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Top 7 reasons why the wrong people get hired


Memo to Managers
Re: Hiring/Interviewing




		MM01

N
o one sets out to make a bad hire. But it happens, even to the best managers.
Here are the top reasons that employers make poor hiring decisions, according to Personnel Decisions International, a Minneapolis-based personnel consulting firm:
1. Hiring managers don’t take the time to do the job right. Making the extra effort to put together a systematic approach to staffing will prevent hasty decisions and costly bad hires.
2. You don’t know what you’re looking for. Because you don’t know, you probably aren’t going to find it. First, define the duties of the job and the qualifications needed to fill the position.
3. You’re looking for the wrong things. Make sure the characteristics you’re seeking are the ones that make the biggest difference. “Enjoys being with people” is not the same
as “provides exceptional customer service.” Make a list of the characteristics you’re look- ing for in each new hire.
4. The best candidate doesn’t know about the position. By not effectively marketing the job to the right candidates, you’ll find that the competition is acquiring the best people.


5. Hiring decisions are based on “gut feeling.” Handshakes, posture and grooming are important, but not reliable predictors of success. Look for fact-based indicators of an applicant’s past success. Also, hiring managers who are trained in performing job interviews are more likely to choose the best candidates than those who are not.
6. The wrong candidate didn’t get enough information to say “no.” Some candidates are a bad match. Better they decide they don’t want the job after the first interview than after the second week or month on the job. That’s why it’s important to provide a full view of the company and the position, even the more mundane parts of a job.
7. You mistake credentials for accom- plishment. Don’t be dazzled by diplomas, certifications and other credentials. Those are pieces to the puzzle, but you need to discover how the person can perform the job itself. That’s why rigorous evaluation of candidates’ skills and abilities can prevent you from hiring a poor performer.




How to write effective, legal job descriptions
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W
hen writing a job announcement for an opening in your organization, make sure your listing is based on an accurate job description.
Job descriptions are the cornerstone of communication bet ween you and your staff. After all, it’s hard for super visors to measure job effectiveness during performance reviews unless you and the employee are working from the same framework.
Also, carefully drafted job descriptions can be useful tools in court. For example, if an employee files an ADA lawsuit, courts will review what the organization has identified
as the job’s “essential functions” to see if the charges have merit. Without a written job description, the court may decide for itself which functions are essential.

Key ingredients
Job descriptions can be as brief as one para- graph or several pages long. At a minimum, a job description should include these elements:
Title of position. Titles may seem unim- portant, but they carry a great deal of weight in the workplace and in court. Each position’s title should match the level of authority and responsibility. Cross-check it against other titles in the organization.
For example, your “administrative assis- tant” should be doing most of the same tasks as others with that title. Don’t upgrade employees by giving them inflated titles; you’ll only regret it later when they ask for more money or refuse to perform tasks they consider beneath them.
Inappropriate titles also factor into dis- crimination charges. For example, if your “director of distribution” is really a shipping clerk, be prepared to explain why you don’t pay that person the same as other “directors.”

Department/supervisor. Many job descriptions include the tit le of the employ- ee’s direct super visor, the department name and other identifying details that separate
this posit ion from others. Make sure job descript ions refer to other job titles, not names. For example, instead of saying the posit ion reports directly to John Smit h, say it reports to the senior vice president of sales.
Essential functions/qualifications. The key part of job descriptions is an item-by-item list of the job’s duties and responsibilities.
It’s important to identify which are the “essential” job functions critical to the job’s successful performance. One key legal reason: Employees can file ADA lawsuits only if they can prove they’re legally disabled and can still perform the “essential functions” of the job. If those “essential” duties aren’t detailed in a job description, they’re left open to a court’s ran- dom interpretation.
To identify essential functions, look at
the purpose of the job, the frequency of each function and the consequences if that func- tion isn’t performed.
The job description should also include the nonessential and less frequent job duties and functions.
Four key categories to consider:
· Physical skills (e.g., standing, walking, lifting, bending)
· Learned skills (e.g., equipment proficiency, industry experience)
· Job duties (e.g., travel, hours, shifts)
· Behavioral skills (e.g., communication,
leadership, time management)
Results expected. Duties are just half the equation. What do other employees, departments and customers count on this

person to do? Include expectations relating to deadlines, customer ser vice and company success. Linking responsibilities to company goals helps the employee see how the position fits into the “big picture.”

