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Chapter 1: The Case for a Strategic Interviewing Approach

Y ou know the value of good employees. They make a difference through their job
performance. They stand out from others in comparable jobs and produce the desired
results. If you are like most employers, your selection process for new employees relies
on the employment interview. This book explains how to make the best use of
interviewing not only to select and retain employees who possess the right combination
of skills, knowledge, attitudes, and values to contribute to your organization's success but
also to reap additional organizational and departmental benefits.

The book describes what we call the Strategic Interviewing Approach. A<cressall
organizational levels, this approach applies to jobs with performance st idards that allow
differentiation between effective and ineffective employees. The approach is not aimed

at selecting employees for low-skill jobs, about whom an interview process may add
little information by which to differentiate among applicants-Raher, it isaimed at hiring
employees for positions in which performance makes a subs:antial differenceand in
which a good employee stands out. The interviewing tectniquesin this book will help
you identify candidates who can meet and exceed pert arinance standards. The techniques
will also improve your ability to manage perforraar.c once people are hired.

Almost certainly in your company, it is you: tiring managers who must make the final
selection decision about new employeesta hire for their departments. These managers
need a strategy for removing subjectiaty irom their decisions so that they can
objectively select more qualified canuidates. The Strategic Interviewing Approach will
help managers hire candidates yith better qualifications and manage their performance
better. In turn, the newly hired esployees will be more likely to stay in the organization.
In addition, human resource iofessionals and recruiters who use interviewing to identify
candidates for hiring managers will find that the Strategic Interviewing Approach saves
them time, money, and effort by providing a system for targeting qualified candidates.

Thisfirst chapter will explain why talented employees are so rare and why typical
interviewing often fails to identify candidates who match the job requirements. The
chapter will also introduce the Strategic Interviewing Approach.

The Current Crisisin Hiring

With arapidly expanding economy and unemployment at its lowest levelsin thirty years,
employers today face a major challenge finding and retaining employees who will be
effective within their organizations. In a speech to bankersin 1999, Federal Reserve
Chairman Alan Greenspan acknowledged that the U.S. economy is "steadily depleting
the pool of available workers."1 Employers of al kinds are finding it harder and harder
to keep an adequate number of employees, |et alone talented ones. Fast food restaurants
and retail stores are continually looking for entry-level employees. Companiesthat hire
highly trained researchers and technicians face fierce competition for talented people.
Executive and management recruiters do a booming business shifting the limited pool of



qualified talent from one organization to another. Internal recruiters complain that they
are overwhelmed with positions to fill for managers who appear to believe that there are
numerous candidates from whom to select. Organizations discover that unless they can
hire and retain effective employees, they are at a competitive disadvantage.

The U.S. Department of Labor estimates that it costs one-third of a new hire's annual
salary to replace an employee. The tangible costs of turnover are the costs of recruiting,
selection, and training. The intangible costs are lower productivity, increased workloads
on remaining employees, lower morale, and adverse publicity. With national
unemployment rates just over 4 percent, organizations with high turnover because of
poor hiring decisions find they cannot compete effectively for skilled employees. For
many industriesincluding fast food, retail, convenience stores, trucking, and health care,
annual turnover rates are more than 75 percent.

Why Good Candidates Are Rarer Than Ever

The changing blend of skills needed in the workplace contributes to the challenge of
finding and keeping good employees. Increasing technology requirements for most jobs
are barriers for new high school graduates who have not devel oped strong technical
skills. They are also barriers for employees who have spent many years.ii.|ow-tech jobs-
their skills have simply not kept up with the needs of the workplace. A continued lack of
qualified technical and professional workersis predicted for the twenty-first century.

In the past, many organizations and employees had a"won:ti-ii-iomb" mentality.
Employees hired in their youth expected the organization wo uemonstrate its loyalty by
guaranteeing them a comfortable retirement after aloriy -nd successful career. Today,
this mentality is rare. Organizations show less and |2s ioyalty to employees, downsizing
and restructuring to cut labor costs. Employees st v less and less loyalty to their
employers, moving more often from job to job. =ven when you manage to hire good
employees, you have no guarantee that thev will stay.

