
HR for non HR Manager

Learning Outcomes
By the end of this unit the learner will be able to:

 Write job specifications and identify core competencies.
 Apply methods of finding, selecting, and keeping the best people using behavioral

description interviewing techniques.
 Get new employees off to a good start.

Unit 2 The Hiring Process
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Unit 2

The Hiring Process

Finding Candidates

There are three important considerations when you are looking for candidates. Your methods must be
timely yet cost-effective, and promote positive employee relations. There are several options to consider.

Advantages Disadvantages

File Searches o People were interested or
they wouldn’t have applied

o Must have an excellent filing
system to keep track

o May not have to advertise o Good applicants can get
missed if not cross-referenced
properlyo Fast

Internal Searches o Good for morale to know
employees can move

o No “new blood”

o Candidates are a known
product so take less of a
chance

o Can cause friction between
employees

Placement Services o They do some screening for
you

o May not screen thoroughly

o Fast o Sometimes send very
unqualified people

Referral Programs o Referrals usually are
familiar with your company

o Can cause cliques in the
company

o Usually are good quality
candidates

o Can cause hard feelings if a
referral isn’t hired or doesn’t
work out

Third-Party Recruiters o Have a wider coverage area
for positions that are
difficult to fill

o Company is responsible for
the professional conduct of
the third party recruiter and
there are no standards

The Hiring Process
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o Can compensate for not
having time or skill in-house

o Can be expensive

Advantages Disadvantages

Head Hunters o Casts a wider net for hiring
senior managers and those
difficult to find employees

o No standards for head
hunters either, but your
company remains responsible
for their actions

o A less controversial way of
hiring employees away
from competitors

o Expensive

Internet o Hire candidates who are
computer literate

o May eliminate good
candidates

o Wide coverage o Can bring in a lot of
unqualified candidates

Advertise o Good image-builder for
your company if the ad is
well-done

o May not motivate already
employed to apply

o Many potential candidates
will being looking for ads

o Can result in a lot of resumes

The point is that the old standard of putting an ad in the newspaper is no longer the way to find the best
candidates. There may be a better way of finding the people you want. Track your efforts so you will know
what’s effective in your business.
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Advertising Guidelines

What to Include

When you are ready to prepare your job ad, there are plenty of things to consider. Most likely, you are
preparing an electronic advertisement that will be posted on your company website, and may be picked up
by aggregator sites (websites that search the web looking for what you have posted), or you may advertise
on recruiting websites. For some positions, you may put adds in electronic classified ads, or a newspaper or
trade publication. Advertising guidelines should include the following.

Include information about the company.
Who are you? What do you do? Sometimes when we focus on internal postings we forget to sell ourselves.
Remember that employees and other members of the community will read this information, and that a job
posting reflects your company image. Make it good.

What position is being advertised?
If you read employment ads enough, you’ll see companies that forget to mention what the candidate would
be doing if they were hired. Make sure that you describe the position adequately and honestly. This will
benefit you by reducing inappropriate applications where prospective candidates screen themselves out of
the process because the job is not a good fit or interest for them.

What qualifications do they need?
Sometimes we think the way to discourage a lot of resumes is to list miles of qualifications. That practice can
backfire on you, when you see that you are actually discouraging people that you want to apply. Analyze the
job. What technical and performance skills do you need? What would be nice to have? Hiring a receptionist
who has a degree in business may mean you will be hiring for that position again in a few months when they
get promoted. Aim for what the position actually needs.

What are the responsibilities and challenges?
What will this person do? Is there challenge or a chance to grow? The best candidates will be looking for
something more than a paycheck, and want to know what you are offering with the position.

Consider ad placement.
Get creative so that people can find your ads the right candidate for some positions would never think of
looking in the business section in a job search website. Similarly, those who look in the business section may
never look in the general section. When a fast food company was looking for part-time staff to work over
the school lunch hour, they used keywords related to women and parenting. A stereotype? Maybe, but it
worked.

Consider position on the page.
This is good fodder for an argument. However, most researchers agree that the right hand page of any
newspaper or magazine is seen slightly more often than an advertisement on the left. In computer listings,
the top of the list is better than the bottom.

