Hiring People (Essentials) (PDFDrive) | PDF | Question

scribd.com/document/495773588/Hiring-People-Essentials-PDFDrive

title:

Hiring People
author:
Kneeland, Steve.
publisher:

How To Books, Ltd.
isbn10 | asin:
1857035151
print isbn13:
9781857035155
ebook isbn13:
9780585244105
language:
English

subject

Employee selection, Employmentinterviewing.

publication date:

1999

Icc:

HF5549.5.S38.K64 1999eb
ddc:

658.3124

1/131


https://www.scribd.com/document/495773588/Hiring-People-Essentials-PDFDrive

subject:

Employee selection, Employmentinterviewing.

Hiring
People

discover an eHectve interviewing =y

2/131



Page 1

Hiring People
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Time-saving books that teach specific skills to busy people, focusingonwhat really
matters; the things that make a difference the

4/131



essentials

.Other books in the series include:Making Great PresentationsWriting Good
ReportsSpeaking in PublicResponding to StressSucceeding at InterviewsSolving
ProblemsGetting Started on the InternetWriting Great CopyMaking the Best Man's
SpeechFeeling Good for No ReasonMaking the Most of Your TimeFor full details please
send for a free copy of the latest catalogue.See back cover for address.
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The Things That Really Matter About

Hiring People

6/131
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Published in 1999 byHow To Books Ltd, 3 Newtec Place,Magdalen Road, Oxford OX4
1RE, United KingdomTel: (01865) 793806 Fax: (01865) 248780email:
info@howtobooks.co.ukwww.howtobooks.co.ukAll rights reserved. No part of this work
may be reproduced or storedin an information retrieval system (other than for purposes of
review),without the express permission of the publisher in writing.© Copyright 1999 How
To Books LtdBritish Library Cataloguing in Publication Data.A catalogue record for this
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BritainNOTE: The material contained in this book is set out in good faith forgeneral
guidance and no liability can be accepted for loss or expenseincurred as a result of
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Preface

This book is written to achieve one specific goal to hire people whowill be outstanding
performers. The amount of time and moneyinvested in bringing a new person up to speed
is considerable. And thedifference between recruiting an average performer versus
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anoutstanding performer, in terms of actual results achieved, issubstantial. There's an
awful lot at stake. Our goal in this book is togive the reader a clear strategy for the
interview process, a set ofpractical tools to use, and a coherent framework within which
toassess what various candidates have to offer.STEVEN KNEELAND
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1Pinning Down What's Needed

When you hire someone you need to know whether their past actions arewhat's needed
for a successful performance in this job.

4 Things That Really Matter1 STARTING WITH THE JOB DESCRIPTION2 FOCUSING
ON BEHAVIOUR3 LOOKING AT WHAT PEOPLE ACTUALLY DO4 AVOIDING THE
PITFALLS

As a manager you have to ask yourself what are the key things youwant a person to
possess that will generate a successful performancein the vacancy you want to fill. You
must also make sure that by thetime you are ready to recruit you have a clear picture of
what the jobrequires.This has to be your starting point and must be covered
properly,engaging all the relevant personnel who are involved with the job.Don't leave
anything to chance. If you want the successful candidateto be outstanding, and that
should always be your goal, you mustdetermine exactly what you want them to do.Start
by examining precisely what your top performers did for youbefore and look to re-create
that in your winning candidate.

Identify the key things your top people do in theirsuccessful performances and look for
them when youinterview and evaluate a candidate for the job
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IS THIS YOU?
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I've got to replace one of my team leaders and she's such a multi-skilled individual | don't
know where to start

| need to hire someone with real communication skills who can fit intothe marketing team

We're moving to a new product line and | need to appoint someonewho has the
experience to make the move as seamless as possible

I've got to replace one of my regional sales managers who was such atop performer we
left him to his own devices. Now I'm not sure what to look for in his replacement

.1 Starting with the Job DescriptionThe job description must outline the key duties and
responsibilitiesinvolved in the job as well as the reporting relationships and thenumber of
people supervised. It should also include the goals thathave to be achieved and the
performance standards that must besatisfied.You need to identify what the job requires in
the way of knowledge,skills and job related qualities.Knowledge factors are required in
most jobs and are usually known astechnical knowledge or expertise. This can be a
specific knowledge instandard costing systems or a broader knowledge such as a good
graspof business fundamentals or basic understanding of how to managepeople. When
people fail through lack of knowledge it is generally inthe broader area.Skills factors, like
knowledge, aren't directly observable but you cansee them being used or, perhaps more
to the point, not being used.

Examine each of the areas of responsibility on the job description andyou will see what
skills are going to be needed. There are the
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specific skills like those of project management, systems analysis or asound mechanical
understanding that are central to many jobs. Thereare also the broader aspects such as
those of planning, analysis,conceptual awareness, persuasion, leadership and
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presentational skills.WWhen people fail through lack of skills it is generally in the
latter,broader area.

Once you have identified what the job requires in theway of knowledge, skills and job-
related qualities youwill know what you should be seeking from thecandidate in the
interview

2 Focusing on BehaviourYour focus should be on hiring people who will produce
outstandingperformances. That means you need to identify the candidate'sbehaviour in
previous jobs.To do this you need to:observe the candidate's past performance andon the
basis of that past performance, project the candidate's futureperformance in the job
you're offering.You can do this by targeting, or digging for, the specific behaviourthat
would have been central to the candidate's previous outstandingperformances during the
interview.You must plan the interview process accordingly by ensuring youhave the
personnel and expertise available at the interview to conductsearching inquiries and that
they are fully prepared for the task ahead.

By taking a behavioural approach to the interview youcome as close as you can to
actually watching thecandidate in action
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Regard the knowledge and skills factors as minimum
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standards for recruitment and use them for selecting those candidatesyou wish to
interview for the job. What you should be searching for isthat quintessential something
that produces outstanding performance.You know that the job description calls for the
ideal candidate topossess good communication skills, be a team player and be
ambitiousbut you must be clear in knowing exactly what that means. You needto define
precisely what behaviour you will be looking for in thecandidate to achieve these
qualities.3 Looking at What People Actually DoTo describe behaviour you need to identify
the behavioural patternsthat are needed in the job. The best way to do this is to look at
thebehaviour of people already in that job.You should ask two important questions:What
specific behaviours do you see in your people that account forthem producing good
results? What specific behaviours do you seethat you wish everyone would display?What
specific behaviours do you see in your people that seem toimpede successful
performance?When you identify those bits and pieces of behaviour marking thedifference
between outstanding and average performance in a job youcan sort them into meaningful
patterns and give them a name.For example. Your top people in this job might:Take some
time at the outset of the day to sort out their priorities.Spend at least half an hour
preparing for an important meeting.
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Go into a meeting with a clearly understood and written agenda.Have anticipated key
questions they would have to deal with and haveprepared well thought through answers
to them.Know what they want to come away from a meeting with. They knowwhat
outcomes they want to achieve.You can see there's a pattern here. Your top people
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obviously exhibit agood behaviour of forward planning so call it just that. You now
knowthat forward planning is a behaviour central to this job and issomething you want to
see in the winning candidate.It's worth remembering that, although one of your team has
puttogether a list of behavioural or performance characteristics that areimportant to this
job, you should take this information with a pinch ofsalt. Treat the list only as a useful
starting point and get out there tosee what specific behaviours are at work for yourself.For
example. Does communication skills mean that someone is:Good at making small talk
and getting people to relax without gettingtoo familiar or overdoing things?Good at
making the point first with an overview, then provides thedetails before going back to the
overview?Good because they made the finance manager smile the other day?Good at
being bubbly with the sales people yet analytical andbusinesslike with the technical
people?It's important that you are clear in your own mind exactly what typesof behaviour
are required for the vacancy you want to fill. fcommunication skills seem to be the agreed
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requirement, make sure everyone knows what behaviour is meant byit and how it
manifests itself within the job.4 Avoiding the PitfallsThere is a potential problem if you
apply too literally the analysis ofwhat makes your successful people succeed and then
look for thosecharacteristics in your winning candidate.The pitfalls are:The behavioural
pattern is rarely a clear-cut one.People can compensate for their shortcomings.A good
quality can be carried too far.What you think is needed can change.Technical
specifications can be over emphasised.The behavioural pattern is rarely a clear-cut one.
You will generallyfind certain levels of skills in most jobs. Without basic keyboardskills, for
example, a candidate for a job as an order entry clerk wouldnot be hired.Once you go
beyond the obvious, however, it is rarely possible to pindown exactly what any given job
requires for successful performance.In the case of most jobs the top performers tend to
be rather unique inhow they achieve their results. They may be alike in certain
respectsbut not to the point where you could say there is a single definitivebehaviour that
defines successful performance.People can compensate for their shortcomings. Even if
you know forsure that a certain skill is needed for success in the job you should
stillexercise caution. For example, a person may be quite average when itcomes to being
a self-starter but may achieve outstanding results

