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Creating a positive staff recruitment experience
Connecting Career Development, Compassion and Human Connection
Background and Context
Samaritans has invested significantly in developing a recruitment framework that is fair, consistent and supportive for candidates. The current approach was originally designed primarily with external recruitment in mind and is recognised as a strength by both candidates and Hiring Managers alike.
Feedback from external applicants consistently tells us that the process feels professional, well-organised and supportive. Regardless of the outcome, candidates often report positive experiences, valuing the communication, guidance and candidate care they receive throughout the journey. This creates a strong first impression of Samaritans and reflects our commitment to treating people with dignity and respect, and led with human connection.
Hiring Managers also place significant value on the framework. It provides structure, consistency and expert support throughout the recruitment process, helping them attract and appoint talented people whilst ensuring recruitment decisions are fair, objective and aligned to organisational policy.
This paper is therefore not intended to suggest that our current recruitment framework is broken, ineffective or in need of wholesale redesign. In many respects, it is working exactly as intended. However, as our focus on Human Connection continues to evolve, and as staff survey feedback increasingly highlights concerns around career development and progression opportunities, there is an opportunity to consider whether the experience of internal applicants requires a different level of thought, support and connection.
Whilst external candidates are exploring whether they would like to join Samaritans, internal applicants are already part of our organisation. They have already invested their skills, commitment and energy into our mission. They already have a relationship with us. Their experience of recruitment therefore extends beyond the outcome of a vacancy and can directly influence their engagement, confidence, sense of belonging and decision to build a future at Samaritans.
An unsuccessful external candidate may feel disappointed and move on.
An unsuccessful internal candidate logs on the next morning; they remain our colleague, our team member and part of our community.
For that reason, the internal recruitment experience deserves particular attention. It presents an opportunity not only to fill vacancies, but to demonstrate our commitment to Human Connection, employee development and talent retention in a way that strengthens our culture and helps our people feel seen, valued and supported.
The recommendations outlined in this paper are therefore intended to build upon the strengths of our existing framework, creating an internal recruitment experience that better reflects the unique relationship we have with our employees and the culture we are striving to create.
Introduction
At Samaritans, we talk a lot about Human Connection. It sits at the heart of our purpose, our values and the support we provide every day.
But Human Connection is not just something we say when we talk about Samaritans, it’s not something we only offer externally. It should be something our people experience and embody throughout their time with us, particularly at the moments that matter most.
For many employees, one of those moments is when they decide to apply for another role within Samaritans.
Applying for an internal role is much more than a recruitment process. It is a personal decision. It is often driven by a commitment to our cause, ambition, curiosity, a desire to grow, or a wish to continue building a future within the organisation.
When someone applies for a role internally, they are often asking a much bigger question than whether they will get the job; they’re asking questions like; "Do you see my value here?” “Do you believe I can grow here?"  "Is there a future for me at Samaritans?" “What happens if I’m unsuccessful?”.  How they feel we respond to those questions matters.
The experience employees have throughout the recruitment journey can either strengthen their connection to Samaritans, or weaken, and potentially even destroy it. 
Positive experiences, regardless of outcomes, can leave them feeling valued, encouraged and optimistic about their future, or it can leave them feeling disappointed, overlooked and questioning whether there is a place for them here in the longer term.
This feels particularly important given what we continue to hear through our staff surveys. Whilst colleagues remain deeply connected to our purpose, concerns around career development and progression opportunities continue to emerge. Many employees are telling us that they want greater visibility of opportunities, clearer pathways for development and more confidence that they can build a long-term career within Samaritans.
Against that backdrop, every internal recruitment process presents an opportunity to either strengthen staff commitment or damage it. To staff, the recruitment process becomes more than a vacancy to fill - it becomes a moment of truth. A moment where the organisation is expected to demonstrate our commitment to Human Connection, career development and the value we place on our people.
Why This Matters
The employees applying for internal opportunities, are often the very people we most want to retain; they are engaged, they are invested in our mission; they are looking for ways to contribute more. Most importantly, they are choosing to look for opportunities within Samaritans before looking elsewhere. That should be viewed as a positive thing.
Feedback from staff over the years has been of a consistent nature; the experience isn’t led with positivity or Human connection. Staff say they can feel like an afterthought or even an inconvenience when they apply, and they feel that there is a pre-determined outcome or preference to hire an external candidate, particularly in instances where the role is being advertised externally alongside staff.  
Applying for an internal role can be a vulnerable experience. People invest time, energy and hope into the process. They put themselves forward for assessment by colleagues. They open themselves up to the possibility of rejection. They continue carrying out their day-to-day responsibilities whilst navigating uncertainty about what comes next.
When that experience feels disconnected, impersonal or unclear, the impact can last far beyond the recruitment process itself. The greatest risk is not that someone doesn't get the role. The greatest risk is how they feel afterwards.
Being unsuccessful, feeling disappointment and handling rejection, is never easy. But if someone leaves the process feeling valued despite this, and thinking "I understand the decision and I know how I can develop for next time," then we have done our job well.
If they leave thinking: "well that was a waste of time” and  “I don't think anyone sees my potential” and " "I'm not sure there's a future for me here" and "Why should I keep trying?" then we have missed an important opportunity, and the credibility of the organisation and of the principles we stand for, has been undermined.
Over time, those negative experiences can contribute to disengagement, lower morale and ultimately the loss of talented people who no longer believe they have a future within Samaritans. 
If Human Connection is genuinely one of our priorities, then it must be felt in these moments too.
What We're Trying to Create
We want to create an internal recruitment experience that feels fundamentally supportive and positive, regardless of the outcome.
An experience shaped with Human connection at its core. An experience where employees feel encouraged to explore opportunities; Where managers actively support career aspirations; Where applying for a role is viewed as a positive step, not a risk; Where feedback is delivered with compassion and care; Where employees learn something about themselves, their strengths and their future opportunities, regardless of the outcome.
Most importantly, we want every employee to know they have opportunities to consider applying for, will be welcomed when expressing interest, and ultimately leave the process feeling respected, valued and supported.
Success should not be measured solely by whether a vacancy is filled.
Success should also be measured by how people feel at the end of the campaign, and for staff candidates the feedback informs us that the current process does not always deliver this. 

