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Welcome to the Standard Recruitment Process: A Toolkit for Civil Society Organizations,
a comprehensive resource designed specifically for Civil Society Organizations (CSOs)
and Non-Governmental Organizations (NGOs) operating in Afghanistan. This toolkit is
tailored to address the unique challenges faced by CSOs and NGOs in attracting,
retaining, and developing the talent necessary to thrive in a complex operating
environment. By utilizing the practical strategies, tools, and templates provided,
organizations can enhance their effectiveness and efficiently achieve their mission.

Introduction

CSOs and NGOs play a critical role in Afghanistan by delivering essential services and
advocating for the rights and well-being of diverse communities. These organizations
often operate under difficult conditions, working tirelessly to foster development, uphold
justice, and promote the rule of law. Their contributions are invaluable in driving both
immediate relief and long-term positive change within Afghan society.

Effective talent management is fundamental to the success of these organizations. A well-
structured human resources approach ensures that the right individuals are in the right
roles and equipped with the skills and motivation to advance the organization's mission.
This toolkit outlines strategies for every stage of the recruitment process, from needs
assessment and job description development to recruitment, onboarding, training,
performance evaluation, and feedback. These strategies aim to create a dynamic and
capable workforce that can adapt to and thrive in Afghanistan's unique context.

This toolkit is part of a broader collection of resources available on the Afghanistan Rule
of Law Observatory (ARLO) website. Organizations are encouraged to explore the "Tools"
section on the ARLO website for additional support and guidance in enhancing their
capabilities. These resources are designed to assist in navigating the complexities of
operating in Afghanistan and achieving critical work.

We hope this toolkit proves to be a valuable asset in strengthening organizational capacity
and impact. Please visit the ARLO website for further assistance and additional tools.
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The needs assessment is a critical first step in the recruitment process. It involves a
systematic evaluation of the organization’s current and future staffing requirements.
Conducting a thorough needs assessment ensures that the recruitment process aligns
with the organization's strategic goals and addresses specific gaps in skills or capacity.
This step helps Civil Society Organizations (CSOs) in Afghanistan to make informed
decisions about hiring new staff, optimizing resource allocation, and enhancing overall
organizational effectiveness.

Needs Assessment

Purpose of Needs Assessment
o Identify current staffing gaps and future requirements.
e Align recruitment with organizational goals and strategic plans.
» Ensure effective use of resources by hiring based on actual needs.

o Enhance organizational performance by acquiring the necessary skills and
expertise.

Steps for Conducting a Needs Assessment

1. Define Organizational Goals and Objectives

o Review the organization’s mission, vision, and strategic plans.

o Identify key projects and initiatives that require additional staffing.
2. Analyze Current Staffing Levels

o Review current staff roles and responsibilities.

o Evaluate the performance and productivity of existing staff.

o Identify any areas where staff are overburdened or underutilized.
3. Identify Skills and Competency Gaps

o Assess the skills and competencies required to achieve organizational goals.
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o Compare these requirements with the current skills and competencies of the
staff.

o Identify specific gaps that need to be addressed through recruitment.
4. Forecast Future Staffing Needs

o Consider upcoming projects, expansions, or changes in the operational
environment.

o Estimate the number and type of staff needed to meet future demands.
5. Consult with Key Stakeholders

o Engage with department heads, project managers, and other key
stakeholders.

o Gather their input on staffing needs and challenges.
6. Document Findings and Recommendations
o Compile the data collected into a comprehensive report.

o Provide clear recommendations for recruitment based on the needs
assessment.

Checklist for Needs Assessment

e Review organizational mission, vision, and strategic plans.

e Conduct interviews with key stakeholders (e.g., department heads, project
managers).

o Evaluate current staffing levels and job descriptions.

o Assess current staff performance and productivity.

o Identify required skills and competencies for achieving organizational goals.
o Compare current staff skills with required skills.

o Forecast future staffing needs based on upcoming projects and changes.
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o Document findings and prepare a report with recommendations.

Needs Assessment Report Template

Organization Name:
Date:
Conducted By:
1. Introduction
« Overview of the organization’s goals and strategic objectives.
e Purpose of the needs assessment.
2, Current Staffing Analysis
o Summary of current staff roles and responsibilities.
o Performance and productivity evaluation.
3. Skills and Competency Gap Analysis
e Required skills and competencies.
o Current skills and competencies.
o Identified gaps.
4. Future Staffing Needs
o Forecast of staffing needs based on upcoming projects and strategic plans.
o Estimated number and type of staff required.
5. Stakeholder Consultation
e Summary of input from key stakeholders.

o Identified needs and challenges.
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6. Recommendations

o Detailed recommendations for recruitment.
o Suggested timeline and priority for hiring.
~. Conclusion
o Summary of key findings and next steps.
Signatures:
o [Name and Title of Person Conducting Needs Assessment]

o [Date]

Tips for Effective Needs Assessment

« Engage Stakeholders Early: Involve key stakeholders from the beginning to
ensure their insights and needs are considered.

« Use Data Effectively: Collect and analyze both quantitative and qualitative data
to get a comprehensive view of staffing needs.

o Be Forward-Thinking: Consider future trends and changes in the operational
environment that may impact staffing needs.

o Document Thoroughly: Keep detailed records of the needs assessment process
and findings to inform future decisions and actions.
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Writing a clear, comprehensive, and inclusive job description is a vital step in the
recruitment process. A well-crafted job description not only attracts the right candidates
but also sets clear expectations for the role. It helps streamline the recruitment process
by defining the responsibilities, qualifications, and skills required for the position. For
CSOs in Afghanistan, job descriptions should also be culturally sensitive and aligned with
local norms and practices.

Job Description Writing

Purpose of Job Description Writing

o Attract qualified candidates by providing clear and detailed information about the
job.

o Set clear expectations for job roles and responsibilities.
« Ensure alignment with organizational goals and strategic objectives.
o Provide a basis for evaluating candidates during the selection process.
Key Elements of a Job Description

1. Job Title

o Clearly state the title of the position.

o Ensure the title reflects the nature and level of the job accurately.
2. Department/Location

o Specify the department where the position is based.

o Mention the location of the job, including any travel requirements.
3. Job Summary

o Provide a brief overview of the role and its primary purpose.

o Highlight how the position contributes to the organization's goals.

4. Responsibilities and Duties
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o List the main tasks and responsibilities associated with the job.
o Be specific and use action verbs to describe duties.
o Prioritize duties based on their importance and frequency.
5. Qualifications and Skills
o Detail the necessary education, experience, and technical skills.
o Include any preferred qualifications that would be advantageous.
o Mention any required certifications or licenses.
6. Competencies and Attributes

o Outline the key competencies and personal attributes needed for success in
the role.

o Include both hard skills (e.g., technical skills) and soft skills (e.g.,
communication, teamwork).

7. Working Conditions

o Describe the working environment and conditions (e.g., office setting,
fieldwork).

o Mention any physical requirements or special conditions.
8. Compensation and Benefits

o Provide information about the salary range, benefits, and any other
incentives.

9. Application Process

o Explain how candidates should apply, including any necessary documents
(e.g., resume, cover letter).

o Provide a deadline for applications and contact information for queries.
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Checklist for Job Description Writing

o Clearly state the job title and department.

e Provide a concise job summary.

o List key responsibilities and duties.

e Detail required and preferred qualifications and skills.

o Outline competencies and personal attributes.

o Describe working conditions and physical requirements.
e Include information on compensation and benefits.

o Explain the application process.

Job Description Template

Organization Name:
Job Title:
Department/Location:
Job Summary:
o [Brief overview of the role and its primary purpose.]

