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The value and success of any archives or manuscripts repositoryrests on two interrelated bases: quality historical records collections
and quality personnel to acquire, process, and service the col-lections. Yet these two aspects of any archival operation are soobvious and elemental that we often neglect them entirely. Neglect-or ignorance-is most often in evidence in the "front-end" ofpersonnel work, the recruitment and hiring of staff.Professional literature on recruitment and hiring reflects the lowstatus and profile that have been accorded personnel work inarchival administration. A careful search of the major archivaljournals and monographs yields little; the last article in the Ameri-can A rchivist to address recruitment and hiring appeared in 1955, aquarter century ago.' A review of SAA annual meeting programsalso produces little. Only two papers in this general area have beenpresented in the past fifteen years. 2 Underscoring the lack of scholar-
ship or interest, the American Archivist's "Annual Bibliography"
has discontinued listing any works in the area of recruitment. Formany years one of the major sections in the annual bibliography
had been titled "Recruitment and Training." "Recruitment" wasdropped from the title in 1975, apparently since there had beennothing to report for twenty years.3 There is, therefore, no corpus ofliterature on recruitment and hiring in our profession.

Why? Few archivists have any formal training or sound knowl-edge of personnel work. They thus either avoid thinking aboutpersonnel work or downgrade its importance. In small shops,personnel work is usually only a minor part of administration
(especially in shops with low turnover); large shops often have aspecialized personnel office or officer. Most importantly, archival
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recruitment methods and hiring procedures vary so widely that
generally applicable scholarship and discussion is difficult.

However, several basic themes recur that merit discussion. (1)
There is no discernable pattern of recruitment in the personnel
systems and operational procedures from state to state or from
agency to agency (even within a state) that would allow valid
generalization. (2) Almost all public agencies of any size now have
classes of employees; the class system determines many recruitment
and hiring procedures. These classes are based on level of skills,
education, and job responsibility. They are usually tied to a civil
service system or, less frequently, to contracts, either individual
personal services contracts or bargaining unit contracts. (3) State
and federal legislation and regulations over the past fifteen years
have created a revolution in the ways in which people are recruited
and hired. (4) Botb parties involved in recruiting, the employer and
the job seeker, suffer from the current situation; the employer
searches only a small portion of the pool of people available and the
job hunter is aware of less than half of the jobs currently open for
which he or she might be well suited.

The widespread practice of classifying employees in an archives
has influenced recruitment and hiring. Although categories and
definitions are sometimes ill-defined or overlapping, there is a
pattern that usually includes the following types of employees:
professionals (at a college or university these are faculty members),
paraprofessionals, clerical employees, and special, temporary, or
part-time employees such as those hired under federal training
programs, graduate student interns, work-study students, and vol-
unteers. Recruitment methods depend in large part on the status of
the position to be filled. Further, institutional personnel policy and
the law usually demand different recruiting and hiring techniques
for each class or type of job. Students, for example, are normally
recruited from the local college or university; paraprofessionals and
clericals from the local job market; professionals from the state,
regional, or national market. The trend in most archives has been
toward carefully structured and formally agreed upon descriptions
of the various occupational classes and of the jobs within those
classes. This is especially true in state agencies governed by civil
service commissions and in the slowly increasing number of union
shops.4 The import for many archival administrators is that they
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must understand several sets of policies in finding new employees to
fill open positions.

Classification is, of course, part of an attempt to end discrimina-
tory practices in employment, which have been prohibited by laws
regarding equal employment opportunity and affirmative action.
Laws and regulations governing recruiting and hiring apply to
many private archives as well as to all public agencies, since "if you
take Uncle Sam's money, you follow Uncle Sam's rules." Even for
those rare private archives that eschew any relationship with the
federal government, one would hope for a good faith effort in
affirmative action and equal employment opportunity.