Writing tips
Use specific and clear language. Instead
of a general term like “good communication skills,” say the person needs “the ability to communicate company policies to non- managerial groups in person and in writing.”
Instead of saying the position “requires heavy lifting,” say it requires the ability to lift 25 pounds repeatedly overhead 10 times per hour while stacking appliances.

Begin with action verbs in the present tense, such as “supervise,” “inspect,” “pro- duce,” “organize,” “motivate,” “educate,” “administer,” “compose,” “analyze” and “repair.”
Avoid gender-based language, such as
“salesman.”
Update the description as often as needed. Review job descriptions periodically to ensure they accurately reflect the employee’s respon- sibilities. Amend the document any time an employee’s duties change and review those amendments with the employee.
Bottom line: Never assume employees know what’s expected of them. Put it in writ- ing and make sure they understand.
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Job descriptions: A 10-point checklist



Inaccurate, outdated or incomplete job descriptions can lead to confusion about responsibilities and potential legal trouble. Here’s a 10-question audit of your department’s job descriptions:

1. Does a job description exist for every position you supervise?
2. Do you regularly review job descriptions and update them to reflect changes in employee responsibilities?
3. Do you provide employees with written copies of their job descriptions?
For each position, ask the following ques- tions about the job description:
4. Is the job title accurate?



5. Does the job title still reflect the position’s responsibilities?
6. Are job titles consistent throughout the organization?
7. Does the job description include appropriate qualifications for the position?
8. Does the job description accurately reflect the requirements of the job?
9. Are job functions and performance standards presented in clear, easily understood terms?
10. Are job descriptions free of references to age, race, gender, religion, disability or other “protected” characteristics?






Pre-interview phone calls: 6 do’s and don’ts
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Re: Hiring/Interviewing
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T
elephone interviews should be more than just perfunctory chats that break the ice before the face-to-face interview. Done right, they can help supervisors save hiring time, screen out bad fits and provide valuable insights into candidates’ skills and values.
Here are six tips for your pre-interview calls:
1. Don’t wing it. Before the interview, read the applicant’s résumé thoroughly and prepare a list of questions.
2. Don’t use a speakerphone unless sev- eral people conduct the phone interview. It’s impolite and can turn off a candidate.
3. Don’t throw softballs. Ask the same types of specific and challenging questions you’d ask in person. Examples: “On your last job, how many times did you exceed your sales quota and by how much?” “Tell me about your familiarity with different types of software.”

That sets the tone for the face-to-face inter- view … if the person advances.
4. Do make notes about tone, not just words. Note whether the person sounds articulate, nervous, confident, authorita- tive or intelligent. Listen to the pitch, qual-
ity and speech tempo to pick up clues about the candidate’s attitude, energy level and enthusiasm.
5. Do listen for clichés, pauses and phrases the candidate uses to stall for time before answering. Such verbal crutches can indicate lack of preparedness or knowledge.
6. Do be on the lookout for candidates who try to control the interview by bragging about their strengths or focusing on certain issues. It’s easier for them to do that in phone interviews. To regain control, ask specific questions that require thoughtful explanations, such as, “What can you contribute to our organization that you think we don’t already have?”




Improving applicant interviews: 10 tips
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I
nter views play a crucial part in evaluating a job candidate’s suitability. To maximize your face time (or phone time) with an applicant, follow these 10 guidelines:

1. Don’t talk too much
Aim for an 85/15 split, with 85% of your time spent listening. Don’t rush to break the silence. Give applicants plenty of time to respond to each question.

2. Do know your legal limits
Make sure all those involved in the interview process, including employees you bring in to meet the applicant, understand what they can and can’t ask legally. For example, avoid questions about a person’s marital status, number of children, child-care plans, citizenship status, age (unless it’s a bona f ide occupational qualification), names of relatives, religious affiliation, political affiliation or disability status.

3. Don’t ask questions off the cuff
Prepare a list of questions and stick to those. A loose approach isn’t good for interviews. At best, it can be uninformative and, at worst, legally dangerous. And you’ll want to make a fair comparison among candidates by asking them all the same questions.

4. Do sharpen your focus
During the first interview, find out as much as possible about the applicant, rather than detailing the open position. If you’re interested in the candidate, you’ll have more information on how to sell the person on the job. If you’re not interested, you won’t have wasted each other’s time.

5. Do make it clear that you’ll verify résumé claims
That includes checking into current or former compensation.
You’d be surprised how many candidates instantly admit to fudging their education or employment background or inflating their current salary.
The bonus: You’ll waste a lot less time and money checking out people who won’t pass muster.