Responsibilities and Duties:

e [Task1]
o [Task 2]
e [Task 3]

e [Continue listing tasks as necessary]
Qualifications and Skills:

« Required:
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[Education]

o

[Experience]

o [Technical Skills]

O

o [Certifications/Licenses]
o Preferred:
o [Additional qualifications that are desirable]
Competencies and Attributes:
e [Competency 1]
e [Competency 2]
o [Continue listing competencies as necessary]
Working Conditions:
e [Description of the working environment and conditions]
Compensation and Benefits:
o [Salary range]
o [Benefits and incentives]
Application Process:
e [Instructions on how to apply]
o [Documents required]
o [Application deadline]
o [Contact information]
Tips for Effective Job Description Writing

e Be Clear and Concise: Use straightforward language and avoid jargon. Clearly
outline the essential functions of the job.
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o Use Action Verbs: Start each responsibility with an action verb to clearly convey
what is expected (e.g., manage, develop, coordinate).

« Be Specific: Provide specific details about the job’s duties and requirements. This
helps candidates understand the role and assess their suitability.

e Avoid Discrimination: Ensure the job description is inclusive and free from
discriminatory language. Consider adding an equal opportunity statement.

o Regular Updates: Review and update job descriptions regularly to ensure they
remain accurate and relevant to the organization's needs.

This document was prepared by the International Development Law Organization (IDLO) for the
Afghanistan Rule of Law Observatory (ARLO) initiative. To find out more about ARLO, please visit our
website at www.arlo.online.

Page 13 of 71


http://www.arlo.online/

Disclaimer: This toolkit is designed as a resource to support civil society organizations (CSOs) in
Afghanistan in streamlining their administrative, operational, and programmatic processes. It offers
general guidance only and should not replace professional legal advice. Due to the diverse nature of CSO
activities and the unique circumstances in Afghanistan, this toolkit may require specific adjustments to
meet your organizational needs effectively.

N

Effective job posting and advertising are crucial to attracting a wide range of qualified
candidates. By utilizing various platforms and strategies, CSOs in Afghanistan can reach
both local and international audiences, ensuring they find the best fit for their roles. This
section provides strategies for creating compelling job postings and utilizing appropriate
advertising platforms to maximize reach and effectiveness.

Job Posting and Advertising

Purpose of Job Posting and Advertising
o Attract a diverse and qualified pool of candidates.
« Ensure job postings are visible to the target audience.
o Highlight the unique aspects and benefits of working for the organization.
o Enhance the organization's visibility and reputation.
Strategies for Effective Job Posting and Advertising
1. Crafting a Compelling Job Posting

o Clear and Descriptive Titles: Use concise and accurate job titles that
clearly describe the role.

o Engaging Job Summary: Provide an overview of the job, emphasizing
its purpose and how it contributes to the organization's mission.

o Detailed Responsibilities and Requirements: Clearly outline the key
responsibilities, required qualifications, skills, and competencies.

o Inclusive Language: Use inclusive language to appeal to a broad
audience and avoid any potential bias.

o Compensation and Benefits: Mention the salary range, benefits, and
any unique perks to attract candidates.

2. Choosing the Right Platforms
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Local Job Boards: Use local job boards and websites that are popular in
Afghanistan.

International Platforms: Post on international job boards to reach a
global audience.

Professional Networks: Utilize professional networking sites like
LinkedIn to connect with potential candidates.

Social Media: Leverage social media platforms to increase visibility and
engagement.

NGO Networks: Use NGO-specific platforms to target candidates with
relevant experience and interests.

3. Optimizing Job Postings

@)

Keywords: Use relevant keywords to ensure job postings appear in search
results.

SEQ: Optimize job postings for search engines to increase visibility.
Visuals: Include logos and images to make the postings more appealing.

Call to Action: Encourage candidates to apply by providing clear
instructions and deadlines.

Resources

Sample Job Posting Template

Job Title: [Position Title]

Department/Location: [Department, Location]

Job Summary:

[Brief overview of the role and its primary purpose]

Responsibilities:

[List of key tasks and responsibilities]
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Qualifications:

« Required:
o [Education, experience, technical skills]
o Preferred:
o [Additional qualifications that are desirable]
Competencies:
o [List of key competencies and personal attributes]
Compensation and Benefits:
o [Salary range, benefits, and incentives]
Application Process:

e [Instructions on how to apply, required documents, application deadline, contact
information]

Advertising Platforms for NGO Jobs in Afghanistan

Regional Platforms
1. Jobs.af

o Description: A popular job board in Afghanistan with a wide range of
listings.

o Website: jobs.af

o Features: Mobile app, user-friendly interface, job alerts, resume-building
service.

2. ACBAR (Agency Coordinating Body for Afghan Relief and
Development)

o Description: A consortium of NGOs offering job listings in various sectors.
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o Website: achar.org

o Features: Resources for job seekers, including resume and cover letter
tips.

3. Afghanwazifa.com
o Description: A new job board with unique features for job seekers.

o Website: afghanwazifa.com

o Features: Job alerts, user-friendly interface, career advice.

4. Kabul Careers

o Description: Recruitment website based in Kabul with various job
listings.

o Website: kabulcareers.com

o Features: Career advice, easy job search by location and category.
5. Wazefa Group
o Description: Recruitment agency offering listings in various industries.

o Website: wazefagroup.com

o Features: Career advice, easy job search by location and category.
International Platforms
1. unjobs.asia
o Description: Lists job opportunities with UN agencies in Afghanistan.
o Website: unjobs.asia
o Features: Resources for writing resumes.

2. Impactpool
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o Description: Job vacancies in the EU, UN, and International
Organizations.

o Website: www.impactpool.org

o Features: Listings for various international organizations.
3. IntJobs
o Description: NGO jobs in Afghanistan from international organizations.
o Website: intjobs.com
o Features: Listings for international NGOs.
4. Careerjet
o Description: Job search engine listing international NGO jobs in Kabul.

o Website: www.careerjet.com.af

o Features: Aggregates listings from various sources.
5. Indeed

o Description: Global job search engine listing NGO positions in
Afghanistan.

o Website: indeed.com
o Features: Wide range of job listings, easy application process.
6. LinkedIn

o Description: Professional networking site listing NGO jobs in
Afghanistan.

o Website: linkedin.com

o Features: Professional networking, job alerts, and application tracking.
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Tips for Effective Outreach

o Tailor Your Message: Customize job postings to highlight the unique aspects
and benefits of working with your organization.

« Leverage Networks: Use personal and professional networks to spread the word
about job openings.

« Engage with Communities: Participate in local job fairs and community events
to attract potential candidates.

e Monitor and Adjust: Track the performance of job postings and adjust
strategies based on the response.
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Application screening is a critical step in the recruitment process, designed to identify the
most qualified candidates from the pool of applicants. By systematically evaluating
resumes and cover letters, organizations can ensure they shortlist candidates who meet
the essential qualifications and are likely to succeed in the role. This section provides
methods for effectively screening applications, ensuring a fair and efficient process.

Application Screening

Purpose of Application Screening

e To filter out unqualified candidates and focus on those who meet the job
requirements.

o To ensure a fair and unbiased evaluation of all applicants.

e To streamline the recruitment process and save time during the interview phase.

o To identify candidates who are the best fit for the organization’s culture and goals.
Methods for Screening Applications

1. Initial Screening

o Automated Tools: Use applicant tracking systems (ATS) to automatically
filter applications based on predefined criteria.

o Manual Review: Conduct an initial manual review to quickly weed out
applications that do not meet the basic qualifications.

2. Detailed Review

o Resume and Cover Letter Analysis: Assess the content of resumes and
cover letters against the job description.

o Consistency Check: Ensure that the candidate’s qualifications and
experience are consistent with the job requirements.

3. Scoring and Ranking
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Develop Scoring Criteria: Create a scoring system to evaluate key
qualifications such as education, experience, skills, and competencies.

Rank Applicants: Score each application and rank candidates based on
their scores to identify the top candidates.

4. Cross-Verification

o

Reference Checks: Conduct preliminary reference checks to verify the
information provided in the applications.

Background Verification: Ensure that all necessary background checks
are planned for later stages in the hiring process.

5. Shortlisting Candidates

@)

Create a Shortlist: Based on the scoring and ranking, create a shortlist of
candidates who will be invited for interviews.

Documenting Reasons: Document the reasons for shortlisting or
rejecting each candidate to maintain transparency and fairness.