The Internal Recruitment Journey We Want to Create
Stage 1: Encouraging Opportunity and Aspiration
Too often, employees only think about career opportunities when a vacancy appears. For some colleagues, particularly those on fixed-term contracts, uncertainty about what comes next can create anxiety and lead them to look externally before exploring opportunities within Samaritans.
We want to create a culture where career conversations happen regularly and proactively, between line managers and their staff, where managers talk openly with employees about their aspirations, their strengths, their future ambitions and to work together to look for opportunities that may help them develop. Much of this resides in the quality of 1:1 meetings and the annual PDR. Samaritans has already made progress in this area through the delivery of training around ‘Having career conversations’ and the expansion of the People HR system for PDRs/objectives and 1:1 template.
For those working in fixed term roles, conversations about future opportunities is even more important. These should begin during the selection process, and during induction and probation, and well before contracts end. This helps people understand what options may be available and how they can position themselves for future roles.
Alongside this, all permanent vacancies will be actively promoted and visible to employees, even in cases whereby there may be a staff member who is working in that role on a fixed term capacity.
In taking these new approaches the message should be clear -  We value our people;  We want our people to grow; We want our people to explore all opportunities to continue with us; We want talented colleagues to stay and build their careers here.

Stage 2: Creating a Welcoming Application Experience
The way we talk about vacancies matters. Employees should feel welcomed into the process.
Samaritans already encourages employees to reach out to Hiring Managers for an informal conversation before applying. This is a real strength of our approach, embodying Human connection and providing an opportunity for employees to better understand the role, explore the challenges and opportunities it offers, and reflect on whether it could be a good fit for themselves and the organisation.
Despite this, many capable employees still choose not to apply. Often this is because they focus on the experience or skills they believe they lack, rather than the strengths, potential and transferable skills they already bring. Others may feel uncertain about the recruitment process itself or worry about the impact of being unsuccessful.
If we are serious about encouraging internal mobility and supporting career development, we need to create a culture where employees feel welcomed and encouraged to explore opportunities, even when they may not meet every requirement. Applying for a role should be seen as a positive and valuable development experience, providing insight, feedback and learning regardless of the outcome.
We should actively encourage employees to explore opportunities and have conversations about roles they are interested in.
Human Connection requires us to remain open-minded about people's potential. Too often, employees can be viewed through the lens of the role they currently occupy rather than the wider experience, skills, qualifications and aspirations they bring. An employee's current role only tells part of their story. It is only through reviewing applications and having meaningful conversations that we can fully understand the breadth of talent that exists within our organisation in relation to the role we’re trying to fill. 
By leading with curiosity rather than assumption, we create greater opportunities for people to grow and for Samaritans to retain valuable talent. 
Applying for a role should be viewed as an opportunity to learn, develop and understand what future growth might look like. In light of this we will look to redefine the Hiring Managers responsibilities in the process for staff candidates and provide guidance and support to Hiring Managers in these new steps.
Talent Attraction can also play an important role by providing further support and clarity of the process for staff applicants, improving our guidance of what to expect, how to demonstrate their best in the process, and also clarity around our commitment to them in making the experience a positive one.
