fields also have resources — list-serves, email groups — that can help you
broaden your applicant pool by identifying potential women and ethnic
minority candidates. The Office of Equal Opportunity has a list of potential
advertising venues: http://www.umaine.edu/eo/hiring-
recruitment/recruiting-resources/

= Are there female and/or ethnic minority-focused listservs and organizations
where you can post your faculty ad? Female and/or ethnic minority
colleagues in your discipline can also lead you to targeted resources through
which you can publicize your ad

Strive for a diverse pool

* Strive to increase the number of underrepresented women and minorities in your
applicant pool. Researchers have shown that gender assumptions are more likely
to negatively influence evaluation of women when they represent a small

proportion (less than 25%) of the pool of candidates (Heilman, 1980)
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Have the conversation

* Research has shown that by simply having a conversation about implicit bias and
the ways it may manifest itself in evaluation of candidates may ameliorate much
of the bias: “Experimental studies show that greater awareness of discrepancies
between the ideals of impartiality and actual performance, together with strong
internal motivations to respond without prejudice, effectively reduce prejudicial
behavior” (Devine et al., 2002)

Research also shows that all of us - both women and men, no matter how
egalitarian or well-intentioned - inadvertently behave in ways that can let
implicit biases creep into an evaluation process

Both men and women have biases developed from their life experiences and
cultural histories. Being aware of these biases is the first step to preventing their
negative impact on faculty search processes

* A few good resources for starting these conversations with the search committee:

* genderbiasbingo.com

Research has shown that the differences between ratings of men and women
decreased as more job-relevant information was provided (Davison & Burke,
2000). Keeping the committee focused on the job criteria, therefore, may be an
effective way to reduce the impact of implicit bias. Using an applicant rating
sheet consistently (as discussed below) is one method of accomplishing this goal

* Interested in learning about your own implicit biases? Visit Harvard University’s
Project Implicit and take the online Implicit Association Test:
https://implicit.harvard.edu/implicit/demo/selectatest.html

Evaluate the candidates

* Before the committee begins receiving applications, the Chair should lead a
conversation with the committee members on criteria they want considered
when reviewing the applications. It is important the criteria be broad and not
just publications, research grants, and letters of recommendation. Other
considerations can be: experience with teaching, mentoring graduate and
undergraduate students (including mentoring students who have been
underrepresented in the discipline), community outreach, fit with the
department, self-presentation.

* Developing evaluation criteria prior to evaluating candidates and applying them
consistently to all applicants helps to reinforce the fairness of the process and
diminish any implicit biases (Fine & Handelsman, 2006). Research shows that
differing standards are sometimes used to evaluate male and female applicants
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and that when criteria are not clearly articulated and agreed upon before
reviewing candidates, evaluators may alter or emphasize criteria that favor
candidates from well-represented demographic groups (Biernat and Fuegen,
2001; Fine & Handelsman, 2006)

* A comparative applicant rating sheet that lists the details of the job
advertisement, including the required education, the required and preferred
skills, abilities, and qualifications for the position, should be the first screening
tool employed in the search. Each committee member should independently rate
the candidates with the comparative applicant rating sheets on a standard
numerical scale. Then, the individual search committee members should
combine their ratings as a whole rating sheet to determine those candidates who
scored the highest at this stage of the search. Results should then be shared with
HR before Skype or telephone interviews are scheduled.

Be sure to allocate focused and undistracted time to evaluate each application
carefully. Time and attention were shown to be important in a study in which
subjects read a depiction of work behavior (designed to be similar) for a male or
female police officer and then rated performance (Martell, 1991). The results
demonstrated that the subjects whose attention was distracted by additional tasks
or who were under time pressure evaluated men more favorably than women.
When subjects focused only on the performance ratings without distraction, the
sex bias was diminished (Martell, 1991)

Re-examine biases before
reading letters of reference

* An analysis of 624 letters of recommendation for 8 assistant professor positions
ata U.S. university found that women candidates were repeatedly described with
communal terms (e.g., affectionate, warm, kind, nurturing) whereas men
candidates were described in more agentic terms (e.g., ambitious, dominant, self-
confident). When examined in light of hiring decisions for these positions, a
negative relationship between these communal descriptions and hireability
ratings was present (Madera et al., 2009).

A detailed study of letters of recommendation for applicants to a U.S. medical
faculty found that letters written for women differed in specific ways from those
written for men. The differences encompassed length, absence of expected
features of such letters for women, the presence of more statements that were
“doubt raisers” (a category that can include “apparent commendation”), and
mention of terms related to higher status more frequently for men. Further, the
use of possessive phrases in these letters tended to portray women as teachers and
students and men as researchers and professionals (Trix & Psenka, 2003)
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