through good planning and faultless organisation when working withclearly defined goals
and well established guidelines.
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A good quality can be carried too far. You must be aware of this as it'sa very subtle
danger. A desirable characteristic whether it beassertiveness or a concern for detail can
have undesirableconsequences if taken to extremes.For example, in searching for the
candidate with assertiveness youmay inadvertently hire the one who irritates people with
theiraggressiveness and inability to listen.What you think is needed can change. Don't
make the mistake ofhiring someone to solve yesterday's problems rather than hiring
theone needed to take advantage of tomorrow's opportunities.The person you hire this
year will have to be better than most of theones you hired three years ago for a variety of
reasons. You werelooking for a different type of person then. In the same way,
theingredients needed to produce outstanding performances will not bethe same now as
it was then.Technical specifications can be over emphasised. People usuallysucceed or
fail in a job for reasons which have more to do withoperating style and inter-personal
skills than with technical skills orknowledge.By all means use technical qualifications and
specific experience as amethod of screening in the selection process but don't use it as
reasonfor hiring or not hiring.There is the added danger too, that, if you draw up lists of
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specificqualities and credentials that you feel the winning candidate musthave, you spend
too much time worrying about the sort of personyou're looking for rather than the sort of
person who's looking at you.Use your experience to get a

feel

for the candidate and how theywould perform in the job. Don't worry about evaluating
thecandidate's predicted performance during the interview.
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Focus all your attention on predicting it. Try imagining the candidate actually doing the job.
Focus on aspects othe job where specific behaviours are required without being too
strictabout it. If communication skills are required, ask the candidate to relaa particularly
difficult achievement they claim to have accomplished. MAKING WHAT MATTERS WORK
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FOR YOUMake sure your job description identifies the knowledge and skillsrelevant to
the job.Focus on the candidate's behaviour so that you can bring pastperformance to
bear on the future.ldentify what behaviours your top people are doing now to
produceoutstanding performance and look for it in your winning candidates.Remember to
exercise caution when applying the analysis of whatmakes your successful people
outstanding performers. Don't apply it tliterally as things always change.

Page 16
2Cracking the CV

Studying the CV is an integral part of the selection process and it serves anumber of
important purposes.

6 Things That Really Matter1 IDENTIFYING THE WINNING CANDIDATE'SPROFILE2
ESTABLISHING THE CANDIDATE'SBACKGROUND3 ASSESSING THE CANDIDATE'S
WORKEXPERIENCE4 STUDYING THE EDUCATIONAL BACKGROUNDS
IDENTIFYING CAREER PROGRESS6 SORTING THE CVs

The CV gives you a summary of the candidate's work experience withdates, company
names, job titles, and details of what was involved ineach position. It will also indicate
salary, special achievements and thereasons for leaving each previous employer.Use it
as an integral part of the recruitment process. If you had to usethe interview to obtain this
information there would be little time leftfor the crucial task of exploring how the candidate
actually performs.The CV enables you to whittle the list of candidates down to
amanageable size by matching the previous behavioural patterns of thecandidate to the
qualities you know are important for the vacancy youwant to fill.

It also enables you to prepare your targeting strategies for theinterview. These will be
important when picking the candidate whowill provide you with outstanding performance.
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IS THIS YOU?

I've got to draw up a longlist of candidates for the IT post and | don't have enough time to
read each CV word for word | need a surefire method of sorting the possibles from the
probables inthis pile of CVs
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How will I know whether I'm removing the right candidates from thelonglist? How will |
know if I'm placing the strongest candidates on theshortlist?

1 Identifying the Winning Candidate's ProfileYou have to make the assumption that
outstanding performers possesscertain qualities regardless of their specific qualities or
skills. Think ofthese in terms of qualities that you would consider to be essential inthe
winning candidate's profile. They are:Goal orientation. You need to know that the
candidate has developedthe habit of setting specific goals and works steadily towards
theirachievement.Organisation. Does the candidate pursue their goals in an
intelligent,disciplined and effective manner? Planning ahead, thinking aboutwhat has to
be done, focusing on the things that count.Initiative. Is the candidate the sort of person
who makes thingshappen? Who isn't prepared to let others waste valuable time bywaiting
for someone else to make decisions for them.Intelligence. You need to know that the
candidate thinks on their feet,meeting the intellectual requirements of both this job and
the one after
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that as well.

The CV is the first step in a series of progressivelydemanding hurdles over which the
candidate must passin order to land the job.
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Relationship building. You need to know if the candidate is a goodteam player and is able
to bridge the gap that so often separatesdepartments and functions. That the person will
be an asset to havearound.Communication skills. Can the candidate communicate ideas
andconcepts? Do they recognise that communication happens in theminds and hearts of
the audience and not in the words of the speaker.Leadership. Is the candidate confident
and assertive enough to movethe agenda along at the appropriate pace, to impose
deadlines andstandards without necessarily having the authority to do so and willthey
have the strength to defend an idea or a proposal?Enthusiasm. You need to know that the
candidate is a positive, upbeat,enthusiastic type of person who gets keenly involved in
their workand whose manner communicates that enthusiasm to those aroundthem. Is it a
vibrant, visible quality that others can see and be affectedby?Drive. Is the candidate the
sort of person who doesn't settle for theaverage? Are they determined to achieve
outstanding results?Resilience. You need to know whether the candidate can
reboundquickly after a setback. Can they deal with the obstacles, problemsand
frustrations that often accompany poor results. Is their self-confidence too fragile?Self-
development. Does the candidate practise continuous learning?Do they work on
theireffectiveness and search for ways to put their talents to optimal use?
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Stayability. You need to know whether the candidate intends to staywith you to repay the
investment you will make in terms of trainingand development. Performers can't be
outstanding if they leave after12 months in the job.2 Establishing the Candidate's
BackgroundUse the CV to establish the candidate's general
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details:nameaddresstelephone numbereducationob-related trainingwork experience with
dates, company names and job detailsprofessional or industrial involvementhobbies and
recreational pursuits.Force yourself to generate as many hypotheses about the candidate
asyou can from the background given in their CV. Decide what areas ofinformation you
need to explore or probe more specifically during theinterview.Don't make the mistake of
passing judgement on a candidate at thisstage. All you're doing here is drawing up
hypotheses, notconclusions.

