SAMPLE 230-1
Memo to Management—Planning and Conducting Effective Interviews

Date:

To:
Management 

From:
E. G. Roberts, Director, Human Resources
Subject: Planning and Conducting Effective Interviews

In an effort to enhance our recruiting program, please find below the written guidelines to be used when planning and conducting interviews.  The guidelines below will serve as a management guide when planning and conducting interviews.  The content below will serve as a valuable tool for all of us to review and practice.  

Planning for the Interview

· Carefully review the job description or position specification as well as the specific requirements for the open position and the candidate’s resume in advance of the interview.  

· Be concise and consistent with the questions you ask each candidate.  Prepare a list of questions to assess the applicant’s qualifications and skills. (Please see the interview questionnaire form.)  If followed appropriately, the structured interview guide will ensure consistency in the method you use for conducting the interviews. Following the guide also will help ensure that the interview stays on schedule.

· Prepare a list of the skills and core competencies required for the position. This list will help in directing your questions during the interview.

· Prepare a skills assessment/evaluation form on which to record notes and assess the applicant’s experience, qualifications, and skills compared to the open position.

· Conduct the interview in a quiet, private setting.  Make sure that the room to be used for the interview is private and free of any interruptions and distractions. 

· Be prepared.  The interviewing process is not a mere formality.  It is important that all the interviewers in this process be prepared for the interview.  Set aside ample time before your part in the process begins so that you can get in the proper state of mind and focus on the task at hand.

Conducting the Interview

· Be Prompt - Be on time. 

· Greet the Applicant and Make Introductions - This is a very important step in the process.  Use the applicant’s name correctly.  Make eye contact, shake hands, give your name and position, put the applicant at ease, and demonstrate a sincere interest in the person.  Establish a positive atmosphere and rapport with the applicant. Promote a positive image of the Company.

· Begin the Interview - It is recommended that you begin the interview by asking casual questions like “How was your trip to the facility?”  “How were the directions to the facility?”  “May I get you something to drink?”  Do everything you can to make sure the applicant feels relaxed and at ease. This will enable the individual to reveal more information about his or her professional background.  Please note that it is important not to engage in small talk that leads to eliciting inappropriate information, such as personal or family information—whether the applicant is married; the number of children, if any, the applicant may have; the section of the city or town where the person lives; how long has the person lived in the city or town (a potential proxy for an inquiry about age)—or conversation about hobbies or activities, which could inadvertently cause the applicant to disclose a disability.

· Review the Agenda -  Explain the purpose and the process for the interview.  You should also provide the applicant with the names of the interviewers and their position titles at this point.

· Ask Planned Questions - Using your interview questionnaire form, ask a series of questions that pertain to the core skills required for the job and the applicant’s work history, career interests, and the like.  Ask open-ended questions in such a way that the applicant must provide a narrative answer – not just a yes or no response.  Focus on asking open, probing questions that encourage candidates to open up and tell you as much as possible about their background, qualifications, and career interests.  Avoid closed-ended questions unless you need a specific answer to a specific question.  Open-ended questions typically begin with the words what, where, why, when or how.  Probing questions include phrases such as the following:

· Describe a time when . . .

· Tell me about . . .

· I would be interested in knowing more about . . . 

· How did you feel about . . .

· Would you explain . . .

· Could you please repeat . . .

· What do you mean by . . . 

· Be Sincere and Treat the Applicant with Respect - Do not pick up the phone during the interview.  If possible, forward all calls to voicemail and turn off cell phones and pagers during the interview session.  Notify respective staff members in your department that you will be conducting an interview and wish to avoid any interruptions.

· Practice Active Listening -  Give the applicant your undivided attention.  The interviewer needs to listen attentively and observe what is being communicated, not just what is being said.  The interviewer should pay close attention to the applicant's behavioral traits relative to what has been accomplished in present and past jobs.  Good listening is an active process, not a passive one.  The best indicator of future performance is past performance. The interviewer should spend at least 75 percent to 80 percent of the interview listening to what the applicant is saying and observing how the applicant responds to questions. 

· Remember Who Should Do Most of the Talking - The applicant should do most of the talking in the evaluative segment of the interview. The applicant should do approximately 75 percent to 80 percent of the talking.  When applicants talk too little, you may need to ask probing and follow-up questions.  You also may want to use encouraging phrases like “I understand” or nod your head and say “Uh-huh” or “Yes, I see.”  When an applicant talks too much about a single topic, you may need to politely interrupt him or her at the appropriate time by reminding that we need to move on to other areas. 