New and Greater Demands on Selectioi: Interviewing

Despite barriers to staffing an orcanization effectively, qualified candidates are available.
The challenge for emploversisto identify, hire, and retain them. These complicated tasks
require the hiring organizaiion to perform awide range of actions, such as finding
sources of good candidates, offering the right types of incentives, and providing an
attractive work environment. Flexibility is key. No one set of methodsisright for all
situations, and what seems to be the best way today may not be the best way tomorrow.
In addition, an effective source for one type of job may not be a good source for another.
For example, Web-based job ads may be necessary to help an employer locate
technically trained applicants, while traditional advertisementsin newspapers typically
generate candidates for low-skill jobs.

One common characteristic of highly skilled applicantsistheir desire to find ajob that
encourages them to demonstrate their capabilities and be successful. An organization can
entice highly qualified candidates by the ways in which it defines success and measures
it. Think about yourself. Would you want to join an organization (regardless of the
rewards or work environment) if you couldn't use your skills and had no chance to
succeed?

In essence, effective recruiting and retention send a message to applicants that your
organization knows what kind of employees it wants and how to recruit, hire, and retain
them. Additionally, organizations that clearly define what they want from applicants and



know how to measure it accurately should have a better pool of interested applicants.
Why Interviewing Often Fails

It's useful to look at some of the reasons why selection interviewing often fails to meet
the needs of an organization and the people being interviewed.

Illusions of Easiness

Interviewing is a hard task that many people think is easy. Why do people sometimes
think that they are better interviewers than they really are? Perhaps one of the biggest
reasonsis that people don't really understand the purpose of an interview. Over the years
in consulting with organizations, we have talked to many people who conduct interviews
for aliving. When we asked these human resource professionals how they got into their
profession, they often say something like, "My bosstold me that | was good at talking to
people, and an interview isjust a conversation." In truth, an interview is much more than
a conversation, and good conversationalists aren't necessarily good interviewers.

Some managers admit that they like to play the role of psychologist. Withaut any of the
required training and experience, they believe they can read behind intaviewees
responses and know what they are really saying. By examining body Ianguage,
particularly eye contact and tone of voice, managers believe thev-cantell who istelling
the truth and who istelling alie. Research evidence suggests, '1G wvaver, that this kind of
judgment is more difficult than many managers think. For e-ample, even when told that
candidates may be lying, managers do not improve their ability to detect deception.2

Likewise, by playing psychologist, managers belizvatney can assess whether the
applicant's personality will fit the organization's c.iiure. Although research indicates that
managers can identify differencesin personaity vetween applicants,3 they appear to be
unable to match the optimal personality tytathat will produce desired organizational
outcomes.4 In other words, managers riay notice personality differencesin candidates,
but they typically don't know how ic-metch the right personality for a particular job.

Another reason people think inierviewing is easy isthat they do not distinguish between
forming personal judgmenic and actually assessing a candidate's competencies. Think
about your own experiences. When you meet new people, do you form an opinion of
them relatively quickly? If so, you are like most interviewers. The fallacy in this thinking
isthat forming an initial impression, as people do every day in avariety of
circumstances, is not the same as predicting performance on the job.

People form impressions of each other, typically from what they observe about other
peopl€e's speech, dress, or mannerisms. Their impressions are not necessarily right or
wrong-they are simply impressions. The purpose of an interview, however, isto gather
objective information that goes beyond first impressions. An interview is atest of the
interviewer's ability to predict the candidate's performance on the job. The interviewer
passes the test by hiring someone who does an excellent job, and fails the test by hiring a
poor performer.