6. Don’t forget your body language
You can tip off interviewees by smiling at the “right” answers and frowning at the “wrong” ones, or by leaning toward or away from them while they’re responding to your questions.

7. Do mix harmless questions with pointed ones
Focusing on too many critical issues early in the interview can seem like grilling and make the candidate nervous.
If a candidate seems to dodge an issue, drop it. If that question is critical to the job, return to it later.

8. Don’t become blinded by personal preferences
Avoid letting a common interest/expertise that you share with the applicant bias your feelings favorably, especially if the interest is irrelevant to the job.
Just because you both run marathons doesn’t mean the person can keep up the pace at work.

9. Do phrase your questions offhandedly
For example, the question “What would
you say your greatest strengths are?” is less threatening than asking, “What are your strengths?” And avoid putting the candidate on the defensive. A comment such as “That’s interesting. Could you tell me more?” is better than “Why?” or “What do you mean by that?”

10. Do try to link new questions with prior answers
This type of bridge adds a relaxed, conversational tone to the interview and helps put the candidate at ease.

For example, you might say, “So you enjoy taking on responsibility. Now, let’s talk a little about how you like to supervise.
												MM04
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When interviewing applicants, beware of these red flags
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A
nyone who interviews job candidates should be on the lookout for certain warning signs during the interview. Although these signs may not knock the applicants out of contention, they should alert you to tread cautiously.
Watch out for candidates who:
1. Arrive late for the interview and don’t explain why. Even a lame excuse (“I had car/ bus/train trouble”) is better than no excuse. It may indicate that being late is a habit.
2. Use “they” or “them” when talking about a former employer and co-workers. The use of these plural pronouns may signify that the person felt detached from former co- workers. This may mean that the person could fail to build rapport with a new team.
3. Left jobs without giving sufficient notice. In some professions, as soon as some- one announces he or she is taking another
job, that individual is asked to leave imme-

diately. This usually happens in creative-type companies (e.g., advertising agencies) where confidentiality is an issue. In other cases, employers would expect an employee to give adequate notice, which is normally two weeks. Someone who leaves abruptly may have some- thing to hide.
4. Seem overly focused on money. Salary is, of course, a primary issue in any job inter- view. But most candidates wait until the interviewer raises the subject, and they do not place all their emphasis on that topic. Other aspects of the position (responsibilities, qual- ity of assignments, chance for promotion) should be on the person’s mind as well.
5. Give references reluctantly and ask for a day’s lead time to warn those references of your phone call. The person may want to brief the references on what to say. In any case, you probably won’t get the honest responses you were hoping for.

Behavior-based interview questions



Behavior-based questions prompt candidates to share examples of specific situations, giving
you insight into their past performance. Here are some effective questions to consider:
· How can we best reward you for a job well done?
· What have you learned from your mistakes?
· What frustrates you at work, and what do you do about it?
· How do you like to be managed?
· What kind of supervisor brings out your peak performance?
· What’s the most useful criticism you’ve ever received?
· Tell me about a time you had to quickly adapt to change.
· What one area of your work performance do you struggle with most?
· In your position, are you a risk-taker, or do you play it safe?
· How do you stay current with industry trends?
· What do you think are key qualities for this position?
· How has your current position prepared you for this job?
· What are your three most important business accomplishments?
· Tell me when your communication skills made an impact.
· 
6. Show a history of job-hopping. Many companies view a candidate who has averaged more than one job every two years
as a poor employment risk. However, because of the volatile nature of some professions, as well as the way some corporations are still downsizing, there may be extenuating cir- cumstances. If you feel the prospect is other- wise a possibility, probe more deeply into the reasons behind his or her job track record.
7. Seem nostalgic about a past job. This person wishes to turn back the clock and return to a past employer. He or she keeps talking about how things were done there. It might be difficult to bring this person into the present, let alone the future.
8. Talk mainly in terms of their needs. Do candidates talk about the job solely in terms of what it would do for them, rather than pointing out what they could do for the company?


