


When It’s Time To Interview

People are the greatest asset of any organization.  Therefore, hiring is one of the most important functions to be performed.  

There are many steps in an effective hiring process.  One of those steps, the interview, is probably the most important aspect of the hiring process.  Many times an interview won’t even last for more than forty-five minutes, but it’s the best way to gather valuable information from a candidate.

As an interviewer, you’re responsible for gathering pertinent information, obtaining opinions, and then forming an impression as to the individual’s potential for success within the organization, and the position being filled.

Preparation

In order for a new hire to be successful, the skills, experience, attributes, and personality traits that will lead to success in the position must be determined, defined, and prioritized.  This requires a thorough understanding of both the position and the organization.  Remember, people are hired for what they know, but fired for who they are; you can teach people new skills, but you can’t change their personality.  

(For assistance in this process, and to learn about the Must Haves, Should Haves, Nice-to-Haves approach to standard setting, ask for a copy of our “Time To Hire” handout.  The books “Now, Discover Your Strengths” by Marcus Buckingham & Donald O. Clifton, and “StrengthsFinder 2.0” by Tom Rath, can provide insight to determining and defining the talents/strengths required for a position.)

Once you know what you’re looking for, you can then work to source candidates for the position, and schedule interviews.

In addition to an analysis of success factors required, other interview preparation best practices include:

· Comparing qualifications on the resume and/or application with the requirements before the interview

· A plan to obtain the additional information needed from the candidate; developing the questions that will identify whether the candidate has the skills, knowledge, experience, attributes, traits, and values that will lead to success in the position 

· Having information available for the candidate about the job requirements, hiring process, and other pertinent facts about the organization, such as, the hours of work; compensation and benefits; and long-term opportunities

As Stephen Covey says, begin with the end in mind; know what you want before you begin the interview.
The Interview

The goal of the interview is to determine how the candidate will perform in the position.

The are many interviewing styles; the most effective style is one where there is an understanding of the factors required for success in the position; and where a comfortable, open communication, environment between interviewer and candidate is created, allowing for a free exchange of information, utilizing questions that are flexible, yet focused.

Always be aware that your approach to the hiring, and interviewing, process will have a great influence on the candidate’s interest in the opportunity.

Some Interviewing Best Practices

· The interview should be conducted somewhere quiet, free from distractions and should start on time

· Establish rapport with the candidate upon arrival; be sincere, relaxed, and professional

· Ask concise, non-directive, open-ended questions designed to elicit more than just a yes or no response without suggesting a preferred answer; basic questions about their expertise (without intimidating them with your own,) questions to uncover the candidate’s values (“how do you feel about….?,) questions about choices they’ve made (“why did you choose your career?) 

· Spend the majority of your time listening to the candidate’s answers; exploring further with follow up questions when necessary, utilizing active listening techniques when advantageous (“So, you say you were excited about the special assignment?)

· Allow for moments of silence while the candidate considers responses to questions

· Take notes as necessary during the interview, keeping them brief, applicable, and to the point

· Explain the hiring process to the candidate so they will know what to expect

Prepare a worksheet to act as a guide during the interview.  Formatted in a “Must Have, Should Have, Nice-to-Have” manner, be sure to note all the of the job’s requirements – the skills, knowledge, experience, attributes, traits, and values that will lead to success in the position, along with the questions you have prepared for each area.  Choose a uniform grading scale (e.g., below, average, above; or 1-5, etc.) to note how well the candidate satisfies each of individual job requirements.  Used for each of the candidates interviewed for the position, they can be compiled and compared at the end of the interviewing process to assist in the final hiring decision.

Please note: whenever interviewing, there are Equal Employment Opportunity (EEO) guidelines that all interviewers should be familiar with – please be sure to consult the appropriate professionals for guidance.
Developing Effective Interview Questions

The amount of information a candidate may be willing to share is based upon the questioning skill of the interviewer.  Remember - the goal of the interview is to determine how the candidate will perform in the position by identifying, through the use of questions, whether the candidate has the skills, knowledge, experience, attributes and traits necessary for success in the position.

General Areas of Information to Gather

Knowledge

· Education

· Training

· Certifications

Experience

· Employment history

· Relevant volunteer activities

Skills

· Functions performed, level of proficiency

· Performance history, effectiveness

Values

· Motivators; core values, reasons they go to work

· Goals; personal and career

· Ideal work activities; what they like, and need to do

· Ideal work environment; where they would perform their best work

· Ideal work relationships; interactions with others, preferred management styles

Also:

· Unique qualifications; areas of expertise, significant accomplishments

· Interest in the opportunity

Question Types

Directive questions are used to gather information that is factual and objective:

· How many weekly transactions did you process?

Open-ended, or non-directive, questions encourage applicants to express qualifications, values and feelings freely; the answers are subjective:

· What did you enjoy most about your last position?

These two types of questions can be used in a series together to elicit a general response, and then focus on a particular aspect:

· Why did you enjoy that duty the most?  (non-directive; opinion)

· How often did you perform that duty?  (directive; factual)

A Few Examples of Job Related Questions 

There are an unlimited number of questions that can be asked in an interview.  Here are just a few examples to help you develop the ones best suited for your needs.

To understand the candidate’s ideal work activities:

· During your career, which duties have you enjoyed the most?  The least?

· Describe some of your experiences working on a team.

· Describe some of your experiences when you worked alone.

· Tell me about your accomplishments as a leader on campus, in the community, or at work.

To understand the candidate’s ideal work relationships:

· Describe your favorite supervisor.

· What would have made that supervisor even better?

· Discuss some of the disagreements you’ve had with previous supervisors, how were they resolved?

