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Introduction


Interviewing is an integral part of managing people. Many different interviews happen throughout your working day, some are planned and others more spontaneous. Interviewing People Successfully In A Week is designed to help you feel prepared for all the interviews you have to conduct. The seven days will give you an insight into the way successful interviews are created as we examine interviewing in detail. Sunday and Monday concentrate on some general interviewing guidelines and techniques while Tuesday to Saturday overview some specific types of interview you may be expected to implement. You are more likely to be involved in selection, appraisal and coaching interviews which are covered on Tuesday, Wednesday and Thursday. Friday’s counselling and Saturday’s disciplinary interviews will occur less often.


Successful interviewing doesn’t just happen, it requires planning and preparation. What goes on during the interview is only part of a continuing process. The greater your preparation, the more confident you’ll feel as you go into your interview and this will enable you to focus better on your interviewee and how they are feeling.


Even with the most advanced technology there is a preference to hold interviews in one room wherever possible. People still travel the world in order to have face to face discussions even though they can see and speak to their colleagues via their computer or phone. Using a webcam limits how much body language you can take in and doesn’t give you an overall picture (literally and metaphorically) of the person you are interviewing. That said, video interviews and meetings have a place in modern management and are excellent for quickly dealing with urgent issues that can’t wait until you ‘get there’.


It may be that to date most of your experience has been on the receiving end as the interviewee. We all expect and accept that interviewees can be nervous and worried about the impression they will make and you will see from the companion books Succeeding at Interviews and Tackling Interview Questions that there is plenty of help provided for them. Interviewing People Successfully is designed to redress the balance and acknowledge that interviewers can also feel nervous and unsure about their interviews. After all, you are in charge of the process and have the responsibility to make the ‘right’ decision or change somebody’s behaviour.


I would encourage you to make good use of your interviewee experiences and let them inform how you run your interviews as interviewer. Think about interviewers who you would consider successful when they interviewed you. What did they do and say to make you feel comfortable and able to show yourself in a good light? What can you learn from them and introduce into your own interviewing practice? Remember your interviewee experiences in each type of interview as you go through the days of the week:


Sunday – Discover the four Ps of interviewing


Monday – General skills to give you increased confidence


Tuesday – Key ingredients for a successful selection interview


Wednesday – Making appraisals enjoyable and part of your everyday management


Thursday – Recognize opportunities for coaching to enhance staff performance


Friday – Basic counselling skills


Saturday – Clarifying procedures for disciplinary interviews
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Throughout the week we will be considering some of the interviews that you may be conducting as part of your work. Before examining each specific type of interview, there are some basic guidelines that relate to interviews in general.





In considering the four Ps of interviewing, we will cover:




Purpose


Preparation


Performance



Postscripts




The four Ps are designed to be used sequentially wherever possible, though you may not always be able to use them in this linear way. Used in order, the four Ps enable you to check that you have considered your objectives for the interview – what do you want and hope to have happen? From this you can decide what information or paperwork you need, and can start thinking about ways of gathering and imparting the data. Then you are ready to perform, to conduct the interview. Your final task is to review how the interview went, what actions you have committed to and what you have learned from the session.
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The four Ps form a handy structure and foundation for any interview. They will help you to clarify where you want to go with the interview, whether you get there and where to go next.


Purpose


Before you proceed, it is advisable to think through the purpose of each interview. If it is not obvious to you why you are interviewing someone then you can guarantee it won’t be clear to them either. Even when the interview is spontaneous you can still take time between you to check the purpose and whether there is an expected outcome.






	Purpose of the interview
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Why interview?


Emails, letters, tests and reports are fine for disseminating the data one way but an interview provides a dynamic and personal interchange. Whenever you want a flow of information, an interview can be the most effective way of ensuring understanding and a sense of rapport between both parties.


Clear objectives


If you don’t know where you are going, you may well end up somewhere else.


