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Executive Summary 

This report is in response to a Board motion by Supervisors Kuehl and Hahn requesting the Department 

of Human Resources to provide an update on technology-based enhancements to the hiring process, as 

recommended in DHR’s quarterly time-to-hire reports to the Board.  The table below provides a 

summary of the DHR recommendations and the current status of each innovative project.   

 

Report  DHR Recommendation Current Status 

2/2019 Video interviews for candidates. Fully implemented 

2/2019 Improved data integrity.  Address incorrect or 
incomplete information in databases used to 
calculate time-to-hire to prevent reporting 
anomalies. 

Full implementation of 
Countywide training.  Technology 
for integration of existing systems 
awaiting funding. 

5/2019 Field of competition clarification.  Non-county 
individuals apply to jobs only available to non-
County employees. 

Fully implemented two 
enhancements:  requirement of 
employee ID on County-only job 
applications, and separate job 
portals on DHR’s website for 
County vs non-County applicants. 

10/2019 NeoGov status update for candidates (provide 
updates to candidates on their current exam 
status). 

Fully implemented for DHR exams. 

10/2019 Improved banding information for candidates, 
informing candidates of placement relative to 
other candidates. 

Partial implementation.  Pilot 
testing on DHR exams. 

10/2019 Reduction on reliance on shadow systems 
(alternatives to NeoGov used by some 
departments). 

Partial implementation.  
Identifying NeoGov 
enhancements. 

2/2019 Remote proctoring (proctoring of candidates 
who take a test at home or another alternate 
location). 

Contract being executed. 

2/2019 Artificial intelligence for screening of 
applications. 

Proof-of-concept underway. 

5/2019 Electronic dashboard with time-to-hire data.  
Dashboard available to HR staff throughout 
the County to provide on-demand hiring 
metrics. 

Awaiting funding. 

10/2019 Texting job candidates regarding exam status 
or other updates. 

Awaiting funding. 
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Introduction and Background 

Since February 2019, the Department of Human Resources (DHR) has provided the Board with quarterly 

updates on metrics related to the amount of time required to hire job applicants into County positions.  

These quarterly reports have included numerous process enhancements to reduce time-to-hire, many of 

which have been implemented, by DHR as well as line departments.  In particular, many of the 

recommendations have focused on using technology to ensure that job candidates’ applications, 

examinations, list management processes, and onboarding experiences are handled in the most 

expeditious, efficient way possible, while also ensuring a candidate-friendly process. 

In February 2020, the Board approved the motion of Supervisors Kuehl and Hahn directing DHR to 

review the technology recommendations in its quarterly reports.  The following information provides an 

update to the Board on DHR’s recommendations, the innovations that have been implemented in the 

County’s hiring process, and the current status of pending recommendations.  

 

February 2019 Recommendations 

Video Interviews 

Numerous studies conducted by DHR indicated that the inclusion of live panel interviews in civil service 

examinations resulted in significant increases in the cycle time required to promulgate eligibility lists.  As 

a result, DHR implemented two initiatives:   

1.) Reduction in reliance on interviews.  DHR identified numerous examinations where 

competencies measured by civil service interviews could be easily measured using more 

efficient (and frequently more objective) methods.  For those examinations associated with 

“master calendar” items (those that span multiple departments) where alternatives to the 

interview were identified, DHR was frequently able to eliminate such interviews.  As a result, the 

vast majority of master calendar examinations no longer include civil service interviews. 

 

2.) Implementation of video interviews.  For department-specific examinations, as well as for a small 

number of master-calendar examinations, DHR identified video interviewing as a method for 

more quickly conducting a large number of interviews, while maintaining fairness and 

objectivity, and improving the County image as a public-sector leader in the use of technology to 

assess job applicants. 

Video interviewing represents technology that allows the organization to record an interviewer (or 

written interview questions) that a candidate can access on demand at any time or place of their 

choosing, record their responses to the questions, and submit those responses electronically.  The 

organization is then able to use raters to view these responses around their busy schedules and score 

the candidate’s recorded responses.  This has the advantage of being more convenient for job 

candidates, while saving the County significant resources in scheduling interviews, assembling rating 

panels, and reducing the number of “no-shows” to zero.   