     9. Focus on duties instead of results. You want a person who gets things done. Someone who sees a job as a list of chores, without looking out for the overall company, is likely not going to be very productive.
10. Let you ask all the questions in the interview. You don’t want the interviewee to give you the third degree, but it’s reasonable to expect that he or she will ask some well-thought-out questions.
11. Acted rude to your staff. Ask around after the interview to find out how the candi- date was perceived by the receptionist and other workers. Someone who puts up a good front for you but presents another side to staffers should be regarded with caution.
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4 ways to spot job-interview liars
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Re: Hiring/Interviewing
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G
reat résumés are easy to find. That’s why smart managers use clever interview techniques to smoke out résumé lies and exaggerations.
Here are four common fraud targets you should zero in on:
1. Academic credentials. Phrase some questions to determine whether the candidate really attended the schools listed.
“Is William Drew still teaching Marketing
101 at your school?” If you made up the name and the person says, “Sure, he was my profes- sor,” you know you’ve got a liar on your hands.
2. Time gaps. Ask about intervals during which the applicant apparently did nothing. Compare dates to those referenced on the job application.
3. Claims of supervisory duties. Probe

deeper when someone’s résumé says he or she has managed or supervised others. Ask, “How many people did you manage?” Don’t
be satisfied with a number. “When you say you
‘supervised,’ what did your duties involve? Did you assign work, evaluate employees, conduct reviews?”
A true manager would have done all that – 
and more.
4. Claims of saving the company money or time. Résumé comments like “made staff- ing change to cut clerical time” may mean the applicant trimmed a half-hour off his assis-tant’s lunch hour. Follow up on such claims with questions such as, “How exactly were those savings realized?”
Also, probe deeper into claims that follow MBA words such as “reorganized,” “restruc- tured” and “implemented.”
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Steer the interview back on track if applicant strays
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Y
ou know that certain questions are off-limits in a job interview. Just one wrong query – say, about a candidate’s marital status or ethnicity – could run afoul of federal sex, age, race, religious, disability or national origin discrimination laws.
But what do you do when a candidate volun- teers such personal information? It’s too late to pretend you didn’t hear it. Follow these scripts to pull the conversation back to appro- priate topics in a nondiscriminatory manner:
Applicant announces she’s pregnant and has child-care concerns. Don’t ask the applicant’s due date. Focus on her ability to perform the job. But remember that the Pregnant Workers Fairness Act applies to applicants and new hires from Day One and that you’re legally required to accommodate pregnancy-related limitations.

Applicant discusses his or her union activities or favorite church. Jump in and interrupt in a firm but polite tone, saying, “I have to ask that you stick to answering my questions about the job.”
You can describe the typical schedule, including whether the job requires working on weekends and holidays, but avoid asking whether the employee will need an accommodation to modify that schedule. That’s because you can’t refuse to hire someone based on their religion, and asking that question can imply a bias. 
Applicant says he or she used to live in another country. Rather than asking if the applicant is a U.S. citizen, state that the job requires legal authorization to work. Steer clear of further inquiry into someone’s national origin.




Don’t show your cards before making a hiring decision
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W
hen interviewing job applicants, you should never indicate to the candidates any preference about whom you plan to hire. Provide only neutral comments until you’re ready to offer the job.
Why the cautious approach? As the fol- lowing court ruling shows, even one state- ment to a candidate hinting about who
you think is the “most qualified” can show preference. And later, that statement can be used in court as potential proof of your discrimination.
Such statements alone could outweigh your defense that you had a legitimate reason for choosing one person over another.
Case in point: Loretta received steady promotions during her career. When she sought a VP position, the hiring

manager told her she seemed like the “obvi- ous candidate … even though women aren’t typically in that type of position.” The hiring manager also told others that Loretta was the “most qualified” candidate, based on her experience.
Two male employees were also interviewed for the VP position, and one was ultimately hired.
Loretta sued, alleging discrimination in the company’s failure to promote her. Result: A federal appeals court sided with her.
The court said the hiring manager’s “mini- promises” weren’t direct evidence of discrimi- nation, but they could be used to rebut the company’s argument that the male employee had shown better qualifications. (Wilson v. B/E Aerospace Inc., 11th Cir.)




25 good interview questions, and 8 to avoid


W
hen preparing to interview job candi-
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dates, it’s important for supervisors to plan out their lines of questioning. Decide which skills are most important for that position, then focus your questions on assessing those skills. Here are some sample questions:

Employment history
1. If you had to evaluate your performance in your present job on a scale of 1 to 10, how would you grade yourself and why?
2. What skills have you acquired in your present job that make you the right candidate for this job?
3. Describe a recent event at your job that challenged your capabilities.
4. Why do you want to leave your present job?
5. What have you heard about our company that leads you to believe you would like to work here?