To understand the difference between forming impressions and interviewing, think of a
good friend of yours whom you have seen in various situations and talked to on a variety
of subjects, and who has even shared secrets with you. Has that friend ever done
something that you never would have predicted? If so, perhaps you can see why
interviewing is so difficult. If you can't always predict a close friend's behavior, how can



you talk to someone new for perhaps half an hour and be able to predict their
performance in a complex, perhaps stressful job?

Many hiring managers think that they are good interviewers because they equate
interviewing with the ability to judge character. Peoplein general tend to believe that
they have naturally selected good friends, significant others, or spouses. Y et the standard
they use for these selections-do | like this person?-does not apply to selecting employees.
Interviewers should be selecting employees based on ability to do the job in question, not
on personal preferences.

Most people who play golf on weekends recognize that they are not Tiger Woods. Most
people who grill hot dogs occasionally recognize that they are not Julia Child. The duffer
versus the pro golfer, the barbecue cook versus the gourmet chef: each member of each
pair goes through the same steps, but has vastly different standards and desires vastly
different outcomes. Likewise, an interviewer selecting an employee should have
completely different standards and a completely different outcome in mind than when
selecting afriend.

Shortcomings of Typical Selection Interviews

A typical interviewing process involves several people interviewing-acendidate in
separate, back-to-back interviews. Test your knowledge about emnlcyment interviewing
by marking the statementsin Assessment 1.1 as facts or fallaciea

Assessment 1.1. Interviewing Facts and Fallacies

1 The typical employment interview procesc provides a consistent (reliable)
assessment of a candidate's ability to do the jok:

Fact Fallacy

2. During the typical interview, the interviewer tends to do the majority of the
talking.

Fact Fallacy

3. During the typical interview, the interviewer tends to weigh negative

information more heavily than positive information.
Fact Fallacy

4, During the typical interview, the interviewer's decision is made relatively early
in the interview.

Fact Fallacy

5. The typical employment interview process provides an accurate (valid)
prediction of a candidate's ability to do the jab.

Fact Fallacy

Statement 1 isafallacy. Interviewers who conduct one-on-one, back-to-back interviews



will typically disagree in their assessments of the candidate. They often use different
guestions to gather information and different standards to assess the candidate, and so
make different judgments. Reliable assessments are impossible with such inconsistency.
Yet in arecent survey, most interviewers disagreed with the proposition that interviewers
should ask the same questions across all applicants and should stick to specific job
qualifications.5

Statements 2, 3, and 4 are facts. The typical interviewer does most of the talking.6
Because interviewers often confuse an interview with a conversation, the interviewer will
spend most of the time talking about the job rather than assessing the candidate's fit for
thejob. The typical interviewer also tends to weigh negative information more heavily
than positive information. Many interviewers search for areason to reject the candidate.7
They often make the hiring decision early in the interview process and look for evidence
to support their decision.8

Statements 2, 3, and 4 represent three common interviewing errors. Recognizing these
and similar problemsis a good place to start improving the process.

Statement 5 is afallacy. But why would intelligent businesspeopl e use a technique that
does not produce good results? The most likely reason is that interviews cre easy to
conduct. Because nearly anyone can ask questions and make a judgment, managers
believe they are using an effective selection technique. Evidence exists that interviews
have the potential to be effective.9 However, Robert Guion, ons of the most respected
researchersin the field of employee selection, commenting .G developmentsin
interviewing approaches, noted: "These developments pro2aly influence researchers
without having much influence on the way most intervi<.vs were-or still are-conducted:
haphazard, idiosyncratic, and spur of the moment. My =unch is that interviews in general
are no better but that the literature available for revivwers to survey hasimproved. If so,
we probably know alot more about assessment hy interviewing, and how to make valid
interview-based decisions, than we have cointunicated to the world at large-where (1
suspect) poor interviews remain the rule:* 10

The truth is that unless you have caretully determined your performance expectations
and devel oped questions and standards to assess whether the candidate can meet the
expectations, you will not b2 ehi= to make an accurate selection decision. By following
the Strategic Interviewing A pproach presented in this book, however, you can improve
the reliability and accuracy of interviews and make better selections as a result.