Application Screening Checklist

o Initial Screening

o

o

Use ATS to filter applications based on basic qualifications.

Conduct a quick manual review to eliminate clearly unqualified candidates.

o« Detailed Review

o

o

Analyze resumes and cover letters for relevant qualifications and

experience.

Check for consistency with the job description requirements.

e Scoring and Ranking

o

o

Develop scoring criteria for key qualifications.

Score each application and rank candidates accordingly.
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e« Cross-Verification

o Conduct preliminary reference checks if needed.
o Plan for comprehensive background checks.
o Shortlisting Candidates
o Create a shortlist of top candidates for interviews.
o Document the reasons for shortlisting or rejecting candidates.

Scoring Criteria Template

Criteria Weight Candidate A Candidate B Candidate C
Education 20% [Score] [Score] [Score]
Relevant Experience 30% [Score] [Score] [Score]
Technical Skills 20% [Score] [Score] [Score]
Soft Skills 10% [Score] [Score] [Score]
Cultural Fit 10% [Score] [Score] [Score]
Overall Impression 10% [Score] [Score] [Score]
Total Score 100% [Total] [Total] [Total]

Instructions for Scoring;:
o Education: Score based on relevance and level of education.

o Relevant Experience: Score based on the amount and quality of experience
related to the job.

o Technical Skills: Score based on proficiency in required technical skills.

o Soft Skills: Score based on communication, teamwork, and other relevant soft
skills.

e Cultural Fit: Score based on alignment with the organization’s values and
culture.

This document was prepared by the International Development Law Organization (IDLO) for the
Afghanistan Rule of Law Observatory (ARLO) initiative. To find out more about ARLO, please visit our

website at www.arlo.online.

Page 22 of 71


http://www.arlo.online/

Disclaimer: This toolkit is designed as a resource to support civil society organizations (CSOs) in
Afghanistan in streamlining their administrative, operational, and programmatic processes. It offers
general guidance only and should not replace professional legal advice. Due to the diverse nature of CSO
activities and the unique circumstances in Afghanistan, this toolkit may require specific adjustments to
meet your organizational needs effectively.

N

e Overall Impression: Score based on the overall presentation and fit of the
candidate.

Tips for Effective Application Screening

o Be Consistent: Use the same criteria and process for screening all applications
to ensure fairness.

o Use Technology: Utilize ATS and other tools to streamline the initial screening
process.

o Stay Objective: Focus on the qualifications and experience of candidates,
avoiding any biases.

o« Document Decisions: Keep detailed records of the screening process and
decisions for transparency and future reference.

o« Communicate Clearly: Inform all candidates about the status of their
application and next steps.
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Conducting effective interviews is crucial to identifying the best candidates for a position.
Interviews provide an opportunity to assess a candidate's skills, experience, and fit with
the organizational culture. This section outlines best practices for preparing for and
conducting interviews, including tips for creating questions and evaluating candidates.

Interview Process

Purpose of the Interview Process

o To gather detailed information about a candidate’s qualifications, experience, and
suitability for the role.

« To assess a candidate’s compatibility with the organization's culture and values.
o To provide candidates with information about the organization and the role.
o To make informed and unbiased hiring decisions.
Best Practices for Conducting Interviews
1. Preparation

o Define the Objectives: Clearly understand what you want to achieve from
the interview.

o Review Applications: Thoroughly review each candidate's resume, cover
letter, and application materials.

o Prepare Questions: Develop a list of questions tailored to the job
description and required competencies.

o Structure the Interview: Plan the structure of the interview, including
introduction, question periods, and closing.

2. Creating Interview Questions

o Behavioral Questions: Ask about past behavior and experiences to
predict future performance (e.g., “Tell me about a time when you...”).
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o Situational Questions: Present hypothetical scenarios to assess
problem-solving and decision-making skills (e.g., “What would you do
if...”).

o Technical Questions: Evaluate specific technical skills and knowledge
relevant to the job (e.g., “How would you approach...”).

o Cultural Fit Questions: Assess alignment with organizational values and
culture (e.g., “What kind of work environment do you thrive in?”).

3. Conducting the Interview

o Create a Comfortable Environment: Ensure the interview setting is
welcoming and free from distractions.

o Introduce the Organization and Role: Provide a brief overview of the
organization and the position.

o Follow the Structured Plan: Stick to the planned structure to ensure
consistency and fairness.

o Listen Actively: Pay close attention to the candidate’s responses and ask
follow-up questions as needed.

o Take Notes: Document key points and observations to aid in evaluation
and comparison.

4. Evaluating Candidates

o Use Evaluation Forms: Standardize the evaluation process by using
structured forms.

o Assess Against Criteria: Compare each candidate’s responses against
the job requirements and competencies.

o Consider Cultural Fit: Evaluate how well the candidate aligns with the
organizational culture and values.

o Gather Feedback: If multiple interviewers are involved, gather and
discuss feedback to reach a consensus.
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Interview Guide

Resources

Pre-Interview Preparation
o Review the candidate's application materials.
o Prepare a list of interview questions.
o Arrange a quiet, comfortable interview space.
Interview Structure

o Introduction: Welcome the candidate and provide an overview of the interview
process.

« Company and Role Overview: Briefly describe the organization and the
position.

e Question Period: Ask prepared questions and follow up on responses.

o Candidate Questions: Allow the candidate to ask questions about the role and
organization.

o Closing: Explain the next steps in the hiring process and thank the candidate for
their time.

Sample Interview Questions

Behavioral Questions
o “Can you describe a time when you had to manage a difficult project?”
o “Tell me about a time when you worked in a team to achieve a common goal.”
o “How do you handle tight deadlines and pressure?”

Situational Questions

“How would you handle a situation where you disagreed with a colleague on a
major decision?”
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o “What would you do if you were assigned a task that you were not familiar with?”

Technical Questions

o “Can you explain how you would implement a specific strategy or process relevant
to the job?”

o “What tools and technologies are you proficient in?”
Cultural Fit Questions

o “What type of work environment do you prefer?”

o “How do you handle feedback and criticism?”

Evaluation Form

Candidate Name Date Interviewer

Position
Criteria Score (1-5) Comments
Education []
Experience []
Technical Skills []
Behavioral Competencies [ ]
Cultural Fit []
Communication Skills []
Overall Impression []

Total Score: [ ]
Comments:
Next Steps:
e Recommend for Next Round: [Yes/No]
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e Further Comments:

Tips for Effective Interviews

« Be Consistent: Use the same set of questions and evaluation criteria for all
candidates to ensure fairness.

« Avoid Bias: Be aware of potential biases and focus on the candidate’s
qualifications and responses.

o Build Rapport: Establish a positive rapport with the candidate to encourage
open and honest responses.

o Follow Legal Guidelines: Ensure that all questions comply with legal standards
and avoid any discriminatory practices.

o Provide Clear Next Steps: Inform candidates about the timeline and next steps
in the hiring process.
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Reference checks are a crucial step in the recruitment process, allowing organizations to
verify a candidate’s qualifications, work history, and performance. Conducting thorough
reference checks helps to ensure that the candidate is a good fit for the organization and
reduces the risk of hiring someone who may not meet the required standards.

Reference Checks

Purpose of Reference Checks
o To verify the accuracy of the information provided by the candidate.
o To gain insights into the candidate’s past performance, work habits, and reliability.
o To assess the candidate’s suitability for the role and organizational culture.

o To identify any potential red flags that may not have been evident during the
interview process.

Procedures for Conducting Reference Checks
1. Obtain Consent

o Ask for Permission: Ensure you have the candidate’s permission to
contact their references.

o Collect Reference Information: Request detailed contact information
for at least three professional references.

2. Prepare for the Reference Check

o Review the Candidate’s Application: Familiarize yourself with the
candidate’s resume and the details they provided during the interview.

o Prepare Questions: Develop a list of questions that will help you gather
relevant information about the candidate’s performance and behavior.