The modern era of personnel work law begins with the seminal
Civil Rights Act of 1964. The adjective seminal is used advisedly: the
progeny spawned by the 1964 Civil Rights Act are still being born.
In 1967 the Age Discrimination Act added age to race, color,
religion, and national origin as unlawful grounds for discrimin-
ation; the 1972 amendment to Title VII of the 1964 Act added sex. In
1973 Congress passed the Vocational Rehabilitation Act to preclude
discrimination against the handicapped, and added the Vietnam
Era Veteran's Readjustment Act in 1974. Shortly after passage of the
1964 Civil Rights Act, President Lyndon B. Johnson issued Exec-
utive Order 11246 establishing a nationwide affirmative action
program to ensure nondiscrimination: EO 11246 was amended by
EO 11375 in 1967 and EO 12086 in 1978. 5 Finally, Revised Order 4
set standards and procedures for affirmative action reporting. Thus,
recruitment practices cannot "discriminate against applicants...
on the basis of race, sex, national origin, color, age, religion,
handicap, status as a Vietnam-era veteran or disabled veteran,
marital status, or any other factor unrelated to professional quali-
fications." 6

The law creates administrative problems in two areas, advertising
and reporting. Reporting is definitely a conundrum. Although the
employer is not allowed to ask any questions of applicants (either by
mail or in person) concerning any of these special categories, the
institution must file a complete report including the number of
each type of applicant, why they were not interviewed (or, if
interviewed, why not hired). The catch is that most affirmative
action offices have a questionnaire containing all this information
which the institution mails to applicants, but which is returned
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directly to the affirmative action office. This office then asks the
institution to report what the office already knows but what the
institution cannot know because it cannot ask. There appears to be
no solution to this particular problem.

Given this knowledge of the law, how does an archives proceed to
recruit new staff? The first step is to prepare the job description. In
larger agencies a specific description usually already exists because
of civil service regulations or a union contract. Below is a job
description from the State Historical Society of Wisconsin:

ARCHIVIST I (SRI-10) Assistant Archivist
Definition:

This is the entry level for the professional archivist series. The
employee's basic function and responsibility is to perform
beginning level professional archival work in accordance with
established principles, procedures and policies. Work is per-
formed under close supervision and assignments are given to
acquaint the employee with the basic areas of archival activity
such as selection and acquisition of archives, their arrangement
and description, and reference and research activity. Decisions
at this level are limited and often routine, though towards the
end of this period the archivist is expected to make independent
judgments within established guidelines.

Examples of Work Performed:
The tasks performed at this beginning professional level are
similar to those performed at the Archivist II level, except they
are carried out under much closer supervision.

Qualifications:
Required knowledge, skills, and abilities: Ability to plan and
systematically organize work; ability to develop and maintain
effective working relationships with peers, subordinates, su-
pervisors, and to deal with the public; ability to think and write
in a logical, concise manner.

Training and Experience:
A Master's degree in the social sciences, humanities, library
science, or another discipline related to the position. For most
archival positions the Master's degree must also include formal
academic instruction in archives administration. For a few
archival positions these requirements will be waived for a
combination of education and training best suited for the
position.
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Usually the job description is written by the incumbent or the
immediate supervisor, then approved by upper level management.
It should specify a job title, responsibilities, daily tasks performed,
its setting within the overall organizational structure, pay range,
and levels of skill, experience, or education required to do the job.
Without exception, all people with whom the author spoke con-
sidered the job description to be an important part of successful
recruiting. A carefully prepared, specific job description attracts
appropriately qualified candidates, reduces subsequent paperwork,
and significantly eases the trek through the bureaucracy once a
candidate is selected from the applicants.