Assessing Your Current Practice

Take amoment to assess your own interviewing approach. Have you used any of the
interview questions in Assessment 1.27

Assessment 1.2.

Assess Y our Own Approach to Interviewing

1 What isyour strength (or weakness)?
Never use this question.

Sometimes use this question.



Always use this question.
2. Where do you want to be five years from now?
Never use this question.
Sometimes use this question.
Always use this question.
3. Why should | hire you?
Never use this question.
Sometimes use this question.
Always use this question.
4. What is your ideal job?
Never use this question.
Sometimes use this question.
Always use this question.
5. If you had to pick one, what kind of a\\/¢getable, fruit, tree,
whatever) would you be and why?
Never use this question.
Sometimes use this question.
Always use this question.

All these questions are ineffective, but interviewers commonly use them to assess
candidates for jobs at various levelsin organizations.11 Many interviewers who attend
our interviewing seminars cite these as examples of the best questions they have ever
asked or been asked in an interview. Part of the reason for using these types of questions
and believing they are effective is sheer repetition and familiarity. Since an employer
may have asked you these questions, you might repeat them when you move to therole
of interviewer. Thisisavery common pattern-think of the old adage that says that you
can't go swimming until an hour after you eat. Though there is no scientific support for
the warning, people may still behave asiif it istrue because they've heard it so many
times.

Hiding Out Versus Getting Better

Historically, poor interviewers have been able to hide their flaws. In the 1960s and
1970s, jobs were simpler and did not change as rapidly. Also, skills were more uniform



in the workforce. People were more likely to be qualified for ajob because, unlike today,
highly job-specific job requirements were minimal. If you interviewed ten candidates for
ajob, most of them would be qualified. As aresult, poor interviewers had a much higher
chance of finding qualified candidates. They were more likely to make effective
decisions, even by an ineffective process.

Today, fewer workers can be classed as highly skilled for any given job. If you interview
ten candidates, few if any may meet al of the job's requirements. No longer is the poor
interviewer likely to make a good decision so easily. Meanwhile, the cost of failing to
find a good employeeis greater, since so many companies have downsized to reduce
personnel. If you hire an unqualified person, the burden of supporting that personis
shared by fewer people. In addition, there is the lost opportunity cost of failing to find the
talented employee who will give your organization a competitive edge.

A Strategic Approach to Interviewing

This book provides a strategic approach to interviewing based on a six-step process. The
Strategic Interviewing Approach focuses on behaviors rather than subjective
impressions. Also, it uses a variety of measurements to assess the match between a
candidate's competencies and the level of performance expected on the ion. Strategic
interviews link key performance expectations to questions, answers, £nG assessments.

For managers and interviewers who lack training, the Strategiciterviewing Approach
offers a systematic, research-based method for selecting eniileyees. For those who have
been trained in other interviewing methods, the approach vvil. provide the foundation for
new strategies for recruiting, selecting, and devel oping good employees. Exhibit 1.1
summarizes the approach.

Exhibit 1.1. The Strategic Interviewing Approacit

1. Develop redlistic goals and manage the interview process.

2. Clearly define the performeance expectations needed to perform the job
successfully.

3. Ask questionsthat predict the candidate's ability to meet performance standards.

4. Decide onthe answars you want before you ask the questions.

5. Conduct the interview in amanner that maximizes effective communication and
accurate measurement.

6. Usebehaviora decision making to predict the candidate's performance on the
job.

The next five chapters describe the steps of this approach in detail. Chapter Two deals
with Step 1 and describes strategies for developing realistic goals and managing the
interviewing process. It also demonstrates how interviewers often pack more into the
interview than the interview is capable of covering. The chapter will include questions to
help you assess if thisis a problem with your interviews.

