Guidelines for Conducting an Effective Job Interview

(Source: docstoc)
The HRO is responsible for ensuring that the full time force of AGR and technicians are managed fairly, equitably and in accordance with applicable laws and regulations.  One of the key areas in this process is the interview.  Done correctly, it will help keep us all out of the courts and third party processes.  Most importantly, it will help ensure a satisfied and productive workforce.

While our interview panels are conducting more professional selection processes than in the past, there is still much room for improvement.  The HRO office has specialists review all job packets for AGR and technician positions.  There are many different kinds of “red flags” we have seen.  For example, one time the selecting official, a MSG, chose the third ranking individual (his scores were the third highest according to the selection team) and he couldn’t justify his selection.  The person “...was a good fit” for the section.  It appeared to be a personal choice rather than one based on knowledge, skills and abilities.  Other times, we see interview questions such as, “What do you do in your spare time?” or, “What was the last book you read?”  These types of questions might be icebreakers, but the answers could also feed into stereotypes or other impressions that may be unrelated to the position.  

The job interview is the fundamental process used to determine who should be hired or promoted.  Too often this process lends itself to a decision made on the basis of the personality displayed by the candidate during the interview process: a highly unreliable method of predicting future success in performing a specific job.  A pleasant personality and ready answer to “what do you think” questions is not a reliable indicator of how that individual will perform on the job.

This guide is an outline for structuring a system for interviewing that does not force the interviewers to rely on “instincts” or “feel” that this person would be the best candidate.  

Fundamental Planning Assumptions:  

1. The single best predictor of a candidate’s future job performance is his or her past job behavior.

· How do we know this is true?  It has been proven in thousands of real-life job situations studied and 

documented by HR consultants and researchers.  Interviews that probe for past job behavior have been found to be more reliable than ones that focus on personality traits, such as “I’m dependable,” or “I’m hardworking.”   

2. Federal law requires us to base hiring and promotion decisions on bona fide 

occupational qualifications (BFOQ), and nothing else.   

· A job selection (or promotion) that cannot be validated on the basis of bona fide, 

pre-identified job qualifications may lead to accusations of exercising bias or discrimination in the hiring practice. In the most extreme, this could lead to litigation for discrimination if a non-selected individual has the necessary skills to be successful in the job.   

· Weight placed on factors unrelated to qualifications to perform the job increases 

the likelihood of skewing the selection due to a general positive or negative impression.  For example, differentiating candidates based on how much you liked their response to “what do you consider to be your greatest strength and greatest weakness” without identifying what this information demonstrates about a specifically-targeted technical skill, performance skill or job behavior will result in a non-specific bias and decision-making based on a general impression.      

3. A hiring (or promotion) interview system needs to establish a validated method to assess these two qualification areas leading to a hire (or promote) decision

· Ability to do the job - match required job skills (i.e., technical knowledge, 

problem-solving ability, writing ability, etc.) with demonstrated candidate skills and experience.

· Willingness to do the job – match required performance characteristics (i.e., 

planning and prioritizing tasks, assisting customers, working with a team, meeting deadlines, etc.) with demonstrated candidate performance skills and behavior.    

4.
Suggested Methodology for design and implementation of valid interview structure

a. Begin with the specific job in mind and use the job description that identifies the essential skills, abilities and knowledge required of a successful candidate

· Begin with established job description and evaluations of prior employers

· Identify “essential” capabilities to be successful – do not focus on minor or easily learned areas 

b. Identify the essential technical skills needed for the job, for example:

· Using specific kinds of machines, software, tools, etc.

· Performing a skilled function requiring specialized knowledge, training or experience

c. Identify the essential performance skills and characteristics needed for the job, for example:

· Managing other employees

· Making decisions

· Following established guidelines

· Dealing with other departments or the public

d. Prepare questions that will elicit specific information from the candidate to relate how he or she possesses the skills or characteristics essential to doing this job

· Begin with rapport building questions to create comfort and obtain general 

information necessary to flesh-out the application

· Tailor performance and skills questions to get specific examples of past job behaviors that relate to abilities to perform

· Consider behavior based questions that are structured like:

“Think of a time when you had to ……  Tell me how you handled this.”

“Can you give me an example of a situation that required you to ….” 

“Explain what you did to resolve this situation.”

· Require specific examples.  

e. Rate candidates on the essential skills (technical, performance) and characteristics that you have identified as essential to job performance.  Do not attempt to rate the response to each question, but apply the information obtained from each question to assess the candidate’s demonstration of the necessary skill or characteristics.

f. Compare the interview information with application/resume information and reference information to obtain a whole-person picture in each of the areas to be evaluated.  Assign a ranking score based on essential skills and characteristics demonstrated through interview and application information. 
