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INTRODUCTION

In the 1990s, the two greatest challenges facing many companies are recruitment and retention of personnel. Managing employee turnover should be viewed in two phases: (1) select the right person and (2) manage turnover through sound human resource practices. This paper presents a practical discussion in developing the "hiring smart" strategy. The information presented here can be applied by firms of any size. The model presented here accomplishes two objectives: (1) it establishes your own internal employee selection system and (2) serves as a basis of comparison to measure the effectiveness of your current system.

 



STEP ONE: INTERNALIZE EMPLOYEE TURNOVER

Successful organizations view low employee turnover as a criterion coincident with gross operating profit, revenue and general expense control. The Census Bureau projects a 25% decrease in the college age population over the next 10 years. Thus, the shortage of workers is real. Unfortunately, statistics forecast that the situation will get worse before it gets better. (Source: Martin-Simmonds, "Human Resources Management Report," Spring 1990)

Companies whose turnover rates are greater than 20% a year should take the issue to heart and assess the causes. The best method for determining the causes of employee turnover is to survey both current employees and those exiting the company. These surveys can be obtained by external human resources consulting groups, such as Consultants to Management in Inverness, California.*

For minimal investment, a company can identify sources of job satisfaction and dissatisfaction and adjust its human resource program to balance the critical need levels. Several firms have successfully used these types of surveys in managing turnover.

Another dimension to turnover is the concept of reducing turnover versus managing turnover. It is futile to think that an organization can eliminate turnover or retain 95% of its employees. Some turnover can be positive in that it can stimulate innovation, bring in new ideas and encourage creativity. Stagnation leads to complacency. A closed environment is fatal in the dynamic arenas in which firms interact with daily.

An accepted rule of thumb in the human resource management equation is that 10% of your work force will contribute 90% of your personnel problems. Among employees, 10% typically fall into the categories of "problem employees" or "employees with a problem." Employee assistance programs, counseling, and positive discipline are techniques that organizations generally consider to deal with employees who are not meeting the minimum level of performance. Some firms view 10% of the work force as uncontrollable turnover and events beyond their control. I disagree with this point of view to the extent that turnovers can be controlled through "hiring smart." Therefore, if an organization is experiencing an inordinate number of involuntary turnover (discharge or performance problems), part of the problem is likely the result of the employee selection process.

Statistics reveal that some exemplary employees at the date of hire become problem employees as a result of the organization. Factors contributing to unhealthy working conditions are the manager's style, lack of meaningful growth opportunities, perceived lack of communication and job responsibilities. Making the right decision when hiring is key managing turnover. When one looks at the costs of employee acquisition, training, and separation, it is no wonder that figures are in the $50,000 to $100,000 range to replace a professional or managerial person. Hiring smart should be perceived as a requirement by the organization because it brings tangible financial results.

In summary, companies are left with key operating challenges in the 1990s. First, a shortage of qualified personnel will continue for the next 15 years. Secondly, most "problem employee" issues relate to improper selection. A hiring smart philosophy can reduce turnover by 5% to 10% a year. If the average replacement cost of a professional employee ranges from $50,000 to $80,000 an employee, imagine the savings if you reduce your turnover by 10%. Even 1% improvement effects the bottom line. Given these challenges, the organization should hold managers accountable for turnover. This track record should be a key criterion for measuring operational performance and monetary reward. Turnover is a costly proposition. The more "enlightened" companies have assigned a weight value to this criterion when establishing the equation for bonuses and evaluating managerial effectiveness.



STEP TWO: UNDERSTAND REASONS FOR EMPLOYEE TURNOVER

We are left with some fundamental questions. If we accept turnover as a costly proposition that has to be identified and properly managed, we must ask: Why do employees leave? What key reasons did they cite? A review of literature and data from firms (large and small) indicate the following reasons. The reasons are listed in order of perceived importance and are consistent with the value and expectations of the emerging work force.

1. The State of the Economy. As unemployment increases nationally, voluntary turnover will decrease and vice versa. The decline in the unemployment rate experienced during the late 80s and through the 90s will continue, given the shortage of available entrants to the labor market. Following any unforeseen recession or major economic downturn, the state of the economy will not pose a significant factor in the area or employee turnover.

2. The 20% Rule on Compensation and Benefits. Many studies have found that compensation can be a critical factor in the turnover decision. Most employees report that if they receive equitable pay adjustments and are provided incentive programs, their probability of staying is greater. One needs to be a realist when reviewing the turnover equation. If your compensation and benefits schedule is 20% less than what the competition offers, it is highly improbable that you will retain a motivated and satisfied employee. Despite the many human resource programs available, it is important that your compensation and wage schedule be competitive. In some cases, your compensation package could be as much as 15% less than what a competitor offers, but if an employee feels that other basic needs are being satisfied (i.e., needs identified in priorities 3 through 7) then there is a higher probability of retaining the employee.

3. The perception of Promotional Opportunities. One of the primary reasons employees leave their companies is due to a lack of career growth or advancement opportunities. Today's worker has different expectations. If the firm is unable to provide growth opportunities, they will leave the organization and keep searching until they find an enlightened company capable of satisfying their personal and professional needs.

4. The Level of Dissatisfaction With One's Immediate Supervisor. It is interesting to note that management style and the relationship between an employee and his or her immediate supervisor are often cited as primary reasons for employee turnover. Employees seek to participate and be involved in management. The challenge for firms is to invest training dollars to help technical managers to become effective leaders using participative management techniques. Incompetent management or poor human relation skills are likely to serve as additional factors that will influence an employee's decision to leave.

5. The Actual Job Content. The nature of the work assignment is another key predictor of turnover. One study found that the level of autonomy an individual possessed was negatively correlated with turnover and positively correlated with innovation.

6. The Group Environment and the Perceived Lack of Communication at All Levels of the Organization. Many studies have found that perceptions of prestige or status within the company or the community resulted in lower turnover. Additionally, opportunities for self-actualization influenced turnover among employees.

7. The Lack of Resources Available to Effectively Do the Job. Many studies indicate that inadequate resources have a small but statistically significant impact on turnover. Individuals who constantly lack the necessary resources to conduct their work effectively become so frustrated that their way of coping is to seek alternative employment.

8. The Unrealistic Job Interview. Another non-financial antecedent to turnover is the degree of incongruence between expectations prior to employment and subsequent realization of those expectations following employment. The most typical cause of turnover is the unrealistic job interview where the candidate receives unrealistic or incomplete information, usually in the interest of attracting the candidate to the firm. The inevitable failure to realize promised expectations leads to higher turnover rates. Hence, the axiom -- honesty is the best policy -- holds true.

9. The Resource With a High Need to Achieve. Another facet contributing to turnover is cited in a study done by Heinz. He found that higher turnover rates exist among individuals with needs to achieve. Upwardly mobile individuals sought career advancement through seeking alternative employment or becoming entrepreneurs. Thus, it is important that employers provide challenging responsibilities and greater autonomy to such individuals. This phenomenon gave "birth" to entrepreneurship.

The foregoing analysis demonstrates that many of the issues contributing to turnover are non-financial. Specifically, if one looks at them in order of priority, provided your compensation and benefits are somewhat competitive, the primary factors still are: (1) lack of career advancement, (2) ineffective management styles, (3) lack of challenge on the job, (4) lack of communication and (5) unrealistic expectations. Our discussion on the issue of turnover concurs with a recent study on turnover conducted among engineering and technical support personnel. The study concludes: "The fact that would have the greatest impact on propensity to leave included satisfaction with the work assigned, autonomy, the level of participative management, congruence between their ideas and goals and those of their supervisors, and achieving personal accomplishments." (Source: Daniel J. Sherman, "Transactions in Engineering Management," May 1986)

From the foregoing discussion, we can conclude with: Why would an employee want to leave if he/she is competitively compensated, both directly and indirectly through benefits; sufficiently challenged and involved in his/her job; if sufficient opportunities for training, career development and recognition, via incentive programs and praise by the supervisor exist; is given a sense of ownership; is treated with respect? The turnover solution is not simple, and many agenda must be addressed.

The controllable variable is the management style of the firm. If the organization is experiencing high turnover, then consider reviewing each area in the model, starting with recruitment and working your way around the circle. Review the effectiveness of each key area noted on the circle and determine if you are doing the most effective job in that particular area. Ask these questions:

 

· Is the organization prepared to take action? 

 

· Do you know why you have high turnover? 

 

· Do you have an exit interview system for feedback from people when they leave the firm? 

 

· Can you identify trends and correct them? 

 

· Have you asked your present employees why people leave? 

 

· When was the last time you surveyed the company morale? Is it that time? If you ask for input, be prepared to take action. Perhaps you can identify concerns and obstacles and enlist your employees' recommendations on improving the retention rate. 

 

· Surveys need a response and action. Failure to respond will destroy management credibility. 