In order to implement video interviewing, DHR successfully competed for a Productivity Investment 

Fund grant to initiate this technology on a trial basis in 2017.  After pilot-testing the technology on two 



 

 4 

examinations, DHR rolled out the service to all departments, accompanied by informational sessions and 

training. 

Fifteen departments have used the technology as of March 2020, either as part of the civil service 

examination process or in selection/hiring interviews for candidates who are job finalists.  The number 

of interviews conducted using this technology has been rising since its introduction (just over 10,000 

interviews conducted as of the end of April 2020), and we anticipate that the trend will continue when 

the current hiring freeze is lifted, assuming funds are available to continue the contract with a vendor to 

supply the service. 

 

Remote Proctoring 

DHR currently administers over 20,000 paper/pencil tests annually.  Most of these tests are 

administered in a proctored setting, requiring facilities, materials, staff, and equipment, all of which 

represent significant costs. A typical exam administration for a single exam in a proctored environment 

with 2,500 candidates can be expected to cost about $25,000.  While DHR has made major advances in 

reducing the pressure on its facilities and staff through the innovative use of technology for other types 

of tests (e.g., online unproctored testing and video interviewing, as discussed above), there continue to 

be challenges in meeting the ever-growing demand for the provision of testing services, especially those 

requiring in-person administration. 

In particular, cognitive tests can be subject to deceptive practices, and as a result, require proctored 

administration.  While there are several different potential solutions to this problem, a straightforward 

approach has been utilized in virtual classrooms in the education industry, where tests are “proctored” 

remotely.  Students can take a computer-administered test in their homes or other convenient location, 

while being “watched” or recorded by their webcam.  The video can then be reviewed by an analyst, 

either live or at a later time, to identify cheating or any other deceptive practices, or be analyzed using 

Artificial Intelligence, which can flag suspicious behaviors for further review. 

This approach has proven to be highly successful in the education industry.  As a result of its innovative 

proposal to adapt this strategy to pre-employment assessments, DHR won a Productivity Investment 

Fund grant in 2018 to pilot test the technology for use in civil service examinations managed by DHR. 

DHR foresees several major benefits to remote proctoring.  We expect costs to administer a remotely-

proctored exam to be approximately half of the cost of administering the same test in a proctored 

environment.  Moreover, a remotely-proctored test will allow candidates to self-schedule their testing 

session, resulting in greater flexibility for candidates, higher candidate satisfaction and fewer “no 

shows”.  Based on prior studies, DHR expects approximately 10% fewer no shows, thereby improving 

testing efficiency and reducing the need for late and other special test administrations. 

After an extensive contracting process to procure a vendor for remote proctoring services, a purchase 

order was issued for the selected firm in April 2020.  If this expense is approved, DHR expects to 

immediately initiate remote proctoring for those tests that have traditionally required in-person 

proctoring.  Given the current COVID-19 pandemic, remote proctoring will provide the County with the 

tools to further ensure the safety of our job candidates and our County employees, while continuing 
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skills assessment of job candidates, particularly in fields deemed as essential during these inauspicious 

times. 

 

Data Integrity 

DHR provides quarterly reports to departments on a variety of metrics associated with the amount of 

time required to hire the average applicant for County jobs.  These metrics have fallen into three major 

categories:  exam time (application to eligible list), list time (eligible list to conditional offer), and 

onboarding time (offer date to hire date). 

NeoGov is the County’s main system-of-record for tracking most examination and list data.  A second 

system, ePAR, captures activity from the onboarding process, but does not integrate with NEOGOV.  

Once all steps are completed in ePAR, this system sends the hire information to eHR, the County’s HR 

and Payroll system of record.  To produce accurate Time-to-Hire reporting, candidate data must be 

reconciled between these three systems.  There are two major sources of anomalies when reconciling 

data between these systems: 

1.) Hires appearing in eHR, but not in NeoGov.  DHR estimates that up to one-third of hires are not 

being captured in NeoGov.  This is attributable to hires who are made outside the typical 

workflow, and may include executive/unclassified hires and hires made using other systems (for 

example, the Department of Health Services hires a number of federally-sourced physicians who 

are not processed in NeoGov). 

