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Executive Briefing – Interviewing

Conducting an Effective Interview

If you can ask the right questions, you're more likely to select a candidate who's right for the job. Without good interviewing skills, however, you could extend an offer to someone who's ultimately not the right fit for your company. 
There will always be competition for skilled and talented employees. Hiring qualified employees is an art but also requires certain skills. You have to be a good listener; you need to know how to redirect a conversation; and you must be able to make a distinction between those who simply want the job and the perfect candidate who can get the job done. 
Even with the ups and downs of the current market, knowing how to conduct a successful interview can help you land the best employees. Here are some tips to help you with the screening process: 

· Prepare. This may seem obvious, but many hiring managers neglect to review a candidate's resume.

The benefit of doing your homework beforehand is that you don't waste too much of your interview time going through these materials together. You come in to the interview with questions or comments on their experience, background, work, and can spend the entire interview getting to know more about the real candidate, and not who they are on paper.

· Set the tone. Let your candidates know that you're glad to meet them. 
Some interesting icebreakers to kick off the interview are:
· "How about those (insert local sports team here)?" 
· "What do you think about this weather, huh?" 
· "Did you have any problem finding the place?" 
· Prepare a script. Don't underestimate the value of preparing several questions beforehand.

· Don't Rush to Judgment. So often we base our opinion on someone by their appearance or the impression we get of that candidate within the first few minutes of meeting them. The problem with this is that it clouds our heads, and if your first impression is not a favorable one, it is an uphill climb for the candidate without them even knowing it.

When a candidate enters your office for a job interview do whatever it takes to not form an immediate opinion of them. If it helps, say to yourself that you believe this candidate to be a certain a way, and then flush this out of your head any way you know how.
Stop doing this! When a candidate enters your office for a job interview do whatever it takes to not form an immediate opinion of them. If it helps, say to yourself that you believe this candidate to be a certain a way, and then flush this out of your head any way you know how. Give the candidate a clean slate and let their talents and qualifications (or lack thereof) form your opinion. You don't want to blow off a potential top talent because his or her appearance reminds you of a neighbor you didn't like growing up.
· Know what you want. If you don't know the skill set required for the open position, chances are you might not ask the right questions, which may confuse the candidate. 

· Manage your time. If you've set aside an hour for an interview, do your best to stick with that schedule. But be prepared, too, to cut the meeting short and jump to the more concluding questions. 

· Write it down.  Forget about remembering everything that transpires during an interview. You'll want to take notes so that you can review the meeting at a later time. This will be especially important if you're interviewing many people for the same position.
· Maintain a Consistent Evaluation Process.  Just because you've concluded your face-to-face job interview, doesn't mean the process is over. 

Don't forget that the candidate is also interviewing you. In addition to being skilled at asking appropriate questions, ones that will elicit a candidate's strengths and talents, you must be conscious of the impressions you are making as well. Just as the interviewee is selling him- or herself to you and your company, you are basically trying to achieve the same result. Make sure, for example, that you know as much as possible about your company; the interviewee will be looking to you to provide that information. 
Warning Signs to Look For

Save yourself some agony—and some time. Here are seven warning signs to watch out for.
· The candidate is big on adjectives but can’t back them up. You ask, “What’s your greatest strength?” and the candidate says, “I’m dependable and hard-

· The candidate is big on adjectives but can’t back them up. You ask, “What’s your greatest strength?” and the candidate says, “I’m dependable and hard-working.” Press him. Ask him if he works harder than his peers. Listen to the way he forms his answer—you want to hear details of how he gets more done in a day than others do, not just that he stays late at the office night after night. Ask for concrete proof of results: early rollouts of software, fewer bug reports, or lower support call rates. If the candidate can’t come up with anything, then the words are meaningless—the candidate is telling you what he thinks you want to hear.

· Your questions take the candidate by surprise. You ask your candidate what sets her apart from the other 50 applicants, and she looks at you blankly. A well-prepared candidate should anticipate most of your questions, and this one in particular shouldn’t throw her. She should know how to describe her unique strengths, and, as before, be able to back up her descriptions with specific examples of how she used those qualities to create a better bottom line for her present company.

If the candidate can look you in the eye and give you an immediate, confident response, pay close attention. You may have found your next hire.

· The candidate won’t admit that there are areas he could stand to improve. It’s a standard question: Which of your skills could use some work over the next year? Be wary of the candidate who sits back, crosses one leg over the other, and says, “Well, really, I’m a perfectionist. I keep all my skills at top level all the time.” Yeah, OK. And you buy your stocks low and sell high, too, right?