The foregoing discussion outlines the reasons for turnover indicating that many of the factors are controllable and are non-financial in nature. The unrealistic job interview was determined to be a key factor contributing to turnover and is now an item that warrants further discussion in this paper. Let's proceed with a discussion of this critical issue.



STEP THREE: ADAPT TO WORK FORCE 2000

The table below depicts the composition of the labor force in the year 2000. The U.S. Department of Labor projects that nearly one-third of all new entrants into the labor force in the 1990s will be from minority groups. The term "minority" covers American Blacks, Hispanics, Asians, Africans and American Indians. This will have far reaching implications for companies in the 1990s in developing progressive personnel policies to properly identify, attract and retain minority talent. Minority-owned businesses have also become a key operational factor in contract bidding.

So who will fill tomorrow's jobs? The Department of Labor projects that only 15% of the new entrants into the labor force between 1985 and the year 2000 will be white males, compared to 47% in this category in 1985. Women will provide almost two-thirds of the growth through the end of the century. Hispanics (the fastest growing minority) will account for 20% of the labor force and Blacks about 17 percent. Immigrants will represent the largest share of the work force increase since World War I. All this means that tomorrow's labor force will be more diverse. Companies will need to provide cross-cultural training to make managers more conscious of attitudes and behaviors other than their own. Companies will need to offer job-sharing programs, day-care and more part-time schedules for the large portion of females in the work force. Consideration must be given to allowing employees to work at home, if operationally feasible.

 

LABOR FORCE IN 1985 (%)1985-2000 (%)

Native White Men 47 15

Native White Women 36 42

Native non-white men 5 7

Native non-white women 5 13

Immigrant men 4 13

Immigrant women 3 9

(Source: Work force 2000; U.S. Department of Labor)

 

These data indicate that a sound recruitment strategy must recognize women and minorities over the next 15 to 20-year period. For example, in the engineering profession, one can find organizations like the National Society of Black Engineers, the Society of Hispanic Professional Engineers, the National Action Council for Minorities in Engineering and the American Indian Science and Engineering Society. These organizations should be considered as resources. The National Consortium for graduate degrees for minorities in engineering and science involves about 55 universities and 65 companies. Participating companies pay an annual membership fee of $25,000; in exchange, they receive resumes of all minority students who apply in the program. In addition, the 1990 minority graduate data base in Washington D.C. lists 28,000 minority students and alumni around the country. Engineering majors can be identified and listed separately. A resource base does exist when connections with minorities are made early in the search process. Similar recruitment sources are available for your respective industry grouping.

Many companies are finding that requests for proposals (RFPs) are undergoing greater scrutiny in female/minority utilization in relation to published demographic standards. Two benefits emerge. First, there is an emerging work force that can be tapped to meet hiring needs; second, operational effectiveness (the way we do business) is related to our affirmative action commitments.

The other trend relates to women entrants in the work force. As the data indicate, roughly 60% of all the entrants in the next decade will be women. Women are seeking flexibility in their assignment. Jane Daniels, the Director of the Women and Engineering Program at Purdue University, found that 3000 women engineering students over the past 20 years reported that the three factors most important to them in choosing where they will work are: (1) contacts they have had with company people, (2) familiarity with what the company does and (3) summer internship or work in the co-op program with the company.

In the coming decade, the decision to join your firm will relate to the availability of:

· Reduced work weeks 

· Maternity leaves beyond disability 

· Flexible benefits 

· Telecommunication -- the opportunity and ability to work at home via computer link up to the office. 

· Job sharing 

· Mentoring programs in written format 

· High potential fast tracks for organizational achievers 

· Alternative career paths 

· Parental leave 

· Spouse relocation programs 

· Hiring couples 

· Contract employee status 

· Support for child care 

(Source: Martin-Simmonds, "Human Resource Management Reports," Spring 1990)

So how do you rate? Is your organization prepared to offer these benefits? Ten years ago these benefits were the exception; today, they are the rule.



STEP FOUR: RESPECT THE VALUES OF THE EMERGING WORK FORCE

Mary Ann Van Glinow, Associate Professor of Management in Organization at the University of Southern California's Graduate School of Business Administration, has spent 10 years collecting data on hundreds of professionals, technicians, and scientists. She presents her findings in the book called The New Professionals. Among many interesting observations, she includes a section about what attracts new professionals to a firm. The most important factor she discovered is the content of the job.

The new professionals want work that is challenging and forward-looking. The first thing a company must do with potential recruits is to describe project opportunities within the context of the firm's culture and mission. The second quality they are looking for is a desire to be part of a team that includes highly respected players. They tend to prefer competence over congeniality in this quest. The third quality is the location of the employer; in this regard, they are looking for a market that provides flexibility in different positions and some assistance in spousal employment opportunities. A fourth quality is related to the firm's reputation and respect within the professional discipline. A fifth quality is related to career advancement; they are looking for specific paths to internal training programs that will guide them to their areas of specific expertise. A sixth quality relates to a desire to meet with fellow operations personnel as a part of the hiring process.

Van Glinow found the selection process works best if the recruit is interviewed by a fellow professional. She learned that interviews with human resource people or with staff do not impress the new professional; they want to talk with people who will be on their project team. A final issue that Van Glinow found in her study is that honesty in the recruitment process is vital. If the new professionals discover that a new employer has only partially disclosed the nature of the work, then he or she will either lose motivation or will leave. On the other hand, the company that can honestly meet most of the requirements that a new professional brings to the negotiating table will not only succeed in hiring that person, but will most likely keep the recruit on board for a long time.

In addition to the research conducted by Van Glinow, I have found four key values in the emerging work force. The first value is candor versus tact. There is a tendency for the newer work force to be more vocal and appreciate open communication, even when it is painful. They disapprove of a management style that tends to conceal feelings behind vague illusions and indirect references. To them, candor is secondary to compatibility in relationships.

A second value relates to their quest to be a professional. Today’s work force is better educated than its predecessors and wants to be treated as professional, not just at the professional level, but at the technician and administrative levels as well. Recent research indicates that this attribute far exceeds the need to adjust compensation and benefits to meet the needs of the new generation. It is for this reason that many companies struggle with title inflation or the importance of title. If titles can be adjusted with minimal adjustment to compensation levels and satisfy the needs of an employee based upon contribution, then this should be considered.

A third value relates to self-actualization. Potential applicants want to be complete persons; they are looking for an environment that allows individuals to develop to full potential or for an opportunity to develop all aspects of their personality. Most importantly, they are looking at a balance of life outside of work.

A fourth value relates to a sense of ownership. They request participation in the management process. When delegating a task, they look for expectations that allow employee discretion to complete that task. They prefer a chance to think for themselves; they want to see the end result of their work. 

The research by Van Glinow and that conducted by the author draws consistent correlation’s. Therefore, as a part of the selection process, companies should internalize the reasons that contribute to employee turnover. They should internalize the fact that more women and minorities will be entering the work force and consequently will have varying need levels. They should internalize values and expectations that applicants have regarding the content of their work and other content needs.

It is interesting to compare management's perception of the issue. In a study conducted through Personnel Journal in 1987, over 300 companies (top management) were surveyed to identify the key qualities they were looking for in applicants through the next decade. These qualities were:

1. The ability to use new information

2. A high level of interpersonal skills

3. A high level of marketing skills

4. The ability to manage time effectively

5. The ability to be a team player

6. Involvement

7. Personal accountability

8. Action oriented and responsive

9. Computer literate

10. Demonstrated technical competence

It appears, from foregoing discussion, that management's expectation is highly correlated to the applicant's perception of the management system they are seeking in the desirable company. Conclusion: Once these values are understood, implemented and practiced, the proper foundation can then be established for effectively recruiting personnel.



STEP FIVE: KNOW WHAT YOU ARE LOOKING FOR

First, ask yourself, "what are you looking for and how do I effectively capture on paper the technical skills and the performance skills I am seeking in a desirable candidate? Second, once I have captured these skills, how do I effectively measure whether or not the individual displays this type of background coincident with these skills? The resume may give me information about what they can do in terms of their technical expertise and proven accomplishments, but how do I determine what they "will do" based upon these performance requirements such as initiative, ability to solve problems, demonstrated ability to communicate, time management, planning, organizing, delegating?"

You may also ask, "where am I likely to find the best source of candidate? Am I better served to hire my administrative supervisor through a temporary service? Then, based upon performance, offer a permanent position? Am I better served to advertise for clerical personnel through newspapers as opposed to paying exorbitant search consultant fees? In my quest to define candidates to staff the technician ranks, am I better served to implement an in-house referral program and reward existing employees for securing individuals for interviews? What about professional personnel, am I better served to experiment with the in-house referral model, attend job fairs, publish programs on college campuses, give scholarship funds or use a search consultant?" Any of these questions sound familiar?