Don't just read the CV. Digest it. Take notes

3 Assessing the Candidate's Work Experiencelt is important that you identify whether the
candidate has the
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appropriate work experience to do the job for which
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they are being considered.To do this you need to look at what specific things the
candidate wasresponsible for in each position. Look at what segment of thecompany they
worked in, who they reported to and what projects theywere involved with.Look for
results. Make sure you know what the candidate achievedand how significant those
achievements were for the company,product or project they were dealing with.Look for
evidence that the candidate has already successfully done thetype of work you want them
to do for you.

An outstanding candidate will want to tell you the resultsof everything they have
accomplished

If you're hiring someone for a sales position, for example, give themone point for any
sales experience, another for having worked in yourindustry and another for having
handled a competitive or relatedproduct line. Give them a point for having called upon the
same typeof customer your people are calling upon.4 Studying the Educational
Backgroundldeally you need to look for evidence of education beyond thesecondary
school level. Then check exactly what type of education thecandidate has followed. A
good balance is some experience in thesciences, to suggest an affinity for technical
subject matter, and somein history or literature to reflect a well-rounded individual.Be
wary of too much education or examples of advanced areas ofstudy that are completely
unrelated to anything the candidate has donein the past or plans to use in the future.Look
carefully, too, at the subjects taken. See if the
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courses were in the hard, tangible disciplines or in the more abstract,theoretical ones.
This shouldn't preclude a candidate from yourconsideration for the job but it can give you
an insight into theirmotivational attributes and about their affinity for tangible problem-
solving as opposed to theoreticising about what should and can bedone.4 Identifying
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Career ProgressYou can determine a lot about your candidate's suitability for the jobby
looking at their past behaviour.The person who has progressed rapidly will probably
expect tocontinue in the same way. You must recognise that this can be apositive sign of
motivation, drive and ability but it can also be anindicator of potential frustration.

Companies don't usually let an outstanding performerlinger too long in one job or at the
same organisationallevel

Make sure you look for career progress. Don't mistake this for justcareer movement. An
indicator of progress is where the educationelement dovetails into the work history and
where the candidate tookon increasingly challenging assignments.If a candidate has had
several jobs without making significantprogress it could reflect a lack of drive and

ambition where theyavoided responsibility or higher levels of pressure.Similarly, check if a
candidate has spent more than five years in thesame job. It doesn't always mean there is

a problem but it is worthtargeting in the interview.Don't be too quick to judge at this stage
and the following points willbe helpful in drawing up your hypotheses:
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Looking for career stability. Beware of the candidate who has changedobs frequently,
particularly if the changes have not been accompaniedby visible career advancement.
Check, though, that the person hasn'tbeen the unwitting victim of redundancies.Spotting
portable assets. You must look for those tangible skills,experiences, training, insights and
product knowledge the candidatewill bring to the job. These are portable assets and the
more there are,the less adjustment will be needed and the more immediate will be
thecandidate's contribution.Communication skills. The CV is your first glimpse of the
candidate'scommunication skills. It should be well organised and convey itsmeaning
simply and succinctly. As a general rule, don't accept sloppycomposition or handwriting,
errors either scratched out or left in,uneven margins, mistakes in grammar or spelling, the
use of flowerylanguage and excessively ornate or expensive paper. Remember
thatmistakes here could well be repeated in the work the candidate doesfor you in the
job.Indications of attitude. You will find that many candidates areinadvertently revealing
underlying attitudes in the information theygive in their CV. If they state that they left a job
through adisagreement over policy it could indicate an inability to adapt to thecorporate
environment. However you interpret this it's worthremembering that a candidate is
showing a certain degree of naivetymerely by including it on their CV.Indications of
initiative. Don't miss little gems that reflect initiative. Ifa candidate states that they worked
evenings in order to get throughcollege regard it as an
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indication that they are self-reliant and resourceful. Admirablequalities that will come to
the fore in producing outstandingperformance.

Good candidates usually present their achievements andlet them speak for themselves

Looking at the covering letter. The candidate should include acovering letter unless you
specifically state otherwise. Not to do soreflects a basic lack of courtesy. it should
address the specific situationand be applied to your specific needs for the job. Think of it
as a salesletter with you being the prospective customer and the candidate beingthe
product. In general, the best type of covering letter avoids self-evaluations. The CV
should provide all that is required and the lettershould present a mature, down-to-earth
attempt at encouraging you tolook at the writer's application for the job in more detail. The
candidate's follow-up. You should be aware of what the candidatedoes after sending their
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CV for your attention. If they have made afollow-up call to check it has arrived safely then
give them some extramarks as long as it was done professionally and maturely. Make
sureyou're informed if the candidate makes a nuisance of themself andmark them down
accordingly. It's worth remembering that thebehaviour you see here is what your
customers and colleagues will beseeing if you hire this person.5 Sorting the CVsYou can
use the CV as the first step in the recruitment process toscreen out those candidates who
aren't what
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you're looking for at this time and look more deeply at those you'reinterested in.
Screening someone out is a very important decision andmust be made on the basis of
something obvious and tangible.You can do it in one of two ways:Sorting the CVs into two
piles. Place those that are clearly suitableand warrant further interest into one pile and
those that are obviouslyunsuitable into another. Applicants that are suitable can be
earmarkedfor interviews. Those in the unsuitable pile can now be informed ofyour
decision not to proceed with them any further. The two-pilestrategy is suitable when there
is a relatively small number ofapplicants for the job.Sorting the CVs into three piles. This
is the strategy to use when youhave a larger number of applicants to deal with. As before,
create onepile immediately for those who are obviously unsuitable orunqualified.
Generate a second pile for those who really stimulateyour interest and keep a third for
those you're not absolutely sureabout but are reluctant to eliminate completely at this
stage. By doingthis, you are seeking a judicious balance between the need tominimise
interviewing time and the need to do enough interviewing toensure you hire the best
candidate. Don't be too judgemental at thisstage. Judging candidates on paper is difficult
and if you're going toerr at all it's better to err by interviewing too many candidates than
bylosing potentially outstanding performers through your CV screeningprocess.

Trust your instincts with the CV. Assume that what yousee is representative of what
customers and colleagueswould see if this person were hired
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MAKING WHAT MATTERS WORK FOR YOUAssume that outstanding performers
possess certain qualities whichmake up the winning candidate's profile.Generate
hypotheses from the candidate's general background anddecide what you need to
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explore further during the interview.Look for evidence that the candidate's work
experience is appropriate the job for which they are being considered.Go for a good
balanced educational background that will give you awell-rounded individual.Look for
career progress where education, training, drive, ambition anportable assets combine to
give you a potentially outstanding performeSort the CVs into two or three piles depending
upon the number ofapplications you have.
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3Planning for the Interview

lot of information has to be gathered in a limited period of time and theinterview will be
the basis for some critical decisions.
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4 Things that Really Matter1 PREPARING FOR THE INTERVIEW2 PREPARING A
SIMPLE PLAN3 THE TOOLS YOU'LL BE USING4 EXAMINING THE FIVE INTERVIEW
AREAS

There are two things taking place in every interview. There's thecontent of the interview,
where you and the candidate spend timetalking about a range of topics, either
spontaneously or prescripted,and you get to know the candidate as best as you
can.There's also the mental side of the interview, where you're drawing upand testing out
hypotheses about the sort of person the candidate is,and whether they have the make-up
you're looking for in anoutstanding performer.Don't make the mistake of thinking that the
discursive aspect of theinterview comprises small talk. No time should be wasted and if
smalltalk helps to break the ice make it sound real rather than feigned.