 

In investigating this issue, DHR has determined that there are some “shadow systems” 

maintained by departments to track these hiring activities (a separate section below provides 

more details).  Further, DHR has proposed to invest in integration technology, where eHR and 

NeoGov are more fully integrated, so that departments must use NeoGov to track offers and 

hires.  As a result, this data would be seamlessly captured and any discrepancies quickly 

identified and addressed.  DHR will seek funding for this enhancement. 

   

2.) Reconciling date discrepancies.  NeoGov has the capacity to capture the dates an offer is made 

to a job candidate and the date that a candidate starts work, which are essential for two of the 

reporting metrics.  However, some departments do not complete the typical workflow hiring 

process, or only partially complete the process, in NeoGov (for example, a department may only 

take paper and pen notes, never updating the system when a candidate is selected).  In those 

cases, DHR’s time-to-hire calculations for list time and for onboarding time are not able to be 

made, as both calculations are dependent on offer date and/or hire date.  Further, data 

discrepancies were found, which result in inaccurate calculations for list and onboarding times. 

 

Tighter integration between ePAR and NeoGov to require the selection of a candidate from 

NeoGov would result in fewer anomalies. Alternatively, a switch to only using NeoGov to handle 

transactions currently processed by ePAR would also result in fewer discrepancies.   In the 

interim, DHR initiated in-person communications and trainings with departments on the proper 

completion of these fields within NeoGov.  This communication has proved to be working as 

data integrity has increased since DHR started this process. 
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Moreover, DHR implemented controls within NeoGov such that an analyst attempting to enter 

an offer date occurring after a hire date within NeoGOov will result in a flag, warning the analyst 

of their actions.  We anticipate that this enhancement will significantly reduce errors in the 

calculation of list and onboarding times. 

Subsequent analyses have determined that DHR’s efforts have largely been successful, with the 

vast majority of offer dates being completed, and the elimination of nearly all negative 

onboarding times, suggesting that departments are now more vigilant about the accurate 

completion of this variable. 

 

Artificial Intelligence 

A major contributor to the duration of the examination portion of the hiring cycle is the amount of time 

required to review applications.  The County receives about 400,000 job applications annually, with DHR 

receiving approximately 80,000 of these.  Each of these applications is manually reviewed by an analyst, 

and in the case of difficult or borderline cases, an application may be viewed by several analysts, their 

supervisors, and managers.  This is a time-consuming process that is labor- and resource-intensive. 

DHR has proposed a number of solutions to this problem (see below for additional innovations), 

including the implementation of artificial intelligence to quickly review job applications and determine 

whether each one meets the Minimum Requirements of the job as set forth by CEO classification. 

Artificial intelligence (AI) algorithms can be “taught” to review an applicant’s education and job 

experience as submitted on an application and/or a resume, compare that candidate’s credentials with 

the minimum requirements for a position, and render a determination of the extent to which the 

candidate meets the requirements and the confidence with which this determination is made.  The 

manner in which the AI functions can be through several mechanisms, including “deep learning”, 

whereby thousands of previously-reviewed applications are entered into the algorithm, teaching the 

algorithm the kinds of applications that met requirements versus those that didn’t.  The algorithm then 

applies those learned rules to new applications, along with the degree of confidence in the algorithm’s 

recommendation.  Analysts can then safely accept or reject those applications that have near-certain 

confidence in acceptance or rejection, and can manually review those that are borderline or where 

confidence in a computer-generated recommendation is low. 

Several departments, including DHR, currently use more basic forms of AI to render qualification 

decisions.  “Supplemental questionnaires”, a series of questions accompanying the application form, ask 

applicants to respond to detailed questions about their education or experience so that applicants can 

be automatically excluded if they do not clearly indicate they meet minimum requirements.  However, 

this technology is impractical and inadequate for those examinations with complex job requirements or 

where the requirements involve significant interpretation, which are those that require the greatest 

resources in the review process. 