The questions are many and indeed overwhelming. In the next section, we devote some time to the last question which deals with where to get the biggest bang for your recruiting dollar. A key step in hiring smart is determining the success factors required in the position, such as critical knowledge, skills and abilities that can be identified and put on paper. Appropriate interview questions, generally behavioral in nature, can be asked that will yield the most accurate form of information. We could undoubtedly share many war stories of how we have been easily fooled, manipulated and persuaded by individuals who, at the point of interview, appeared to be the greatest thing since sliced bread. The single best approach to minimize the cost of a bad hiring decision is through properly identifying skills being assessed using behavioral interviewing strategies. We simply cannot address all the issues inherent in the behavioral interviewing strategy. We will, however, attempt to give you an overview of what this theory postulates.

Appendix A presents for your reference an example of how to correlate a skill area to a forthright behavioral question. This approach requires the applicants to provide examples and experiential backup to validate their competency base for the position under evaluation. Any company that is serious about hiring smart should train managers, supervisors and appropriate interviewing personnel on how to use these behavioral models. As of the writing of this document, four sources of training information are available.

First, a video tape entitled, "More Than a Gut Feeling," can be obtained through American Media Incorporated, 1454 30th Street, West Des Moines, Iowa 50265, (800)262-2557. In 30 minutes and for less than $600 investment this video captures the essence of the behavioral interviewing strategy and provides the practitioner with methods for preparing the interview, conducting the interview and asking the appropriate questions to solicit information. A second source is through Management Team Consultants based in San Francisco, California. ASFE has used Jim Kennedy, a consultant, on at least two occasions in the last three years. His presentations regarding this type of interviewing posture have been highly received. 

The next best investment is a one-day seminar for key operations personnel in the use of an effective interviewing techniques. A final source can be obtained through the Drake, Bean & Morin Success Factor Interview Seminar. This two-day program outlines success factors, position analyses, developing a company profile, job descriptions and preparing master interview guide questions that will allow you to secure information to hire smart.

Appendix B contains a sample description for a project professional using behavioral questions. Key performance areas can be measured through this technique.

In Appendix C you will find an outline for the structured interview incorporating behavioral oriented techniques. This outline is helpful in facilitating a well structured, objective interview. This cursory review indicates that a hiring smart approach begins by knowing exactly what you are looking for in the candidate, asking the right question to solicit the information under evaluation and making the most informed decision. You can't afford to shoot from the hip.



STEP SIX: RECRUITMENT STRATEGIES: GETTING THE BIGGEST BANG FOR YOUR BUCKS

Search consultants are having a field day in many companies. It is difficult to set up meaningful wage and salary systems when key personnel are being offered salary increases in the neighborhood of 30% to 40% by other firms. Search consultants should be used only after good faith efforts have been exhausted to secure candidates. Start your search by doing an internal analysis. Ask your more productive, loyal, effective personnel how they were secured. Did they come from employee referral programs? Were they a student out of college that was placed on a fast-track mentoring program? Were they secured through advertisement? Were they secured through a job fair? Were they secured through a search consultant? Your own in-house study may produce some interesting results.

You may find a trend on the part of applicants secured through search consultants to have roughly a 2 to 3, possibly 4-year tenure within your organization. You may find that individuals acquired through employee referral programs have longer tenures within your organization. Your fundamental criterion is to correlate how the employee was introduced to the organization with employee's current work performance and longevity. Some organizations are finding that 10% of their hires are contributing to 60% of their recruitment dollar budget, while 90% of their hires account for only 40% of their recruitment budget. In essence, where are you getting the biggest bang for your bucks in your firm? Apply the Pareto principle (80/20) to your recruitment dollars. Focus on a strategy that works best for your firm.

Another issue to consider is the source from which you attract personnel to your organization. In writing this publication, the author is mindful that each company, based upon demographic and external operating criteria, may be subject to different constraints. When considering the placement of administrative personnel in your organization (clerical, word processor, etc.) research indicates that a majority of the applicants are generally secured through newspaper advertising and temporary services/agencies. Before making a commitment to place an administrative individual through a search consultant, refer to newspaper advertising and employee referrals. If this method is not effective and time constraints are key, consider hiring a temporary person, then observe his/her performance during a 30, 60, or 90-day period. If his/her performance meets your criteria then offer a temporary to permanent position. Most temporary services/agencies will not charge a transaction fee if you keep an individual on their payroll for at least 30, 60 or 90 days. These programs can be negotiated at the onset. We have found that the "temp to perm" placement has been a very effective source of administrative personnel. For an office manager or an individual that you are not able to obtain through newspaper advertising or through temp to perm placement, consider the use of an outside search consultant. These fees, however, should be negotiated in the neighborhood of 20% to 25%. Don't be misled by consultants who indicate that they cannot lower their base rate of 40% of first year income. This is by far the easiest type of placement for a search consulting firm.

In our discussion, we have referenced the use of an in-house employee referral programs. Many companies report success in using systems where individuals referred by another employee (who stay with the company for at least six months) are given an incentive award. This award may vary by category; a clerical hire may be worth $500, a technician at $1000, a professional/project manager at $3000. Some companies are using savings bonds as a mechanism by which they are rewarding these placements. A $3000 savings bond may only cost you $1500 today. If you are not using an in-house referral program, it may be time to experiment with the process.

The category that is perhaps the most difficult to fill is the professional/project manager and managerial category. You may be surprised what a $5000 ad in the Wall Street Journal would produce in terms of national exposure. Consider an employee referral program that would allow for a $3000 to $4000 incentive program to the employee who refers a key personnel. Experiment with continuity programs on college campuses. Organizations recognize that a project-level person with 5 years of experience and a masters level standing are not available at $36,000 to $40,000 per year. It may be time for the organization to strongly consider setting up its own in-house mentoring, fast-track program. Consider job fairs and various education conferences held throughout the country. Consider the hiring of an in-house recruiter. It is easy to see the pay back for an in-house recruiter if you place at least six to eight persons through internal means versus using search consultants in the neighborhood of 30% to 40% of fee.

Internal growth systems often perpetuate higher levels of loyalty, commitment and stability.

If you decide to work with a search consultant, choose between a retained or a contingent search consultant. A retained search consultant is paid regardless of whether or not there was a placement. In a contingent search, the fee is paid only if the candidate is hired through the agency. Contingent search consultants are used by the majority of companies.

In general, search consultant fees range from 20% to 40% of a hire's first year salary. Before hiring a search consultant, have an understanding (or written agreement) regarding fee schedules and services rendered. Some companies design their own contract for the agency's signature.

The fee suggested by the search consultant is almost always negotiable. The simplest way to achieve this is to state that you will not pay more than 20% to 25%. If the search consultant balks at the discounted rate, you can hint at multiple placements if a suitable working relationship and fee structure are developed.

Hundreds of search consultants are seeking work and the majority are agencies that do not understand our business. It is critical that you find search consultants that know what they are doing and that have relevant industry experience. A few technical questions will quickly determine if they know the subject matter. Request references of completed searches. Be aware that many search consultants claim to work with your fellow competitors but in reality they have only talked on the phone with them or conducted futile searches. Given the expense of search consultants, it is worth your time to actually check out the reference.

Once you find a reliable, competent, qualified search consultant, work with him/her on an exclusive or near-exclusive basis. Assist with detailed job descriptions and the subtle nature of position specification. Provide company brochures, benefits, organizational charts and other recruiting materials. Work with them and return their phone calls.

Develop a strategy to handle calls from the rest of the search consulting community. The best way to avoid using them is to tactfully say, "No, I appreciate the call, but I am not interested." Some companies prefer to state that they have a search consultant on retainer. They are willing to consider highly qualified candidates who have been identified during previous searches and are available at a reduced fee. Do not undercut your primary search firm with this technique by failing to tell them about your opportunity. Also, be aware that you will be flooded with a large number of resumes that are seldom pertinent. You may also discover a candidate through a resume that the search consultant voluntarily sent. An argument over the fee is probable.

In summary, search consultants are very expensive. However, high growth and a tight supply of prospective employees may warrant the services of search consultants to supplement your primary recruiting system.



STEP SEVEN: ETIQUETTE AND THE MULTI-PART INTERVIEW

It is increasingly difficult in today's employment environment to receive an honest reference from which you can make an informed decision. Companies, by virtue of a sound loss prevention philosophy, are leery of providing information beyond name, rank and serial number. Case law in claims of defamation and slander outweigh the benefit achieved through references. Further, when making a decision based upon a referral through a search consultant, one finds that most of the references are vaguely positive and provide a biased view of the candidate. To expect anything different would be contrary to the purpose of the relationship between search consultant and company. The search consultant has one vested interest, that is, to sell the applicant and generally will not present negative or contrary information. It has been shown through the use of an in-house employee referral program that there is a higher probability of securing a reference through your existing employee because this employee may not want to jeopardize his/her own reputation by referring an individual who does not meet the minimum qualifications. A self-fulfilling prophecy develops when doing an in-house type placement.