Of course, you should also watch out for the candidate who sees this question as confession time and comes out with something like, “You know, I’m really messy and disorganized. Every year I resolve to be better, but this year, I really mean it.”

Look for candidates who are willing to admit “flaws”—but who are actively working to correct them. For example, you might hear, “I haven’t developed in Visual Basic .NET, so I signed up for a seminar that features 12 hours of hands-on classes and several lectures next weekend. I’m excited about the chance to broaden my skill set.”

· The candidate can’t tell you the most crucial function of his current position. When you interview people, you’ll be amazed at how many of them have no sense of how their job fits into the greater corporate picture. If your candidate says, “The most important part of my job is showing up on time,” you’ve got a problem. The bigger problem: Most candidates (obviously) won’t be that blunt. They might give an answer that sounds good on the surface, like, “Well, I oversee all the product bug reports. It’s my job to make sure all the problems are being addressed.” You need to follow up with something like, “Why is that the most important part of your job?” The answer the interviewee gives will tell you a lot about how he sees himself in relation to his company.

An answer like, “Well, if I don’t catch the bugs, I could lose my job,” should throw up the biggest, reddest flag you can find. But a candidate who says, “Client satisfaction is crucial to our success in the market. There are dozens of companies that make similar products. If ours doesn’t meet client needs and perform flawlessly, we’ll lose market share. By identifying bugs and overseeing repairs before clients are affected, I help the company retain its competitive edge”—now this is a candidate you should snatch up. Quickly.

· The interviewee says his present company “doesn’t offer enough room for growth.” Be very careful. This is often a euphemism for “I want to make more money, and they won’t give me a raise.” Ask the candidate to define precisely what kind of growth opportunities he’s looking for. Then listen to how he describes his current situation. Is he objective? Is he concentrating on what he can do for the company? Or is he fiercely opinionated and concerned only with what you can give him? “No one appreciates my contributions” is a bad answer. “I’d like to see my contributions have a more direct impact on the company’s success” is a better one—but make sure the interviewee has a real plan for how he’ll make a difference.

· The candidate “really wants to work for your company” but can’t articulate why. It’s inexcusable for a candidate to show up without knowing something about your company. Ideally, she should be able to identify the major players in your industry and what sets you apart from them. And a good answer to, “Why do you want to work here?” will focus on those differences. If the candidate hasn’t bothered to research your company or is incapable of conveying that research, as in, “Well, you’re doing really cool work, and I saw that all your developers get really big monitors,” or something equally superficial, she doesn’t really want to work for you. She wants to work because she has bills to pay. She might be able to learn the ropes and perform well, but she’ll never be a superstar.

· None of the candidate’s references can offer specific details on job performance. This is a touchy subject. Some companies have policies—official or otherwise—that prevent supervisors from making specific comments. But if a supervisor or coworker genuinely likes the candidate, he should be able to say something that gives you enough confidence to make an offer. If you’re only getting comments about your candidate being a “hard worker,” “a swell guy,” or “really funny,” read between the lines.

Look closely, also, at whom the candidate offers as references. It’s OK to include one peer, but most references should be one or more levels above him. If you can’t talk to anyone at the candidate’s current employer, it’s probably because they don’t know he’s shopping around. Do you really want to hire someone who might someday leave you in the lurch?

It’s a judgment call, and you’ll have to rely on your instincts a little. Obviously, if one reference is wildly out of step with the others, you may just have a personality clash on your hands. But if none of the candidate’s references will give you specific reasons to hire the guy, maybe you shouldn’t.

Deciding on new hires is never an easy task. But if you learn to listen to what the candidate says—and doesn’t say—and how she says it, you’ll have a better chance of making hires that work out.






Interview Don’ts

In almost all instances, the following topics should be avoided in an interview:

· Age - is irrelevant unless you are concerned about child labor violations under the Fair Labor Standards Act, in which case you can ask for proof that he/she is old enough to work.

· Arrest record - do not ask at all - you may ask about convictions, but even then it would have to be relevant to the position in order to lead to immediate rejection.

· Association with present employees - this information is not relevant to an applicant's ability to perform successfully in a particular job, and the tendency to either encourage or prohibit the employment of friends or relatives of existing employees may create an adverse impact on members of protected classes.

· Bankruptcy and credit affairs - never ask about bankruptcy since it is illegal to discriminate on this basis under the Federal Bankruptcy Law - all credit inquiries must comply with the Fair Credit Reporting Act.