DHR has begun evaluating using advanced AI technology for the rapid evaluation of job applications.  A 

proof-of-concept has been initiated using NeoGov, and this technology continues to be studied to 

determine ways in which the County may deploy it.  
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May 2019 Recommendations 

Field of Competition 

As stated above, a major contributor to the length of the examination portion of the hiring cycle is the 

amount of time required to review applications.  Approximately 40% of candidates applying to County 

jobs do not meet the minimum requirements of the job for which they are applying.  Many of these 

applicants are disqualified because they are non-County employees applying for jobs that are restricted 

to current County employees.  Since January 2018, there have been over 85,000 non-County employees 

applying to Promotional Only or Transfer Opportunities. 

DHR has devised two automated technology-based solutions to these problems related to clarifying the 

field of competition, both of which have been implemented: 

1.) Changes to the application process.  When applying to examinations that are only open to 

County employees, the system now requires the applicant to enter their employee identification 

number.  If the section is left blank or an invalid identification number is entered, the potential 

applicant is not allowed to proceed and asked to visit other job opportunities open to all 

candidates. 

 

While this system is expected to be highly successful in removing the vast majority of non-

County individuals seeking to apply to jobs only open to County employees, some exceptions 

will require continued manual intervention.  For example, temporary employees of the County 

are typically ineligible to compete in exams intended only for County employees. But as 

temporary workers are generally assigned employee identification numbers, they would be 

qualified using this system.  However, the number of such employees is sufficiently small that 

the volume of manual review required for these cases is not expected to be significant.  

 

2.) Multiple job portals.  DHR advertises County jobs on its website, https://hr.lacounty.gov.  The 

feed used by our website to populate open jobs comes from NeoGov, where nearly all County 

job postings are made.  NeoGov has recently made changes allowing for the systemic 

identification of jobs open to the public versus those only open to County employees.  DHR has 

used this information to develop multiple portals for job-seekers, so those seeking a job for the 

first time within the County are directed to one portal where jobs have been filtered to those 

open to the public, while County employees are directed to another portal containing all open 

jobs.  Although there is nothing preventing an external applicant from clicking on the link for 

County employees only, we believe this up-front bifurcation of applicants will significantly 

reduce confusion among potential applicants about to which jobs they may apply.  Additionally, 

as a result of the separate portals, third party recruitment sites (e.g. Google Jobs) that pull job 

openings from the DHR website for posting on external sites now only receive jobs open to the 

public. 

Since implementation of the portal changes and employee validation feature in late November 2019, 

there have been only 270 non-County employees applying to Promotional Only or Transfer 

https://hr.lacounty.gov/
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Opportunities.  This represents a reduction of 98.5% of external applicants being disqualified because 

they applied to County only positions.  Analysis of these exception cases is on-going.   

 

October 2019 Recommendations 

Electronic Dashboard 

In October 2018, the Board instructed DHR to gather and report on a variety of time-to-hire metrics, 

including end-to-end data that determines the amount of time required for applicants to move through 

the process of being hired at the County, starting with the job posting and ending with the hires’ first 

day on the job.  Since then, DHR has provided data reports on a quarterly basis, both in writing and in 

oral presentations to the Operations Cluster.  These reports and presentations have focused on 

providing basic time-to-hire information on several metrics, including the amount of time candidates 

spend in the exam phase, the list phase, and in the onboarding phase of hiring, and provide further 

breakdown by department. 

Further data is also accessible in the information available to DHR, but given the volume of recruitments 

and available variables, we have chosen to focus on those required in the Board’s motion and of the 

greatest overall utility in presenting hiring time in the County’s departments. 

As discussed in this document, DHR accesses the data using two primary sources:  eHR and NeoGov.  