Include graphics.
Images should be clean and easy to read. Often a sans serif font for the heading and a serif font for the ad
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will make it look friendlier. Different websites have different resolutions available for your logo (which you
should include), so make sure you are submitting the right kinds of files.

Call to action.
Remember to include information about applying, RIGHT NOW. In today’s fast world, e-mail, faxing, and
online application forms are preferred by many companies. If they are for yours, include your contact
information where people can find it easily. If you want a paper resume, make sure people can find you
easily. Don’t make submitting the initial application documentation the equivalent of an aptitude test.

Use white space.
Ads cost money and we hate to waste space, but cramming too many words into an ad makes you look
cheap, and is often so unattractive people don’t read it. Using generous white space and words that have
been carefully chosen to say what must be said is much more effective.

Try social networking.
Depending on the position you are hiring for, social networking can be a helpful way to find the right people.
Use your existing networks (if you have them set up), and consider asking your existing staff to leverage
their own networks and share links to your posting. This kind of strategy can give you exposure to carefully
targeted audiences you might have difficulty reaching otherwise.

Ten Tests for Creating an Effective Job Posting

1. Does the posting concentrate on the job?
2. Does it sort out and emphasize important details?
3. Does it highlight unique opportunities?
4. Is the posting specific?
5. Is the posting realistic?
6. Does the posting avoid clichés?
7. Does the posting speak to the reader?
8. Does the look of the posting portray the company image? The position’s importance to the

company?
9. Would a stranger understand the job opportunities?
10. Does the posting have “sell”?
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Screening Resumes

Using a Resume Screening Guide

So now you have the stack of resumes on your desk, in your e-mail, or in an electronic database. What are
you going to do with them?

This is where you have to start thinking about how you make decisions and how you can defend those
decisions, should you be taken to task for not hiring Samantha’s brother or giving Thomas an interview. This
is where you take the time to develop a resume screening guide that you use for evaluating that pile of
resumes. This resume screening guide may be on paper or electronic. Already some of you feel might feel
anxiety building up in your chest: but what if I miss the best candidate?

The answer is that your resume screening guide should allow you to search for those things you absolutely
must have and still leave room for a little bit of flexibility.

Sample Screening Guide

Knockout Factors

Area Yes No

Grade 12 or equivalent Rate Send letter of rejection

Bilingual (Spanish-English) Rate Send letter of rejection

Rating Guide

Area Breakdown Possible
Points

Points
Awarded

Application Complete 5

Legible 5

Resume attached 5

Education Post-secondary 5

Post-secondary in related field 5

Bachelor degree 5

Experience Multiple phone lines 5

Experience in clerical or
administrative field

6 months-3 years 5
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3+ years 10

Computer Experience PC experience 5

Mac experience 15

Report writing 5

Spreadsheets 5

Keyboarding 40-59 WPM 5

60+ WPM 10

Human Resources Target group member 5

TOTAL 100

Notes

First of all, the company had decided Grade 12 or the equivalent was a must. They did decide what they
considered the equivalent: Grade 11 and vocational school or successful completion of a high school
equivalency. If the candidate didn’t meet these criteria, they weren’t accepted.

Since they had a number of Hispanic customers who couldn’t speak English, they felt they had to have a
bilingual person answering phones. This was another knockout factor.

They also felt it was important that they had a completed application, signed by the candidate, as a legal
document. (Resumes are not legal documents.) They wanted the application to be complete and legible as
they felt that said a great deal about how much effort the person was putting into applying for the position.
Of course, they wanted a resume as well. They awarded points on all three counts, for a total of 15 points.

While Grade 12 was a necessity, they felt there were opportunities attached to this position, so they would
like to see that the successful candidate had additional education or training. The marketing assistant was
leaving at the end of the year to go back to university, and if the candidate worked out well in this position
they could move on.

Therefore, post-secondary education such as community college was worth five points. If the education was
in a related field (administration for example) they would get another five points. If they applicant has a
degree they can get another 5 points, for a total of 15.

