
What do you want?
Does a young person really need to come armed with all the skills you have listed? For example, is existing 
capability with a piece of software essential – or is this something that can be developed.

Employer toolkit: Adapting recruitment 
processes to get the best out of young 
people

Employer guidance on how best to attract and retain disadvantaged young people is not 
a new phenomenon. With such a wealth of pointers out there, it can be overwhelming for 
employers. This toolkit has therefore distlilled key information into practical takeaways that 
are easy to implement for employers.

It is stuctured around four key elements of the recruitment process: mindset, job adverts 
& specs, selection processes and inductions/mentoring.

1. What do you want from your role?

Does a young person really need to come armed with all the skills you have 
listed? For example, is existing capability with a piece of software essential – 
or is this something that can be developed?

2. Loyalty

Young people who have experienced a period of unemployment can make 
loyal employees: they want to repay the opportunity that they have been 
given.

3. Mould in your image!

Consider that young people have not accrued the bad habits that come with 
20 years on the job! Apprentices, trainees and junior staff can be immersed 
in your values and way of doing things. 

4. Consider that young people’s difficult life experiences 
are assets 

A young person who has come from a difficult situation may have unique 
insights or abilities. Consider the barriers they have overcome as a strength, 
not a concern. 

Mindset



Recognise that the job advert is likely the first point of contact with 
potential candidates. As such, be sure not to inadvertently put people 

off at the first hurdle! These tips will help:

1. Use Plain English 

• Don’t assume a young person will understand technical terms, or expect them to infer that which 
you haven’t stated

• Be careful with acronyms: just beacause you use them every day, it does not mean others 
understand them

• If including technical terms, add a ‘jargon buster’ section
• Do not sex-up a role description to make it sound more 

interesting - corporate language can be hard to understand 
• Ask current young employees to sense-check job 

descriptions  

2. Don’t over-ask

• Specify minimum academic qualifications only if these are 
genuinely required for the role

• Consider the tone: if your job advert asks for people who 
are ‘highly skilled’ or of ‘high calibre’ this may be off-putting 
to young people who have not yet had a chance to develop 
confidence in their own abilities

• Be realistic. For an entry level wage, will someone really 
have experience of a given task? Or is this something they 
can learn?

3. Be inclusive

• Adverts should include a statement that the employer is an equal opportunities employer and will 
provide reasonable support to disabled applicants throughout the recruitment process

• Employers should ensure that application forms are available in different formats (large texts, 
Braille, or audio). Cerate alternatives at the beginning of the recruitment process, rather than 
waiting for a request for an alternative format.

• Consider allowing candidates not to use the application form, but to present the required info in a 
different way, for example by recording verbal information.

4. Convey your enthusiasm 

• Consider highlighting the fact you are open to young people – don’t be afraid to say it
• Pique young people’s interest by talking about organisation culture, values and the offer of 

opportunities for career growth.

                                                          
 

    Where to advertise?

• Young people often prefer less formal communication about job roles. 
Capitalise on the fact you can advertise for free on Facebook and Instagram

• You can connect with young people by advertising through Jobcentre Plus’ 
online service.  Register on https://www.gov.uk/advertise-job 

Do not forget the basics:

 - Working hours listed up-
front 

- Location is clear (many 
young people will be 
dependent on public 
transport)

- Be precise with salary: try to 
avoid wide-ranging banding

- List perks: leave entitlement, 
flexible arrangements, staff 
discounts, medical plans etc.

Creating comprehensible 
roles and specs

https://www.gov.uk/advertise-job 


Selection Processes

Interview questioning style
• Flip the question around: instead of asking young people where they displayed something (for example, good customer service), ask them a time when they experienced it
• Encourage young people to draw on experiences from school / college / family• DO ask leading questions if young people are struggling to flesh-out a response• Change from competency-based interview techniques to strength or scenario based: what would you do (as opposed to what have you done)

  Making interview experiences comfortable
• Provide information such as how to dress and who they will be meeting in advance to alleviate doubts• Find out about the young person: start by asking them more about themselves and their interests• Rather than have an interviewee sit waiting nervously to be called, have a friendly colleague sit with them and chat / show them around the office.• Get a young person you currently employ sit on the interview panel 

   Alternative selection processes 
• Consider that young people may perform better outside of an interview. 

Assessment centres and work days can allow candidates to demonstrate 

that which they may have trouble explaining.
• Realise the value in getting to know a young person at an assessment-

style day. Find out whay they value? What do they want to achieve? How 

do they interact outside of the confines of an interview room?

• Consider that youth employment support providers can help you to run 

employability sessions that double as selection methods



https://www.personneltoday.com/hr/how-to-comply-with-the-duty-to-make-
reasonable-adjustments-during-the-recruitment-process/#advertisements 

Try to Try not to
When task setting consider whether or not the 
young person has done this before  - and, how 
well they understand what has been asked of 
them

Press for details of a young person’s personal 
life if you suspect or know they have overcome 
challenges 

Line manager should have weekly 1:1 at 
first.  These should be prioritised. Manage 
expectations and create timeframes for 
progression

Overpraise: this can set young people up to fail 
by creating unrealistic expectations.

Recognise all the implicit rules that young 
person won’t know: etc. use of mobile phones, 
leeway around swearing, getting a drink. Make 
sure the team model the behaviours you want 
to instil. 

Assume young people understand industry 
speak and wider work jargon (‘close of play’ 
etc.)

An alternative communication channel (not line 
manager) should be made apparent

Expect a young person to read policies – talk 
them through

Try to Try not to
Find out (ask and observe) where a young 
person’s emerging interests lie – this 
can have huge benefit for the business / 
organisation. 

Think a young person will be the finished 
product after a few months

Mentor in informal situations (have a brew, 
step outside the office). Involve the team in 
the mentoring experience - this can have great 
knock-on effects for team camaraderie

Change the young person’s team, or role 
paramenters too frequently: stability and 
consistency are key at the start

Make sure to celebrate milestones and 
achievements

Assume that because a young person is 
progressing well, there will not be hiccups. 
Barriers may still exist in the background. 
If there are bumps in the road, consider 
drawing up a co-produced minimum set of 
standards.

If you would like support in implementing any of the suggestions above, please 
consider that the Greater Manchester’s Hidden Talent Youth Panel run free sense-

check sessions with employers.
To find out more please contact ben.reese@gmcvo.org.uk / 0161 277 1046

                     Inductions / Mentoring

Where young people have faced barriers to work they may 
very limited experience of the workplace. They may not be 
aware of expected behaviours that many of us accept as 
given. The quicker young people find their feet, the quicker 

they can start displaying their worth and merits. These induction pointers can 
facilitate the settliing-in process.
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