During discussions, there have been suggestions that all internal applicants should be guaranteed an interview. Whilst this idea is well-intentioned and reflects a desire to support career development, it is important that we remain pragmatic and maintain a fair and effective recruitment process.
An interview should remain an opportunity for candidates who have demonstrated, through their application, that they meet the essential criteria for the role. Guaranteeing interviews regardless of suitability would not necessarily provide a positive experience for employees and could create unrealistic expectations, as well as increasing the time and resource required to recruit successfully.
Instead, our focus should be on ensuring employees are given the best possible opportunity to present themselves before reaching this stage.
This starts with encouraging informal conversations between employees and Hiring Managers prior to application, helping individuals gain a clearer understanding of the role, the skills required and whether the opportunity aligns with their experience, aspirations and development goals.
It also means supporting employees to submit strong applications by clearly demonstrating how their knowledge, skills, experience and transferable capabilities meet the requirements of the role.
By investing in these conversations and providing greater guidance throughout the application process, we can create a more supportive and developmental experience whilst ensuring recruitment decisions continue to be based on evidence, fairness and suitability for the role.
This approach strikes a balance between encouraging internal mobility and maintaining confidence in a recruitment process that remains fair, transparent and focused on appointing the best candidate for the role.
The overall aim should be to maintain Human connection, reduce uncertainty and help employees feel confident in navigating the process.
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Stage 3: Delivering more Human Connection into the Process
For internal applicants, the recruitment experience should demonstrate our values through closer Human connection.
Employees are not external candidates. They are already part of our organisation. They deserve an experience that respects their commitment and relationship to Samaritans and honours what they already contribute to our purpose and mission.
This means embedding closer contact with those leading the recruitment campaign in each instance, which means shifting ownership of the candidate experience away from Talent Attraction and towards the Hiring Manager.
Whilst Talent Attraction will continue to provide expertise, guidance and process support, the primary relationship should be between the employee and the Hiring Manager.
The Hiring Manager should take responsibility for:
· Promoting the vacancy within their team.
· Being Approachable, Welcoming and encouraging of all potential staff applicants.
· Holding informal conversations where appropriate.
· Keeping people informed.
· Building trust throughout the process.
· Delivering outcomes with sensitivity and without delay
· Taking time for effective feedback conversations, that are constructive and helpful with a focus on development pathways.  
· Creating a positive and supportive experience.
This approach brings greater humanity into the process and reinforces the connection between the role, the team and the employee's future aspirations.
If we are serious about embedding Human Connection throughout the recruitment journey, then the way we hold feedback conversations matters just as much as the decisions we make. To support this, we can encourage Hiring Managers to use the HEART model as a framework for outcome and feedback discussions.
The model encourages managers to:
[image: ]Hear – Listen actively to the employee's reflections, questions and feelings.
Empathise – Recognise the vulnerability that can come with putting yourself forward for a role and acknowledge any disappointment or uncertainty.
Ask – Explore aspirations, strengths and future development opportunities through open and supportive questions.
Reassure – Reinforce the employee's value, contribution and potential, helping them understand that one outcome does not define their future.
Thank – Show appreciation for the time, effort and courage it took to apply and engage in the process.
The HEART model provides a practical way of bringing compassion, curiosity and Human Connection into conversations that can often feel difficult. It helps shift the focus from simply delivering an outcome to supporting an employee's confidence, development and ongoing connection to Samaritans.