Since the most critical part of the job was answering phone lines, they were looking for somebody who had
experience with multiple phone lines and could hit the ground running. This was worth five points.

They were looking for somebody with experience since they didn’t think they had time to do a lot of training
on the basics. So, the candidate got five points for less than three years or 10 points for more than three
years.
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They were using Mac computers and peripherals and it had been their experience that PC-trained people
took a long while to adjust to a Mac environment. They were prepared to give 15 points to those who had
experience on Mac, and five points to those who were PC trained. Next, the ability to do reports and
spreadsheets were worth five points each for a total of 10 points.

Keyboarding skills were important too. They would test for accuracy, but they were looking for basic speed.
The candidate could get up to 10 points, depending on skill.

The company had also applied for funding for a target group that included minorities, women and those
with disabilities, but this was only given five points. They would hire a good candidate whether they met this
criterion or not.

Using the Screening Guide

When you use a screening guide, you can decide on a pass mark and then go through the resumes (or have
someone else go through them) to short list candidates. In the example above, you may decide that only
applicants with a score of 75 or higher will be shortlisted.

Probably the most important feature of a resume guide is that it is defensible. It must be a test that
everybody has to pass. When people call to see whether they were considered, or ask why they didn’t get an
interview, you have a defensible answer for them: they didn’t pass the initial screening test. Most people
understand tests, pass marks, and failing. You need to say no more.

Developing a Resume Screening Guide

Consider a position that you are about to fill or have filled, for which you have applications. Your
task is to develop a resume screening guide based on what you need or based on what you were
looking for.

Knockout Factors

Area Yes No

Rating Guide

Area Breakdown Possible
Points

Points
Awarded
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TOTAL

Preparing for the Interview

Preparation Checklist

Preparing for the Interview

Employment interviews are very much like appraisal interviews in that preparation is extremely important.
Some items of preparation:

o Before the interview, develop a question guide/interview guide. Everyone who is
conducting the interview should be familiar with the guide.

o Give yourself enough time between appointments.
o Have a room conducive to an informal interview.

REMEMBER: The interviewer is the company in the candidate’s mind.
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Before the Interview

o Go to get the person.
o Shake hands.
o Show them where to put their coat.
o Tell them which chair is theirs.

The Interview Format

Establish rapport.
This is the warm and fuzzy part, but be careful what you say. Give a little bit of information about the
company and a little bit about the position.

Discussion about the job.
Include technical aspects, performance aspects, and fit.

Close out the interview.
Include the following points:

o More about job and company.
o What happens next?
o Permission to check references.
o Conclude and stop talking. (Otherwise it’s as if the interview continues.)

Interview Exercise

Use the space below to record your interview notes.
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Conducting the Interview

History of the Interviewing Process

The interview process is not new, and it continues to evolve. In 1919, Alfred Binet, a noted psychologist and
the father of intelligence testing, first tried some experimental interviews. He had three schoolteachers
assess the same five children to ascertain their intelligence. When Binet asked the teachers whether they
were confident of their assessments, they responded that they were. There was only one problem: they
disagreed widely about the students’ intelligence levels. Binet then abandoned the interview in favor of
more rigorous testing.

During World War II, large-scale decisions had to be made about putting soldiers to work. The time honored
military tradition of saying, “You, go there” didn’t work any longer. However, when the same applicants
were interviewed by several classification officers, they couldn’t agree on where to rank the applicant. In
one case, an applicant was ranked first by one officer and fifty-seventh by another. When several
interviewers can’t agree on ranking, we can reliably say that there are issues with the ranking system, and
with the people conducting the ranking.

The stress interview got the spotlight because of an American flying ace, Captain Eddie Rickenbacker, who
had a number of interesting little tests for applicants. He would have the interviewee’s chair nailed to the
floor, and then watch the applicant try to obey his command to move the chair a little closer. He also would
direct them to a closed door when the interview was over. The door opened into a closet and he would
evaluate their reaction. Stress interviews today include things like having a meal together and the
interviewer waits until the candidate has a mouthful of food before asking a question, an interviewer who
offers an oversized stuffed chair, or a chair that is suited for a child.