3. Conduct the Reference Check

o Introduction: Introduce yourself and explain the purpose of your call.
Confirm that it is a convenient time to speak.
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o Verify Relationship: Confirm the reference’s relationship with the
candidate and the duration of their professional interaction.

o Ask Questions: Use prepared questions to guide the conversation,
focusing on the candidate’s job performance, strengths, weaknesses, and
overall suitability for the role.

o Take Notes: Document the reference’s responses accurately and
objectively.

4. Evaluate the Information

o Analyze Responses: Compare the information provided by the references
with the candidate’s application and interview performance.

o Look for Consistency: Check for consistent patterns in the feedback
provided by different references.

o Identify Red Flags: Be aware of any negative comments or discrepancies
that may indicate potential issues.

5. Follow-Up

o Clarify Doubts: If needed, follow up with additional questions to clarify
any concerns or discrepancies.

o Thank the Reference: Always thank the reference for their time and
cooperation.

Resources

Reference Check Form

Candidate Name: [Name]
Reference Name: [Name]
Reference Title: [Title]

Company: [Company]

This document was prepared by the International Development Law Organization (IDLO) for the
Afghanistan Rule of Law Observatory (ARLO) initiative. To find out more about ARLO, please visit our
website at www.arlo.online.

Page 30 of 71


http://www.arlo.online/

Disclaimer: This toolkit is designed as a resource to support civil society organizations (CSOs) in
Afghanistan in streamlining their administrative, operational, and programmatic processes. It offers
general guidance only and should not replace professional legal advice. Due to the diverse nature of CSO
activities and the unique circumstances in Afghanistan, this toolkit may require specific adjustments to
meet your organizational needs effectively.

N

Relationship to Candidate: [Relationship]

Dates of Employment: [Start Date] — [End Date]
Reference Check Questions:
1. Employment Verification
o Can you confirm the candidate’s job title and dates of employment?
o What were the candidate’s main responsibilities?
2. Job Performance
o How would you describe the candidate’s overall job performance?
o What are the candidate’s strengths and areas for improvement?
3. Work Ethic and Reliability
o How reliable and punctual was the candidate?
o How did the candidate handle stress and pressure?
4. Teamwork and Interpersonal Skills
o How well did the candidate work with others?

o Can you provide an example of how the candidate handled a conflict or
challenging situation?

5. Communication Skills
o How effective were the candidate’s communication skills?
o How did the candidate handle feedback and criticism?

6. Suitability for the Role

o Based on your experience, do you think the candidate is suitable for the role
they are applying for?

o Would you rehire the candidate if given the opportunity?
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7. Additional Comments

o Isthere anything else you think we should know about the candidate?
Notes:
Evaluation:
Overall Impression:
o [Positive/Negative/Neutral]
Next Steps:
e [Further Investigation/Proceed with Hiring]

Sample Questions to Ask References

1. Employment Details

o “Can you confirm the candidate’s job title and the dates they worked for
your company?”

2. Performance and Responsibilities
“What were the candidate’s primary responsibilities in their role?”
o “How would you rate their overall job performance?”
3. Strengths and Weaknesses
“What are the candidate’s key strengths?”
“What areas could the candidate improve upon?”
4. Work Habits
“Was the candidate reliable and punctual?”
o “How did they handle tight deadlines and pressure?”

5. Team Dynamics
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o “How did the candidate interact with team members and colleagues?”

o “Can you provide an example of a challenging situation the candidate
handled?”

6. Communication and Feedback
o “How effective were the candidate’s communication skills?”
o “How did they respond to constructive feedback?”

7. Overall Recommendation

“Would you recommend this candidate for the position they are applying
for?”

“Would you rehire this candidate in the future?”
Tips for Effective Reference Checks

« Be Respectful of Time: Schedule calls at convenient times and keep them
concise.

o Ask Open-Ended Questions: Encourage references to provide detailed and
honest feedback.

« Maintain Confidentiality: Ensure that the information obtained is kept
confidential and used solely for the hiring decision.

e Cross-Verify Information: Compare feedback from multiple references to get
a balanced view.
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Extending a job offer and negotiating terms are critical steps in the recruitment process.
These steps solidify the relationship between the employer and the candidate, ensuring
that both parties agree on the terms of employment. This section provides guidance on
extending job offers, negotiating terms, and finalizing employment agreements to ensure
a smooth and professional process.

Job Offer and Negotiation

Purpose of Job Offer and Negotiation
e To formally present the terms of employment to the selected candidate.
o To negotiate and finalize the terms to ensure mutual agreement.
o To create a clear, legally binding employment agreement.
» To ensure a positive candidate experience and successful onboarding.
Guidance on Extending Job Offers
1. Preparation

o Determine Offer Details: Confirm the position title, salary, benefits,
start date, and any other terms of employment.

o Obtain Necessary Approvals: Ensure that the job offer details have
been approved by the relevant stakeholders within the organization.

2. Making the Offer

o Verbal Offer: Start with a verbal offer to gauge the candidate’s interest
and discuss key terms.

o Written Offer: Follow up with a formal written offer letter that outlines
all the terms and conditions of employment.

3. Communicating the Offer

o Clear Communication: Clearly communicate the terms of the offer and
provide all necessary information.
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4. Allowing Time for Consideration

o Positive Tone: Use a positive and welcoming tone to convey enthusiasm
about the candidate joining the team.

o Reasonable Deadline: Provide a reasonable deadline for the candidate
to review and respond to the offer.

o Availability for Questions: Make yourself available to answer any
questions the candidate may have about the offer.

Negotiating Terms
1. Prepare for Negotiation

o Anticipate Requests: Be prepared for potential negotiation points such
as salary, benefits, start date, and work schedule.

o Set Boundaries: Know the limits within which you can negotiate and
identify any non-negotiable terms.

2. Conducting the Negotiation
o Listen Actively: Listen to the candidate’s requests and concerns.

o Be Flexible: Show willingness to negotiate and find mutually beneficial
solutions.

o Maintain Professionalism: Keep the negotiation process professional
and respectful.

3. Finalizing the Agreement

o Document Changes: Document any agreed-upon changes to the initial
offer.

o Update the Offer Letter: Revise the offer letter to reflect the negotiated
terms.

o Confirm Acceptance: Ensure the candidate formally accepts the final
offer in writing.
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Finalizing Employment Agreements

1. Drafting the Agreement

o

Include All Terms: Ensure that all terms and conditions, including
salary, benefits, job responsibilities, and any special conditions, are clearly
stated.

Legal Review: Have the employment agreement reviewed by legal counsel
to ensure compliance with local laws and regulations.

2. Signing the Agreement

@)

Obtain Signatures: Both the employer and the employee should sign the
agreement.

Provide Copies: Provide a copy of the signed agreement to the new
employee and retain a copy for organizational records.

3. Preparing for Onboarding

o

Orientation Schedule: Prepare an orientation schedule to help the new
employee integrate into the organization.

Welcome Package: Provide a welcome package with relevant information
and resources.

Resources

Job Offer Template

[Organization Name]

[Date]

[Candidate Name] [Candidate Address]

Dear [Candidate Name],

We are pleased to extend an offer of employment for the position of [Job Title] at
[Organization Name]. Below are the details of the offer:
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Position: [Job Title] Department: [Department Name] Start Date: [Proposed Start
Date] Supervisor: [Name and Title]

Compensation and Benefits:
o Salary: [Annual/Monthly Salary]
o Benefits: [List of Benefits, e.g., health insurance, retirement plans]
o Other Compensation: [Bonuses, stock options, etc.]
Job Responsibilities: [List of Key Responsibilities]
Terms of Employment:
« Employment Type: [Full-time/Part-time/Contract]
o Working Hours: [Weekly Hours and Schedule]
o Probation Period: [Duration of Probation Period, if applicable]

Please review the terms and conditions outlined in this offer letter and confirm your
acceptance by [Date]. Should you have any questions or wish to discuss any aspect of this
offer, please feel free to contact me at [Contact Information].

We look forward to welcoming you to our team.