Planning for the interview calls for the same amount of forethought and preparation that
you would apply to animportant sales presentation or a management meeting
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IS THIS YOU?

I'm interviewing a shortlist of high calibre candidates this week and I've got little time to
prepare myself for the interview. How can | makesure | hire the outstanding performer? |
asked my boss for advice in preparing for the interviews but she just told me to use my
initiative and judgement

I've only interviewed candidates for minor positions before. This is myfirst big one and I'm
not sure exactly how to prepare for it

I've gathered together all the background information about the job,now | need to
organise my interview process so that | can fit that andthe information | shall learn about
the candidates into the formulathat will help me identify the person | should hire

.1 Preparing for the InterviewThere are three important things you have to do in
preparation:Ensure your purpose is clear. Don't wander aimlessly from one topicto
another during the interview because your objectives have beenonly vaguely established.
If you're using a two interview strategy youshould use the first to see whether the
candidate has the basic personalqualities you desire before deciding whether or not to
proceed to asecond interview. If you're using a single interview strategy you'llhave to be
brisk in acquiring an impression of the candidate's personalqualities so that you can
immediately probe more deeply beforemaking a decision.

Decide beforehand exactly what it is you wish toaccomplish during the interview

Review the available information. Familiarise yourself
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with the candidate's CV well before they arrive for interview. If thecandidate has been
subject to some form of testing earlier in theprocedure, analyse the results and see how
they tie in with theinformation you've gathered about them.Plan the main topics you want
to cover in the interview. Thendetermine how much time you should devote to each one.
Make anote of specific questions you want to ask from the backgroundinformation you've
already gathered. Make the plan as detailed aspossible but recognise the need for
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flexibility in its execution.2 Preparing a Simple PlanA plan does two important things:It
keeps you in control of things. There's less rambling, fewer falsestarts, and fewer
unproductive sidetracks. You're never left wonderingwhat you should talk about next.It
helps you cover what needs to be covered. It ensures that all topicareas are explored
systematically, with less danger of you giving onearea too much emphasis at the expense
of others and a reduced chanceof your impressions being based upon a limited sampling
of thecandidate's experience.Bear in mind that you have a lot to squeeze into a short
interviewperiod but, because you'll have so much ground to cover, you arecompelled to
move things along smartly.The following plan will help:Start with a bit of small talk, not too
much, to help the candidate relax.
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Talk about the basic purpose of the interview and how you'll do it.Make sure the basic
groundrules are clear.Begin discussion of the candidate's background. You can start
withtheir formal education if you wish.Move into a chronological review of the candidate's
work historyending with their current or most recent position.Talk about their career goals
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and aspirations. Where would they liketo be in five years time?Talk specifically about why
the job is attractive to them, how it fitsinto their career plans and how it will help them get
where they wantto go.Finally, put work-related issues aside and talk about family, social
lifeand hobbies. Talk about the personal side of things.Impress upon the candidate that
the interview will be exploratory,with questions covering a wide range of topics and that
they must feelfree to pose questions of their own at any stage in the proceedings.They
must know that it's a meeting of two intelligent and enquiringminds rather than a one-
sided investigation of them as an individual.3 The Tools You'll Be UsingOnce you've
settled the candidate into a suitably relaxed and focusedframe of mind you should use
three main tools to make the interviewas successful as you can.The LEAD-IN takes the
form of an open-ended question that you useto move into each major stage of the
interview or to introduce a newsubject within a stage. There are two rules to keep in mind:
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First, keep the lead-in open ended. Don't move into a new area byasking a specific, or
closed, question. Start by "You've been with thePost Office for four years . . . tell me what
you've been doing?'Second, after asking the lead-in question let the candidate talk
withoutinterruption.You must create the opportunity of seeing the candidate at
workwhenever possible and you do that by posing an open-ended questionthat effectively
requires them to resolve a problem. Then you takecareful note of how they handled it:Did
the candidate get flustered and ask for more direction? Was ithandled smoothly and did
the candidate display lots of poise?Did the candidate take too long to stop and think,
obviously planningtheir overall approach, before getting started? Be careful here
becausea short time of reflection is often better than getting immediate andrehearsed
answers. Use your judgement if you think the candidate hastaken more time than you'd
expect, or displays certain body language,over a question you think should have been
handled better.Did the candidate ramble on to the point where you were forced tomove
in? Be wary of someone who gets bogged down in excessivedetail. The second tool you'll
be using is The PROBE. It generally starts withwhat, who, where, why or how and
conveys a very simple message of

tell me more

.Probes don't have to be questions. They can be expressed in the formof a mild directive
like 'Tell me a little more about why you left . . . ?'
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Show that you're really interested in what the candidate has to say,that you're eager to
find out exactly what happened.Your probe can also take the form of a reflective
statement that asksthe candidate to confirm that you've drawn the right conclusion like'So
you felt the meeting would be a waste of time if the CEO wasn'tthere. . . ?"Sometimes a
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gesture will do. Raise an eyebrow, cock your head to oneside, and widen your eyes.
Gestures of this sort tell the candidateyou're reacting to something they've said and you
want to hear more.The FOLLOW-UP is the third tool you'll be using. It's a question
youuse to get at specific things the candidate didn't talk aboutspontaneously in response
to your initial lead-in.Here are some examples:'lf you could go back and do your college
years again, is thereanything you'd change or do differently?"Looking back on it now, how
do you feel about the way your careerhas unfolded? Is it the "real" you?'Note that your
follow-up questions are a bit more specific than theopen ended lead-in but they're not too
much so. Like the lead-in,they're an invitation to talk but within narrower boundaries.You
should have a set of follow-up questions for each stage of theinterview that will stimulate
discussion and elicit useful information.Get used to asking them routinely at every
interview. Make sure theysound like you and that you can present them in a
conversationalfashion. If you can,
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get so accustomed to using them that you are able to adapt them tosuit the specific type
of candidate you're dealing with.Even when the questions you're asking are open-ended
avoid askingtoo many. The interview should be more than just a question andanswer
session.Too heavy a reliance on the question as a means of stimulatingconversation can
result in the following problems:The candidate may become defensive. Remember that
every time youask a question the candidate presumes the subject matter must
beimportant and will tread carefully when formulating a reply. This thenceases to be a
conversation.Less information will be forthcoming. By asking too many questionsyou are,
in effect, telling the candidate that if you want to knowsomething, you'll ask. This
obviously impedes the flow of genuineconversation and, by the same token, also impedes
the amount ofinformation you wish to acquire from the candidate.lt places a burden upon
you as the interviewer. If you allow theinterview to descend into a question and answer
session it falls uponyou to keep things going by formulating questions all the time. As
aconsequence, you have little time to either hear, or think about, whatthe candidate is
actually saying.4 Examining the Five Interview AreasThe content of the interview is
divided into five main areas whilstyour assessment of what the candidate has to offer is
spread across the12 factors or qualities making up the
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winning candidate's profile covered earlier.The five main areas are:ldentifying the
educational background.Recognising the work history.Checking for career goals and
aspirations.Why this specific opportunity?Checking out the candidate's personal life and
hobbies.

