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To Educate the World!

Welcome to the 21st Century:

10 years ago I presented a paper entitled “Hiring Smart: The First Step to Managing Turnover.”  This paper served as a catalyst to help organizations in the 1990’s focus on excellence in hiring great people.  The mantra was simple: “If you don’t hire smart, you will end up managing tough.”  

As we evolve into the new century, organizations are discovering that the value of human and intellectual capital is perhaps the most important asset on the balance sheet. Challenged by limited talent, organizations are now realizing that proper hiring and employee retention techniques represent one of key strategies for organizational survival.

This is a “how to paper” that outlines how one can facilitate a successful behavioral interview.  Follow the model and remember that most job interviews have a predictive validity of .18 or 18%.  Wow! A flip of a coin is .5 or 50%.  Your goal is to increase the likelihood of a quality hire by employing the practices and processes outlined in this paper.

Good luck on your journey and remember that the sign of a great leader is to surround him or herself with talent--people even stronger than them.  Leaders are not threatened by stronger, talented people because they know that their success and promotional abilities count on it.

Good luck and remember that successful hiring takes time.  Spend that extra 30 minutes doing it right; otherwise, your cost of turnover and probable employee relations challenges will dramatically increase.

Now, make it so!

Lawrence M. Bienati, Ph.D.,

Lake Tahoe, California

January 1, 2000

COMPANY X, INC.

Structured Interview Instructions

Developed by Larry Bienati and Lilia Garcia

I.
INTRODUCTION 

Savvy interviewers pay attention to more than just the answers they receive to their questions; they also listen to the "music" behind the words.  During the interview, note the subtle signals applicants send.  Some things to watch for are:

· How well the applicant listens and responds to your questions.

· Whether the applicant "reads" you--that is, hears the real questions behind the question.

· How well the applicant turns potentially negative information into positive discussion.

· How well the applicant relaxes and builds rapport with you.

· How well the applicant handles the non-verbal part of the communication.  Notice eye contact, body posture, and tone of voice.  It should feel comfortable--that is, the applicant should look at you, sit in a relaxed (allowing for some nervous energy) and alert posture, and speak distinctly.  You should not feel "over" or "under" whelmed by an applicant.

· How do you feel after the interview?  Enthused?  Tired?  Impressed?  Friendly?  Perhaps those who work with the applicant feel the same way.

· The language the applicant uses.  Sophisticated?  Simple?  Practical?

· The questions the applicant asks.  Look for questions that don't sound rehearsed.  Notice whether an applicant has prepared questions or "shoots from the hip."  Applicants who have prepared written questions show organizational skills and assertiveness.

· Whether the applicant is answering the questions in a "yes or no" format."   Remember to allow applicant to do 75-80% of the talking.  Give applicant opportunity to expand on answers, and, if you feel the answer given was too vague, ask for further details.

· Most important, keep it legal!  Be sure all questions relate to the job.  Begin the sentence with “This job requires and ability to……do you….etc… Stay away from any references that pertain to age, religion, race, sex, national origin, medical condition, disability, veteran status and pregnancy.

II.
INTERVIEWING FOR TALENTS (The Key Discriminator)

There is nothing special about talents.  They are simply recurring patterns of thought, feeling or behavior.  You can’t teach talent and the best managers interview for the “talent set” required in a position. They then adapt the person’s strength to the needs of the organization.  There are three types of talent: 

1.
Striving talents explain the why of a person—why she/he gets out of bed each day, why they push a bit harder? Is she/he driven by desire? Is she/he competitive? 

2. Thinking talents explain the how of the person.  They explain how she/he thinks? How she/he weighs alternatives? Is she/he linear? Strategic? Practical? Do they play “what if” games?

3. Relating talents explain the who of a person.  They explain whom she/he trusts? Who she/he builds relationships with? Whom she/he confronts? Whom she/he ignores?1
Talent, therefore, is who you are.  No matter how you might yearn to be different, your combination of talents, and the recurring behavior it creates, will remain stable, familiar to you and to others your entire life.  The key therefore, is to appreciate the skills and knowledge required of a position.  The discriminator is always the talent you possess to execute.  For example, you can have all the degrees, education and certifications, but if you intend to be a successful management-leader, and do not have the gift of “relating talents” with your team, then you are likely to be challenged in your leadership abilities.  

We provide examples of talent questions later in this structured interview form.
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III.
THE ROAD MAP OF A SUCCESSFUL INTERVIEW

· Advise applicant what position you are interviewing for.  Tell them about the job and the company.

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

· Approach 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.

IV.
THE INTERVIEW

The following pages contain guidelines and sample questions to be used in the interviewing process.  These are SAMPLE questions and are intended to give you a general idea of the flow the interview should follow.  Specific technical questions as they relate to the position being filled, should be developed using the appropriate job description.

Section 1:
Review of education/training background.

Education/Training

Review the education and training experiences on the resume/application.  Use questions such as:

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

· What led you to choose your major?

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

· What have you learned from participation in extracurricular activities?

· On what committees have you served?  What did you contribute?

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

· Which course did you find most beneficial?  Least beneficial?

· Describe your favorite (or best) instructor?.

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

Comments:

____________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________
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Section 2:  Work history review

Job-Related Questions

Review work history beginning with first job, and working up to present or last job.  Sample questions include:

· Describe your most rewarding professional experience.  What was special about it?

· What were your highest priorities in your last job? What process did you use to manage them?

· Tell me about projects or procedures you developed and initiated. What was the outcome of your best projects ever?