Communications
1. Are you more comfortable working on a team or your own?
2. What types of people do you find difficult to work with?
3. How often do you like to meet with your supervisor?
4. If you had an idea for a new project, how would you communicate it to your co-workers and supervisors and get it approved?
5. Describe what you consider to be the perfect boss.

Organization
1. How do you plan your schedule for the day?

8 questions to NEVER ask

1. Are you married? Divorced?
2. How old are you?
3. Do you have (or plan to have) children?
4. Do you own or rent your home?
5. What church do you attend?
6. Do you have any debts?
7. Do you belong to any social or political groups?
8. Do you suffer from an illness or disability?



2. How do you relieve stress on the job?
3. What tasks in your present job do you consider to be a waste of time?
4. Do you view yourself as efficient? Why?
5. If you were given a long-term project, how would you approach the work?

Motivation
1. Tell me about a situation where you badly messed up. How did you handle it? What did you learn?
2. What motivates you to do your best?
3. Think of a major accomplishment you had in your present job. What aspect did you find most satisfying?
4. If you could buy any skill that you don’t possess, what would it be?
5. What tactics should a supervisor use to get the best out of you?

Managerial
1. What qualities do you possess that would make you a good manager?
2. Tell me about the best manager you ever had and what you learned from that person.
3. Tell me about the worst manager you ever had and what you learned from that person.
4. 
How do you create an environment that fosters teamwork?
5. How would you handle a conflict between your employees?
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Extract golden nuggets from reluctant references


Memo to Managers
Re: Hiring/Interviewing
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C
hecking references and getting bosses to open up about past employees can be trying, but don’t give up. 
Having a list of references won’t do you any good if you can’t get them to open up to you about a job applicant. But if you are able to get an applicant’s former supervisor on the line, you’re halfway there.
Start by describing the job. Then move on to open-ended questions like the following, which are designed to get the former boss to be frank about the applicant:
· Is Chris eligible to be rehired? If not, is this because your company has a general policy against rehiring former employees, or is there another reason?
· Would you enthusiastically recommend Chris?
· How would you compare Chris’s work habits with those of her co-workers?
















· What do you think would be the ideal job for Chris?
· Did Chris function better working alone or as part of a team?
· What, if anything, distinguishes Chris from others who do the same type of job?
· What can we expect from Chris if she works for us?
· What were Chris’s primary job responsibilities?
· During the course of Chris’s employment at your company, were you her direct supervisor the entire time? If not, who were her other supervisors?
Advice: Never ask questions that relate to the applicant’s age, marital status, race, color, age, sex, religion or national origin.




Close the sale by conveying the right message


P
art of your role when interviewing applicants
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is to discover their skill levels and see if they would be a good fit. But it’s also important to convey to prospective employees that your company is a great place to work.”
That’s why everyone who encounters pro-spective job candidates, from receptionists to hiring managers, must be a super salesperson at times.
Here are five tips to help achieve your goals:
1. Exude enthusiasm for your job. No one wants to work for a company where people are unhappy. Convey to the candidate what you love about your job, the company and your
co-workers. Smile and let your personable side show.
2. Bring in other satisfied workers. Introduce the prospect to other employees who genuinely love their jobs and are good ambassadors of the organization. Select people who are friendly and able to generate the same enthusiasm for others.
3. Get specific. Don’t just say, “It’s a great place to work.” Say what you like about it: the benefits package, the location, friendly co- workers, challenging work, advancement, etc. Point out what sets the organization apart from its competitors.
4. Explain advancement potential. Candi- dates will want to learn about their chances of

Don’t promise the moon
or push too hard

Here are two key mistakes to avoid when interviewing job applicants:
1. Making promises. In most cases, people are “at-will” employees, meaning they can be terminated for any nondiscriminatory reason. But by making promises to applicants (even nonspecific promises such as “You’ll be with us a long time”), you will create an implied employment contract that could limit the employer to being allowed to terminate only for “cause.”
2. Overselling the job. If you beg someone to take a position, chances are both of you will be disappointed. It’s important to lay out all the job details and promote the positives. But be honest and don’t sugarcoat the less glamorous parts.



moving up. Use examples to make your point. But don’t make any promises of advancement; those promises could be legally binding. (See box above.)
5. Don’t wait. Subtly sell your organization even during the first meeting with applicants. That way, you can reinforce those points later in the hiring process.
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