Stage 4: Delivering Outcomes with Compassion
This is often the most important moment in the journey. It is also the moment where Human Connection can be felt most strongly.
Staff applicants and candidates generally report feeling vulnerable in the recruitment process.  Waiting for outcomes can be difficult. Delays create uncertainty and unnecessary anxiety.
We therefore want Hiring Managers to take ownership for communicating outcomes as quickly as possible following interviews. There is no good time to deliver bad news, the important thing is that it’s done as soon as practically possible with the offer of a more constructive follow up feedback conversation in coming weeks.
Conversations create connection, so for unsuccessful internal applicants, outcomes and feedback should always begin with a conversation. Not an email. Not written feedback sent without discussion. A conversation. This allows questions to be asked and emotions to be acknowledged, it allows understanding to develop. Most importantly, it allows people to feel heard.
The purpose of feedback should never simply be to explain why someone was unsuccessful at interview. The purpose should be to help someone understand what areas they would need to work on for the next time the vacancy might become available. 
Feedback should help employees understand:
· What they did well.
· What strengths they demonstrated.
· Where gaps currently exist.
· What development would support future opportunities.
· How they can move closer to their aspirations.
The conversation should leave people feeling hopeful about the future, not defined by a single outcome.
The same principle should apply to volunteers who reach interview stage.
Where feedback is offered, it should be delivered through a conversation first, recognising the relationship they already have with the Organisation and the investment they have made in the process.
For external candidates, we will continue to deliver written outcome and application-stage feedback will continue not to be offered (given the volume of applications received). However, we should hold ourselves to a different standard when it comes to our own employees.

Stage 5: Turning Feedback into Growth
Too often recruitment ends when a decision is made. We want to see it as the beginning of a development conversation.
Following feedback discussions, employees should be encouraged to discuss outcomes and their experience with their line manager, to reflect on:
· Their aspirations.
· Their strengths.
· Their development needs.
· Future opportunities.
· Actions that will help them prepare for the next step in their career.
This creates a stronger connection between recruitment, development and retention.
The conversation becomes less about what someone didn't achieve and more about how we support them to achieve it in the future, meanwhile still leaving the responsibility with the staff member for their personal development.

The Role We All Play
Creating a more positive recruitment experience for staff is not the responsibility of Talent Attraction alone - it requires a collective commitment.
Hiring Managers
Hiring Managers have a critical role in creating connection throughout the process.
They should take ownership of communication, outcomes and developmental feedback, recognising the impact these conversations can have on an employee's confidence, engagement and future career decisions.
Line Managers
Line Managers play an important role in helping employees explore aspirations, understand feedback and identify development opportunities.
Career conversations should become a normal part of management practice rather than something reserved for annual reviews or recruitment outcomes.
Talent Attraction
Talent Attraction should continue to act as a trusted partner, providing expertise, guidance and consistency across the process.
Their role is to support both Hiring Managers and employees to navigate recruitment successfully, whilst ensuring fairness, transparency and a positive overall experience.