Interview etiquette is a new reality. For high-demand positions it is necessary to pull out all the stops to properly court an individual to join your firm. Spousal involvement is key in the eventual hiring process. It is a good idea to consider inviting the spouse to the second or third interview. Applicants are seeking a class, professional operation. This class is reflected in the demeanor by which they perceive the company's approach to the selection process. Studies show that companies who make the selection process rather rigorous and extensive, create the perception in applicants that becoming a team member is no easy process.

This approach demonstrates to the applicant that the company is seeking experience, proven excellence and they are concerned about the right fit. There is a definite perception, therefore, related to the rigor involved in the application process. Consideration should be given to making the applicant feel welcome. If an individual is applying for your firm, ensure that the receptionist is aware at the day of the interview who that person is and for which position the person is applying.

Second, ensure that as a part of the interview preparation process you have information available to the applicant. Perhaps an annual report or any other type of information related to the company is appropriate. It is helpful to have a predefined job description made available to the candidate so that he/she has an idea of the position, qualifications and expectation level.

Third, the degree of intervention in multi-part interviews is a function of the complexity and the importance of the position under evaluation. In the administrative/clerical area it is prudent to have the direct supervisor and perhaps another individual in the administrative department interview the candidate. In the technical area, an interview between the senior technician and the supervisory technician is enough to secure a balance between two perspectives. 

At the professional and managerial level, it is prudent to have at least three to four interviews to ensure a good balance of perception regarding this individual's general level of skill.

If you decide to use the multi-part interview approach, it is a good idea to meet with the affected interviewers and discuss with them a basic overview of the position under evaluation, the technical skills that are being reviewed and the performance skills under consideration. For example, if you are looking for someone with developed initiative, human relations skills, problem solving abilities, leadership skills, oral communication, planning, organizing, etc., a written specification should be presented to the interviewers. These critical success factors (knowledge skills and abilities) need to be understood by the interview team. They should be empowered with behavioral questions that can derive information about the skill under evaluation. These types of pre-interview assessment meetings have proven to be effective in ensuring that members of the interview team are clear regarding the evaluation criteria. The author has seen many multi-part interview systems fail because applicants generally arrive on the scene and are directed to interviewers who have no concept as to the position under evaluation or what skills are desired. Many times they defer to the applicant and ask that the applicant provide an overview of the position for which they are applying and then work the interview backwards. Suffice to say, this type of process shows a lack of professionalism and sends a wrong message to the interviewee.

Fourth, limit your interviewees to operational areas of the company. If your company has a human resource department, their input may be valuable in assessing a behavioral personality assessment, if it so warrants. The balance between technical perception and behavioral perception will provide an informed and objective hiring decision.

Finally, as a part of the etiquette process it is important to properly greet, introduce and make the applicant feel welcome. In some organizations, applicants are taken to lunch; still, others are given a courtesy walk through the office and the opportunity to look at the structure and the roles and responsibilities of different people in the organization. Other companies may decide to have the individual spend a short time talking with the president of the company or vice president. Visits to another regional office or perhaps a visit to the corporate office is to be encouraged if the position warrants that kind of knowledge. The involvement, sense of ownership, sense of caring and preparation taken on behalf of the company affect an applicant's decision to join the firm. When the applicant sees a high level of rigor, preparation, involvement and assessment from individuals beyond the immediate work group, then the professionalism is viewed positively.



STEP EIGHT: HONESTY IS THE BEST POLICY

There are times when job descriptions, benefits and promises are made during the interview to get the applicant to join the team. Dishonesty or lack of candor is inappropriate from an ethical and philosophical basis. It is unjust to give false impressions on which an applicant makes a decision to uproot a family to join your organization. The organization will eventually suffer the associated cost of turnover which may occur 3, 6 or even 9 months after the employee joins the company. One must also be wary of legal considerations. Specifically, the breach of a covenant of good faith and fair dealing or another form of false promises that could place the company into litigation. Taking advantage of "perform other duties as assigned" should still represent a 10% to 20% factor in any job description. From the start, ensure that 80% of the tasks, responsibilities and skills are identified, discussed and evaluated. The emerging law, "Tort of Negligent Hiring" is becoming a nightmare for companies.



STEP NINE: BALANCE THE PORTFOLIO

Tests are the most powerful predictor of success says Richard Nelson, a professor of marketing at San Francisco State University. Applicants generally fudge on their resumes and bluff through interviews, but they cannot fool psychological and other forms of job-related testing. In his 20-year study, Dr. Nelson tracked more than 520 people. He stated that tests adequately predicted their success in a variety of jobs anywhere from 82% to 90% of the time as listed on the tables below.

These statistics indicate the probability of making the correct hiring decision based upon the job interview alone, generally produces results of 15% to 20% accuracy. Given this statistic one might reasonably argue that a flip of a coin can produce a 50% accuracy, so why bother interviewing -- just flip the coin. Perhaps, the most interesting finding in this study is that a well-defined employment system attempts to integrate reference checking, behavioral interviewing, multi-part interviewing, proper assessment and the use of psychological instruments to balance the hiring equation. The goal is to produce assessment tools that will provide a higher than 50% chance of predicting whether the applicant will succeed or fail. Some companies have noted success by balancing information obtained via resumes and interviewers with a form of psychological testing. 

Some instruments currently available in the market that are inexpensive and effective in producing a good profile on an applicant are:

1. California Psychological Inventory

2. FIRO-B Interpersonal Relations Survey

3. Professional Dynametric Programs

4. Turnover Indicator and Performance Systems (T.I.P.S)

5. Independent assessment by a trained Industrial Psychologist

The higher-level position, particularly in the areas of project managers and managers, should be balanced by a psychological profile for an investment of less than $500. This will produce a more accurate, better suitable candidate. Please ensure that the tests you select are validated. Seek legal counsel before implementing any test.



STEP TEN: THE DECISION

The previous steps verify that managing turnover is no process. It is important for companies to understand that the cost of turnover can have a significant impact to the bottom line. Hiring smart requires that the organization internalize the factors contributing to turnover and how those factors link to the values and expectations applicants are seeking. The company must rethink and revisit current personnel policies, practices and procedures related to benefits administration, flexible scheduling arrangements and the recruitment of women and minorities to deal with the labor crisis inherent in the 1990’s and beyond.

Another key element to hiring smart is truly knowing what you are looking for in an applicant. "Shoot from the hip" interviews will produce costly turnovers. Companies that have hired smart have set up a system for evaluating their success factor and the critical knowledge, skill or ability that is key to position effectiveness. These skills are captured in written format, and specific behavioral questions are developed. Information is obtained through example and experience to demonstrate the applicant's knowledge of a particular skill under evaluation. Companies that have made the investment in training through behavioral interviewing strategies are reporting a higher level of quality in hiring and subsequent lower turnover rates.

In addition to looking for the right person, some discussion was presented regarding strategies and techniques for selecting personnel within the organization. We found generally that employee referral programs, use of advertising, use of a temporary to permanent types of employment models, job fairs and continuity programs through college campuses should be considered first before expending the high dollar volume of external search consultant. If a search consultant is to be used, then consideration should be given to the checklist outlined in the previous section, identifying some basic do's and don'ts in working with search consultants. Once the referral source and eventual position are identified, the single most important factor is interview etiquette and the role of multi-part interviews.

We found in our research and through practice, that more multi-interviewers looking at the individual across the various skill dimensions will lend to more objectivity in the hiring decision. The synergistic effect of the multi-part interview will produce a more balanced hiring decision. We also found that the use of psychological testing for positions in the professional/project manager and managerial categories produces a higher level of hiring success. These types of psychological tests like the California Psychological Inventory, FIRO-B and PDP should be considered as a part of the hiring process.

We found that Human Resources can play a valuable role in initial selection of candidates but should not be used explicitly to make the hiring decision. Applicants tend to prefer discussions with operations personnel, counterparts, and members of the project team. The Human Resources Department should be used to provide a balance profile but by no means be the only interpretation.

When the hiring decision is about to be made and the use of the multi-part interview model is considered, then it is advisable to bring together the individuals involved in the interviewing process and have them present their findings in relation to the key skills that were being measured during the interview process. Based upon performance and these skill factors, the top candidates can then be identified and the best matched hiring decision can be made.

It is important to remember that when hiring smart, applicants not considered for employment deserve respect or consideration, either through a phone call or letter, thanking them for their application and wishing them the best in their career endeavors. Providing respect and consideration are key even to the rejected applicants. Once an applicant is brought to the firm and the appropriate letter of offer and introduction are made, the next key step rests in retaining personnel -- job orientation, mentoring, communicating expectations of performance, affirmation, career development and so forth.

In future publications the author will address the issue of employee retention and present to you, the practitioner, significant details in managing more effectively. In the meantime, remember, "Hiring Smart" is more than a gut feeling.