Of course we know today that stress interviews really only tell us how a candidate would react under a
certain kind of stress, not how proficient they are in their day-to-day work performance.

As early as 1942, intelligence testers were advocating using a structured set of interview questions so that
each candidate could be given equal consideration. However, the traditional fly-by-the-seat-of-your-pants
type of interview kept coming to the fore, even though it had an accuracy rating of anywhere from 14% to
about 50% .
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Over the years, structured interviews have been gaining more and more favor with organizations. Structure
improves accuracy and validity and makes the selection process more defensible. It is important to note that
today’s research indicates that structured interviews based on job requirements (which combine
competency based questions, behavioral type questions, and critical incidents) give organizations an
accuracy rating that is far, far higher than ever before.

An Objective Interview

The Five Criteria

There are five criteria for today's objective interviews.
o Structured interviews
o Based on job requirements
o Ask the same questions (stems) to each candidate
o Combine competency-based questions, behavioral-type questions, and critical incidents
o Take notes

We know that the structured interview, where every candidate has the opportunity to answer the same
questions, is more objective and defensible.

We recognize the validity of behavior-based questions because the best predictor of future performance is
past performance.

Well-prepared critical incidents (stories of real events that ask for specific behaviors) identify performance
behaviors and have about an 85% accuracy rating.

However, interviewing is not a science. Our job is to eliminate as many opportunities for error as possible.
Know what the job entails, follow these recommendations for interviewing, and combine the interview with
other testing for the best shot at getting a good candidate.

The Right Stuff

The truth is that the vast majority of hiring managers don’t know what it takes to hire the right candidate.
They have very little knowledge of proper hiring techniques. This lack of knowledge isn’t beneficial to the
manager and it isn’t beneficial to the candidate. A hiring manager may decide someone isn’t the right
person for the job simply because that manager didn’t ask the right questions, asked ambiguous questions,
or asked all the wrong questions.

Many perfect candidates for jobs walk out the door, never to return, for no other reason than a recruiter’s
ineptness or inexperience.

The three biggest problems are:
o The recruiter doesn’t know the applicant’s qualifications or specifics of the job.
o The recruiter makes a poor impression that gets transferred to the company.
o The recruiter has no plan in place for a structured interview.
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The Human Factor

There are a few other factors we should be aware of as well (human factors that we all can fall victim to, but
which we can usually control if we are aware of them). We are talking about these now because while they
are most prevalent in the interview itself, these tendencies rear their head long before the interview. We
can even see them as we rate resumes.

Leniency/Stringency
This is a tendency to rate candidates too harshly (so that none of them will ever be able to meet your
demanding criteria) or being too easy on them (so that all of them pass with flying colors). Think of how you
rate employees who belong to a poorly performing team: do they all rate poorly by association? Also,
sometimes we compare employees to ourselves.

Halo/Horn Effect
This tendency has been researched extensively. This is a tendency to rate someone high on all factors (the
halo) or low (the horns) because of a global impression you are hanging onto. Likewise, compatibility is the
tendency to rate people who are like us higher than their performance indicates. We also tend to rate
people who do well in conversation, who are attractive, or well educated, or attended the same school we
did, as higher than their performance justifies. Sometimes we also do this when we give a lot of weight to
someone’s credentials, even though they may not have done anything for us yet.

Error of Central Tendency
This is our tendency to give average marks to most candidates. Have you ever watched figure skating, dance,
or vocal competitions? You have seen many of the judges cluster their marks toward the center or average.
(Of course, you have also seen all the other tendencies as well from these judges.)

Types of Techniques

For employers, interviewing techniques run the gamut from being an art to being a science. Upon review of
HR journals and research, we can find references to a variety of techniques meant to test the mettle of
candidates and interviewers, including stress interviews, situational interviews, and behavioral interviews.

Whichever techniques you choose, you need to keep in mind that they have all been developed to help you
decide who the best candidate is for the opening you have. You’ll need to consider the type of job, which
questions will be most useful for you, and which ones help you get the most information you can in the time
available.

