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What is Oversight?

Appropriate oversight 
allows employers to 
identify errors, omissions, 
and inconsistencies in the 
application of HR policies 
and procedures

Introduction
While Human Resources (HR) policies and procedures may appear to be sufficient 
on their face, monitoring and oversight are required to maintain the integrity 
and job-relatedness of HR policies over time. Uneven administration and 
inappropriate or inconsistent use in decision-making can result in unanticipated and 
undesirable consequences, including:

	� Noncompliance with laws and regulations

	� Increased susceptibility to discrimination

	� Perceived unfairness, which may lessen employee trust and engagement 

	� Limits on the usefulness an employer derives from making a particular decision

Steps
Typically, user education and training, and a system of checks and balances, 
are employed by organizations to ensure that HR policies and procedures are 
implemented correctly and consistently across the organization. Below are 
steps employers should take to identify and remediate issues with HR process 
implementation and outcomes.1 

Monitor any HR process that leads to an employment decision including 
hiring, promotion, demotion, termination, and compensation.

Monitor at each stage of the HR process to identify the specific stage 
associated with any issues or disparities.

Empower HR or other relevant department(s) to monitor the execution of HR 
policies and procedures.

Make end users accountable for properly executing HR policies and 
procedures, and maintaining any data identified for retention.

Periodically audit documentation associated with employment decisions to 
identify discrepancies relative to policy/procedures, as well as failures by 
hiring managers or search committees to adequately support their decisions. 

Offer HR and end users’ education and training, including periodic refresher 
training.

1 See Lundquist, et al., 2017 for a detailed look at proactive monitoring of employment disparities.

To avoid such consequences, employers must monitor both the 
execution and outcomes of HR policies/procedures. Without 
proper oversight and monitoring, variations in how HR 
policies are administered may result in poor reliability and 
therefore undermine the job-relatedness, accuracy, and utility of 
personnel decisions.
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Why Monitor HR Process 
Data & Outcomes?

1.	 To preserve the integrity,  
operational validity, and 
utility of HR processes in 
actual use

2.	 To evaluate legal compliance 
and mitigate legal risk

3.	 To promote workplace 
inclusivity and ensure access

4.	 To drive employee trust and 
engagement

Review new or revised process documentation and training for accuracy and 
completeness prior to its use.

Require an approval process for exceptions to policy.

Ensure data gathering and recordkeeping procedures provide the data 
necessary to conduct appropriate adverse impact analyses.

	� Specify the data to be retained (e.g., hiring data retained may include 
application data, interview outcomes, data underlying decisions, 
voluntary withdrawal by applicants, and whether an offer was extended). 

	� Standardize data capture and formatting; that is, determine how, where, 
when, and by whom data will be retained.

	� Conduct quality checks to ensure the accuracy and completeness of data.

Conduct proactive adverse impact analyses of 
personnel decisions.

	� Establish and follow a regular schedule for 
conducting adverse impact analyses.

	� Follow the analytic approach taken in a litigation 
context to understand the organization’s risk.

	� Conduct the adverse impact analyses under 
attorney-client privilege.

Monitor workforce demographics to identify areas of 
underutilization. 

Conduct proactive statistical analyses of data sources 
meaningful for understanding workforce inclusivity; 
for example:

	� career progression data; 
	� data by rank or job title, discipline, department, etc., and,

	� data on access to training and development programs                         
(e.g., management training).

Conduct audits required by law. Several jurisdictions in the US have laws 
or regulations requiring employers to conduct bias audits of AI technology 
used to make employment decisions.

Plan and document the oversight process; specifically,  

	� the steps that will be taken to monitor each HR process; 

	� who will be responsible for executing each step; and,

	� how each step will be accomplished.
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Conclusion
Maintaining the integrity and effectiveness of HR policies/procedures requires 
vigilant oversight and a proactive approach to monitoring and evaluation. By 
implementing a robust system of checks and balances, employers can ensure that 
HR processes are executed consistently, thus maintaining their job-relatedness, 
utility, and compliance with legal standards.

This requires regular auditing and necessitates an ongoing commitment to data-
driven insights to detect and rectify discrepancies. Empowering HR departments 
to lead these initiatives, while holding end users accountable, creates a culture of 
transparency and accountability.

Through continuous review and improvement of HR processes, employers can 
foster a more equitable and compliant workplace, mitigate risks, and ensure 
beneficial employment outcomes.
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