APPENDIX A

PERFORMANCE SKILLS AND BEHAVIORAL QUESTIONS GUIDE

To prepare for the interview process, it is necessary to determine the critical performance skills (success factors) for the position under evaluation. This is not an exhaustive list of skills and behavioral questions used in a job interview. This discussion demonstrates the use of linking the skill under evaluation to a specific behavioral question.

 

PERSONAL QUALITY SKILLS

1. INITIATIVE: Acting to influence one’s environment, rather than reacting to it: being a self-starter. 

Behavioral Questions:

· Can you think of some projects that were sold or implemented successfully, primarily because of your initiative? 

· Tell me about some projects you generated on your own. What prompted you to begin them? 

2. PERSONAL IMPACT: Ability to create a good impression to command attention and respect and to show an air of confidence.

Behavioral Questions:

· Describe a time or situation in which you were recognized by your peers for a contribution you made to the company. 

3. CREATIVITY: Ability to come up with imaginative solutions in business situations.

Behavioral Questions

· What are some recent examples of things you have done to foster creativity in your work group? 

· Think of current problem in which old methods are not working. How could it be solved? 

4. STRESS TOLERANCE: Stability of performance under stress.

Behavioral Questions:

· Explain some of the critical problems you faced in your last job and how you handled them. 

· Do you feel pressure in your job? Tell me about it. 

 

LEADERSHIP AND HUMAN RELATIONS SKILLS

5. BEHAVIOR FLEXIBILITY: Ability to modify behavior in order to reach a goal. 

Behavior Questions: 

· Describe a time in which you felt it necessary to modify or change your actions in order to respond to the needs of another person. 

6. LEADERSHIP: Getting individuals or groups to accomplish a task or accept an idea.

Behavior Questions: 

· Describe a situation in which you were able to positively influence the actions of others in a desired direction. 

· Give me an example of a time when you were able to build motivation in your subordinates. 

· What did you do in your last job to contribute to a teamwork environment? 

7. SENSITIVITY: Skill in perceiving and reacting sensitively to the needs of others.

Behavior Questions: 

· Describe your most recent problem-solving session with one of your subordinates. 

· What do you think is your subordinate’s greatest need? 

· How do you motivate marginal performers in the project team? 

PROBLEM SOLVING SKILLS

8. PROBLEM ANALYSIS: Effectiveness in seeking out pertinent data and determining the source of the problem.

Behavior Questions: 

· Tell me about some of the project management problems you faced in previous jobs and the procedures you followed in solving them. 

9. DECISION MAKING QUALITY: Ability to select an appropriate course of action after generating and evaluating several alternatives.

Behavior Questions: 

· Give me an example of a time when you had to be relatively quick in coming to a decision. 

· Describe the toughest project management issue you have faced. What steps did you follow in making your decision to resolve this issue? 

COMMUNICATION SKILLS

13. ORAL COMMUNICATION AND PRESENTATION: Speaking with clarity and ease to individuals and before groups.

Behavioral Questions:

· Can you tell me about an experience in which you had to speak up in order to get a point across that was important to you? 

14. WRITTEN COMMUNICATION: Expressing ideas in writing. 

Behavioral Questions:

· Describe the writing process you follow in drafting a proposal. 



APPENDIX B

SAMPLE JOB DESCRIPTION USING BEHAVIORAL QUESTIONS

This is a job description for a project professional. Given this description, we have identified specific performance skills we wish to measure in the interview. Following this skill identification, we offer examples of behavioral questions that could be asked during the interview.

SAMPLE JOB DESCRIPTION

Job Title: Project Professional

Exemption Status: Exempt

Location:

Supervision Received:

Directly: Project Manager

Indirectly: Office Manager

Job Summary:

Perform specific engineering or scientific work on client projects, including: client contact, complex plans, reports, specifications, analysis, and calculations. Independently evaluate, select and recommend techniques, procedures, and criteria to perform technical tasks, field tasks, studies and analysis.

Tasks/Responsibilities:

· Manage projects and client relationships. 

· Identify and define scope, techniques and price for project proposals. 

· Oversee development of cost estimates. 

· Make technical recommendations and decisions within project scope. 

· Manage complex field situations independently. 

· Identify and communicate business development opportunities to senior technical. 

· Participate in, and contribute to, the proposal preparation process. 

Working Conditions:

Hours/Week: 40 Overtime: As needed Travel Required: Minimal

Qualifications/Skills/Abilities

Education: Bachelor of Science in Engineering, Science, or related technical field. M.S. desirable.

Experience: 3-7 years related professional experience.

Specific Knowledge: Certification/registration as mandated by profession.

 

Skills Required:

· Demonstrated skills in project management. 

· The ability to create a good impression on others by commanding attention, respect, and by showing confidence for both subordinates and clients. 

· Behaviors flexibility and sensitivity when dealing with others and serving client needs. 

· Proven skills in negotiation and proposal development. 

· Excellent time management and organizational skills. 

· Proven skills in creativity and innovation in finding the most effective solution to project problems. 

· The ability to identify, evaluate, and assimilate information before making quality decisions. 

· A demonstrated ability to understand and respond to client needs. 

· Professional judgment regarding complex technical issues. 

 

______________________ _____________ 

Employee                             Date
____________________ _____________

Supervisor                            Date
 

The above statements are intended to describe the general nature and level of work being performed by people assigned to this classification. They are not intended to be construed as an exhaustive list of all responsibilities, duties and skills required to personnel so classified.



Based on the job description, we would like to measure the following performance skills:

1. Skills in project management

Questions: Describe an example of a project management system you established in your last job. What procedures did you follow in establishing this system? Why was it effective?

2. Skills in human relations and client relations

Question: What did you do in your last job to contribute to a teamwork environment?

Question: Describe a sticky client relations issue you have dealt with. What procedure did you follow in solving the problem?

3. Skills in innovation and creativity

Question: Tell me about management improvement activities which you have initiated.

Question: What are some recent examples of things you have done to foster creativity in your project team?

4. Skills in judgment/decision-making quality

Question: Describe one of the toughest decisions you made in a recent project. What steps did you follow and what was the outcome?

Question: What steps do you follow if another member of the project team is not meeting performance expectations?

Experiment with other skill areas you are measuring in this job description. Once you get the hang of this method, you will never go back.



APPENDIX C

SUGGESTED BEHAVIORAL OUTLINE

Structured Interview

I. INTRODUCTION-SUPPORT BUILDING, SMALL TALK, BREAK THE ICE, (ONE MINUTE)

II. THE ROAD MAP (5-7 MINUTES)

A. Advise applicant what job you are interviewing for.

B. Explain to applicant that you will be taking notes to record information.

C. Advise applicant that you will be approaching the interview in three parts: (1) a review of education/training background. (2) a review of work history, and (3) a review of specific job-related questions that will explore the technical and performance skills needed to perform the job.

III. THE BODY

A. Review the education and training experiences.

Comments:__________________________________________________________________________________

___________________________________________________________________________________________

___________________________________________________________________________________________

___________________________________________________________________________________________

___________________________________________________________________________________________

B. Review work history. Beginning with first job, and working up to present or last job, get descriptions of what was performed, feelings about jobs, reasons for leaving.

Comments:__________________________________________________________________________________

___________________________________________________________________________________________

___________________________________________________________________________________________

___________________________________________________________________________________________

___________________________________________________________________________________________

C. Ask specific job-related questions.

1. Technical and performance skills needed in the specific position for which applicant is being considered...probe for behavioral examples of past performance.

2. Technical Questions:

Skill area measured:

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

Behavioral question asked:

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

Comments:

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

 

3. Performance-Based Questions

Skill area measured:

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

Question asked:

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

Comments:

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

Skill area measured:

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

Question asked:

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

Comments:

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

Skill area measured:

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

Question asked:

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

Comments:

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

D. Work-related leisure activity questions--level of activity, management of time, leadership, teamwork, social effectiveness, diversity of interests:

Comments:

_____________________________________________________________________________________

_____________________________________________________________________________________

E. Aims, aspirations questions: What are the applicants career and growth plans:

Comments:

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________

 

IV. TELL THE CANDIDATE ABOUT THE JOB, COMPANY, JOB REQUIREMENTS (OPTIONAL).

V. HAVE A PERIOD OF QUESTIONS/ANSWERS.

 

VI. CLOSE THE INTERVIEW BY EXPLAINING WHAT HAPPENS NEXT IN THE HIRING PROCEDURE.

Comments:

________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________



APPENDIX D

PRE-EMPLOYMENT QUESTIONS

Throughout the interview process, it is important to obtain useful information from the applicant. However, it is extremely important that this information be obtained in a legal and job-related manner. The following pointers should provide you with a basic understanding of what questions may and may not be asked during the interview process.

 

	 

SUBJECT
	O.K.
	NOT O.K.

	NAME
	  

Name

"Have you ever used another name?"