· Stay on Schedule - Take the appropriate time needed to obtain all the facts required for making the right decision to hire or not to hire.  You must, however, control the pace to meet the time allotted for the interview.  The pace of the interview is largely controlled by adhering to the content contained on the interview planning guide.

· Obtain Precise Information - It is important for the interviewer to screen the resume and have the applicant give precise explanations of any inconsistencies on the application and resume, give reasons for leaving jobs, explain break in periods of employment (time between jobs), and discuss why he or she is interested in the open position.
· Document the Interview - It may be necessary for you to take notes during the interview.  Effective notes describe the applicant’s overall skills, experience, and qualifications as they apply to the open position.  These notes will be important in the selection process and may be used in adversarial proceedings.  Make sure you understand what you have written on the document. Please use these notes when it comes to making a hiring decision.  It is important for the interviewer to maintain as much eye contact as possible with the applicant while writing.  Be professional when writing your notes.  Do not write on the application or resume.  Rather, take notes on your skills assessment or evaluation form or other material for purposes of taking notes during the interview.

· Things Not To Do or Say

· Do not overstate the position and its status, the scope of duties and responsibilities, or the opportunities for advancement.

· Do not prematurely disclose too much information regarding to the duties, challenges, and specific issues related to this position.  If this information is revealed too soon in the interview process, the applicant may be able to slant his or her answers to meet the requirements of the open position, putting a spin on his or her responses in a way that may not serve the employer.  There will be plenty of time to provide this information to the candidate after you have obtained the necessary information pertaining to his or her skills, abilities, and qualifications related to the job.  

· Do not misrepresent the financial health of the business, any merger or reorganization plans, or any other information concerning the future of the company (such as intent to reduce the work force, contract out work, or lay off or terminate employees).  

· Do not make promises about job security or longevity, and do not make any statement or representation that would undermine the employment-at-will status of the position.

· Concluding the Interview - Upon completion of the interview, thank the applicant for his or her interest and for coming in for the interview.  Inform the applicant of what phase of the interview process you are in with regard to filling this position (beginning, middle, or end) and when he or she can expect to hear from you about his or her status.  

Information You May Give to the Applicant – You may provide information pertaining to the following topics:
· The open position, the reporting relationship, and supervisor

· The Company and Company history, products, and benefits

· Company policies, procedures, expectations, and terms and conditions of employment

· Your business card

· An application form

· The Company’s work culture and business environment (for example, reactive, proactive, progressive, dynamic, fast-paced, formal, informal, and so forth)

· The salary rate or wage range for the position

· An overview of the department in which the opening exists

· The goals and objectives of the position or the department

· The next step in the interview process and when the applicant can expect to be notified of his or her standing in the interview process

Evaluating Candidates Objectively

· Evaluate the applicant's overall experience and past performance relative to the 
open position.

· Evaluate the skills and qualification levels of each applicant.

· Determine the applicant's strengths and weaknesses.

· Use your skills assessment or evaluation form to help you in making your decision.  After the interview has been conducted, complete the form so that you do not lose your subtle impressions about the applicant.  

· With the hiring manager, set up a meeting with the interviewing team to discuss and review each interviewer’s assessments of each applicant.  

Common Mistakes Made During the Interviewing Phase - Besides taking the information above and reversing the situation, the following should provide you with some basic points on common mistakes made during the interview session.

· Showing up late in meeting the applicant

· Not preparing for the interview; not reviewing the resume thoroughly before the interview or preparing a list of questions in advance
· Not having or being familiar with information related to the open position, such as the skills required, job requirements, duties and responsibilities, and the like.

· Making decisions too early in the interview session, whether favorably or unfavorably

· Doing more talking than the applicant

· Answering phone calls or conducting business during the session

· Failing to control the interview session by letting the applicant maintain control of the questionings.

· Interviewer not properly trained in conducting interviews

I hope you find the above information helpful when planning and conducting your interviews.  Please follow these guidelines so that we can hire the best-suited candidate for each and every job opening.

If you should have any questions, please do not hesitate to contact me at extension 1111. 
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