Sincerely,

[Your Name] [Your Title] [Organization Name] [Contact Information]
Negotiation Tips

o Research Market Rates: Understand the market rate for similar positions to
make informed decisions during salary negotiations.

o Be Transparent: Clearly communicate the constraints and flexibility of the offer.

o Prioritize Needs: Focus on the most important aspects of the offer and be willing
to compromise on less critical points.
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« Build Rapport: Establish a positive relationship with the candidate to facilitate
open and honest negotiations.

Employment Agreement Sample

Employment Agreement

This Employment Agreement ("Agreement") is made between [Organization Name]
("Employer") and [Employee Name] ("Employee").

1. Position Employee is employed as [Job Title] and will report to [Supervisor's Name
and Title].

2. Compensation Employee's salary will be [Annual/Monthly Salary], payable
[Frequency]. Employee is also entitled to the following benefits: [List of Benefits].

3. Duties and Responsibilities Employee agrees to perform the duties and
responsibilities outlined in the job description provided by the Employer.

4. Term of Employment The term of employment will commence on [Start Date] and
will continue until terminated by either party in accordance with the terms of this
Agreement.

5. Working Hours Employee will work [Number of Hours] hours per week, with a
schedule of [Working Hours and Days].

6. Probation Period Employee will be subject to a probationary period of [Duration]
months, during which either party may terminate employment with [Notice Period].

7. Confidentiality Employee agrees to maintain the confidentiality of all proprietary
and confidential information obtained during the course of employment.

8. Termination Either party may terminate this Agreement with [Notice Period] notice.
Termination may be with or without cause.

9. Governing Law This Agreement will be governed by the laws of [Country/Region].

Signatures
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[Employer Name] [Title] [Organization Name] [Date]

[Employee Name] [Date]
Tips for Finalizing Employment Agreements

o Be Clear and Specific: Ensure all terms are clearly defined and understood by
both parties.

o Seek Legal Advice: Consult with legal counsel to ensure the agreement complies
with local laws.

o« Communicate Clearly: Explain all terms and conditions to the candidate and
answer any questions they may have.

« Maintain Records: Keep a signed copy of the agreement in the employee’s
personnel file.
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The onboarding process is essential for ensuring that new employees integrate smoothly
into the organization. Effective onboarding helps new hires understand their roles,
become familiar with the organizational culture, and start contributing productively as
soon as possible. This section provides a comprehensive checklist for onboarding new
employees and templates for orientation schedules to facilitate a structured and
welcoming introduction to the organization.

Onboarding Process

Purpose of the Onboarding Process
e To acclimate new employees to the organizational culture and values.

o To provide necessary information and resources for new hires to perform their
roles effectively.

o To establish clear expectations and performance standards.

« To foster a sense of belonging and engagement from the start.
Onboarding Checklist

1. Pre-Arrival

o Prepare Welcome Package: Include offer letter, employee handbook,
job description, and organizational chart.

o Set Up Workspace: Ensure the new hire's workspace is ready with
necessary equipment and supplies.

o IT Setup: Arrange for email accounts, access to necessary software, and
other IT needs.

o First Day Schedule: Plan and share the first day's schedule with the new
hire.

2. First Day
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o Welcome Meeting: Greet the new hire and provide an overview of the
day.

o Office Tour: Show the new hire around the office, including restrooms,
kitchen, and emergency exits.

o Introduce Team Members: Facilitate introductions to key team
members and other staff.

o Review Job Role and Expectations: Go over the job description, key
responsibilities, and performance expectations.

o HR Orientation: Complete necessary paperwork, explain benefits, and
review company policies.

3. First Week

o Role-Specific Training: Provide training related to the new hire’s
specific role, including software, tools, and processes.

o Assign a Buddy/Mentor: Pair the new hire with a buddy or mentor for
guidance and support.

o Set Initial Goals: Establish short-term goals and objectives for the new
hire’s first few months.

o Regular Check-Ins: Schedule regular check-ins with the new hire to
address any questions or concerns.

4. First Month

o Team Integration: Include the new hire in team meetings, projects, and
social activities.

o Performance Feedback: Provide constructive feedback on the new hire’s
performance and progress.

o Continuous Training: Offer ongoing training opportunities and
resources for professional development.
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5. First Three Months

o Review and Adjust Goals: Revisit initial goals and adjust based on the
new hire’s progress and feedback.

o Formal Review Meeting: Conduct a formal performance review to
discuss achievements, challenges, and future goals.

o Solicit Feedback: Ask the new hire for feedback on the onboarding
process and their overall experience.

o Plan for Continued Development: Discuss long-term development
plans and career aspirations with the new hire.

Resources
Onboarding Checklist Template
Task Responsibility Completed (Y/N) Notes

Pre-Arrival
Prepare welcome package HR
Set up workspace Facilities/IT
Arrange IT setup IT
Share first day schedule HR/Manager
First Day
Welcome meeting HR/Manager
Office tour HR/Manager
Introduce team members HR/Manager
Review job role and Manager
expectations
Complete HR orientation HR
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First Week

Provide role-specific training Manager/Trainer
Assign buddy/mentor Manager

Set initial goals Manager
Schedule regular check-ins Manager
First Month

Include in team activities Manager
Provide performance Manager
feedback

Offer continuous training Manager/HR
Review and adjust goals Manager
First Three Months

Conduct formal review Manager
meeting

Solicit feedback on HR
onboarding

Plan for continued Manager/HR
development

Orientation Schedule Template

Day 1: Orientation Schedule

Time Activity Location Facilitator
9:00 AM - 9:30 Welcome and Introductions Conference HR/Manager
AM Room
9:30 AM - 10:00 Office Tour Office HR/Manager

AM
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10:00 AM -10:30 Introduction to Team

AM Members

10:30 AM - 11:00 Job Role and Expectations

AM Review

11:00 AM - 12:00 HR Orientation

PM

12:00 PM - 1:00 Lunch

PM

1:00 PM - 2:00 IT Setup and Tools

PM Introduction

2:00 PM - 3:00 Role-Specific Training

PM

3:00 PM - 4:00 Q&A Session

PM

4:00 PM - 4:30 Wrap-Up and Next Steps

PM

Day 2-5: Training and Integration Schedule

Day Time Activity

Monday 9:00 AM - Role-Specific Training
12:00 PM
1:00 PM Introduction to
3:00 PM Projects and Teams
3:00 PM Team Meeting
4:00 PM Participation

Tuesday 9:00 AM - Continued  Training
12:00 PM and Q&A
1:00 PM Shadowing Team
3:00 PM Members

Wednesday 9:00 AM - Systems and Tools
12:00 PM  Hands-On Practice
1:00 PM Independent Task
3:00 PM Assignments

Thursday 9:00 AM - Feedback Session and
12:00 PM  Goal Setting

Office

Manager’s
Office
HR Office

Break Room
IT Department
Training Room

Manager’s
Office
Manager’s
Office

Location
Training
Room
Office

Conference
Room
Training
Room
Office

IT
Department
Office

Manager’s
Office

HR/Manager
Manager

HR
Buddy/Mentor
IT

Trainer
Manager

Manager

Facilitator
Trainer

Manager
Team Leader
Trainer
Buddy/Mentor
IT

Manager

Manager
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1:00 PM - Wrap-Up and Next Manager’s Manager
3:00 PM Week Planning Office

Tips for Effective Onboarding
« Be Welcoming: Create a positive and welcoming environment from the first day.

o Be Organized: Plan the onboarding process in advance and ensure all materials
and schedules are ready.

e Be Clear: Communicate job expectations, performance standards, and
organizational values.

o Provide Support: Assign a buddy or mentor to help the new hire navigate their
new role.

« Encourage Feedback: Regularly ask for feedback from the new hire to improve
the onboarding process.
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Employee orientation is a key component of the onboarding process, designed to
familiarize new hires with the organization, its culture, policies, and their specific roles.
A comprehensive orientation program helps new employees feel welcomed, informed,
and prepared to contribute effectively. This section outlines the steps for conducting a
thorough employee orientation and provides resources such as an orientation program
outline and presentation templates.