"Is any additional information relative to change of name, use of an assumed name, or nickname necessary to enable a check on your work and education record? If yes, please explain."

"Is there any other name we should give when requesting references on your previous employment?"
	  

Maiden Name

"What is your maiden name?

"Is ________ your maiden name?

 

 

 

 

 

 

	  

RESIDENCE
	Place of residence
	  

"Do you own or rent your home?

	AGE
	State that, if hired the applicant is subject to verification that he/she meets legal age requirements. 

"If hired, can you show proof of your age?"

 

"Are you over 18 years of age?"

 

"If under 18, can you, after employment, submit a work permit?"

"Part-time employees must be at least 16 years old?"

"Employees must be 18 years of age to operate machinery."

"Employees who do not meet the age requirements will be terminated."
	  

Age

Birthdate

Dates of attendance or completion of elementary or high school

Questions which tend to identify applicants over 40

"When did you graduate from high school?"

"What year were you born?"

"How old are you?"

	RACE, 

COLOR
	(Note: There are no acceptable questions regarding an applicant’s race or color.)
	  

Questions as to applicant’s race or color.

Questions regarding the applicant’s complexion or color of skin, eyes, hair.


 

	 

SUBJECT
	O.K.
	NOT O.K.

	NATIONAL 

ORIGIN
	Languages applicant reads, speaks or writes. 

"What languages do you speak, read or write fluently?"

"Do you read or speak any other languages?"
	  

Questions as to nationality, lineage, ancestry, national origin, descent, or parentage of applicant, applicant’s parents or spouse.

"What is your mother tongue?" or language commonly used by applicant.

How applicant acquired the ability to read, write or speak a foreign language.

"When or how did you learn to speak English?"

	  

BIRTHPLACE

CITIZENSHIP
	"Can you, after employment, submit verification of your legal right to work in the United States?" or 

Statement that such proof may be required after employment.

"You must be able to prove that you have a legal right to work in the United States, if hired."

 

"Employees who cannot prove a legal right to work in the United States will be terminated."
	  

Birthplace of applicant’s parents; spouse; or other relatives.

 

 

"Are you a U.S. citizen?" or Citizenship of applicant’s parents. spouse or other relatives.

Requirements that the applicant produce naturalization; first papers or alien card prior to employment.

	  

BONDING
	Statement that bonding is a condition of hire. 

 

"Bonding is a job requirement."
	  

Questions regarding refusal or cancellation of bonding.

"Have you ever been refused a bond?"

	  

RELIGION
	Statement that regular days, hours or shifts are to be worked. 

"This job requires employees to be available for all shifts during the entire week."

"On this job you may be required to work on Saturday, Sunday or holidays."

"If hire, you must be available to work on all shifts and on any day of the week including Saturday or Sunday."
	  

Questions regarding applicant’s religion.

Religious days observed or "Does your religion prevent you from working weekends or holidays"

"What church do you go to?"

 


 

	 

SUBJECT
	O.K.
	NOT O.K.

	SEX, 

MARITAL STATUS,

FAMILY
	Name and address of parent or guardian only if the applicant is a minor. 

Statement of company policy regarding the work assignment of employees who are related.

"Company policy does not permit employees to work under the supervision of a relative, be employed in the same store or have a common supervisor except in special circumstances with prior written approval."
	  

Questions which indicate the applicant’s sex.

Questions which indicate applicant’s marital status.

Name and/or ages of children or dependents.

Provisions for childcare.

Questions regarding pregnancy, childbearing or birth control.

Name and address of relative, spouse or children of adult applicant.

"With whom do you live? or "Do you live with your parents?"

"Are you married?" "Are you single?"

"How long have you been divorced (separated)?"

	  

NOTIFY IN

CASE OF 

EMERGENCY
	Name and address of person to be notified in case of accident or emergency.
	Name and address of relative to be notified in case of accident or emergency.

	  

ARREST,

CRIMINAL

RECORD
	  

"Have you ever been convicted of a felony or (within specified time period) a misdemeanor which resulted in imprisonment?"

Note: Such a question must be accompanied by a statement that a conviction will not necessarily disqualify the applicant from the job applied for.
	  

Arrest record or "Have you ever been arrested?"

 

"Have you ever been in jail?"

	PHYSICAL 

DESCRIPTION,

PHOTOGRAPH
	Statement that a photograph may be required after employment.
	  

Questions as to applicant’s height and weight.

Requirement that the applicant cannot affix a photograph to the application.

To give the applicant the choice to submit a photograph.

To require a photograph after interview, but before employment.

"How tall are you?"

"How much do you weigh?"


	 

SUBJECT
	O.K.
	NOT O.K.

	PHYSICAL 

CONDITION,

HANDICAP
	Statement by employer that offers for employment are contingent on the applicant passing a job-related physical examination. 

"Do you have any physical or other problems which may affect your ability to do this job?"

"This job requires repeated lifting of up to ____ lbs."

"If hired, and you cannot handle the physical requirements of the job, you will be terminated."

"If you cannot pass the physical exam then we cannot give you this job."
	  

Questions regarding the applicant’s general medical condition, state of health or illnesses.

Questions regarding receipt of Worker’s Compensation benefits.

"Do you have any physical disabilities or handicaps?"

	MILITARY 

SERVICE
	Questions regarding relevant skills acquired during the applicant’s U.S. military service. 

 

"What kind of training did you get in the service?"
	  

General questions regarding military service, such as dates and type of discharge.

Questions regarding service in a foreign military.

"What type of discharge did you get from the military?"

Requirement to submit a copy of his/her military discharge papers.

	  

ECONOMIC

STATUS
	"Repeated attachment or garnishment of wages may be cause of disciplinary action."
	  

Questions regarding applicant’s current or past assets, liabilities or credit rating, including bankruptcy or garnishment history.

"Have your wages ever been attached or garnished?"

	  

ORGANIZATIONS

ACTIVITIES
	Please list job-related organizations, clubs, profes- sional societies or other associations to which you belong--you may omit those which indicate your race, religious creed, color, national origin, ancestry, sex or age."
	  

"List all organizations, clubs, societies and lodges to which you belong."

	REFERENCE
	"By whom were you referred for a position here?" 

Name of persons willing to provide professional and/or character references for applicant.

"Please list _____ people who can provide us with a reference on you." "How did you find out about

this job?"
	Questions of applicant’s former employers or acquaintances which elicit information specifying the applicant’s race, color, religious creed, national origin, ancestry, physical handicap, medical condition, marital status, age or sex.


 



APPENDIX E

SAMPLE INTERVIEW QUESTIONS

Typically, a wide variety of questions can be used to help gain information about a candidate’s job skills. The questions on the next pages may be used as guides to help you develop questions which would target a specific job’s skill requirements.

School Questions: 

1. How did your college experience prepare you for a business career? 

2. What led you to choose your major? 

3. Do you think your grades are a good indication of your academic achievement? Of your potential? 

4. What have you learned from participation in extracurricular activities? 

5. On what committees have you served? What did you contribute? 

6. Describe the toughest course you took. Describe the easiest. 

7. Which course did you find most beneficial? Least beneficial? 

8. Describe your favorite (or best) instructor. 

9. If you could go back to school, would you take the same major? 

10. How do you feel about the amount of time you spent in extracurricular activities? 

11. I see you worked while in school. Tell me about a typical day for you. 

12. Tell me about some of the elective courses you took. How did you choose them? 

Job-Related Questions: 

1. What interests you about this particular position? 

2. For what reasons should we hire you? 

3. In what ways do you think you can make a contribution to our company? 

4. Describe your most rewarding professional experience. 

5. If you were hiring for this position, what qualities would you look for? 

6. What were your highest priorities in your last job? 

7. Tell me about a project or procedures you developed and initiated. 

8. How large was the last organization you worked for? 

9. If you were to get this job, in what areas could you contribute immediately? After some orientation and training? 

10. Give me an example of a time when your supervisor complimented you. Criticized you? 

11. Tell me about the toughest (sale) (interview) you ever had and how you handled it. 

12. Describe a time when you were faced with problems on the job that tested your coping skills. 

13. What led you to seek a position with us? 

14. Do you have a geographic preference? 

15. Are you willing to relocate? 

16. Are you willing to travel? 

17. How would you evaluate the company you were with last? 

18. What do you think the job entails? 

19. What are you seeking in a new position that you are not getting in your present one? 

20. Tell me what you know about us. 

21. Describe the most significant document or report which you have had to complete. 

Interpersonal Relations Questions: 

1. How have you handled an employee or coworker who changed from a reliable, hard-working person to a problem employee? 

2. Describe your method of influencing people. 

3. Do you prefer to work alone or as part of the team? 

4. Tell me about your relationships with (customers) (coworkers) (supervisors). What special problems did you face and how did you handle them? 