Once you have decided that an interview is the most productive way to proceed then you need to have a clear idea of what you are hoping to achieve from it. This will help you decide what preparation is required, the structure you want to follow and how to assess your level of success afterwards. For example, before an appraisal interview, your objectives might be:






	Appraisal – Sue Green







	
Objectives
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It is vital to let the interviewee know the objectives too. That way, they can prepare appropriately and be clearer about the type of information you require. It is easy to assume that because you have given great thought to your objectives they will also be obvious to the interviewee. Not so! Interviewees are not mind readers.


It is also important to check what the interviewee’s objectives are if you want the interview to be a truly productive and two-way exchange.
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Preparation


Fail to prepare… Prepare to fail.


Preparation is the key to successful interviewing. This need not be a lengthy process to be valuable. As you become more experienced with different types of interview, you will find that a pattern of preparation emerges and you will develop your own strategy.


Self


You may feel uncertain or nervous about the interview you are about to hold, especially if you are not very practised. It is worthwhile to reflect briefly how you can talk yourself into or out of a successful interview.














	

	

	Compare…
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	thoughts

	I know I’ll make a mess of this interview; I could never interview as well as Harry.
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	feelings

	Nervous, uncomfortable, panic, inadequate.
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	outcome

	Dry mouth, stumbling over words, incompetent impression, avoid interviews.







 














	

	

	with…
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	thoughts

	I’ve prepared well for this interview; I’m developing my own interviewing style.
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	feelings

	Calm, confident, ready, healthy nerves.
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	outcome

	Well-paced interview, interviewee comfortable, positive impression.











 


Positive self-talk is recognized as a way of enhancing performance whether it be in an interview or on the sports field. If you can direct your energy away from worrying about a situation and towards effective preparation, then you will be creating opportunities for success. When the interview is not as effective or doesn’t go to plan, you can use positive self-talk to assist learning rather than beating yourself up for not being perfect. Consider: nobody’s perfect…but who wants to be nobody?


[image: image]


Take some steps to relax immediately before the interview. Prepare for success.


Documentation


You need to collect and read through a variety of paperwork before the interview. In the case of selection, appraisal, coaching and discipline interviews you will have a good idea of the data required. Make a list of all the documents needed and if time is short you can prioritize your reading.




	What key questions arise from your reading?


	Where do you want to start the interview?


	What evidence is available to support your argument?


	Which areas do you want to focus on?





Organization


The organizational preparation for an interview fits into three categories: interview structure, scene setting and administrative arrangements.


Interview structure


Having decided the purpose of the interview and reviewed the relevant documentation, the next step is to consider the structure. You can mentally plan or write down your opening words and jot down the stages you intend to follow:




	before interview – schedule enough time in your diary; inform interviewee of location; set out interview plan


	during interview – establish rapport; agree or state objectives, set agenda; stick to the point; develop theme(s); summarize and agree conclusions/actions; plan next step/arrange next interview; close clearly


	after interview – review the content; review the process; follow up agreed actions. What worked well and what might you do differently next time?





Scene setting


The location of the room and the way it is set out can significantly affect the interview process. You will require somewhere quiet, free from interruptions (whether from phones, PDAs, laptops or other people) and with enough space not to feel cluttered or crowded. Make sure that you and the interviewee(s) turn off your phones and close your laptops. It is disrespectful, distracting and off-putting not to do so.


You need to find a balance in the room between distractions like paintings, posters, ostentatious ornaments and ‘executive toys’ and somewhere too sterile, which will be cold and unwelcoming.


If you are holding a panel interview with a number of interviewers, you need to set the room out so that the interviewee feels comfortable and unthreatened.


What seating arrangements can you make? Both the formality of the interview and the space available to you may determine this. The room layout is one of the first things the interviewee will notice. It is a good idea for most interviews to place yourself on the same side of the desk as the interviewee. If you have chairs set around a coffee table, make sure there is room for you both to have papers and somewhere to put a drink. This way there is no barrier between you and the interviewee and no sense of suggesting that you are the more important person.


Sitting behind a desk can suggest that you are inaccessible, too busy or even frightened by the interviewee. In some offices, you will have no choice about the desk. If this is the case, you should at least make sure that the chairs are at the same height and that the desk is free from clutter and distractions.