Chapter Three addresses Step 2. It will help you describe the key aspects of the job that
the person you hire will do. Some people say that they don't hire a person for a particular
job, but for a career. But since a career is a series of jobs, thisis adistinction without a
difference. Y ou hire someone to do something. If you don't know what the something is

that the person is going to do, how can you determine whether they will be good at doing
it?



Chapter Three will also help you clearly define the performance expectations that a
candidate must meet in order to succeed. Knowing what someone needs to do is not the
same as knowing what it takes to do it. For example, many baseball fans know what a
good baseball manager needs to do (Step 2). The manager may need to shift fielders so
they are in the right position for the batter, take out pitchers who have lost their " stuff,"
or choose the right pinch hitter to match the pitcher. But what must a manager know in
order to do these things? These are part of the job's performance expectations and they
will vary depending on how you define success.

Chapter Four will focus on Step 3, and will help you devel op questions that predict the
candidate's ability to meet the performance expectations needed to perform the job
effectively. The connection between the question and the aspects of job performance it
predictsis akey theme of this book. In the Strategic Interviewing Approach, interviewers
need to know why they are asking a question in an interview, what it measures, and what
it will predict about the candidate's ability to do the job.

The chapter also addresses Step 4 of the process, and will help you develop the right
answers before you ask the questions. Interviewers sometimes say that the questions that
they ask do not have right or wrong answers, but are designed to get a"feel for the
candidate." Again, thisis adistinction without a difference, since a"right fe=l" probably
indicates that the person gave aright answer and the "wrong feel" proUet.ly indicates the
opposite. Interviewers have absolutely no choice about whether to cevaop correct
answers to the questions they ask. The only choice is when to deveiop these answers.
The chapter will demonstrate why interviewers who elect not.12 come up with the correct
answers until after they have asked their questions run a hior risk of letting the
candidates set the performance standards for the position

Thus Chapters Two though Four cover Steps 1 trivough 4 of the Strategic Interviewing
Approach, preparing for an effective interview. An interviewer who doesn't prepare with
these steps is unlikely to have a successful interview. Of course, even when the
interviewer prepares thoroughly, if the interview is not properly conducted, it is still
likely to fail. Chapter Five will address Siep 5 and will demonstrate how to conduct the
interview in away that maximizes efictive communication and accurate measurement.

Additionally, Chapter Five ta!s how to conduct team interviews and describes their
advantages and disadvantoges. The chapter gives particular attention to the benefits
versus the costs of team interviews. Managers will learn strategies for improving both the
process and the results of team interviews.

Chapter Six presents Step 6 and shows how to make a behavioral decision based on the
information gathered in the interview. It will describe judgment errors that many
interviewers make that can negate the benefits of an otherwise effective process. The
chapter will also present specific strategies for focusing the hiring decision on the match
between the applicant's past behaviors and the job's performance expectations.

Finally, Chapter Seven will answer some of the typical questions people have raised
about the challenges in implementing this interviewing process. It will also highlight the
signs of successthat let interviewers know if they are effectively implementing the
Strategic Interviewing Approach.

Is This Approach Worth Learning?

Y ou may be thinking at this point, "The six steps make sense, but | don't hire that many
peoplein ayear. Isall thisworth my effort to learn?' Y ou may not hire alarge number of



peoplein ayear, but if you are a hiring manager or aspire to be one, learning the
techniquesin this book will definitely be worth your time and effort. Even managers who
do not conduct selection interviews can benefit from the Strategic Interviewing
Approach.

Every manager frequently delegates work. Delegation is really a mini-selection process,
in which the manager determines the performance requirements for the assignment and
matches the right person to that assignment based on the match between the performance
requirements and the worker's competency. If you follow the process outlined in this
book, you will not only improve your interviewing, you will improve how you delegate
work assignments.

Using the techniques in this book can also improve the way managers train and coach
employees. Effective training begins with a needs assessment that identifies what you
expect employees to do once they are trained. Defining competencies for interviewing
and defining training needs will provide information for clear performance standards. In
turn, the performance standards can serve as guidelines for coaching employees for better
on-the-job performance.