· Citizenship - unless required by law or regulation, you may not ask applicants if they are U.S. citizens since it is considered discriminatory under the Immigration Reform and Control Act. You may ask if candidates are authorized to work in the United States.

· Disability - the Americans with Disabilities Act makes it illegal to ask questions about an applicant's disability or perceived disability - it is crucial to focus on the job, not on the disability.

· Driver's license - avoid asking about it unless the job requires one since it could statistically screen out females, minorities and/or individuals with disabilities.

· Educational attainment - relevant if it is directly related to successful job performance - if not, avoid it because it could potentially screen out minorities.

· Emergency contact information - unnecessary at the application stage - and it can be discriminatory if it reveals information about the applicant's membership in a protected class. 

· English language skills - only ask if it is a requirement of the job (i.e. an English teacher) - otherwise it could be construed as national origin discrimination.

· Height and weight - can be discriminatory against females, Hispanics, and/or Asians - it is important to focus on what the job requires, not the person's physical characteristics.

· Marital status/name changes/spouse/children - any questions relating to these issues may be construed as discriminatory, especially against women - - none are job-related. 

· Organization or club membership - this might reveal protected class information and it is irrelevant (i.e. Knights of Columbus, NAACP or Diabetes Association)

· Race, color, religion, sex, or national origin - EEOC guidelines prohibit asking questions that may reveal this information; rejected applicants could have grounds for a discrimination suit if any of these questions were part of the application process.

· Union affiliation - could be considered an unfair labor practice under the National Labor Relations Act if the applicant claims he or she was not hired because of the union affiliation.

· Veteran status/military records - general questions about a person's background in the military should only be asked if based on business necessity or job-related reasons. If requested, such information should include a statement that general or dishonorable discharge will not be an absolute bar to employment but that other factors will be taken into consideration.

· Weekend work/shift changes - unless required for the job, the applicant should not have to state whether or not they can work on the weekends - this could screen out applicants who cannot work on some weekend days because of their religious beliefs.




Sample Interview Questions

Management Job Interview Questions That You Always Ask

Always ask these management interview questions. The interview question answers give you valuable knowledge about the candidate’s experience. Ask:

· How long have you worked as a manager?
· How many employees reported directly to you in your management job? (You are asking about the number of employees whom he or she directly supervised with performance assessment and compensation assignment responsibilities.)
· Describe the exact responsibilities and activities over which you had oversight for these employees.

Behavioral Management Interview Questions

· If I were to interview the people who have reported to you in the past, how would they describe your management style?
· If I were to interview your reporting staff members, how would they describe your strengths and weaknesses as a manager and supervisor?
· Give me an example, from your past work experiences, about a time when you had an underperforming employee reporting to you. How did you address the situation? Did the employee’s performance improve? If not, what did you do next?
· Rate your management skills on a scale of 1 to 10 with 10 representing excellent management skills. Provide three examples from your past work experiences that demonstrate your selected number is accurate.
· Describe the work environment or culture and its management style in which you have experienced the most success.
· Tell me about a time when you had a reporting employee who performed very well. The employee exceeded goals and sought more responsibility. Describe how you handled this situation day-to-day and over time.
· Describe three components of your philosophy of management that demonstrate what you value and add, as an individual, to an organization’s culture and work environment.
· What factors are crucial within an organization and must be present for you to work most effectively?
· Tell me about a time when you reorganized a department or significantly changed employee work assignments. How did you approach the task? How did the affected employees respond to your actions?
· One of the jobs of a manager or supervisor is to manage performance and perform periodic performance reviews. Tell me how you have managed employee performance in the past. Describe the process you have used for performance feedback.
· When you have entered a new workplace in the past, as a manager or supervisor, describe how you have gone about meeting and developing relationships with your new coworkers, supervisors, and reporting staff.
· As a manager or supervisor, one of your jobs is to provide direction and leadership for a work unit. Describe how you have accomplished this in the past.

Suggested Behavioral-Based Questions

The following behavioral question categories are sorted by success factors.

Attention To Detail

· We have all worked on projects where a few things just slipped through the cracks. Can you give me a few examples of when this happened to you?
· What was the cause? Result?
· Describe your process for controlling errors in your work.
· Tell me about a project on which you demonstrated quality and achievement beyond the normal standards.
· What extra efforts did you use to get there?