Identifying the Educational Background

You'll already have a sketchy outline from the CV but use a lead-inlike'l see you did some
under-graduate work at Leeds. | was there too.What did you think of it?'This gives the
candidate an idea that you want to talk about educationbefore you dig deeper with a
probe to get at the details and thenfollow-ups to confirm the specific aspects you're
looking for.The following list will help you apply those relevant parts of thewinning
candidate's profile to this area:Goal orientation. Give higher marks to the candidate
whose educationwas consciously chosen to fit into a long-term career plan that
wasrealistic at the time and which has been successfully executed.Organisation. Look for
signs that the candidate tackled theireducational goals in a specific, systematic and
disciplined manner.Intelligence. You can find out a lot about someone by the content
oftheir education. The level of difficulty of their courses. The number ofextra courses they
undertook. The results they achieved in their
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modular tests.
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Relationship building. Give high marks to the candidate who madefriendships that have
endured to the present.Drive. Look for signs that the candidate has commitment, is able
tomake tough choices and has made sacrifices to achieve this far. If aperson has worked
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to support themselves financially through collegeit tells you a lot about their personality
and character.Stayability. You need to determine whether the candidate has a
basicaffinity for the work you're offering.

Recognising the Work History

In most cases this will be the most important part of the interview.You can explore this by
either dealing with it in reverse order, startingwith what the candidate is doing now and
working backwards, orreviewing it in chronological order, normally starting from when
theyleft school.You'll need the candidate's CV available so you can probe for moredetail
as they talk and you should keep the following questions in theback of your mind:How
and why did the candidate take the job?What was the job all about?What specific
challenges did they face?How well did they perform?Why did they leave?The specific
areas to be covered here are:Goal orientation. You'll find that it's instructive to talk about
how acandidate has tackled a major project. As they talk, probe for specificsby using the
following:

Did the candidate start by clarifying goals and
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deadlines, thinking through the overall strategy, and putting together astep-by-step action
plan?Did the candidate use a critical path approach with specific datesattached to each
step?Was the candidate realistic in the estimates of how long things wouldtake?Did the
candidate make full use of all available resources?Did the candidate involve others when
appropriate?Did the candidate talk to people who would be affected by the projector who
were intended to be its beneficiaries?It's always revealing to ask a candidate how they
plan their day as it'soften an unexpected question and you will not get a rehearsed
answer.Look too, for evidence that the candidate can distinguish betweenwhat's urgent
and what's important.

Effective performers don't just prioritise what's on theirschedule. They schedule their
priorities

Initiative. You often have to dig for initiative using probe and follow-up questions. It can
only be assessed by looking at what went throughthe candidate's mind when they were
dealing with a specific problem.A simple thing like re-scheduling an important meeting at
short noticewith people from various departments can involve great difficulty andit
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requires initiative to achieve it successfully.Intelligence. Find out about any training the
candidate has received, orwhat knowledge they have about the product, or how quickly
they'vehad to think on their feet. Was there a high level of analysis involvedwith the work?

These are
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important areas that will tell you whether the candidate has thepractical, above average
intelligence needed to do the job properly.Relationship-building. Look for signs that the
candidate has played anactive role in committees or has been involved in special
industrygroups or professional associations.Leadership. Look for evidence of the
candidate getting projectsthrough committees and management groups where a bit of
sellingand arm twisting was required.Self-development. Find out what the candidate has
learned from aspecific job. Ask them what they did to bring themselves up to speed.Look
beyond the training that was built into their job and probe whatthey did of their own
accord to enhance their performance potential.Stayability. You have to pay special
attention to the candidate'sreaction to the various jobs they've had and the companies
they'veworked for. You should also look at why they turned down offers ofemployment in
favour of another employer. Probe deeply here as youwill be able to establish the working
environment most suited to thecandidate.How well did the candidate perform? You can
learn a lot aboutprevious job behaviour by asking the candidate to assess
theirperformance in specific situations. Successful people focus on theirresults to keep
track of what they're doing.There are a number of ways you can probe for this by
asking:'How would you personally evaluate your performance in that job?'
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'How was your performance in that job evaluated by other people?"If you could go back
and do that job again, are there things that youwould do differently?'Look also for tangible
signs of above average achievement in the formof special awards, membership of the
special achievers club or yearend bonuses. You must press for details here as every
employee mightacquire membership of the achievers club!

Successful people focus on results and on contributionand they keep track of how well
they're doing

Why did the candidate leave? You get an indication of the candidate'sbehaviour by
establishing their reasons for leaving a job. You oftenhave to probe here rather than
accepting the candidate's initial versionof things.Tread carefully here and don't always
assume that a company wouldn'thave let them go if they were good performers. By all
means be a bitof a cynic but remember that good people have been made redundantfor
reasons other than being a poor performer.

Checking for Career Goals and Aspirations
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You must investigate what lies ahead in the candidate's career andthere are two ways of
doing this. First is to ask the candidate whatthey are looking for at this point in their
career. Then talk moregenerally about the candidate's ideal job, the ideal boss and the
idealenvironment.An experienced candidate will have prepared answers for this whilst

aless experienced one will pause for thought. That doesn't necessarilymean that
aspirations are less important to them.
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Winning profile criteria here are:Goal orientation. Outstanding performers tend to have
specific goals,not general ones. Probe by asking:'Where do you see yourself going from
here? Where would you like tobe in five years time?"Are there other options that you're
looking at, or have you made upyour mind about things?"How did you set those goals?
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Did you actually sit down, think themthrough and write them down?'lf you think the
candidate is unclear in their responses you can usethis as a good follow-up:'Are there
specific yardsticks or benchmarks that you would use toassess how your career is going?
For some people, for example, it'show much money they're making, or being the number
one performeron the team . . . ?’Don't press too hard. If you do there's a good chance that
thecandidate will invent some goals on the spot thus losing you theauthenticity of the
moment.Stayability. You can get some indication of the candidate's stayabilityfactor by
asking the following questions:'What are the things that are important to you in a job or in
acompany? Why?"What are some of the things you would wish to avoid in a job
orcompany?"How would you describe the ideal boss? What sort of manager reallybrings
out the best in you?'
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The answers should give you an insight into whether you can satisfythe candidate's
needs. Whether their goals are
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realistically achievable in the time frame available and, last but notleast, whether the
candidate and the job are actually compatible.

Why This Specific Opportunity?