Another positive outcome of following this processis that you will be atia 10 do a better
job of measuring employee performance. If you hire an applicant, you aie predicting that
the person will succeed on the job. But one of the problems in assescirig performanceis
that managers often do not clearly specify their performance stai.derds. The Strategic
Interviewing Approach helps the employer determine those siaaards. With clearly
defined standards, you will also improve how you conduct merformance appraisals, coach
employees, and provide feedback. As aresult, you wil!-tiust likely have awider pool of
interested applicants from which to select.

What Are the Benefits of the Strategic Interviewirig Approach Compared with Other
Interviewing Approaches?

Like most contemporary approachas 1 interviewing, the Strategic Interviewing
Approach is behaviorally based: it assumes that past behavior is the best predictor of
future behavior. However, it ofrers several advantages over other approaches:

It focuses on more than just developing questions and provides strategies to manage each
step of the process.

It recognizes that all the steps are interconnected.

Itisclosely related to other aspects of performance management such as performance
appraisal, training, coaching, and delegation. The Strategic Interviewing Approach
leverages the learning from the interviewing process to enhance these activities.

It makes strategic connections between the question, the aspect of the job performance
that the question is designed to predict, and the right answer. Many interviewers ask
behavioral questions without fully understanding the strategy behind the questions. The
Strategic Interviewing Approach helps the interviewer know what answer will predict the
applicant's job performance and what statement will indicate that the person can or
cannot do the job.

It provides a sound basis for making decisions based on behavior and predicts the



applicant's future performance based on the candidate's past behavior.

Multiple interviewers involved in a selection decision will have the same standards for
the job and so improve the reliability of the selection decision.

The Strategic Interviewing Approach has many other benefits for hiring managers and
human resource professionals. By using the strategies in this approach, you will reduce
the subjectivity of your hiring decisions and improve the accuracy of your selection
decisions. By making better selection decisions, you will be hiring employees who can
contribute more quickly to your organization. More important, you will be able to reduce
turnover costs that drain your profits.

Demonstrated Success of the Strategic Interviewing Approach

The strategies described in this book use the contemporary approaches to interviewing
that have been shown by both research and practice to apply across organizational levels
and positions, in different types of organizations, and even across national boundaries.12
Managers, human resource professionals, and executive recruitersin countries
throughout North and South America, Europe, and Asia have used the Strategic
Interviewing Approach to select employees from entry level to corporat president, and
for jobs ranging from information technol ogists to nurses, writers, and atists. Y ou may
need to consider minor variations based on the organizational level, vype of company, or
country, but the basic approach to Strategic Interviewing will vicvk'in any situation
where you need to hire and retain good employees. In the " Ferspectives' section at the
end of each chapter, you will find the views of professionais who have applied the
Strategic Interviewing Approach in their organizations. ' heir comments will illustrate
how this interviewing approach has worked for thern.

Chapter Summary

Attracting, selecting, and retaining ateiented workforce will continue to be one of
management's most pressing probleims in the years to come. Continuing low
unemployment rates along with the vvar for talent created by an expanding economy have
made it increasingly difficult to find effective employees. To address this problem, hiring
managers and human resor:ree professionals must have a strategy. While there are
various strategies that an irterviewer can use to conduct an effective interview, the
Strategic Interviewing Approach will provide a systematic, research-based approach for
selecting employees that meet the requirements of the job and the needs of the manager
and the organization.

In the following section, senior executives from three different organizations share their
perspectives on the benefits of the Strategic Interviewing Approach. A vice president of
human resources from alarge bank, a human resources manager from alarge accounting
firm and the chief of recruitment for the International Monetary Fund discuss why their
organi zations made the changes they did.

Perspectives on Strategic Interviewing
Susan Mason, Vice President of Human Resources,

Old Kent Financial Services



Why did your organization change its approach to interviewing? What was changed?