Commitment

· Tell me about a time where you decided to make a change in your career path. 
· Tell me about the type of opportunities you sought within your current company to fulfill these changes or look elsewhere.
· Give me an example of a time when you had to go above and beyond the call of duty in order to get the job done.
· Describe a time when you took responsibility for the actions and outcomes in a difficult situation.
· Give an example of a project you worked on that required you to overcome obstacles.
· Describe a time when you had to work long hours to complete a project.



Communication Skills

· Tell me about a time when you have had to speak in public.  
· How many opportunities you have had to speak in public?  
· Describe your comfortable level with speaking in public.  
· Give me an example of how you handled the jitters just before a presentation. 
· Give me an example of a time during a presentation when someone asked a question that you didn’t know how to answer.
· What was the most demanding group you have ever had to speak to? 
· What made them so demanding? 
· What steps did you take to get through the presentation or meeting?
· What is the most difficult writing assignment that you have completed yourself?
· Give me an example of a writing example that your manager assigned to you.
· What steps did you take to complete the assignment?
· Tell me about a time when you had to explain a new process to someone so that they could be responsible for it.
· Describe a time when you misunderstood an assignment. Why?
· Describe a time when you gave someone an assignment that produced undesirable results. Why did this happen? How was it corrected?
· Tell me about a time when you had to change your communication style to meet the needs of another person.

Creativity / Innovation

· In your current or most recent position, describe a situation when you used a creative tactic to instill teamwork at your job?
· Describe the most creative work-related project you have completed.
· Tell me about a time when you used a creative approach to solve a common problem.
· Describe a time when you developed a new process to help increase efficiencies.
· Tell me about a process that you chose to improve upon. Why? 
· What steps did you take to accomplish this and what was the outcome?
· Tell me about a time when you aggressively pursued a change in an existing policy or practice. Why did you decide to pursue this change?


Customer Service

· Describe a time when you felt it was necessary to modify or change your actions in order to respond to the needs of a customer.
· Describe the most difficult customer you can remember, and tell me how you dealt with him/her.
· Tell me about a customer whose initial request could not be met. 
· What alternatives did you suggest to help that person out?
· Tell me about a time when you had to deal with a difficult customer’s complaint, and how did you handle the situation?

Leadership/Management Style

· Give me a few examples of your past leadership roles and your accomplishments in them. 
· Tell me about a project that you led which was a matrix-managed team. 
· What were some of the challenges of working in that type of team?
· Describe the type of person (or team) that you find most challenging to manage. 
· Give an example of a situation where you disagreed with this type of person and how you resolved the problem.
· Describe a situation where you had to resolve conflict, either between either you and a co-worker, you and one of your direct reports, or between 2 of your direct reports.
· Describe a situation where your leadership style caused a roadblock to your success and how you handled it.
· In your current management position, describe a time when your “authority” was challenged.
· Have you ever been promoted into a position where you had to manage your previous co-workers? 
· How did you deal with this?
· Tell me about a task that you recently delegated.

Motivation / Initiative

· Give me an example of a project that you initiated which was not a part of your major responsibilities.
· What steps have you put in place in your current/previous position to make your role more efficient and effective?
· Tell me about a time where you worked the hardest and felt the greatest sense of accomplishment.
· What are some recent responsibilities that you have taken on in addition to your regular work requirements?
· What new ideas or suggestions have you made to your supervisor in the last six months?
· Which were accepted?
· What was the process in getting them implemented?
· Tell me about a special project, outside your work scope, that you worked on and what role you played.
· Describe a time when you identified a problem or issue that no one else had addressed.

Problem Solving

· Describe a time when your ideas on a group project were rejected. 
· What steps did you take to convince the team of your ideas?
· Please describe a frustrating experience from school or work, and tell me how you dealt with it. 
· What do you see as your greatest challenge when starting a new career? 
· Tell me about a time when you overcame these challenges.
· Give an example of a frustrating situation that you were recently in and the steps you took to resolve it.
· What aspects of your job at the XYZ organization were most frustrating? 
· What have you done to resolve these frustrations?
· Give me an example of a time when you used your fact-finding skills to gain information needed to solve a problem.
· When emotions come into play, it is often hard to make objective decisions. Tell me about an objective decision you have had to make even thought you were emotional about the situation.
· Sometimes it is easy to jump to conclusions and create a resolution hastily. Give me an example when you initial decision was changed after further investigation on your part.
· Tell me about a time when there was no clear right or wrong answer and how did you reach the decision?