DHR matches the data generated by the two datasets, then conducts a series of calculations in order to 

provide the Board with these reports.  This is a manual and cumbersome process.  In order to automate 

this functionality and enable departments to easily obtain reports on-demand on many different 

variables related to time-to-hire, DHR has been engaged in an effort to develop a “dashboard” that 

contains this data in an easy-to-use format.  Such a dashboard would be intended for use by 

departmental personnel to diagnose what aspects of the hiring cycle contribute most to delays and 

assist in the analysis of ways in which hiring processes may be streamlined or rationalized. 

It was expected that this effort would result in a first prototype of a dashboard by June, 2020.  DHR had 

requested Board approval to use ITF funds approved by the CEO to implement this dashboard.  Although 

the funds had been recommended for approval, unfortunately, the fund is currently frozen.  Once the 

freeze is lifted, DHR will proceed with its request for Board approval of funding for the dashboard.  In 

the interim, we will continue to provide the Board with updates on basic time-to-hire metrics.  For the 

most recent data available, please see the last section of this report. 

 

Candidate Status Updates. 

In an effort to ensure that County job applicants have more information about the status of their 

candidacy, DHR has embarked on a number of technology-based enhancements to improve the quantity 

and quality of communication with candidates.  These enhancements focus on the exam portion of the 

hiring cycle.  Additional work will be needed to ensure that applicants are given information about their 

candidacy throughout the entire hiring process, particularly as the exam process is less lengthy, on 

average, than the post-exam processes (list time and onboarding time). 



 

 9 

1.) NeoGov status.  Every applicant to a County job has a NeoGov account.  DHR has pilot-tested the 

ability to update each applicant’s status in that account.  As a result, the applicant can see one 

of five different statuses that reflects their current stage in the examination process, such as 

“application under review” and “tests currently being scored”.  This status is continuously 

updated by DHR analysts as the candidate moves through the steps of the examination.  This 

functionality has now been implemented in all DHR-conducted examinations, including those 

examinations for which DHR has been contracted to provide examination services to line 

departments.  DHR will also work with departments conducting their own exams to implement 

this functionality. 

 

2.) Text status.  NeoGov has recently partnered with a third-party vendor to introduce the 

capability of communicating to job applicants via SMS/text.  This add-on functionality would 

enable the County to immediately provide real-time updates to candidates on various items 

related to their candidacy, including examination notices or information, list updates, and 

onboarding information.  Alternatively, it can also be used to instruct applicants to check their 

online NeoGov account, where additional information can be provided to the candidate.  This 

feature is an add-on in NeoGov, and would incur additional fees.  The funding for implementing 

this feature has not yet been provided. 

 

3.) Banding notices.  Historically, exam results notices have contained information about the 

candidate’s score and the band in which the score is placed.  While illuminating, this information 

may not always be especially useful without additional contextualization.  For example, a score 

in Band 2 may be regarded with optimism if there are no candidates in a higher band, or may be 

regarded as disappointing if there are hundreds of candidates in Band 1 with a small number of 

vacancies.  As a result, DHR has pilot tested a new exam results notice that includes the number 

of candidates in the same band as each candidate and the number of candidates in higher 

bands, thereby providing each candidate with more relevant data about the possibility of being 

hired.  Nearly 500 results notices across four examinations were sent in the pilot, with anecdotal 

information suggesting very few inquiries and higher satisfaction.  DHR plans to implement the 

new notices across all examinations it conducts in the near future, with additional plans to work 

with departments that conduct their own examinations. 

 

Shadow Systems 

As mentioned elsewhere in this report, DHR uses two systems to generate time-to-hire reports for the 

Board.  When matching data in these two systems, there are often employees who are shown to have 

been hired, but who do not appear in the County’s systems for tracking who is eligible for hire or are not 

on a County eligibility list.   

Upon investigation, DHR has found that shadow systems exist generally to supplement existing 

functionality offered by NeoGov.  For example, a department may use NeoGov for the examination 

process, but declines to use it for providing eligibility lists to hiring managers as a specific MOU may 

dictate the order in which names appear on a list, and such an order is not possible using current 

NeoGov capabilities.  On the other hand, a department may still use NeoGov to process a job offer and 
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only uses an external system to track background investigations.  The majority of these shadow systems 

are simple spreadsheets used for tracking purposes, and as a result, do not warrant further action.     