5. How do you get things done? 

6. If I asked former coworkers or supervisors to describe you, what would they say? 

7. Tell me about the person you most admire. 

8. Of the supervisors you’ve had, describe the one who most impressed you. 

Leisure Questions: 

1. Describe your spare time activities which relate to this job. 

2. If you could turn a hobby into an occupation, what would you be doing? 

Personal Characteristics Questions: 

1. How would you describe yourself? 

2. What motivates you to put forth your greatest effort? 

3. What factors in your past career, education, or other activities do you feel will contribute to your success? 

4. Describe your most significant accomplishment in your past work. 

5. What major problem have you encountered and how did you deal with it? 

6. What are your strengths and weaknesses? 

7. Tell me about some unusual problem you faced at work (school) and how you handled it. 

8. What makes you special? 

9. Tell me about one really smart decision you made in the past year. One dumb one? 

10. Describe the perfect job for you. 

Expectation Questions: 

1. What are the most important rewards you expect in your career? 

2. What made you decide to make a career change at this time? 

3. How far back do you remember being interested in this career? 

4. What are your career goals? Do you have a contingency plan? 

5. Describe a time when you reached a goal and discovered it wasn’t what you wanted. 

6. How do you know you’ll be successful? 

Use Specific Questions Related to the Position. Following are sample questions for the managerial, sales supervisors, sales and newsroom applicants:

Questions to ask Managerial Applicants:

Accomplishments: 

1. What are some of your more important accomplishments? Concentrate on both operating & non-operating results. 

2. Considering these accomplishments, what are some of the reasons for your success? 

3. What two or three things do you feel you have learned on your last/present job? 

4. What did you particularly like about your last position? Dislike? 

5. Give me an example of when you set out to do something which you didn’t accomplish. What are some reasons for this? 

Supervision: 

1. How do you think your associates (peers/manager/direct reports) would describe you as a supervisor? 

2. What contributes to your effectiveness as a supervisor? 

3. Give me an example of when something interfered with your effectiveness as a supervisor. 

4. Describe the supervisor who got the best results out of you. 

5. How much experience have you had in hiring and/or terminating subordinates? Give an example of each. 

6. How would you describe your managerial style/theory? 

Decision-Making (Sound Judgment, Decisiveness): 

1. Describe the steps you used in making an important decision or recommendation in the last year. 

2. In what respects do you feel you have improved in your decision-making ability in the last year? 

3. Most of us can think of a decision we made which turned out to be really smart. We can also think of one which wasn’t. Describe one of each. 

4. What kind of decisions are easiest for you? What makes them easy? 

5. Which decisions are more difficult for you? What makes them difficult? 

Future: 

1. How do you feel about your progress to date? 

2. What are your career aspirations? How long do you feel you should stay where you are? 

3. What do you believe would be most helpful to your continued growth in the company? 

4. Are there any restrictions with regard to your future moves (climate, geography, etc.)? 

5. Most people do some goal-setting. Tell me about your latest career goal and how you expect to achieve it. How will this opportunity help you to succeed? 

Questions to ask Sales Supervisors and Managers: 

1. Give me an example of how you trained new salespeople. 

2. How did you set sales goals for your employees? Describe a commission plan you devised. 

3. How were sales meetings held? 

4. Give me an example of how you inspired your salespeople to increase sales. 

5. How did you handle a salesperson who was not meeting sales goals? 

Questions to Ask Sales Applicants: 

1. Have you done outside or telephone selling? 

2. What fulfillment do you see in sales that you cannot get elsewhere? 

3. In school or in a previous job, how did you convince others to accept your ideas? 

4. Give me an example of the toughest problem you faced in a previous job? When did you ask for help? 

5. Where did you get your leads? 

6. What was the volume in your territory when you took it over? What was the volume when you left? 

7. If the volume was greater, how did you accomplish this? 

8. If the volume was less, how do you account for this? 

9. How did you fare in contests and other sales incentive programs? 

10. What types of customers/markets have you called on? 

11. When you were assigned a new and unfamiliar territory, how did you approach its development? 

12. What support do you feel would be necessary from the company for you to open a new territory? 

13. Tell me about the toughest sale you ever made. 

14. What was the most unexpected objection you got from a prospect? How did you handle it? 

15. When you train a new salesperson, what factors about your customers do you stress? 

16. If your largest account closed, how would you attempt to replace the business? 

17. How do you feel about out-of-town travel? 

18. What do you like about selling? What do you dislike? 

19. How do you approach potential customers in an initial phone/cold call? 

20. When a customer calls to ask the status of an order, you discover you cannot deliver it? What do you do? 

21. How do you sell your ideas to management? Give me an example. 

22. What responsibility did you have for planning marketing strategy? 

23. Discuss some of your marketing problems and how you handled them. 

24. Tell me about a marketing plan you are proud of developing. 

25. What part did you play in the plan’s success? 

26. How do you handle "No’s?" 

27. Tell me about a sale you made that took a long time and required a lot of effort; take me through it step-by-step. 

28. Suppose we hired you--what kind of skills training would we need to provide so you could improve? 

29. How many calls do you make on a negative prospect before you stop calling? 

30. Tell me about a sale you lost that really hurt. 

31. If you were selling for us, what do you think your close ratio should be? 

A Dozen Questions to Ask Newsroom Candidates: 

1. What was the toughest story you had to write? What made it the toughest? How did you overcome the obstacles? 

2. Tell me about the story you like doing the most. How did you go about getting it? 

3. Do you rate yourself a better reporter or writer? What are your (reporting) (writing) weaknesses? 

4. On summer internships: If you had one, what benefited you most in the experience? If you did not have one, how did you decide not to do an internship? 

5. Tell me about the journalism school course you like best and why. 

6. What course outside journalism was the most valuable, and why? Did you most enjoy? 

7. What newspapers do you read? How often? Of those you read, who does the best job? Why? If you could be editor of that newspaper for a week, what improvement would you suggest? 

8. As a copy editor, how do you edit a news story that you receive from a reporter or from the wire? 

9. As a copy editor, if you could go to the library for one hour and could do anything you wanted except work on some newsroom assignment, what would you do? 

10. For sports writers: What sports are you most interested in? Who is the best pro athlete today in that sport? If you had five minutes with that athlete and could ask three questions, what would you ask? (A similar question might be asked of other specialists, focusing on their specialty.) 

11. For experienced candidates: If you could go back to college today, what course would you take that you did not take before, based on the experiences you have had in the field? Lacking the knowledge that course might have provided, how did you fill the gap in the working world? 

12. If you were the editor and could add three people to your staff, what would you have them do? Why? 

 



Position Under Evaluation: _______________________

Date: _______________________

Evaluator: _______________________

 

SKILLS AND ABILITIES

JOB ANALYSIS

 

In the following section, listed are the skills and abilities that a person may need to perform tasks involved in the position under evaluation. For each item in this part, please answer the following questions: (a) what amount of skill does this person presently need to satisfactorily perform the job? and (b) what amount of skill do you think this person will need in the future? Use the following scales:

 

PRESENT FUTURE

0 = Not presently needed to perform the job 0 = Will not be needed to perform the job

1 = Very low amount is needed 1 = Very low amount will be needed

2 = Low amount is needed 2 = Low amount will be needed

3 = Moderate amount is needed 3 = Moderate amount will be needed

4 = High amount is needed 4 = High amount will be needed

5 = Very high amount is needed 5 = Very high amount will be needed

 

A. PERSONAL QUALITIES Present Future 

1. STRESS TOLERANCE: Performing effectively while under work-related 0 1 2 3 4 5 0 1 2 3 4 5

pressure and competing or conflicting demands.

2. INITIATIVE. Being a self-starter and doing things without having to be 0 1 2 3 4 5 0 1 2 3 4 5

told.

3. ENTREPRENEURSHIP. Running the unit or organization as if it were 0 1 2 3 4 5 0 1 2 3 4 5

your own business.

4. ENERGY. Maintaining a continuously high level of work activity. 0 1 2 3 4 5 0 1 2 3 4 5

5. PERSISTENCE. Handling disappointments and maintaining effectiveness 0 1 2 3 4 5 0 1 2 3 4 5

in the face of adversity and setbacks until a desired objective is achieved.

6. FLEXIBILITY. Handling multiple, conflicting objectives simultaneously. 0 1 2 3 4 5 0 1 2 3 4 5

 

B. INTERPERSONAL

7. SENSITIVITY. Taking into account the feelings of others when dealing 0 1 2 3 4 5 0 1 2 3 4 5

with them.

8. LEADERSHIP. Motivating and directing individuals to the achievement 0 1 2 3 4 5 0 1 2 3 4 5

of objectives and goals.

Present Future

9. TEAM BUILDING. Creating and maintaining a cooperative team 0 1 2 3 4 5 0 1 2 3 4 5

environment that promotes high performance standards and attainment

of goals.