· Tell me how you go about developing relationships with your colleagues.

· Describe your relationships with people in other departments.

· Describe the type of person with which is most difficult for you to get along.

To determine the candidate’s ideal work environment:

· Tell me about your current (last) position.

· What were the biggest pressures of your position?  How did you cope?

· Discuss a time you were assigned a project that had unclear instructions, and how you successfully completed it.
· Discuss a time you were assigned a project that changed dramatically midway through the process, and how you reacted.
To determine how the candidate would apply knowledge, skills, and experience to the position:

· Why do you feel you are qualified for this position?

· Why are you interested in this opportunity?

· What’s the most common constructive criticism you’ve received from your supervisors?
· What additional training do you feel would be needed to perform this job?

· Why do you think we should hire you for this position?  

· Why will we be a better organization with you as a member?

To gain some insight into the candidate’s values:

· Aside from the need for food, clothing and shelter, what motivates you to work?

· Why did you choose this career or industry?

· Where do you see yourself career-wise in five years?  Ten years?

· Describe an example of how you achieved an important goal in the past.

· When is it acceptable to color the truth in a business situation?

· Describe an occasion in which you conformed to a policy in which you did not agree.

To determine the candidate’s unique qualifications:

· What are your greatest strengths?

· What do you feel you do best?

· How would you rate your communication skills?
· Describe an occasion where you had to use your verbal communication skills in order to get a point across that was important to you.
· Describe the most significant written document/report/presentation you’ve had to complete.
· Give me an example of when you’ve gone above and beyond in order to complete a task.
· Describe some significant accomplishments that best demonstrate the quality of your work.

Exploring Further

The initial answer given by a candidate may not provide all the information you are seeking.  There are many ways with which you can respond in order to obtain additional information from the candidate:

· Clarification; to determine the meaning of a candidate’s answer – “Could you explain what you meant by...?”

· Reconciling; when there are perceived inconsistencies between two answers – “I’m not sure I understand; based upon this answer, maybe I misunderstood your previous answer about….” 

· Elaboration; seeking additional information about an answer – “Tell me more about....”

· Confirming; to verify understanding of an answer – “So, am I correct in understanding that…”

· Repetition; asking the question again if the candidate did not answer appropriately – “I understand, but (repeat question)…”

· Neutral; seeking more information without suggesting a desired answer – “I see…”

· Silence; to allow the candidate to continue

· Summarizing; summing up a series of the candidate’s answers – “So, your favorite duties are ___, with a supervisor who’s style is ____, in a work environment that has ____”

Ending the Interview
The best time to discuss specific job requirements, work hours, potential start date, compensation, benefits as well as some additional information about the organization and it’s people, is toward the end of the interview.  This is partly due to the desire for the candidate’s answers to the interview questions to be sincere and spontaneous, and not unduly influenced by what they think you might want to hear. 

After all questions have been asked and answered by both the interviewer and the candidate, the interview can be concluded.  Be sure to assess the candidate’s interest in the opportunity, inform the candidate of the remaining steps in your hiring process, when the decision is to be made, and how the candidate will be notified.

Thank the candidate for their time, and end the interview on a positive note.

Making the Decision

As we said at the beginning, people are the greatest asset of any organization, and that hiring is one of the most important functions to be performed.   A poor hiring decision can be extremely costly to an organization.

After the interview, the candidate must be evaluated objectively to determine whether they will be successful in the position and make a positive contribution to organization as a whole.

Evaluation Factors

Be Critical / Maintain Appropriate Level of Professional Skepticism

· Be sure the candidate possesses all of the skills, knowledge, experience and other traits deemed to be “Must Haves” for success in the position; no amount of “Should Haves” or “Nice-to-Haves” candidate may also possess can compensate for a single missing “Must Have.”

Consider the Candidate’s Behavior / Base Evaluation on Facts

· Compare the candidate’s qualifications to the job requirements

· Give consideration to the candidate’s behaviors in addition to their answers

· Do not make assumptions about potential hidden meanings contained within their answers.  

Verification / Confirmation

· Compare your evaluation of the candidate with other interviewers.

· Verify degrees, licenses and certifications.

· Speak with at least two previous employers; check references.

Evaluating Objectively

When it’s time to evaluate candidates, two principles must be followed – be objective, and be consistent.

Here are some steps you can take to assist in maintaining objectivity:

· Review the candidate’s history of productivity and dependability; compare the candidate’s experience and performance history to your job requirements.  

· Compare the candidate’s history of responsibilities to your position’s level of responsibility.

· Compare the candidate’s skills and knowledge to your needs.  Are they applicable; transferable?

· Will the candidate’s strengths lead to success within the position/organization?  How will the candidate’s weaknesses impact the position/organization?

· Are the candidate’s employment stability and responsibility/career advancement appropriate for your needs?

· Are the candidate’s values in line with the organization’s values/mission/vision?  How has/will the candidate’s attitude towards work and people affect success in the position/organization?

To Choose, or Not To Choose

Using the interview worksheets prepared for each of the candidates, compare and determine whether you are ready to extend an offer, or feel a need to extend the search.  Let all candidates know the status of their application as soon as possible.  Those not employed may be told, “The candidate whose qualifications best fit the job specifications was selected.” 

For additional information, or assistance with your hiring process, 

contact us at:

www.consentiosearch.com

Con sen ti o  \kən-‘sen-shē-o\ 

[Latin]: join/share in sensation/feeling; be in agreement/harmony; be of same mind

Consentio Search Group is a management search consulting firm that focuses on 

accounting and finance professionals in Austin, Texas.  In addition to direct-hire services, 

we offer contract, temporary and temp-to-hire services.  
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