Summary: What We Are Looking to Embed
At its core, this is not about redesigning a recruitment process.
It is about creating an experience for Staff applicants that reflects the culture and values we stand for.
We are looking to embed:
· Earlier and more meaningful career conversations.
· Greater support for employees exploring opportunities.
· Clarity of the process for staff applicants and what those candidates can expect from those involved in it.
· Openness and Transparency in advertising all opportunities to staff – with particular focus on looking at more ways to retain colleagues on fixed-term contracts.
· Better visibility of opportunities across the organisation each week.
· A more welcoming and encouraging approach to internal applications.
· Clear accountability for Hiring Managers throughout the process.
· Faster communication of outcomes.
· Verbal feedback conversations for unsuccessful staff and volunteer candidates.
· Development-focused quality feedback that supports future growth.
· Stronger links between recruitment, learning and career development.
· Greater Human Connection at every stage of the journey.
Ultimately, we want employees to feel that applying for a role internally is a positive experience, regardless of the outcome.
Because whilst not everyone will be successful in securing a role, everyone should leave the process knowing that they are valued, that their aspirations matter and that Samaritans is invested in their future.
That is what Human Connection should feel like in practice for our people.

What We Are Looking to Change
The recommendations within this paper are not intended to replace the existing recruitment framework. The current process continues to provide a strong, fair and consistent experience for candidates and valuable support for Hiring Managers.
Instead, these changes are designed to strengthen the experience for internal applicants by embedding greater Human Connection, supporting career development and helping us retain talented people within Samaritans.
At its heart, this is about recognising that internal recruitment is not simply about filling vacancies. It is an opportunity to encourage aspiration, support growth and demonstrate our commitment to our people.
The key changes we are looking to embed are outlined in the appendices.  
These changes seek to create a culture where employees feel welcomed, encouraged and supported to explore opportunities within Samaritans, knowing that their aspirations are valued and their development matters.



Our Principles/commitments to staff applicants
If we are serious about embedding Human Connection into the internal recruitment experience, there are some principles that should remain constant regardless of role, team or vacancy.
For internal applicants, we will:
· Encourage aspiration and career growth.
· Promote opportunities openly and transparently.
· Create space for conversations.
· Assess only based on evidence and potential, not assumptions.
· Communicate outcomes promptly, at every stage.
· Offer and deliver feedback through conversation, not simply through email.
· Focus feedback on future development and growth.
· Treat every applicant with compassion, dignity and respect.
· Use the HEART model to guide difficult conversations.
· Ensure employees leave the process feeling valued, regardless of the outcome.
These principles will help us create a more consistent experience and ensure that Human Connection is felt at every stage of the journey.
These principles should be shared on our vacancy pages as our commitment to staff applicants. Hiring Managers should be held accountable to them for each campaign when considering staff applicants. 
Summary
This paper does not propose a new recruitment process. Instead, it proposes a shift in mindset, recognising the need to deliver improvements to the staff experience.
By building on the strengths of our existing recruitment framework and introducing greater ownership, communication and compassion throughout the employee journey, we have an opportunity to strengthen engagement, support career development and retain talented colleagues who are committed to our mission.
Most importantly, we have an opportunity to ensure that employees experience the same care, empathy and Human Connection that sits at the heart of everything we do.
Not everyone will secure the role they apply for, but everyone should leave the process feeling heard, supported, respected and hopeful about their future at Samaritans.

Appendices;
Roles and Responsibilities
Creating a more human and connected internal recruitment journey requires collaboration. Whilst Talent Attraction plays an important role in supporting recruitment activity, creating a positive employee experience cannot sit with one team alone – Hiring Managers and line managers play a critical role in the delivery of this experience. 
Hiring Managers
Hiring Managers play the most significant role in shaping the experience of internal applicants. They are often the individuals best placed to create connection, provide reassurance and help employees understand both opportunities and outcomes.
	Responsibility
	Expectations

	Career Conversations
	Encourage employees to explore opportunities and discuss aspirations

	Informal Discussions
	Be available for pre-application conversations

	Candidate Experience
	Create a welcoming and supportive experience for internal applicants