Employee Orientation

Purpose of Employee Orientation
e To introduce new hires to the organization’s mission, values, and culture.
e To provide an overview of organizational policies, procedures, and benefits.
o To clarify job roles, expectations, and performance standards.
e To build connections with colleagues and facilitate team integration.
Steps for Conducting a Comprehensive Employee Orientation
1. Welcome and Introduction

o Warm Welcome: Begin with a warm welcome to make new hires feel
valued.

o Introduction to Key Staff: Introduce new employees to key staff
members, including their direct supervisors and team members.

2. Overview of the Organization

o Mission and Values: Explain the organization’s mission, values, and
goals.

o History and Background: Provide a brief history of the organization and
its major milestones.

o Organizational Structure: Present the organizational chart to illustrate
the reporting structure and key departments.
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3. Policies and Procedures

o Employee Handbook: Distribute and review the employee handbook,
highlighting important policies and procedures.

o Health and Safety: Discuss health and safety protocols and emergency
procedures.

o Code of Conduct: Explain the organization’s code of conduct and ethical
standards.

4. Job-Specific Orientation

o Role and Responsibilities: Clarify the new hire’s role, responsibilities,
and performance expectations.

o Key Projects and Goals: Provide an overview of current projects and
goals related to their position.

o Tools and Resources: Introduce the tools, software, and resources the
new hire will use in their job.

5. Benefits and Compensation

o Compensation Details: Explain the salary structure, payment schedule,
and any bonuses or incentives.

o Benefits Overview: Provide information about health insurance,
retirement plans, leave policies and other benefits.

o Enrollment Procedures: Assist new hires with enrolling in benefit
programs.

6. Training and Development

o Initial Training Plan: Outline the initial training plan, including
mandatory training sessions and timelines.

o Professional Development: Discuss opportunities for ongoing
professional development and career growth within the organization.
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7. Tour of the Facilities

o

Office Tour: Conduct a tour of the office, including workspaces, meeting
rooms, restrooms, and common areas.

Facilities and Amenities: Highlight facilities and amenities such as the
kitchen, break room, and any recreational areas.

8. Introduction to Company Culture

@)

Team Building Activities: Include team-building activities to help new
hires bond with colleagues.

Company Events: Inform new hires about upcoming events, social
gatherings, and team outings.

9. Q&A Session

o

Open Discussion: Provide an opportunity for new hires to ask questions
and seek clarification on any aspect of their orientation.

Feedback Collection: Gather feedback on the orientation process to
make improvements for future sessions.

Resources
Orientation Program Outline
Day 1: Orientation Program
Time Activity Facilitator
9:00 AM - 9:30 AM Welcome and Introductions HR Manager
9:30 AM -10:00 AM  Overview of the Organization CEO/Director

10:00 AM - 10:30 AM Introduction to Key Staff and Teams  HR Manager

10:30 AM - 11:00 AM  Break

This document was prepared by the International Development Law Organization (IDLO) for the
Afghanistan Rule of Law Observatory (ARLO) initiative. To find out more about ARLO, please visit our
website at www.arlo.online.

Page 48 of 71


http://www.arlo.online/

Disclaimer: This toolkit is designed as a resource to support civil society organizations (CSOs) in
Afghanistan in streamlining their administrative, operational, and programmatic processes. It offers
general guidance only and should not replace professional legal advice. Due to the diverse nature of CSO
activities and the unique circumstances in Afghanistan, this toolkit may require specific adjustments to
meet your organizational needs effectively.

N

11:00 AM - 12:00 PM  Policies and Procedures HR Manager

12:00 PM - 1:00 PM Lunch

1:00 PM - 2:00 PM Job-Specific Orientation Direct Supervisor
2:00 PM - 2:30 PM Benefits and Compensation HR Manager

2:30 PM - 3:00 PM Training and Development Training Coordinator
3:00 PM - 3:30 PM Tour of the Facilities HR Manager

3:30 PM - 4:00 PM Introduction to Company Culture HR Manager

4:00 PM - 4:30 PM Q&A Session and Feedback Collection HR Manager

Day 2-3: Continued Orientation

Day Time
Day 9:00 AM - 10:00
2 AM

10:00 AM - 11:00

AM
11:00 AM - 12:00
PM
1:00 PM - 2:00
PM
2:00 PM - 3:00
PM
3:00 PM - 4:00
PM
Day 9:00 AM - 10:00
3 AM
10:00 AM - 11:00
AM

Activity Facilitator
Role-Specific Training Direct Supervisor
Introduction to Key Projects Project Manager
IT Systems and Tools Training IT Department
Team Meeting Participation Team Leader
Shadowing Team Members Buddy/Mentor
Independent Task Assignments Direct Supervisor
Continued Training and Q&A Training
Coordinator

Performance  Expectations and Direct Supervisor

Feedback
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11:00 AM - 12:00 Workplace Safety and Emergency Safety Officer

PM Procedures

1:00 PM - 2:00 Department Overview and Department Heads
PM Introductions

2:00 PM - 3:00 Wrap-Up and Next Steps HR Manager

PM

Presentation Template

Slide 1: Welcome to [Organization Name]
e [Organization Logo]
o “Welcome to the team!”
e [Introduction of the orientation agenda]
Slide 2: Mission and Values
e “Our Mission”
e “Our Values”
o [Brief description and key points]
Slide 3: Organizational Structure
e [Organizational chart]
o Key departments and their roles
Slide 4: Policies and Procedures
o “Employee Handbook Overview”
o “Health and Safety Protocols”
o “Code of Conduct”

Slide 5: Job Role and Expectations
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o  “Your Role: [Job Title]”

o Key responsibilities and expectations
Slide 6: Compensation and Benefits

o “Salary and Benefits Overview”

e “Enrollment Procedures”
Slide 77: Training and Development

e “Initial Training Plan”

o “Ongoing Professional Development Opportunities”
Slide 8: Tour of the Facilities

o “Office Layout”

o “Key Locations and Amenities”
Slide 9: Company Culture

e “Team Building Activities”

o “Company Events and Social Gatherings”
Slide 10: Q&A Session

e “Questions and Answers”

o “Feedback Collection”
Tips for Effective Employee Orientation

« Engage and Interact: Use interactive activities and discussions to keep new
hires engaged.

« Be Comprehensive: Cover all essential topics to ensure new hires have a
complete understanding of the organization.
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 Encourage Questions: Create a welcoming environment where new hires feel
comfortable asking questions.

« Provide Resources: Give new hires access to resources and contacts for further
assistance.

o Follow Up: Regularly check in with new hires to address any ongoing questions
or concerns.
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Training and development programs are essential for supporting employee growth and
meeting organizational needs. These programs enhance employees' skills, improve job
performance, and prepare them for future roles within the organization. This section
outlines the key components of effective training and development programs and
provides resources such as training plan templates and development program guidelines.

Training and Development

Purpose of Training and Development
o To enhance employees’ skills and knowledge to improve job performance.

e To prepare employees for future roles and career advancement within the
organization.

o To ensure that the organization can meet its strategic goals through a skilled and
capable workforce.

o To increase employee engagement and job satisfaction by investing in their
professional growth.

Outline of Training and Development Programs
1. Needs Assessment

o Identify Training Needs: Assess the skills and competencies required to
achieve organizational goals and identify gaps in current capabilities.

o Consult with Stakeholders: Gather input from managers, employees,
and other stakeholders to understand specific training needs.

2. Setting Objectives

o Define Clear Objectives: Establish specific, measurable, achievable,
relevant, and time-bound (SMART) objectives for each training program.

o Align with Organizational Goals: Ensure that training objectives
support the overall strategic goals of the organization.
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3. Designing Training Programs

o Select Training Methods: Choose appropriate training methods (e.g.,
workshops, online courses, on-the-job training) based on the objectives and
audience.

o Develop Training Materials: Create or source high-quality training
materials, including presentations, manuals, and e-learning modules.

o Plan the Training Schedule: Develop a detailed schedule for the
training sessions, considering the availability of employees and trainers.

4. Implementation

o Deliver Training: Conduct training sessions as planned, ensuring that
they are interactive and engaging.

o Provide Support: Offer additional support and resources to employees
during the training process.