10. COACHING. Monitoring employee performance, providing feedback and 0 1 2 3 4 5 0 1 2 3 4 5

developing employees.

11. BEHAVIOR FLEXIBILITY. Adapting to people and situations by 0 1 2 3 4 5 0 1 2 3 4 5

altering one’s own behavior to reach a goal.

 

C. PROBLEM ANALYSIS, PROBLEM SOLVING, DECISION MAKING

12. PROBLEM SOLVING. Identifying a problem, determining possible 0 1 2 3 4 5 0 1 2 3 4 5

causes of that problem, generating alternative solutions.

13. ORAL FACT FINDING. Identifying problems and securing relevant 0 1 2 3 4 5 0 1 2 3 4 5

information through questions and discussion.

14. WRITTEN FACT FINDING. Identifying problems and obtaining relevant 0 1 2 3 4 5 0 1 2 3 4 5

information from written reports, numerical data, etc.

15. DECISION MAKING QUALITY. Making decisions based on a clear-cut, 0 1 2 3 4 5 0 1 2 3 4 5

logical rationale that recognizes the implications for other components of

the organization.

16. NEGOTIATING. Obtaining satisfactory terms for a purchase from a sales 0 1 2 3 4 5 0 1 2 3 4 5

representative.

17. RISK TAKING. Making decisions in which a calculated risk is taken to 0 1 2 3 4 5 0 1 2 3 4 5

achieve maximum benefits from the decision.

18. DECISIVENESS. Making decisions and judgments, committing oneself 0 1 2 3 4 5 0 1 2 3 4 5

to a course of action.

19. MEMORY. Learning and recalling new information. 0 1 2 3 4 5 0 1 2 3 4 5

20. CONCENTRATION. Paying attention to and using information coming 0 1 2 3 4 5 0 1 2 3 4 5

from two or more sources at the same time.

21. INNOVATION. Generating unusual and effective solutions to problems 0 1 2 3 4 5 0 1 2 3 4 5

or novel yet appropriate approaches to tasks.

Present Future

D. COMMUNICATION

22. PERSUASION. Changing the think and behavior of others without 0 1 2 3 4 5 0 1 2 3 4 5

generating resentment.

23. ORAL PRESENTATION. Making a persuasive formal oral presentation. 0 1 2 3 4 5 0 1 2 3 4 5

24. ORAL COMMUNICATIONS. Communicating one’s thoughts and ideas 0 1 2 3 4 5 0 1 2 3 4 5

during face-to-face interactions.

25. LISTENING. Hearing and understanding what someone else is 0 1 2 3 4 5 0 1 2 3 4 5

communicating.

26. ORAL DEFENSE. Responding to questions and challenges with logical 0 1 2 3 4 5 0 1 2 3 4 5

and convincing facts and ideas.

27. WRITTEN COMMUNICATIONS. Expressing one’s ideas in writing. 0 1 2 3 4 5 0 1 2 3 4 5

28. READING. Understanding written language. 0 1 2 3 4 5 0 1 2 3 4 5

29. FOLLOWING DIRECTIONS. Following written and oral directions 0 1 2 3 4 5 0 1 2 3 4 5

accurately.

 

E. MANAGEMENT SKILLS

30. ORGANIZING AND PLANNING. Structuring both the present and future 0 1 2 3 4 5 0 1 2 3 4 5

work, time and activities.

31. CONTROLLING/MONITORING. Implementing programs by establishing 0 1 2 3 4 5 0 1 2 3 4 5

reviews and following up on progress to achieve objectives.

32. DELEGATING. Delegating responsibility to other personnel, providing 0 1 2 3 4 5 0 1 2 3 4 5

instructions and due dates, checking to insure that tasks are accomplished. 

33. GOAL SETTING. Setting specific objectives and goals for self and others 0 1 2 3 4 5 0 1 2 3 4 5

to achieve.

34. ATTENTION TO DETAIL. Handling all the details encountered in a task. 0 1 2 3 4 5 0 1 2 3 4 5

 



Name: ____________________________

Date: ____________________________

Interviewer: ____________________________

 

TEAM LEADER GROUP INTERVIEWS

Key Management Dimensions

The management dimensions were identified to be key skill areas by the incumbent group of managers following a formal job analysis. Selected dimensions have been extracted for evaluation during this group exercise.

 

1 = VERY LOW 2 = LOW 3 = MODERATE 4 = HIGH 5 = VERY HIGH

 

 

I. PERSONAL QUALITIES Rating

A. Initiative (Motivation): Acting to influence one’s environment rather than reacting to it; being a self-starter.

_______

Give us some examples of projects or programs that you generated on your own. What prompted you to begin them?

 

What motivates you?

 

What is the difference between a proactive team leader and a reactive team leader? Explain.

 

What are some of your most important accomplishments both operating and non-operating results? What are some of the reasons for your success?

 

Other:

 



        Rating

B. Stress Tolerance: Stability of performance under stress.                                                     _______         

Explain some of the critical problems you have faced in your role as a supervisor. How did you handle them?

 

 

 

How do you handle pressure?

 

 

 

(Also, stress tolerance will be measured throughout this role play in terms of participants 

handling if the questions, verbal and non-verbal responses.)

 

 

 

Other:

 

 

 

 

C. Entrepreneurship: Running an organization as one’s own business by taking calculated         _______

risks.

Give us an example of a major business risk you took in the last 3 years. What was the outcome?

 

 

What is your management philosophy? Give us an example of how you implemented this

philosophy.

 

 

What types of opportunities do you see in this new position of team leader? What strategy

would you follow to pursue them?

 

 

Other:

                                                                                                                                                                      Rating

D. Persistence: Persevering in attempts to influence others and to overcome resistance or other obstacles. ______

Have you ever experienced failure in a business decision? How did you cope?

 

 

Give us an example of a time when you had to be persistent in order to get the job done. What did you do?

 

 

Other:

 

II. HUMAN RELATIONS

A. Behavior Flexibility: Ability to modify behavior in order to reach a goal.                                                     ______

Describe a time in which you felt it necessary to modify or change your actions in order to respond to the needs of another person.

 

Describe the most difficult client relations "damage control" situation you have ever experience. How did you handle it?

 

 

Other:

 



                                                                                                                                                                                    Rating

B. Leadership: Getting individuals or groups to accomplish a task or accept an idea.                                                 ______

Describe your leadership style. Give us an example of your methodology in action.

 

 

Assume you have just become a team leader, what steps would you take during the first 6 months to build teamwork in the region?

 

 

How do you build motivation in people?

 

 

What do you see as the differences in responsibilities between your previous job and this new position?

 

 

Other:

 



 

                                                                                                                                                                                    Rating

C. Sensitivity to Others: Being aware of and taking into account the feelings of others when dealing with them. ______

What kinds of formal and informal recognition do you provide for doing quality work?

 

What is the relative value of human relations versus a profit orientation? Can they work together? Please explain.

 

 

Other:

 



 

                                                                                                                                                                                    Rating

III. PROBLEM SOLVING

A. Fact Finding (Oral): Obtaining information about a problem by talking with other people.                                ______

 

 

 

B. Fact Finding (Written): Obtaining information about a problem from written sources and making useful notes. ______

 

N/A - NOT BEING ASSESSED DURING THEIR ROLE PLAY.

 

 

C. Decisiveness: Willingness to make decisions and judgments and commit oneself to a course of action. ______

 

Describe a situation when you had to be decisive. Explain.

 

 

D. Quality of Decisions: Making decisions based on clear-cut, logical rationale that recognizes the implications for other components of the organization.                                                                                                                         ______

 



 

                                                                                                                                                                                    Rating

IV. COMMUNICATIONS

A. Oral Communication and Presentation: Talking with clarity and ease to individuals

and before groups (includes clarity of speech, organization of content, and manner of presentation).                           ______

 

 

B. Written Communication: Expressing ideas in writing (clarity and conciseness of thought,grammar, punctuation, spelling).

                                                                                                                                                                         ______

 

N/A - NOT BEING ASSESSED DURING THEIR ROLE PLAY.

 

C. Oral Defense: Responding to challenges and questions raised by others.                                                           ______

Need to develop some challenging questions.

 

D. Persuasiveness: Influencing others to take an action or a position that you recommend.                                   ______

Describe your method for influencing people.

 



                                                                                                                                                                               Rating

V. ADMINISTRATIVE ABILITIES
A. Planning and Organizing: Structuring courses of action for self and others for

efficient accomplishment of a task; using resources appropriately and setting priorities.                                       ______

 

Describe your system of planning, prioritizing work.

 

B. Goal Setting: Setting specific objectives for self and others to achieve; establishing standards of performance for self and others.                                                                                                                                                                          ______

 

 

STRENGTHS:

 

 

DEVELOPMENTAL AREAS:

 

 

Rating:

1 = No potential match for this position

2 = Fair potential (need more data)

3 = Good potential for this position

4 = Excellent potential for this position

 