· Give me an example of a time when you did not meet an expectation at work? How did you resolve the issue?

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

· Ask specific job-related questions.  Technical and performance skills needed in the specific position for which applicant is being considered…probe for behavioral examples of past performance.

· How would you evaluate the company you were with last?

· What led you to seek a position with us?  What differences do you see in our company versus others?

· What do you think the job entails?  How would you approach the position your first 30 days?

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

· Aims, aspirations questions: What are the applicants career growth plans?  How do you view continuous learning?

· Work-related leisure activity questions--level of activity, management of time, leadership, teamwork, social effectiveness, diversity of interests might be of interest.

· Do you have a geographic preference? Are you willing to relocate? Are you willing to travel?

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

· For what reasons should we hire you?  What can you contribute to the company?

· How do you foster teamwork?  Have you had situations where another team member was not carrying their weight? Explain.

Comments:

_______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

__________________________________________________________________________________________________________________________________________________________________________

____________________________________________________________________________________
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Section 3:  Specific Job-related,  Performance Based Questions

Performance Skills 

This discussion demonstrates the use of linking the skill under evaluation to a specific behavioral question.  This is not an exhaustive list.  To prepare for the interview, it is necessary to determine the critical performance skills for the position under evaluation by using the appropriate job description.  Sample questions include:

Personal Quality Skills

· Initiative:  Can you think of some programs/ideas that were implemented successfully, primarily because of your initiative?  

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

· Creativity:  What are some recent examples of things you have done to foster creativity in your work group?  Think of current problems in which old methods are not working.  How could it be solved?

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

Leadership & Human Relations Skills

· Behavior Flexibility:  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?

· Leadership:  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?

· Sensitivity:  Describe your most recent problem-solving session with one of your subordinates; How do you motivate marginal performers in the project team?

Problem Solving Skills

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

· Decision Making: 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

· Verbal  Communication:  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?

· Written Communication:  Describe the writing process you follow in presenting work papers.

Comments:

_______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________
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SECTION 4—HIRE FOR ORGANIZATIONAL VALUES AND TALENTS

This is a key part of the interview.  In the previous sections, we focused on the knowledge, skill and experience. Now we must understand the drivers of the person.  We must also hire for cultural fit to the company.  Here is an example of how this is done.

A.
Hire for Company Values (THIS IS VARIABLE AND ADAPATED TO THE CULTURE OF THE COMPANY)

1. Honesty.  What is you definition of integrity?  Give me an example where you demonstrated integrity in your last job? Have you worked for someone who lacked integrity? If so, how did you handle the relationship?

2. Commitment to Quality.  How do you define quality?  Give me an example of how you measure and deliver quality? Can you cite a project your worked on your last job that exceeded the quality expectations of the client, the supervisor, the company?

3. Superior Client Service.  How do you define superior client service? Describe a situation where you exceeded customer expectations? What was special about your approach?

4. Respect for the Individual.  Our culture is based on respect for the individual, what does “respect” mean to you?  How do you define respect in the manager-employee relationship?  How do you practice respect among your co-workers?

5. Enjoyable Atmosphere.  How would you promote this core value in your contribution to the company?

6. Commitment to Continuous Learning.  What learning or education goals have you yet to achieve? What is plan to get there and why?

Comments:

_______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

_______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________
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B.
Hire for Talents (Not an exhaustive list of the many talents in the human condition)

Striving talents

Achievement:  Describe your personal motivation process?  Where does it come from?

Stamina:
How do you balance multiple priorities? Conflicting demands?  Pressure cooker situations often found in consulting?

Values:
What core values to you hold sacred as an individual?  How do you handle a conflict in core values between yourself and the company?

Ethics:
What is your definition of ethics?  Give an example of a time when you help steadfast to your ethical values even though it was unpopular to do so?

Service:
What does the phrase, “service to others about self” mean to you? Explain.

Comments:

_______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Thinking Talents

Focus:
Describe the “focus process” you employ as you approach your daily work process.

Responsibility:
Describe your method of ensuring personal accountability?

Strategy: 
How do you play with ideas, scenarios about the future? What is your process?

Creativity:
What process do you use to think outside the box?

Decision making: Have you ever made decisions with incomplete data?  How did you feel about that?


Comments:

_______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Relating Talents

Empathy:
How do you engage others?  Respect their perspectives even though they may run contrary to yours?

Relator:

How do you build and maintain trust in a relationship?

Stimulator:
How do you create enthusiasm for a process or project? Give an example of a past situation?

Courage:
Have you ever taken an unpopular stand on something?  Explain what happened.

Teamwork:
How do you really build teamwork? How do you handle conflict in a team? 

Developer:
What is your greatest achievement in helping another person develop their skills or exceed their goals?

Comments:

_______________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________
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HIRE/NO HIRE

Answer these questions? 

1. Based on the interview what general conclusions can I draw about this person’s knowledge and experience base for the position?

2. Based on the interview, what conclusions can I draw about this candidate’s skills and abilities to perform the position based on the technical and performance related behavioral questions asked?

3. Based on the interview, how would this person relate to our company’s core values?

4. Based on the interview, how would I describe this person’s top three talents and how do these fit into the organization?

Interview Ratings:

_____Hire

_____Possible hire, need more information

_____Hold; continue interview process for better match

_____No consideration at this time. Place in 60 day active file.

Person Interviewed___________________________

Date___________________________

Interviewer_________________________________

Date___________________________

1 First, Break All the Rules, Buckingham and Coffman, Gallup Organization, 1999
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