Administrative arrangements
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Late morning/midday if the interviewee has to travel. End of the day for counselling or discipline.
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Turn off phones, pagers and laptops and put an ‘engaged’ or ‘do not disturb’ notice outside the door. Use an office away from yours, preferably a designated meeting room.
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If they are going to be longer than 15 minutes, you should try to stop at six a day. Any more and the early ones will be forgotten, and your performance will be impaired in the final ones.


Performance


You can now go into the interview confident that you have set clear objectives, read the necessary documentation, decided the interview structure and set the room out to your liking. The next step is to manage the interview itself. Think about the points below.


Interview style


A warm and non-threatening opening to the interview will enhance whatever style you then go on to use. The main essence of the interview is to establish a rapport with your interviewee to settle them down. Then you can use one or more of the following interview styles.


Joint problem-solving


Here, concentrate on a particular problem, settle together on a way round it and get the interviewee’s commitment to the agreed goals and actions.


Tell – listen


Provide the interviewee with relevant information or with your assessment of the situation under discussion, and then listen to their ideas for action.


Tell – sell


This assumes that you know best! You state the facts and then sell your solution to the interviewee. The danger is that the interviewee will not be committed to your goal.


Listen – support


There may be no ‘solution’ in this kind of interview. Your role is to allow the interviewee to work through their concerns and consider different ways of managing these.
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Taking notes


In most interviews, it is wise to take brief notes to supplement the detailed information that your company requires.


Notes are not recommended for a counselling interview where the emphasis is on confidentiality. In any case, you will want to use all your concentration to listen wholeheartedly to the interviewee.


One of the main problems with notes is the distraction caused by the break in eye contact with the interviewee while you are writing.


Hints for note-taking




	Tell the interviewee you’re planning to take notes and suggest that he or she does too.


	Keep notes short and to the point.


	Put the interviewee’s words between quotation marks.


	Write up notes straight after interview.


	Note facts not personal information.





Prejudice and bias


It is crucial to remember that you can make decisions about a person or the outcome of an interview in a very short time. Where that is the case, you need to check whether you are relying on ‘instincts’ or assumptions rather than the facts. If you are selecting a candidate with whom you will be working closely, it is appropriate to pay attention to your gut feelings about them. You can also consider the source of these responses. The interviewee’s appearance, someone else’s opinion or the fact they arrived early or late may have influenced you unfairly.


When you are conducting an interview with someone you know well, unsubstantiated information may also be influential. If you are inclined against an interviewee, you may only notice interactions that reinforce that view. On the other hand, a particular piece of work may so impress you that you only see the positive side of that interviewee when there might also be areas for improvement. Either way, your prejudices can lead to an outcome that you predicted and subconsciously encouraged. Concentrate on the whole picture, not just the parts that impress or disappoint you.
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Be wary too of your prejudices landing you in trouble with racial or sexual discrimination and sexual harassment. Many companies have their own codes of practice and provide equal opportunities training. If you are to be involved in much interviewing, it is advisable to make yourself familiar with these codes and with the law on such matters.


Postscripts


The three important post interview activities are: writing up the notes, following-up agreed actions and self-assessment.


Writing up the notes


As soon as the interviewee has departed, write out your notes in full. This may mean filling in a company form or a record card. Don’t leave it until later. Once you are back in the swing of work, the notes probably won’t make sense.


Following-up agreed actions


If you have agreed to find some information, talk to a colleague, set up a meeting or contact a client, then start to draw up a plan for yourself. How much time do you need to commit to the action? Who else is involved? When is your deadline? What is your review date? Take care that you haven’t landed yourself with more actions than your interviewee. Of course you will have some actions and do encourage them to take responsibility too.


Review and self-assessment


Give yourself time to go back over the interview and assess your performance. Was the outcome satisfactory? Was your preparation appropriate?


Some self-assessment questions




	Did I establish a rapport from the start?


	Did I clearly state my agenda and objectives?


	Did we agree a shared agenda and objectives?


	Did I listen fully to their discourse?


	Did I summarize accurately?


	Did I follow my interview plan? If not, was that appropriate?


	Did we reach a consensus for future action?


	Did we both gain from the interview?


	What will I do differently next time?
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