The scientific part of interviewing requires that you gather a profile on each candidate you want to
interview, and that this information includes details that can readily be compared across candidates.
Sometimes it may seem that quantification is more important than qualifications in the hiring process. This
is partly based on the economics of the hiring process, because advertising, screening, interviewing, and
testing costs add up quickly. In addition, lawsuits against employers for wrongful dismissal and other
employment related causes have increased dramatically. Making the best decision you can at the time of
hiring can save you lots of grief in the future.
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In traditional interviews, we ask questions like:
o Where do you want to be in five years?
o What kind of supervisor do you like?
o What are your strengths? Weaknesses?

These aren't wrong or bad questions, but the answers just aren't as valuable as other information we could
collect if we asked slightly different questions.

Basics of Behavioral Interviewing

Behavioral interviewing was researched and developed in the 1980’s by Tom Janz, Lowell Hellervik, and
David Gilmore. (Their seminal work, Behavior Description Interviewing, was published in 1986.) The
approach uses behavioral questions as a way to understand how a candidate will actually perform on the
job, working with the principle that the best indication of future behavior is past behavior.

Behavioral interviewing is based on this model:

To facilitate a behavioral interview, the interviewer must have a thorough understanding of the skills
needed for successful job performance in a particular job. Those competencies are then broken down into
the knowledge, skills, and abilities which must be assessed during the interview process. While this type of
question development and the interview itself will take longer than a traditional interview, the depth of
answers gives a much better prediction of how the candidate has reacted to certain situations. While people
certainly learn from their mistakes and success, and make adjustments to their behavior accordingly, this
type of question does tell us what they will likely do in similar circumstances.

One of the reasons that interviewers like behavioral questions is that the candidate must give thought to the
answers, and draw their responses from actual examples. This leads us to think that behavioral interviews
are probably more honest than traditional interviews, and that candidates are not able to rehearse their
answers. However, there is so much material available for candidates today that it is very reasonable to
expect that they have given some time and attention to preparing answers for behavioral questions. Many
career counselors encourage candidates to approach an interview like any other meeting, and to bring a
copy of their resume and notes that they can refer to during the interview, too.
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Purpose of Behavioral Interviewing

About Behavioral Interviewing

The behavioral interviewing tools will ensure that the selection process is:
o Objective
o Consistent and transparent
o Based on the competencies and proficiency level of the job
o A good predictor of performance

When asking questions about past behaviors, we also get to know a candidate’s personal preferences,
attitudes, and behaviors. This helps us make decisions about job suitability, since people may have the skills
and knowledge to do a job, but not have the inclination to do it.

According to the research done by Tom Janz, Lowell Hellervik, and David Gilmore as they developed the
method in the 1980’s, behavioral interviewing has a rating of about 55-65% accuracy (in that it is predictive
of future job performance), whereas traditional questions are only about 10% effective. These figures have
also been supported in many subsequent studies.

We know that some people will lie (or at least exaggerate) in an interview, and behavioral interviewing
reduces their ability to use lies in their answers. Although not entirely perfect, behavioral interviewing uses
specific past behaviors to predict future behaviors, instead of relying on what a candidate says they will do
in a certain situation, or has written on their resume. This interview style helps you to identify strengths and
weaknesses by looking for patterns in behavior. The Behavioral Based Interview (BBI) or Behavioral
Description Interview (BDI) process also indirectly communicates some of the job expectations and
minimizes first day surprises.

Sample Questions

Some examples of behavior-type questions include:
o Tell me about a situation where you had to solve a specific type of problem.
o Tell me about a time where you had to make a difficult ethical decision.
o Can you recall an instance where you had to be the leader of a team?
o Can you describe one decision that you regret? What did you learn from the

experience?

Two other types of questions will help you here. Achievement oriented questions ask your candidates to
quantify what they have done in the past. Holistic questions reach beyond performance to values.
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Supporting Tools

Of course, there are other factors that you may need to evaluate. How would you find out if a person can do
the job or has the competence (skills, abilities, and knowledge) to do the job?

o Look at qualifications
o Consider testing
o Bring in work samples
o Perform reference checks

Don't believe that 20 years of experience will necessarily give you a competent person. They could have
doing the same thing poorly for 20 years! Experience doesn't equal excellence.