You can discover some interesting aspects of both the candidate andyour company by
seeking their opinions about the job. Start with alead-in like:'l'd like to talk about your view
of this particular opportunity. To startthe ball rolling, do you have any basic questions
about the job?'Give the candidate the opportunity to ask as many questions as theywish.
Let them talk freely before you ask your probing questions.The following aspects of the
winners profile apply here:Self-development. You know that if you hire the candidate they
willfind themself on a learning curve. It pays to establish whether theyhave done an
assessment of their skills and experience and how it fitsthe demands of the role. The
following probes will help you:'lf you join us, you'll be dealing with a whole new customer
base.What sort of adjustments do you think might be needed on your part?"I'm concerned
that you haven't dealt with this complex a productbefore. What thoughts do you have on
that?"Is there anything special that you've done to prepare yourself for thisnew
assignment?'Stayability. You should note that what a candidate is looking for andwhat
they need are not always the same thing. They might want theob badly and see it as the
next
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logical step in their career but if they need a lot of direction or can'tkeep a number of
ideas running at the same time you are ill advised tohire them.This is a crucial area and
you must be satisfied with your decision andthese questions will help:'From where you
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stand, what do you see as the main challenges ordifficulties in this job?"I've talked about
some of the challenges we're facing out in the fieldand some of the new directions we're
taking . . . How do you seeyourself making a contribution?"What appeals to you in this job
that you've not had in your previoussituation?'Checking out the candidate's personal life
and hobbies. You can easilyget distracted here so try to zero in on the things that tell
yousomething meaningful about the candidate. Use the following aspectsof the winner's
profile.Goal orientation. It's useful to see if the candidate has set goals forthemself in
regard to their hobbies or leisure pursuits. It shouldn'tapply to all of them as they should
be pursued for sheer pleasure butit's relevant for them to have set goals in something.lIt
might be that the candidate wanted to learn a foreign language. Didthey set specific goals
in terms of target dates for completion, or forthe type of assessment at the end of the
course?

One sign of a healthy, well-balanced person is, after all,that they know how to relax

Organisation. Ask the candidate to talk about an activity
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they had to plan in some detail. You'll be looking for evidence of anoverall strategy that
they translated into a coherent action plan. Lookalso to see if their plan was based on an
accurate estimate of how longthe activity would take or how much it would
cost.Relationship-building. Look for evidence of sociability in thecandidate.Do they belong
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to any clubs?Are they active in the community?Do they seem to watch too much
television?Drive. Find out if the candidate enjoys a competitive edge to theirhobbies. You
should also establish whether they do something for acouple of months before getting
bored with it or is it a lifetime pursuit.This can tell you a lot about their character.You
should be wary of someone who takes their hobby too seriously.Establish exactly what
they do for a bit of fun and relax after therigours of a hard week.Stayability. This can be
important for you because you should askwhether this person is right for you and your
company. Ask it withsome trepidation, as you must not allow your personal bias to come
tothe fore.

Outstanding performers, most often, are people whowork hard and play hard

Balanced lifestyle. If you look at your outstanding performers you'llsee they attach
importance to leisure time and don't waste it. Look forthat in your candidate's
background.Do they set personal goals of leisure time with their families?
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Do they plan their activities in advance?Do they engage in exercise?Perhaps most
important of all. Do they consciously acknowledge theimportance of being fit and healthy
insofar as being a productive, on-tob performer is concerned?MAKING WHAT MATTERS
FOR YOUIn preparing for the interview you must ensure your purpose is clear,review all

77/131



the available information and plan exactly what you wish tocover.Prepare a plan that
keeps you in control of things and helps you coverthe important things.Use the important
interview tools of the lead-in, probe and follow-upquestions.Plan your interview around
the five main areas of education, workhistory career goals, this specific job and the
candidate's personal lifeand hobbies.

Fr
] ]
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4Examining Strengths and Weaknesses

The traditional question of strengths and weaknesses may need to be raisedexplicitly.
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6 Things That Really Matter1STARTING WITH STRENGTHS2BEING PREPARED TO
PROBE3LOOKING AT WEAKNESSES4USING A ONE-TWO COMBINATIONSSELF-
DEVELOPMENTGEUSING A QUESTIONNAIRE

Through your discussions with the candidate of their work history,and to a lesser extent
their education and career goals, you mayalready be able to draw up a very accurate
view of their strengths andweaknesses. It could be a mistake if you didn't devote a
specific chunkof the interview to exploring this area as the impression you havemight be
inaccurate.Most candidates will expect questions on this theme and will haveprepared
some answers that they will carefully drop into conversationacross the whole interview
process. You have to decide whetherthey're a candid self-appraisal or something straight
out of a

How-to-Win-the-Interview

book they've just read.Even if you think you're experienced enough to decipher
thesemessages accurately you are still well advised to cover alleventualities by giving
strengths and weaknesses time for a few

questions.
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IS THIS YOU?
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| think I've managed to identify the candidate's strengths andweaknesses but | don't think
I'll leave it to chance

We're looking for someone with specific strengths and experience tofill this job and | need
to make sure | get it right first time

How can | make sure the candidate is giving us an accurate picture of their strengths and
weaknesses?

1 Starting with StrengthsSome candidates find this threatening so you move into the
subject ina natural way from the preceding discussion without attaching astrengths or
weaknesses label to the topic. It's best if you can talkabout strengths first by starting with
something like:'We've talked about some of the things you've achieved over the pastfive
years, and you seem to have done very well for yourself. Whatare some of the specific
things about you that you feel have accountedfor the success you've had?'You might find
that the candidate has difficulty getting started and afollow-up like this will help:'Here's the
type of thing | mean. | have a daughter who's reallyinquisitive, to the point where it drives
me crazy at times. But | knowthat's always going to be one of her strengths and | want to
encourageit.'2 Being Prepared to ProbeFind out why something, in the candidate's view,
is a strength. Youmay need to use a combination of follow-up questions and probes to
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reach a satisfactory conclusion.
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Here's an example:'What would you say there is about you that has accounted for
yourcareer progress to date?"How exactly has that "accounted for your career progress" .
.. ?"What would you say are your main strengths? Areas where you aredistinctly above
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average?"This probably sounds like an odd question, but . . . how do you knowthat? How
do you know you're above average in that area?'You might want to issue a mild challenge
if you don't agree with thecandidate's view of their own strengths and
weaknesses.'You've mentioned assertiveness as being one of your strengths. I'll bequite
honest with you, it's one of the things I'm a bit concernedabout . . . 'Another powerful
question to ask the candidate is why they think youshould hire them. It places the ball
firmly in their court and, now thatthey know you're looking specifically at their strengths
andweaknesses, they will be very careful how they phrase their answer.3 Looking at
WeaknessesAgain, when you move on to weaknesses, do so in a conversationalway that
flows easily. As before, a combination of follow-ups andprobes are quite useful:'Now, how
about the other side of the coin? Anything about you thatyou feel could be
strengthened?"What are the things you feel less confident about . . . things you'd liketo
improve?'
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'How do you assess that? How do you gauge whether you've actuallychanged?"Has that
had a bearing on the results you've actually achieved in yourob?'Don't end this discussion
too soon. A little bit of pressure is quiteacceptable here.Be careful you're not getting
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virtues in disguise from the candidate.You must be wary of a person who has prepared for
this and producesa few innocuous statements that they hope will actually cast them in
afavourable light.'| suppose my biggest weakness is that | expect too much frommyself."|
know | get impatient with people who are content to go through themotions or who expect
me to do their thinking for them."I'm not much of a politician | suppose. | tend to call it as |
see it andit's got me into hot water a few times.'These are the sort of self-congratulatory
comments you'd get from asophisticated candidate. Let them talk until it's your turn and
followup with something like:'Well, OK. But | can see how being too tough on people
might also beconsidered a personal strength, depending on how you look at it. Isthere
anything that's really a shortcoming ... something that you knowprevents you from
achieving the sort of results that you wouldotherwise be capable of?'You're letting the
candidate know, without being offensive or cute,that you can see through their ruse. If you
have to, explain again whatyou mean by a weakness.