5. Evaluation

o Assess Training Effectiveness: Use feedback forms, quizzes, and
performance assessments to evaluate the effectiveness of the training
programes.

o Adjust as Needed: Make necessary adjustments to the training programs
based on feedback and evaluation results.

6. Follow-Up

o Ongoing Support: Provide continuous support and resources to
employees after the training.

o Track Progress: Monitor the application of new skills and knowledge in
the workplace and track employee progress.

Resources
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Training Plan Template

Training Plan for [Organization Name]
Training Program Title: [Title]
Date: [Start Date] - [End Date]
Facilitator: [Name]
Location: [Location]
Objective:
o [Specific, measurable objectives for the training program]
Target Audience:
o [Description of the participants, including roles and departments]
Training Methods:
o [Description of the training methods to be used, e.g., workshops, e-learning]

Schedule:

Date Time Topic Facilitator Location
[Date] [Time] [Topic 1] [Facilitator Name] [Location]
[Date] [Time] [Topic 2] [Facilitator Name] [Location]
[Date] [Time] [Topic 3] [Facilitator Name] [Location]
[Date] [Time] [Topic 4] [Facilitator Name] [Location]

Training Materials:

o [List of materials to be used, including manuals, presentations, and online
resources]
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Evaluation:

o [Methods for evaluating the effectiveness of the training, e.g., surveys, tests]

Development Program Guidelines

1. Needs Assessment

o Conduct Surveys: Use surveys and assessments to identify training needs across
the organization.

e Analyze Performance Data: Review performance data to identify areas where
additional training is needed.

o Consult with Managers: Gather input from managers to understand the
training needs of their teams.

2. Setting Objectives
o Define SMART Goals: Set clear and achievable goals for each training program.

« Link to Organizational Goals: Ensure that training objectives align with the
strategic goals of the organization.

3. Designing Programs

o Select Appropriate Methods: Choose training methods that best suit the
learning styles and needs of employees.

o« Develop Quality Materials: Create engaging and informative training
materials.

e Schedule Training Sessions: Plan training sessions at times that are
convenient for employees.

4. Implementation

 Engage Participants: Use interactive and engaging training methods to keep
participants motivated.
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o Provide Resources: Offer additional resources and support to help employees
succeed.

5. Evaluation

o Gather Feedback: Collect feedback from participants to evaluate the training
program.

e Measure Outcomes: Assess the impact of training on job performance and
organizational goals.

6. Follow-Up

o Continuous Learning: Encourage continuous learning and development
beyond the initial training program.

e Monitor Progress: Track the application of new skills and knowledge in the
workplace.

Tips for Effective Training and Development

« Engage Learners: Use interactive and varied training methods to keep
participants engaged.

o Provide Support: Offer continuous support and resources to help employees
apply what they’ve learned.

« Encourage Feedback: Regularly gather feedback to improve training programs.

o Promote Continuous Learning: Foster a culture of continuous learning and
development within the organization.

o Align with Goals: Ensure that all training programs support the strategic goals
of the organization.
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Performance evaluation is a crucial process for assessing employee performance,
providing constructive feedback, and identifying opportunities for growth and
development. Effective performance evaluations help align employee goals with
organizational objectives, enhance job satisfaction, and improve overall productivity. This
section outlines methods for evaluating employee performance and provides resources
such as performance evaluation forms and feedback techniques.

Performance Evaluation

Purpose of Performance Evaluation

o To assess the effectiveness and efficiency of employees in their roles.

o To provide constructive feedback that helps employees improve their performance.

o To identify strengths and areas for development.

e To align individual performance with organizational goals.

o To inform decisions related to promotions, rewards, and career development.
Methods for Evaluating Employee Performance

1. Setting Clear Expectations

o Define Goals and Objectives: Set specific, measurable, achievable,
relevant, and time-bound (SMART) goals for employees.

o Communicate Expectations: Ensure employees understand their job
responsibilities and performance standards.

2. Continuous Monitoring and Feedback

o Regular Check-Ins: Schedule regular one-on-one meetings to discuss
progress and address any concerns.

o Real-Time Feedback: Provide immediate feedback on tasks and projects
to reinforce positive behavior and correct issues promptly.

3. Formal Performance Reviews
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o Annual or Bi-Annual Reviews: Conduct formal performance
evaluations annually or bi-annually to assess overall performance.

o 360-Degree Feedback: Gather feedback from multiple sources,
including peers, supervisors, and subordinates, for a comprehensive
evaluation.

o Self-Assessment: Encourage employees to conduct self-assessments to
reflect on their own performance and identify areas for improvement.

4. Evaluation Criteria

o Job Performance: Assess how well employees perform their job
responsibilities and achieve their goals.

o Skills and Competencies: Evaluate the employee’s skills, knowledge,
and competencies related to their role.

o Behavior and Attitude: Consider the employee’s behavior, attitude, and
alignment with organizational values.

o Professional Development: Assess the employee’s commitment to
continuous learning and development.

5. Providing Constructive Feedback

o Balanced Feedback: Provide a balance of positive feedback and
constructive criticism.

o Specific and Actionable: Ensure feedback is specific and actionable,
focusing on behaviors and outcomes rather than personal attributes.

o Follow-Up Plan: Develop a follow-up plan to address areas for
improvement and support the employee’s development.

Resources

Performance Evaluation Form Template

Employee Performance Evaluation
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Employee Name: [Name]

Job Title: [Title]

Department: [Department]
Evaluation Period: [Start Date] - [End Date]
Evaluator: [Name]
Date of Evaluation: [Date]
Performance Criteria:
1. Job Performance
o Goals and Objectives: [Rating: 1-5]
o Quality of Work: [Rating: 1-5]
o Productivity: [Rating: 1-5]
2. Skills and Competencies
o Technical Skills: [Rating: 1-5]
o Problem-Solving Skills: [Rating: 1-5]
o Communication Skills: [Rating: 1-5]
3. Behavior and Attitude
o Teamwork: [Rating: 1-5]
o Reliability and Punctuality: [Rating: 1-5]
o Adaptability: [Rating: 1-5]
4. Professional Development
o Learning and Growth: [Rating: 1-5]

o Initiative: [Rating: 1-5]
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Overall Performance Rating: [Rating: 1-5]

Comments:

o [Detailed comments on the employee’s performance]
Goals for Next Evaluation Period:

o [List specific goals and objectives]
Employee Comments:

o [Space for employee’s feedback and comments]

Signatures:
o Evaluator: Date:
o Employee: Date:
Feedback Techniques

1. The SBI Model (Situation-Behavior-Impact)
o Situation: Describe the specific situation in which the behavior occurred.
o Behavior: Describe the observed behavior.
o Impact: Explain the impact of the behavior on the team or organization.
2. The Sandwich Method
o Positive Feedback: Start with positive feedback.
o Constructive Feedback: Provide constructive criticism.

o Positive Reinforcement: End with positive reinforcement and
encouragement.

3. The STAR Method (Situation-Task-Action-Result)

o Situation: Describe the situation.
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o Task: Explain the task or challenge.
o Action: Describe the actions taken.
o Result: Discuss the results achieved.
4. The 5 Whys Technique
o Ask Why: Keep asking “why” to delve deeper into the root cause of an issue.

o Identify Solutions: Use the insights to identify solutions and
improvement strategies.

5. Behaviorally Anchored Rating Scales (BARS)

o Define Behaviors: Define specific behaviors for different performance
levels.

o Rate Performance: Use these definitions to rate employee performance
consistently.

Tips for Effective Performance Evaluation

o Prepare Thoroughly: Review the employee’s performance records and gather
input from relevant sources.

« Be Objective: Focus on facts and specific examples rather than personal
opinions.

« Encourage Open Dialogue: Create a safe environment for employees to share
their thoughts and concerns.

o Follow Up: Ensure that there is a follow-up on the feedback provided to support
continuous improvement.