	Communication
	Keep candidates informed throughout the process

	Interview Management
	Arrange and manage interviews with internal candidates where appropriate

	Outcome Communication
	Share recruitment decisions promptly

	Feedback
	Deliver verbal, constructive and developmental feedback

	Development
	Help employees understand development needs and future opportunities

	Human Connection
	Use the HEART model to guide outcome and feedback conversations



Talent Attraction
Talent Attraction remains responsible for providing expertise, consistency and governance whilst supporting both Hiring Managers and employees through the process.
	Responsibility
	Expectations

	Recruitment Framework
	Embed changes to recruitment policies, processes and standards

	Vacancy Promotion
	Ensure opportunities are visible and promoted across the organisation

	Guidance & Resources
	Provide tools and guidance for internal applicants

	Hiring Manager Support
	Coach and support Hiring Managers throughout recruitment activity

	Process Assurance
	Ensure recruitment activity remains fair, consistent and inclusive

	External Candidate Management
	Continue managing communication with external candidates and volunteers

	Reporting
	Monitor internal mobility, candidate experience and recruitment outcomes

	Continuous Improvement
	Identify opportunities to improve the employee experience



Line Managers
Line Managers have a critical role in helping employees build confidence, explore aspirations and turn recruitment feedback into meaningful development.
	Responsibility
	Expectations

	Career Development
	Hold regular conversations about aspirations and future opportunities

	Fixed-Term Contract Support
	Discuss future opportunities well before contracts come to an end

	Application Support
	Encourage and support employees exploring internal opportunities

	Development Planning
	Help employees create development plans aligned to career goals

	Retention
	Help employees see a future within Samaritans



Proposed changes
	Journey Stage
	What We Want to Achieve
	Proposed Change
	Lead Responsibility

	Attraction
	Encourage employees to consider future opportunities within Samaritans
	Continue to advertise all vacancies to staff and guide Managers to promote their vacancies. Improve visibility of opportunities across the organisation through a new weekly Blink Post of current opportunities, 
	Talent Attraction

	Attraction
	Retain talented employees, particularly those on Fixed Term Contracts
	Encourage earlier career and future planning conversations, particularly for those in Fixed term contracts.
	EE and TA Advisors with Line Managers accountable.

	Attraction
	Create a culture where employees feel encouraged to apply
	Position internal applications as a positive development opportunity, regardless of outcome
	Hiring Managers & Line Managers

	Pre-Application
	Improve understanding of opportunities
	Encourage informal conversations between Hiring Managers and interested employees
	Hiring Managers

	Application
	Increase confidence and reduce self-elimination
	Build guidance and resources available to applications, on Sams Home and Vacancies page
	Talent Attraction

	Application
	Ensure talent is assessed on evidence rather than assumptions
	TA to encourage Hiring Managers to focus on applications, skills and potential rather than existing Samaritans job titles or roles
	Hiring Managers

	Recruitment Process
	Create a more personal and connected experience
	Shift ownership of the internal candidate experience towards the Hiring Manager. Define responsibilities. 
	Talent Attraction to update Process and responsibilities for Hiring Managers

	Recruitment Process
	Reduce uncertainty and anxiety
	Talent Attraction to provide guidance to HM for improved communication and updates throughout the process
	Hiring Managers

	Recruitment Process
	Clarity of staff process and our commitment to make the experience of value
	Talent Attraction to update process map, responsibilities and detail on Sams Home around our commitments.
	Hiring Managers

	Outcome
	Demonstrate care and respect
	Communicate outcomes promptly following interview
	Hiring Managers

	Outcome
	Provide meaningful development support
	Deliver verbal feedback conversations for unsuccessful staff and volunteer applicants
	Hiring Managers

	Development
	Strengthen links between recruitment and career development
	Use recruitment feedback to inform future development and career conversations
	Hiring Managers & Line Managers

	Continuous Improvement
	Measure success and identify improvements
	Gather feedback from internal applicants and monitor the employee experience
	Talent Attraction
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