]
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4 Using a One-two CombinationA good way for you to get at strengths and weaknesses
is to ask thecandidate to hypothesise:'Let's imagine you've been with us for a year and
you've achievedoutstanding results. What are the most likely reasons for
thathappening?"Let's imagine that you've been here a year and we both decide that
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it'snot working out. What are the most likely reasons for that nothappening?'5 Self-
developmentTalking about the candidate's strengths and weaknesses gives you
anexcellent opportunity to zero in on their self-development. In essence,you should
discuss how the candidate has fine-tuned their strengthsover the years and how they've
overcome their weaknesses.'You've talked about your enthusiasm being a strength. Does
thatcome naturally or is it something you've had to work at?"You've said you're interested
in marketing. Have you taken any stepstowards developing your career in that
direction?'6 Using a QuestionnaireYou can approach this from a different angle by giving
the candidate alist of 30 relevant strengths and ask them to earmark their fivestrongest
and the five where they are least strong. Follow that with thenext five strongest and the
next five weakest.In effect, what you've done is ask the candidate to create their
ownfrequency distribution that forces them to make

92/131



Page

choices. Then, instead of asking them to talk about their strengths andweaknesses,
actually go through the results of the questionnaire togeth'You indicate that multi-tasking
is one of your strengths. Do you thinkthat you could expand a bit on what that term
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means to you?'MAKING WHAT MATTERS WORK FOR YOUGet the candidate to talk
about the specific strengths they feel havecontributed to their success.Be prepared to
probe for the answers you want. Don't stop until you'vegot them.Be wary of virtues in
disguise. Make sure the candidate knows you'relooking for a genuine weakness.Ask the
candidate to hypothesise the future to get an insight of theirstrengths and
weaknesses.Establish how the candidate's strengths and weaknesses have had abearing
on their self-development.Use a questionnaire to stimulate discussion with the candidate

on theirstrengths and weaknesses.
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5Probing for Specifics
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There's a lot to do during the interview. You have to guide the conversation,ask pertinent
questions, make notes and keep an eye on the time.

4 Things That Really Matter1 EFFECTIVE LISTENING2 THE BEHAVIOURAL DIG3
QUESTIONS AND ANSWERS4 PROBING FOR SPECIFICS

Up to now we've looked at how to get the candidate talking whilstavoiding question and
answer sessions but now you have reached thepoint in the interview where questions
have to be asked.The aim of every interview is to re-create, as closely as you can,
thecandidate's past performance, their past behaviour, and you can onlydo that through
the candidate's own story telling. Your only link withthe past is through their own
description of what happened.There is no way of avoiding pertinent, and sometimes
searching,questions at this stage if you want to ensure that what you're hearingand
watching is a true reflection of events. Your task here is topenetrate the blind spots,
unravel the misinterpretations, therationalisations and the distortions to get at the facts.

Your aim is to go back in time to re-create past performance by being a fly on the wall
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IS THIS YOU?

This candidate seems perfect for the job. Everything fits but I've got asneaky suspicion
that it's just a bit too good. I'm missing somethinghere
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| need to find out more about the candidate's background with regardto their alleged
experience in project management

I've got two candidates who seem ideal for the job and I've now got toeliminate one of
them

.1 Effective ListeningTo move the interview forward at a desirable pace you must
listeneffectively and this requires a lot of mental discipline. Here are someessential
guidelines.Make sure you're well prepared. Before the interview you shouldhave:done a
thorough review of all available informationdeveloped a rough plan for the interview
andmade sure all documentation is available.Take steps to prevent interruptions. Make
sure that:the telephone doesn't ringno-one knocks on the door anda loud discussion
doesn't take place next door.Give the candidate your full interest. You can't conduct an
interviewif:
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the latest sales figures are worryingyou're concerned about a meeting later in the day
oryou're distracted by the candidate's appearance.Do things that show you're interested.
Don't just sit passively but:nod your head occasionallysmile when the candidate says
something humorous anduse words and phrases to show an interest in what's
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being said.Use a reflective response to let the candidate know you're trying tolisten and
understand. You're giving them a chance to correct you ifyour understanding is off
track.'What were your reasons for leaving the company at that stage in yourcareer?"|
wasn't too happy with the way things were going and | felt a movewas the best thing for
both me and the company."It sounds, then, like you and the company weren't getting on
toowell?"It's not so much that we weren't getting on. The problem was that I'dstopped
growing in my job. There wasn't anything to look forward toand both the company and |
knew it.'By mis-stating what the candidate has told you you're, in effect,challenging them
to give a better explanation. Feeling the facts. Thereflective response helps you to pin
down the candidate's emotionsand interpretations. Because feelings represent their
reactions to factsand events they are an important source of information. For
example:'How did you feel about that'? or'l guess that came as a bit of a blow, didn't it'?
Dealing with silence. There is always a distinct pressure on thecandidate to say
something when there is a noticeable pause in theconversation. Don't be too quick to end
the silence because it's askingthem what more they can add to what they've just
said.Give the process a fair chance to proceed at its own pace. A goodcandidate will
naturally fill the time as they
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become more comfortable with the way you're conducting things.Some additional
guidelines. Although this is a demanding part of theprocess, make the interview as
relaxed as you can by observing thefollowing points:Listen for the meaning of what's been
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said. If you have misunderstoodsomething, ask for clarification.Use questions to maintain
concentration.Be alert to how things are being said. Keep a watchful eye on
vocalmannerisms, inflection, gestures, facial expressions and body posture.Be as natural
as you can.Maintaining a positive attitude is very important. The candidate mustdepart
feeling that they've made a positive impression.If the candidate tells you they weren't
promoted because their bossheld them back, play on it. Be supportive and they will
feelcomfortable enough to continue in that vein. What you then hear andsee is the real
candidate coming out. More will be forthcoming if you:Avoid disagreement.Use positive
reinforcement. You can create a non-judgemental climateby paying the candidate a
compliment but make sure you're sincere.2 The Behavioural DigThis involves taking a
specific incident and delving into it moredeeply until you're satisfied with the outcome. For
example:'I'm still not sure why your boss stopped you going
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ahead with that project. The costs weren't out of line . . . "l think it was more because he
was apprehensive about the fall-out inConsumer Products."What do you mean "fall-
out"?"We'd been getting the lion's share of the funding since | took over andConsumer
Products felt it was time to even up the score a bit."Why would that make your boss
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apprehensive? I'm still not sureabout this word "fall-out"?"l think Consumer Products had
put pressure on my boss for morefunding."From what you said earlier, your boss doesn't

sound like the sort ofperson who would succumb to pressure from one of his
underlings,does he?'

