GUIDELINES FOR DEVELOPING AND CON​DUCTING STRUCTURED INTERVIEWS


What is a structured interview?

The interview has long been recognized as the main selection tool.  While the interview is important, keep it in perspective with other steps in the process.  A structured interview uses job-related questions or situations to assess an appli​cant's knowledge, skills, and behaviors (KSBs).  You present these items to all applicants in the same way.  You evaluate their answers against written criteria – the sug​gested responses and rating scale.

Developing interview questions

You need to base the questions on job-related informa​tion (job analysis).  Call on people familiar with the job.  And develop the questions in advance –even before seeing applicants’ names or their applications. 

1.
Base each question on specific job duties and KSBs in the Job Profile.  If the Job Profile isn’t up-to-date, now is the time to do it.  

2.
Draft the question or situation.  Keep in mind that questions asking about past experience result in more valuable responses than ques​tions seeking "textbook" or theoretical answers.

3.
Draft the suggested response you want to hear and the criteria to evaluate the response.
4.
Devise the rating scale.

5.
Assign an appropriate weight to each question according to the importance of the duty it assesses.

6.
Have others review and critique the questions and criteria; revise them if necessary.

7.
Final questions, suggested responses and rating scale.

What is behavior-based interviewing?

Behavior is the way a person acts in given situations that demonstrates personal and interpersonal competencies.  The person’s behaviors can be evidence of competencies critical to success on the job.  Behaviors are observable and measurable.  A mix of knowledge, skills, and behaviors (KSBs) leads to performing the job.  Behavior-based interviewing helps determine whether an applicant has the competencies that will enable him or her to effectively do the job.  

Behavior-based interviewing focuses the selection process on essential knowledge and behaviors.  A behavioral question asks for an applicant’s detailed description of a past job-related event that was important to him or her.  The focus on actual events differs from common interview questions that ask for ideal responses to hypothetical situations.
Behavioral interview questions should generate responses you can use to evaluate and rate behaviors.  You want applicants to give examples from their past when they used the behaviors. You can also get more information on behavior-based interviews and select behavior-based questions from the Competency Guide, Chapter 6 - Staffing.  
http://hr.mt.gov/HRServices/Guides/competencyguide.asp 
Scheduling and preparing interviews

You might have panel members hold a mock interview beforehand to become comfortable with the process.  They can check whether the questions get the suggested responses you want.  They can also see how much time the interview will likely take.
Schedule a comfortable and quiet room.  Make sure you choose a facility that’s accessible.  This includes parking, entrances, restrooms, and the room where the interviews will take place.  Arrange the room to accommodate any applicant with a disability.
If you can’t schedule an accessible room, inform each inter​viewee that your agency makes reasonable accom​modations for any known disabili​ty.  Tell applicants to let you know about any accom​modation they need; give them a timeline so you’ll have time to make other arrangements.

Schedule enough time between interviews so panel members can evaluate the applicant who just finished.  Make sure you have materials ready for panel members and appli​cants.
"Humanizing" the inter​view

When an applicant arrives for the interview, give him or her 20 to 30 minutes to read the questions and make notes.  You should arrange a quiet spot, such as a vacant office, where the applicant can do this alone.  Remember to collect all questions and notes from the applicant at the end of the interview.
Interviews have a serious purpose.  Still, your panel should create a friend​ly, comfortable atmosphere.  This can make a big difference in how an applicant performs in the interview – and how he or she perceives the job and your agency.  

· Smiles and friendly comments on non-comm​ittal topics help everyone to relax.

· Sit around a table as a way of giving equal status to all partici​pants.

· Use follow-up questions and other techniques to clarify an appli​cant's response.
· Plan your interview in a sequence that gives everyone a chance to “warm up” – describing the job and asking a couple general questions at the beginning can be helpful.
Welcome the applicant to the interview.  Introduce each interviewer by name and job title.  Explain your process and briefly describe the job and your agency.  Ask whether the applicant has questions before you get started.

Keep as much eye contact as pos​sible with the applicant and other panel mem​bers.  After the applicant re​sponds to a question, one panelist should summarize the response.  This gives the appli​cant the chance to add or amend infor​ma​tion; it’s also a chance to relax a bit.

All panelists should take part in asking ques​tions and summarizing the applicant's respons​es.  All panelists should take notes on the appli​cant's responses.  The notes will go in a selection file.

After getting through all the questions, let the applicant know what to expect.  Explain how the panel will proceed, when you expect to decide who gets the job, and how you will notify the applicant.  This is a good time to ask if the applicant has any questions.  

After the interview

Individual panel members should compare the applicant's responses to the sug​gest​ed responses or criteria.  Each panel member will score each item in the interview.  If you have enough time, the members can compare their scores, discuss the results, and reach a consen​sus on the applicant. 

This is a process of evaluating one applicant in relationship to your criteria.  Don’t compare applicants to each other until you have finished all the interviews.  
Important considerations

Interviews have potential for several problems:

· interviewers tend to pass judgment early in the interview

· interviewers bring in biases and stereotypes

· interviewers hold an image of an ideal applicant

· negative information or a single negative characteristic can influence interviewers

· a single positive characteristic can influence interviewers (halo effect)
You can reduce many of the disad​vantag​es by using a struc​tured interview.

While the interview is an important selection tool, keep it in perspective among other steps in the process:

· training and experience evalua​tions

· supplemental questions

· performance tests

· work samples 

· reference checks
PAGE  
1
J:\RecruitmentAndSelection\RSGuidelines\GuideInterview.doc
Rev 06-04-02