At Old Kent, we atered our interviewing approach because of the many benefits using
the techniques of the Strategic Interviewing Approach. For us, what's most important is
that we are selecting employees based on their ability to perform well on the job rather
than their ability to interview well. This leadsto better employment decisions, aswell as
to reduced turnover and recruiting costs. We have been successful using this approach in
conjunction with other interviewing techniques.

With Strategic Interviewing, we use a structured interviewer guide with targeted
guestions for each position. That gives a consistent interviewing experience for all of our
applicants. We also know that the consistency allows us to treat each applicant fairly. We
believe that consistency supports Old Kent's objectives toward our employment
decisions.

Targeted questions a so reduce our time commitment for interviewing. In the past, we
spent alot of time conducting interviews but we didn't always ask effective questions.
Today, we ask job-related questions and clearly we are able to make better employment
choices. When candidates are not selected, we can also provide coaching to help them
understand the skills they need to develop.

Hiring managers using this method are more analytical in their decisian-making process.
Rather than relying on their gut feelings, they have more solid.iniemation they can use
to make the decision. Instead of asking, "Do | like this cancioae?' managers ask
themselves, "Can this candidate do this job?"

Mike Johnson, Human Resources Manager, Plante > 1/oran
Why did your organization change its approach-te interviewing? What was changed?

In our accounting firm, our recruiting ¢oc! isto select the partners of the future. For a
number of reasons, that job is not.as exsy asit used to be. One reason is that we are
asking our partners to do more thian: ever before and therefore it takes a bit longer to
become partner. Since it takes 1orger to make partner, we have more invested in people
and there are greater costs i the organization if someone doesn't make it.

The other factor is the severely limited talent pool to pick from. Fewer and fewer people
are coming into the profession. This makes it much harder to find good people. We have
to select people who can develop to meet our challenges. Previoudly, when there were
greater numbers, this was much easier to do.

We feedl we take a much more strategic approach to interviewing that tiesin with our
performance management system and the competencies associated with performance
management. The same criteriathat our interviewers use to evaluate people on campus
are used to assess people in their day-to-day job performance. We think this has
reinforced the understanding and use of the competencies as a driver for selection.

We are aso not as likely to select what | would call the typical "Plante Moraners." We
are not selecting people "just like us." The new system allows us to select people we
wouldn't have selected in the past, but who are doing well with the firm. We are taking
strategic chances on people. We're basing our decisions on hard facts that are much more
critical to success. The ultimate measure of our success in this approach will be to what
extent the people that we've been hiring make partner. One intermediate measure is that



our turnover, in high turnover times, has been down for the first timein four years.
Susan J. Adams, Chief of Recruitment, International Monetary Fund
Why did your organization change its approach to interviewing? What was changed?

The IMF changed its approach to interviewing because we had too little consistency and
quality control across interviewersin different departments. We began to change our
approach by first getting the professional recruitersin the HR Department trained in the
new technique, and then we taught it gradually to our line managersin both the
headquarters and the field offices.

The biggest difference we have seen is that the comparison of candidates for a particular
position is much more systematic and obvious than in the past, where personal judgments
played far too great arole.

So far, the new process is meeting our expectations. It does take afair amount of time to
indoctrinate all of the possible interviewersin the organization into the new process. But
we know it isworking. In one recent case, we selected a candidate who aricwered the
"critical situations" questions better than someone who had aready actad 1n the job for
several months (and should have answered those questions better!). in the past, we would
have simply offered the job to the acting incumbent.

Applications

1 What's your current success rate in hiring e\ retaining the right people for your
organization?

2. How well trained in interviewing & the people who do selection interviewing
in your organization? Do you provide treiting in how to interview, for managers who
make the hiring decisions?

3. How does your curreriiinterviewing process match up with the Strategic
Interviewing Approach? Wi=ai si2ps are you taking? What steps are you missing?

0-7879-5394-6