The second phase of recruiting is advertising. Logically, ad-
vertising copy emanates from the job description. Advertising de-
pends in part on the pool to be drawn from, on the status and level of
the position being filled, and on economics. Advertising is also a
very important part of affirmative action compliance, since no one
can be hired who has not applied. In fact, affirmative action offices
heavily stress the importance of ad copy and placement and will
provide help in this area if asked. It is a fair estimation that well over
half the positions open in archives are not available to the national
pool of job seekers simply because these would-be employees are
unaware of the openings. Conversely, many employers do not see
applications from people who would be well qualified for and
interested in the job. There are several reasons for this. Some states
demand state residency as a precondition for employment. The high
cost of advertising and interviewing significantly restricts the re-
cruitment process, especially for lower level positions. The need to
refill a key position quickly may not allow the six months or more
often required for a national search. Less honorable, perhaps, but
more frequent in practice is the traditional old-boy/old-girl system
and its close relative, political connections, which intentionally
short-circuit the recruitment process.

The type and scope of the media in which a job is advertised
determines the size, quality, and composition of the applicant pool.
The most commonly used vehicle in archival recruitment is, of
course, the Society of American Archivists through its Newsletter,
placement service, and annual meetings. During the years 1978-
1980, the Newsletter alone listed 328 jobs: 200 entry level (61%), 103
at mid-level (3 1%), and 25 at upper level (8%). 7These job listings also
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reflected the increasing activity of the National Historical Pub-
lications and Records Commission and the National Endowment
for the Humanities, since over one-third of all jobs were specifically
stated to be temporary or grant-funded. Less frequently used recruit-
ment tools include the American Historical Association's "Em-
ployment Information Bulletin," the Chronicle of Higher Edu-
cation, History News (published by the American Association for
State and Local History), state civil service registers, regional or
national archival meetings, and posted openings at universities
having archival training programs.8 All of these means can be of
value in recruiting professional level employees, but sometimes at a
high cost. A large pool should offer better choices, but also requires
more work from a screening or selection committee, places a greater
load on clerical help, and may raise the costs of interviewing,
including the difficult problem of applicant junketing or "shop-
ping".9

Recruitment for personnel below the professional level-clericals,
paraprofessionals, students, interns, temporary help, and volun-
teers-should proceed similarly through the description and qual-
ification process outlined above, but usually is followed by a far
simpler advertising and hiring procedure which relies on estab-
lished files of applicants or a local search. One might review
applications on file in the personnel office, advertise in local
newspapers or institutional media, place ads on bulletin boards, or
take referrals from a civil service register or a student employment
office. Although the stakes may seem much lower in filling these
positions, any experienced administrator knows that a successful
and smooth operation depends in good measure on these foot-
soldiers. Thus the same care shown in hiring professionals should
be taken in preparing job descriptions and in advertising for non-
professional positions.

Once the application deadline has passed, the third phase of
recruiting and the first phase of hiring begins. Reliance on a single
individual's judgment at this point is usually a mistake. Although
cumbersome, a search committee or at least the immediate super-
visor and a colleague should reduce the applicant pool to several
leading candidates by matching qualifications against the job
description as advertised. It is important, however, to establish at
the outset who is responsible for the final decision-the supervisor,
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the committee by majority vote, or upper level management.
Selecting candidates to be interviewed from the applicant pool is

not too difficult. First, all applicants who clearly meet the advertised
job qualifications are separated from those who do not. A second
winnowing separates applicants with minimum qualifications (but
little else) from applicants who present significantly more than the
required minimum years of experience, educational degrees, or
technical skills. The third step usually involves the checking of
references and a rank ordering of the top five or ten applicants.
Finally, the people involved in the search should meet to arrive at a
consensus concerning those to be invited for an interview. The
individual or committee responsible for filling the position should,
once minimum qualifications have been met, make a special effort
to include among the interviewees those categories of applicants
disscussed above under affirmative action.

Those candidates not being invited for an interview should be
informed promptly. Then the most difficult and subjective phase
begins. How does one compare and evaluate candidates? What does
one look for? Technical skills? Historical knowledge? Broad ed-
ucation? Certain personality traits? In his 1955 article, G. Philip
Bauer argued that judgment, adaptability, and cooperativeness are"unquestionably of the most importance in the make-up of an ideal
archivist." Bauer recognized the problem this poses for employers:
"The qualities most desired in archivists are those most difficult to
find and to assess. Many are inborn;.., most are unsusceptible of
measurement: good nature, patience, perseverance, common sense,
thoroughness, accuracy.' 0 Many archivists would probably agree
with Bauer's formula. The candidate interview, then, takes on great
importance in the hiring process.