« Recognize Achievements: Acknowledge and celebrate the employee’s
accomplishments and strengths.
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Description

Feedback and Continuous Improvement

Gathering feedback from employees and implementing continuous improvement
strategies are essential for enhancing the recruitment process. This approach helps
organizations identify strengths and weaknesses in their current practices, leading to
more efficient and effective hiring. This section outlines strategies for collecting employee
feedback and developing continuous improvement plans to refine the recruitment
process.

Purpose of Feedback and Continuous Improvement

o To gather insights from employees about their recruitment and onboarding
experiences.

o To identify areas of improvement in the recruitment process.

o Toimplement changes that enhance the efficiency and effectiveness of hiring.

o To ensure a positive candidate experience and improve employee retention.
Strategies for Gathering Feedback

1. Employee Surveys and Questionnaires

o Post-Onboarding Surveys: Distribute surveys to new hires after the
onboarding process to gather their feedback on recruitment and
orientation.

o Regular Feedback Surveys: Conduct regular surveys to collect ongoing
feedback from employees about their experiences and suggestions for
improvement.

2. Focus Groups and Interviews

o Focus Group Discussions: Organize focus groups with employees to
discuss their recruitment experiences and gather detailed feedback.
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3. Feedback Forms

o One-on-One Interviews: Conduct individual interviews with employees
to obtain in-depth insights and personal experiences.

o Anonymous Feedback Forms: Provide anonymous feedback forms to
encourage honest and candid responses from employees.

o Online Feedback Platforms: Use online platforms to facilitate easy and
accessible feedback submission.

4. Exit Interviews

o Conduct Exit Interviews: When employees leave the organization,
conduct exit interviews to understand their reasons for leaving and gather
feedback on their recruitment and employment experience.

5. Regular Check-Ins

o Scheduled Check-Ins: Schedule regular check-ins with new hires during
their first few months to address any concerns and gather feedback on their
onboarding experience.

Developing Continuous Improvement Plans
1. Analyze Feedback

o Identify Trends: Analyze the feedback collected to identify common
themes, trends, and areas for improvement.

o Prioritize Issues: Prioritize the most critical issues that need immediate
attention and improvement.

2. Set Improvement Goals

o Define Clear Goals: Establish specific, measurable, achievable, relevant,
and time-bound (SMART) goals for improving the recruitment process.

o Align with Organizational Objectives: Ensure that the improvement
goals align with the overall strategic objectives of the organization.

This document was prepared by the International Development Law Organization (IDLO) for the
Afghanistan Rule of Law Observatory (ARLO) initiative. To find out more about ARLO, please visit our
website at www.arlo.online.

Page 64 of 71


http://www.arlo.online/

Disclaimer: This toolkit is designed as a resource to support civil society organizations (CSOs) in
Afghanistan in streamlining their administrative, operational, and programmatic processes. It offers
general guidance only and should not replace professional legal advice. Due to the diverse nature of CSO
activities and the unique circumstances in Afghanistan, this toolkit may require specific adjustments to
meet your organizational needs effectively.

N\

3. Implement Changes

o

Develop Action Plans: Create detailed action plans outlining the steps
needed to implement the improvements.

Assign Responsibilities: Assign responsibilities to specific team
members to ensure accountability and effective execution.

4. Monitor Progress

@)

Track Implementation: Monitor the implementation of changes to
ensure they are being carried out as planned.

Evaluate Impact: Regularly evaluate the impact of the changes on the
recruitment process and overall employee satisfaction.

5. Continuous Feedback Loop

o

Iterate and Improve: Use the ongoing feedback loop to continuously
identify new areas for improvement and make necessary adjustments.

Celebrate Successes: Recognize and celebrate the successes and positive
outcomes of the improvements made.

Resources

Employee Feedback Form Template

Employee Feedback Form

Employee Name (Optional): [Name]

Job Title: [Title]

Department: [Department]
Date of Feedback: [Date]

Feedback on Recruitment Process:

How would you rate your overall experience with the recruitment process? (1-5)
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o What aspects of the recruitment process did you find most effective?

o What aspects of the recruitment process could be improved?
Feedback on Onboarding Process:

o How would you rate your onboarding experience? (1-5)

o What did you find most helpful during the onboarding process?

o What could be improved in the onboarding process?
Suggestions for Improvement:

e Do you have any specific suggestions for improving the recruitment and
onboarding process?

o Are there any additional resources or support that you think would be beneficial?
Additional Comments:
o [Space for any other comments or feedback]

Continuous Improvement Plan Template

Continuous Improvement Plan for the Recruitment Process

Objective: [Define the overall objective for improving the recruitment process]

Goals:
Goal Action Responsibl Timeline Resources Evaluatio
Steps e Person(s) Needed n Criteria
Improve 1. Revise HR Manager By [Date] Internal Candidate
candidate job Team feedback
experience  description ratings
during the s for clarity increase
hiring
2. Recruitment By [Date] Recruitmen Reduced
Streamline Team t Software  application
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Increase
onboarding
effectivenes
S

Enhance
feedback
collection

application
process

1. Develop a
structured
onboarding
program

2.  Assign
onboarding
buddies

1.
Implement
regular
feedback
surveys

2. Conduct
focus
groups

HR
Coordinator

Team
Leaders

HR Specialist

HR Team

Monitoring and Evaluation:

e [Plan for how progress will be tracked and evaluated]

Review and Update:

By [Date]

Continuou
S

Quarterly

Semi-
Annually

Training
Materials

Internal
Resources

Survey
Tools

Meeting
Spaces

o [Plan for regular review and updates to the improvement plan]

Tips for Effective Feedback and Continuous Improvement

processing
time
Positive
feedback
from new
hires
Improved
new hire
engagement
scores
Higher
response
rates to
surveys

Detailed
qualitative
insights
obtained

« Encourage Honest Feedback: Create a safe and supportive environment where
employees feel comfortable sharing their honest opinions.

« Be Proactive: Actively seek out feedback rather than waiting for issues to arise.

e Act on Feedback: Demonstrate that feedback is valued by making tangible
improvements based on employee suggestions.
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« Communicate Changes: Keep employees informed about the changes being
made and how their feedback contributed to these improvements.

e Celebrate Successes: Recognize and celebrate the positive impacts of
continuous improvement efforts.
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This checklist is designed to help you go through the recruitment process, ensuring all
critical steps are completed effectively. Review each step to confirm that all necessary
actions have been taken.

Final Checklist

1. Develop Job Description

o Ensure the job description outlines roles, responsibilities, qualifications,
and required skills.

2. Job Requisition

o Raise a formal request to fill the position.

o Obtain approval from higher management or relevant departments.
3. Finance Department Checks Budget Availability

o Confirm budget availability for the new hire.

o Ensure financial resources are allocated for the position.
4. Job Advertisement

o Advertise the job through various channels such as internal postings,
jobs.af, and acbar.org.

5. Establish Recruitment Committee

o Form a committee with members from HR and the hiring department.

o Ensure the committee oversees the hiring process impartially.
6. Sign No Conflict of Interest Declaration

o Ensure recruitment committee members sign a declaration to avoid bias.
7. Screening & Prepare Shortlist

o Screen applications based on job criteria.
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8. Written Test

o Prepare a shortlist of candidates who best meet the qualifications and
experience required.

o Administer a written test to shortlisted candidates.
o Assess candidates' knowledge and skills relevant to the job.
9. Interview & Selection Decision
o Conduct interviews with candidates who performed well in the written test.

o Evaluate candidates' suitability for the role based on interview performance
and test results.

o Make a selection decision.
10. Reference Checks & Background Screening

o Conduct reference checks and background screenings for the selected
candidate.

o Verify employment history, qualifications, and other relevant information.
11. Job Offer
o Extend a formal job offer to the selected candidate.

o Include details about the position, salary, benefits, and other employment
terms.

12. Orientation/Induction
o Conduct orientation or induction for the new employee.

o Help them understand the company's culture, policies, and their role within
the organization.

13. Onboarding

o Integrate the new employee into the organization.
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By following this checklist, organizations can ensure a thorough and effective recruitment
process, leading to successful hiring and onboarding of new employees.

o Complete necessary paperwork and set up their workspace.

o Provide any training required for them to perform their job effectively.

Standard recruitment process
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