


Last time we introduced the subject of structured interviews.  We discussed problems with the interview process.  We further reviewed the characteristics of the structured interview process.  Here we will deal with the actual steps in a structured interview process.  

The first step consists of conducting a job analysis.  In order to know what questions ultimately must be included in the interview you first have to obtain an accurate understanding of the actual content of the job.  This process is known as job analysis.

Job analysis consists of determining what the exact tasks are and KSAs required for the job.  KSA stands for knowledge, skill and abilities.  Once these are known then a linkage can be made from these to the questions in the interview.

Job analysis starts with the supervisors, referred to as subject matter experts.  My preferred method of obtaining the tasks and KSAs is task analysis.  This comprises getting the subject matter expert to identify all the tasks necessary in the job.   The next step is to determine what types of skills/knowledge/abilities are required to successfully perform each task.  From there we can develop valid, legal questions that match the tasks.  This will lead to only job-related questions being written for the actual interview.

That brings us to the second step: developing interview questions.  This requires writing behavioral questions strictly linked to the job tasks.  The behavioral questions need to ensure the applicant strictly is requested to respond to questions of their relationship to the specific tasks of the job.  The objective is to obtain only job-related data.

Having specific, job-related questions allows those who do the interviews to ask each applicant the same questions.   This permits objective comparison and evaluation, which is the last step toward making a more informed hiring decision among candidates.

The third step consists of training everyone who will participate in interviewing applicants.  This is a very important aspect but one that is rarely done by employers.   These people should receive instructions on the following.

· what job-relatedness is

· the need to stay on task with asking the identified and written questions

· how to ask questions

· how to ask other questions to pursue certain issues, but not violate the principle of job-relatedness

· how to take notes

· how to evaluate candidates once the interviewing finished

There are some do’s and don’ts for the interviewing process.  Consider these for some do’s: 

· Do take notes

· Do keep in mind the evaluation process at the end

· Do evaluate each candidate immediately following the interview

Important don’ts to remember:

· Don’t ask leading questions; ask clarifying questions instead

· Don’t make the common mistakes that so many interviewers make

One of these mistakes is the “halo effect.”  This occurs when a candidate does something that creates bias in the interviewer toward them.  This can occur when an applicant seems similar to the interviewer is some respect.  This then biases the interviewer in their favor and against other candidates.

Another mistake is to allow the “nice guy effect” to occur.  This happens when an applicant seems so nice that the interviewers are afraid to give them a low rating for their interview, even if the candidate is unqualified or not the most qualified for the position.  

The final step consists of actually conducting the interview.  Asking the same questions of each candidate is critical to comparing candidates.  There should be room for asking questions to follow up on certain issues/answers during the interview.  Each applicant must be given the equal opportunity to explain their job-related abilities and accomplishments.  The interview should be treated as a test for the applicant to take.  It should be done as objectively as possible.

One final word remains.  Most employers do not realize the legal implications of conducting interviews and the overall hiring process.  Major Title VII violations can occur during the hiring process.  The more subjective and un-job-related interviews and aspects of the hiring process are, the more possible are violations to occur.  Research has demonstrated that highly subjective and unstructured interviews are related to ineffectiveness of hiring decisions.  

Furthermore, at least one study documented that juries are affected positively by structured processes.  The study showed that the more job-related and structured an employer’s process is, the more frequently a verdict rendered a verdict in the expected direction.  The elements of importance to juries seem to be: job analysis, job-related questions and training for interviewers.
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Action Point: Give this material to the top leadership and officers.


Action Point: Make this mandatory reading for the Personnel Administrator and/or


  Business Administrator.


Action Point: Make this mandatory reading for oversight bodies such as boards or 


		  committees.


Action Point: Examine your hiring process and interview approach in light of this.





Please note: The Solution does not represent a legal opinion and in no way seeks to provide legal advice.  Its contents consist of information from a Human Resource Management Practitioner-Consultant view point. Should your organization need legal advice you are encouraged to discuss such issues with your labor-employment law attorney.


The information contained in The Solution primarily reflects national trends, federal compliance issues and State of Texas positions. You are encouraged to inquire as to whether or not your particular state has a position different from those expressed in The Solution.


Should others you know desire to receive a free copy of The Solution, simply have them send an email message requesting to receive the newsletter to dbaggett@wcc.net.




