Revealing Past Mistakes

· List three personal attributes that you would like to improve, and tell me any efforts you've
· made to make improvements in these areas. 
· Describe a project that you worked on that didn’t meet the budget, deadlines, etc. 
· What were some of the factors that prevented you and/or the team from meeting these objectives?
· Describe what things you could have done differently to help achieve the objectives.
· Tell me about a situation where you were working on a project alone and were not able to meet the deadlines.
· Describe the last time you received critical feedback. How did you deal with it?
· Given the opportunity to change anything in your career, what would you have done differently?


Stability

· What was the most difficult career decision you ever made?
· Tell me about the events that caused you to leave your previous employer.
· Why are you looking to leave your current employer?
· Tell me why you prefer contract assignments over permanent employment or vice versa.
· What are the benefits of a permanent position versus a contract assignment?

Teamwork

· Tell me about the best team (worst team) you were ever a part of (could be sports, education, or work related team) and what made it that way.
· Tell me about a time when you had to make a decision regarding the handling of a difficult situation.
· What did you do? 
· Describe your best / worst work group situation. 
· What size group do you feel most comfortable working with? 
· Can you give an example of a team that was larger than this size and what made it difficult to work with?
· Describe a time when morale was low. What did you do?
· Tell me about a team you put together to achieve a very important goal.
· Tell me about a time when a team was not the most effective way to address a problem.

Time Management / Organizational Skills

· Describe how you prioritize projects or issues on a daily basis.
· Describe the organizational techniques you use on a daily basis to accomplish your academic, work, and social goals.
· Give me an example of a time where your supervisor gave you multiple projects in a week (day). 
· How you prioritized those projects along with your daily responsibilities.
· How do / did you manage your time in your current / previous job?
· Tell me what steps you have taken to improve your time management skills.
· Tell me about a week that was very busy and hectic. 
· What steps did you take to prepare for it?

Tolerance For Stress

· Think back to a week that seemed to bring one crisis after another. How did you minimize your stress?
· What did you do to make it a successful week?
· We all have things that trigger our stress, distract us, and make us tense. Think back to a time when you felt that way. Describe the situation.
· How was your work affected?
· What action did you take to reduce the stress?
· Give me an example of a time when you strongly opposed an associate on an issue.
· Describe the last time you were most frustrated with your current position or manager.
· Have you ever been present when someone in your area lost his or her temper? 
· How did you handle the situation?
· When is the last time you lost your temper on the job?
· What is the most stressful piece of your current or previous position?
· What have you done to reduce that stress?
· Describe a recent crisis.

Work Ethic / Integrity

· Give me an example of a time when you weren’t pleased with your performance on a project or in your daily activities.
· Managers are sometimes just not happy with the way their associates complete an assignment. Can you give me an example of when this happened to you specifically?
· Give me an example of a time when you missed a deadline and how you handled that situation.
· Manager questions:
· When evaluating your associates, what factors are the most important to you?
· Give me an example of a time when you had to correct a performance issue and how you did this. 
· What have you done to keep office politics out of your current position / team?
· Tell me about a time when you had to conform to a policy even though you didn’t agree with it.
· Describe the steps you have taken to correct a mistake you’ve made recently in your current or most previous job.
· Describe traits you have admired in people who have previously supervised your work. 
· What haven't you admired in these individuals? (In general, questions related to work ethic and value systems might also be posed.) 
· When comparing one company offer to another, describe the factors that will be important to you.

Sample Interpersonal Questions

· What are your strengths?
· What would your last boss say about you?
· Describe how you like to be managed, and the best relationship you’ve had with a previous boss.
· If I asked your previous/current co-workers about you what would they say?  
· Describe what you see as your strengths related to this job/position. Describe what you see as your weaknesses related to this job/position. 
· Explain the phrase “work ethic” and describe yours.
· What kind of people do you find it most difficult to work with? For example, assume you are in a situation where you have to deal with a person very different from yourself and you are finding it difficult. What would you do? 

· What methods do you use to make decisions? When do you find it most difficult to make a decision?
· Describe a difficult time you have had dealing with an employee, customer, or co-worker. Why was it difficult? How did you handle it? What was the outcome? 
· How would your co-workers describe your work style/habits? 
· What do you do when others resist or reject your ideas or actions? 
· What do you think are the best and worst parts of working in a team environment? How do you handle it?
· Under what kinds of conditions do you learn best?
· How would your past employers describe your response to hectic or stressful situations?
· How would your co-workers describe your work style or work habits?
· If I asked several of your co-workers about your greatest strength as a team member, what would they tell me?
· To you, which is more desirable: A business that is run in an efficient business-like manner OR a business that is run in a personal and friendly way?
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