Asking Questions

First of all, let’s just review the two types of interview questions, because one important component of the
BDI is asking the right questions.

Types of Questions

There are two kinds of questions: open and closed.

Closed questions close down an interview. Open questions give us more information, solicit opinions, and
generally open the conversation up to further discussion. For most of our interview with candidates, we will
want to focus on open questions.

Even if you ask open questions, there is no guarantee you will get all the information you need. Sometimes
you have to probe for even more information.

Probing Techniques

Ask an open question.
Some good questions include:

o “Can you describe that more clearly?”
o “Would you give me a specific example of what you mean?”
o “What do you think we should do?”

You’ll soon recognize that if you ask too many of these questions, your conversation partner will feel like
they are under interrogation, so use them carefully.

Pause.
Many of us feel uncomfortable when silence overtakes a conversation, and we will fill the silence by
expanding on what was said previously.
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Use reflective or mirroring questions.
For example, if the candidate says “I’m looking for work that is more challenging,” you may respond by just
reflecting back to them, “Challenging?” Then pause. Usually, the other person will provide you with an
expanded answer without you asking more questions. These kinds of statements also serve to focus or
clarify and summarize without interrupting the flow of the conversation. They demonstrate your intent to
understand the speaker’s thoughts and feelings.

Paraphrase.
Reflect what has just been said in your own words: “So if I understand you correctly, you…” This technique
shows that you want to understand your conversation partner and that you want to be accurate. It also
allows the sender to hear back what they have said from someone else’s point of view.

Use summary questions.
Summary questions are a helpful way of probing and winding up the conversation at the same time. “You
have spoken to your colleague about his foul language in the office, you have tried to ignore it, and you
remain concerned about the impact his swearing has on our visitors and staff. None of these techniques
have worked to reduce the amount of swearing and now you are asking me to intervene. Have I got it
right?”

Here is another example: when we asked a candidate what her favorite part of her current job is, she said,
“Teamwork.”

Rather than come back with yet another question, you might just say “Teamwork…” in a reflective tone of
voice, and pause again. Usually, the other person will recognize that reflection as a clue to expand or
provide you with additional information.

Summary statements or paraphrases sum up what has been said, and will show that you have listened and
absorbed what’s being said. Don’t use them to take over the dialogue.

The summary is the stronger cue that the conversation is winding down on that topic. However, if necessary
or appropriate, you can follow this up with a fact-finding question (usually a closed question), such as, “Did
you want to say more about the issue?”, or, “Do you have any other comments?”

Provocative Statements

Sample Statements
o I really hate my job.
o I think this city is too hot.
o I really dislike cooking.
o You’re not very good at your job.
o I don’t like the way you speak to me.
o I think the report you wrote is terrible.
o Your new hair cut isn’t flattering.
o I wish I didn’t have to go to that meeting tomorrow.
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Your Statement

Probes

Sample Behavioral Description Interview Questions

Structuring Your Questions

When we begin asking behavioral description questions, these are open questions, but there is a certain
pattern to them.

The stem, or main, question seeks information on past situations, the action the candidate took in that
situation, and what the outcome was. Additional probing statements give you more information about that
situation, reaction, and outcome.

Let’s look at some sample behavioral description interview questions.

Attitude and Belief Questions

Do you consider yourself an enthusiastic person?
o Tell me about a situation recently where you were really excited and enthusiastic.
o What were the circumstances?
o What was it that captured your enthusiasm?
o What impact did your enthusiasm have on results? How long did your enthusiasm last?

Tell me about a situation where you felt it was important for you to take a stand that was openly
critical of a boss or co-worker.

o What was the situation?
o Why was it so important you say something?
o What reaction did you get?
o What impact did this have on you?
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Self-Motivation Questions

Give me an example of an experience where you felt especially motivated.
o What was the situation?
o What did you find so compelling?
o How long did your motivation last?
o Have you had this experience at other times?

Tell me about a project where you had to work to your limit to get the job done.
o What was the situation?
o How long did it last?
o In what way were you stretched?
o When did this happen?