Careful preparation and hard work produce a good interview. To
fairly compare candidates, each interview should follow a similar
structure, allowing for both formal and informal exchange between
the candidate and the interviewers. A written list of topics or
questions prepared in advance and discussed with each candidate
will produce useful, concrete results, especially if those conducting
the interview take notes during a formal meeting and write a post-
interview synopsis for later discussion. A less formal setting-over
lunch, touring the archives, or at a reception-provides an op-
portunity to begin to explore Bauer's critical, unassessable personal
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qualities and to discover the candidate's assets beyond the cur-
riculum vita. Most applicants will have interests and abilities not
shown on paper which might be a welcome addition to staff
capabilities. Examples are photographic, writing, speaking, edit-
ing, or artistic skills, or familiarity with computers. Although the
interviewer structures and controls the interview, its essence is the
opportunity it provides for the candidate to demonstrate why he or
she is the best choice for the job. The best choice will be made by
asking good questions and then carefully listening to the answers.

In an informal survey of archival administrators, the author asked
each a specific set of questions, one of which was "What one quality
is most important to you when interviewing and evaluating candi-
dates?" The answers almost uniformly echoed Bauer's list, judg-
ment being uppermost. A close second was "someone who not only
fits a specific need (the open position) but who can become a part of
the overall operation, someone who can work closely with or fill in
for others when needed and will do so willingly." Far down the list
were specific technical skills and education degrees. To assess these
almost unmeasurable human qualities, employers rely heavily on
candidate references and on a thorough interview which includes
having candidates meet with potential colleagues, an interrogation
by the selection committee, and a careful orientation concerning the
terms and conditions of employment.

This last phase is often slighted, but it really is quite important.
Employers rightly expect a candidate to sell himself or herself in an
interview, and to demonstrate why he or she has a clear edge over the
other candidates since all, presumably, have similar qualifications
on paper. But employers should also sell the candidate on the job by
carefully and honestly explaining the advantages to be gained
through employment in the position. There is sometimes wide
disparity from agency to agency in fringe benefits, quality of life (on
and off the job), and opportunities for internal advancement. This
is important during a recession or "buyers market" as well, since
the best candidates will get the few jobs available and archives will
be competing for these candidates. Recruitment is both costly and
important, and archives owe it to themselves to hire the best they can
get.

Once a candidate has been selected, it is important to move
quickly and decisively to clear the choice with the personnel and



RECRUITING AND HIRING 121

affirmative action offices, and upper level management. Then offerthe job and negotiate a firm agreement; the person making thehiring decision must have the authority to negotiate and must knowexactly what is negotiable and to what extent. It is imperative thatone person has both the authority and the responsibility to concludethe hiring, relocation, and orientation process. Since most candi-dates pursue a number of openings simultaneously, delays and
indecision can be disastrous and costly.

Finally, someone on the archives staff should help the newemployee upon arrival, since the hiring process does not end untilthe new employee is on the job and working productively. Thisincludes some assistance in finding housing (if the employee mustrelocate); completing reimbursement forms for interview and mov-ing expenses; filing all employment forms (tax and retirement sign-ups, insurance enrollment, personnel data sheets, personal servicescontract); assembling an orientation folder which should includeinformation on the agency and its personnel policies, and on thecommunity (schools, services, maps); and an introduction to the
agency's staff.

The recruitment and hiring process is an investment the em-ployer makes in developing the archives' most valuable long-termasset, its staff. As with most investments, the dividends will reflectnot only the cost of the investment but the care with which theinvestment is made. Since archives and manuscript repositories are,at root, personal services agencies, they will be only as good as thepeople who staff them. Personnel work is neither arcane science nora difficult art; it is premised on the same common sense, hard work,
and experience that underwrites most of our work.
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