However, in those few instances where a shadow system exists because the function is not available in 

NeoGov, DHR is currently exploring ways of enhancing NeoGov to address these issues, and also provide 

additional training to County staff using NeoGov to ensure greater adoption of this system’s features.  

However, given the valid nature and sensitivity of many of these systems, it is unlikely that DHR will be 

able to eliminate their use entirely. 

 

2018-2019 and Q4 2019 Time To Hire Results and Analysis 

Please see table below for time-to-hire metrics broken down by year and by quarter for 2019.  Time-to-

hire is defined as the cumulative average amount of time a candidate takes in the exam, list, and 

onboarding phases of being hired, from the date of application to the first day on the job. 

Time to hire in 2019 was significantly longer than 2018 primarily due to increases in List Time (defined as 

the number of days between the date a candidate is placed on an eligibility list and the date that 

candidate is made a job offer) and Onboarding Time (defined as the number of days between the date 

that a candidate is offered a job and the date of their first day on the job): 

1. List time increases are a result of several factors, including the statistical artifact of beginning 

collection of this data in 2018:  as the life of lists aged starting with January 1, 2018, the amount 

of time that candidates spent on those lists was longer, moving forward in time.  We expect this 

statistic to plateau in 2020.  Moreover, many departments elected to extend existing lists, rather 

than expend resources to conduct new exams and establish new lists, thereby lengthening the 

average amount of time that candidates spend in this phase. 

 

2. Onboarding time increases are primarily due to hiring activity in Q3 by two departments, which 

accounted for nearly one-third of all hires in the County in that quarter.  The rapid pace of hiring 

in these departments resulted in candidates being held in the onboarding phase for longer 

periods, as the departments struggled to process and onboard the high volume of candidates in 

a timely way. 

See next page for 2018, 2019, and quarterly data.  The following pages also contain departmental 

information on the three phases of hiring. 
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Time-To-Hire Metrics, 2018-19 

 

 

 

 2018 2019  2019 by Quarter 

Number of Hires 7,106 

 

 

12,654 

Q1:  2,798 

Q2:  3,244 

Q3:  3,289 

Q4:  3,323 

Exam Time 83.0 

 

 

78.3 

Q1:  87.5 

Q2:  89.4 

Q3:  73.9 

Q4:  71.9 

List Time 64.8 

 

 

129.4 

Q1:  106.5 

Q2:  130.2 

Q3:  129.6 

Q4:  147.5 

Onboarding Time 21.6 

 

 

60.3 

Q1:  41.2 

Q2:  40.7 

Q3:  90.0 

Q4:  67.6 

Total Time 169.4 

 

 

267.9 

Q1:  230.3 

Q2:  263.5 

Q3:  293.4 

Q4:  286.9 



 

 12 

Department Metrics 
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Conclusion 

DHR has made significant progress on a variety of fronts in deploying technology in several innovative 

ways to facilitate the efficient, candidate-friendly processing of job applicants through the County’s 

hiring process.  Through the use of these technologies, including video interviewing, remote proctoring, 

electronic real-time notifications to candidates, and directing candidates to appropriate electronic job 

portals, DHR has successfully reduced the time required to examine job candidates.  Moving forward, 

DHR anticipates deploying additional technologies, including artificial intelligence and electronic 

dashboards, to drive further efficiencies and empower managers to obtain on-demand hiring 

information. 

Regarding time to hire, while examination cycle time has decreased from 2018 to 2019, the amount of 

time from the date that candidates are placed on eligible lists to their start dates has increased.  This 

increase is largely driven by the amount of time that candidates are on an eligible list, waiting to be 

considered for a job.  Although there may be some justification for this (for example, departments 

preferring to use an existing list rather than expending resources and time to develop a new one), DHR 

will continue to monitor the metric to ensure that candidates are provided fair and timely opportunities 

for employment. 
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