Look for discrepancies between what's being said andhow it's being said and don't be
afraid to point out theseobservations

The behavioural dig requires you to start with a
lead-in
and then

robe

probe
and
probe

again. It should be used:When the candidate has reviewed their background in such
broadterms that you haven't learned anything.When you sense the candidate has
described things in such a way asto put themself in the most favourable light.When the
incident being discussed is similar to those the candidatewould encounter if given the
job.When you've got first-hand experience of the situation or if it's ofinterest to you.

p
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You might find that the candidate now that they know you
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won't be taken in by generalities actually resists your efforts to probefor specifics. Don't
react to this by over-relying on questions. Useinstead one of the following: A 'That's OK'
statement. If the candidateis struggling with a silent pause to the point where it's
becomeawkward, use something like:'l know it's sometimes difficult to remember
precisely what happened.It can often take a moment or two but that's OK. We can spend
a littletime on this as | can learn a lot from looking at exactly whathappened.'A
restatement. This requires you to make a simple restatement of thequestion whilst not
repeating it word for word.Polite persistence. Make sure you get evidence from your
probing.The candidate must understand that any form of evasion won't thwartyou."You
say you're always ready to challenge the status quo. Give me aspecific example from the
past couple of months."Well, it's something | do a lot of. It's the way | approach things.
Ifgetting on means challenging the status quo I'm not afraid to do it."The candidate's
obviously dodging the question and you must make itclear that you will not be satisfied
until you've got an answer.'l realise it's difficult but can you give me a specific example of
arecent situation where you challenged the status quo?'
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3 Questions and Answerslf you ask the candidate a general question you're likely to get
ageneral answer.Generalities versus specifics. Be specific and ask the candidateexactly
how they managed a project mentioned in their CV. There arethree reasons for this:No
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one has probably asked them this in an interview before.Because of that, you'll be able to
watch them as they actually thinkthrough the problem. It's a glorious opportunity to watch
them inaction.It comes closest to being a fly on the wall, actually watching them
talkthrough the organisation of a project.Behaviour versus outcomes. By digging this way
you are better ableto understand the candidate and predict how they will behave in
thefuture. Let's clarify some terms:Behaviour is what someone actually does.Outcomes
are the result of that behaviour.Environment is where that behaviour took place and might
haveaffected its outcomes.You need to know whether the candidate will become an
outstandingperformer in your environment. They will have included previousoutcomes in
their CV but will not have mentioned their behaviour orthe environment in which it took
place.Behaviour is shaped to a significant degree by the personality of theindividual.
Therefore you can assume that certain personalitiesproduce certain patterns of
behaviour. You can't hire the candidate's
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behaviour as presented in the past but you can hire the personality thatmight produce it in
the future.
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You must re-create the environment in the interview that will, as bestas you can, allow
you to see the personality at work. If thatpersonality becomes shifty and evasive you must
question whetherthose same personality traits will be recognised by customers
andcolleagues.4 Probing for SpecificsTo illustrate the techniques covered in this book this
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section is anexample of how you would question a candidate for a job as a
systemsanalyst.It's a busy, front line job with the responsibility of maintaining thecomputer
network, developing software applications, keeping thecompany abreast of new
technology and doing a lot of generalpurpose trouble shooting.

Probe for positive things first then shift your focus to theless complimentary side of the
ledger

The successful candidate will have to show an ability to handlemultiple demands on their
time and maintain a balance between long-term projects and the unanticipated daily
crises that require instantattention.It's early in the interview and you want to probe the
candidate on thework they've done in this regard in the past having already startedwith a
lead-in. So you use a follow-up:'l'd like to talk a bit more about how you organise and
manage yourprojects. Could you tell me how you do it?'Don't be any more specific than
that. When the candidate winds theconversation down you could find that they haven't
covered all thepoints. You might see they have good planning and organisationalskills but
can they
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operate in a fast moving environment where demands hit from allsides?Use a follow-up to
the follow-up but be more explicit:'l know in my job | have a lot of different clients to keep
happy andeveryone of them wants their project done yesterday. Can you think ofa time
when you had lots of programmes to write and little time to dothem in?'Then come the
probes to flesh out the behavioural specifics.'When did this take place?"How did you go
about allocating your time across the differentprojects that had to be completed?"Did you
have to put in any overtime to get everything done?"Were you eventually able to write all
the programmes? How did youmanage it?"How often does this sort of logjam occur, let's
say over a six-monthperiod?"When did this take place?' is a useful question for you to ask
as itunderscores your determination to probe for specifics.Conduct the interview on two
levels. To establish whether thecandidate is the right person for the job you must discuss
facts andmake a prediction. To do so requires you to conduct the selectionprocess on the
two following levels:The factual level is where you discuss past events,
experiences,decisions, thoughts, feelings, ideas, actions and reactions. This isinformation
you acquire by digging for actual behaviour.The inferential level is where you look for the
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behavioural patterns the facts contain and use them to predict futureperformance. By
doing so you are translating facts into performance.MAKING WHAT MATTERS WORK
FOR YOUMake sue you're well prepared before the interview with all theinformation and
documentation available. Take steps to preventinterrruptions and give the candidate your
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full interest with effectivelistening.For the behavioural dig you start with a lead-in and then
probe, probeand probe again.Look for certain patterns of behaviour and you'll find the
personalityyou're seeking.Probe for the behaviour that will re-create past performance
and give ainsights to the future. Conduct the interview at the factual and inferentlevels.

==+
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6Making the Decision

Do we hire this person? It's time to make the big decision.
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4 Things That Really Matter1 VISUALISING FUTURE PERFORMANCE2 RELYING ON
GUT FEEL3 REALISING THAT ON-ONE'S PERFECT4 RECRUITING PROACTIVELY

The interview is over. You have three other people to see or there's ameeting you should
have been at five minutes ago.There's a rule you must implement immediately. Allow at
least fiveminutes at the end of every interview for note-taking. Make sure yourecord
things in such a manner that you will be able to recalleverything about this particular
candidate after you've seen the others.If you think it helpful, generate a checklist on the
basis of the winner'sprofile, using your own list of criteria under each heading.This final
step of deciding whether or not to hire involves visualisingthe candidate in the job.

Project the candidate into situations that you canactually visualise. Jobs that you've seen
handled beforeby others or that you've had to deal with yourself
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IS THIS YOU?

I've watched the candidate's behaviour during the interview processand now I'm ready to
move towards making a decision
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I'm ready to hire the candidate and | feel excited about bringing themon board

What can | do about making the hiring process easier in the future?

1 Visualising Future PerformanceYou can now conjure up an image of the candidate
because you'vecome as close as you can to re-creating their past behaviour. You'veheard
the voice, noted the mannerisms, seen the actions and reactionsto a specific event and
observed the way they dealt with a situationyou presented to them. Your interviewing
should leave you with animpression of the candidate as an outstanding performer in the
job.Making the decision should now be easy because you're no longerguessing or
predicting anything. You're simply reacting to somethingyou've seen.2 Relying on Gut
FeelThese gut feelings are, in fact, the product of nothing more than adefinable
interviewing strategy and a teachable set of interviewingtechniques.Using these
procedures, you'll have the ability to go beyond thesimple facts of a person's background
and gain insight into or get a gutfeeling for the person themself. You can then draw
meaningfulinferences about how well they will perform in the job.Trust your instincts.
You'll have probed the candidate for specific
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behaviours and then searched for
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personality patterns to establish the type of person you're dealing with.If, after this, your
instincts tell you to hire this candidate then do it. Gauge your excitement. You should be
feeling excited about hiringthis candidate. If you're not excited then it's a sure sign that
there'ssomething wrong and you must not proceed. You should hire only ifyou know you
will have absolutely no reservations about thecandidate afterwards.3 Realising That No-
one's PerfectYou must bear in mind that, no matter how much the candidateimpressed
you at the interview and that you have no reservationsabout hiring them, they will not
immediately become an outstandingperformer. Their introduction to your company will
require some formof management plan and you should bear the following in mind:What
are you going to do to identify the candidate's weaknesses?What type of management
plan are you going to put together? Whoelse is going to be involved?How soon will you
put the plan into action?You mustn't duck these questions as this is the last part of the
hiringprocess and you're still investing in your outstanding performer.lt's your
responsibility to ensure that the winning candidate makes assecure and positive a start as
possible. Improve their potential byseeing them and talking to them regularly. By being a
coach. Acatalyst. A facilitator.
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