Stability and Persistence Questions

Describe a recent goal or project at work where you experienced tremendous adversity, or where
the results were elusive.

o What was your goal?
o What roadblocks did you encounter?
o How did you respond?
o What was the outcome?

Maturity and Judgment Questions

Describe a difficult decision you have made on a previous job that required you to exercise
judgment or discretion.

o What was the situation?
o In what way did it require judgment or discretion?
o How did you go about making your decision?
o What did you ultimately decide?
o What did you learn from this experience?
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Developing Behavioral Description Interview Questions

Competency: _____________________________________

Stem Probes
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The Critical Incident Technique

Sometimes when we are thinking of fit, the best way we can give someone a glimpse of our company is
through a critical incident (also called a situational interview question). This is a bit more complex than the
traditional “What if” questions we have all asked candidates at one time or another.

Critical incidents are stories of real events that describe effective or ineffective job behavior. They are
valuable for several reasons.

First of all, they are data, not opinions. The data provided in a carefully gathered critical incident depends
only on the memory and the observation skills of the person describing the incident.

Second, they can be gathered from a number of sources (including supervisors, team colleagues, and
customers) to provide a different perspective of the position or of effective performance.

Third, critical incidents lead directly to behavior description questions for applicants with related job
experience. For applicants without job related experience, these critical incidents provide the material to
create other situations similar to those describe in a job-related incident, but they are more likely to draw
on general situations candidates have experienced.

Situational or critical incident interview questions can also help communicate job expectations. They also
rely on goal-setting theory. (In simple terms, goal-setting theory suggests that a person’s future behaviors
are strongly influenced by his or her behavioral intentions or goals.)

Using this assumption, the purpose of the situational interview questions is to identify job candidates’ work-
related behavioral intentions by presenting them with a series of incidents which might occur on the job,
and for each one asking, “What would you do in this situation?”

Situational questions are best when they reflect real events that occur in the organization. The more closely
they reflect what actually takes place, the more able the candidate is able to consider answers that actually
predict future job performance.

Good critical incidents describe the situation as exactly and objectively as possible. They are not evaluative.
They should not reveal the names of the people involved.
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Sample Critical Incident Questions

Here is an example of an effective critical incident for selecting a bookkeeper in a busy manufacturing
company: “You are trying to do a cost analysis from all the various sections of the plant. People are very
busy and don’t see the importance of this information, so they aren’t cooperating. What would you do?”

Other examples:
o One of your employees has misunderstood your instructions and incorrectly completed

a task which you assigned to him. This has caused a severe problem in your work group.
What would you do?

o You are currently supervising a group of five employees whose productivity is being
affected by low morale and a negative attitude of two employees. One of these two
employees is leaving your team in a few months. What will you do to improve the
productivity of your team?

Creating a Critical Incident

Write a critical incident or situational question based on incidents that could happen in your
organization.

After the Interview

Post-Interview Checklist

After the interview, you should:
o Rate the candidate
o Gather the list of references
o Develop a reference check guide
o Check references
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Rating Techniques

Most of these steps are pretty self-explanatory, but let’s take a closer look at rating candidates.

Use a matrix.
It’s important to be as objective as possible when rating candidates. A simple matrix, listing candidates and
skills, can help.

Grade 12 Computer Skills Service Experience

Joe Y Y N

Sue Y Y N

Bob Y N Y

Rate candidates against the standard, not each other.
It’s important not to compare candidates against each other and that the process is as objective as possible.

Rate individually but arrive at consensus.
Wait until after all the interviews to discuss your conclusions with the other interviewers. Of course, it’s okay
to change your rating if you sincerely change your mind, but the point of having several interviewers is to
ensure a fair, unbiased process.

Further Reading:

 Arthur, Diane. Recruiting, Interviewing, Selecting, and Orienting New Employees (5th
Edition). AMACOM, 2012.

 Barbazette, Jean. Successful New Employee Orientation (3rd Edition). Pfeiffer, 2006.
 Brockbank, Wayne, David Ulrich, Michael Ulrich, and Jon Younger. HR from the Outside

In: Six Competencies for the Future of Human Resources. McGraw-Hill, 2012.


