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MAINE NATIONAL GUARD
A Supervisor’s Guide to Interviewing and Selecting Employees 
Summary.  This pamphlet provides information and techniques to assist supervisors when preparing for a job interview and selection of eligible candidates for a vacant position.  

 
Applicability.  This pamphlet is a tool to be used for the interview and selection process of full-time MENG technicians. 

 
Internal Management Control.  This pamphlet is not subject to the provisions of Air Force Policy Directive (AFPD) 65-2. 

 
Interim Changes.  Interim changes to this pamphlet are not official unless they are authenticated by the Human Resources Office. 

  

Suggested Improvements.  The proponent of this pamphlet is the Maine National Guard Human Resources Office. Users are invited to send suggested improvements directly to Military Bureau, ATTN: HRO, Camp Keyes, Augusta, Maine 04333-0033. 
*This pamphlet supersedes SPMO guide titled, A Supervisor’s Guide to Interviewing and Selecting Employees, dated 1 August 1989.
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1. INTRODUCTION

The interview is the oldest and most widely used method of selection decision making.  When used properly, the interview can be a reliable method of predicting successful performance on the job.  Your approach and behavior will most likely form the basis for the candidate’s initial impression of the Maine National Guard.  You are encouraged to review this guide prior to each pre-employment interview and selection.  This guide is intended to help supervisors sharpen their skills in conducting selection interviews, and to ensure a sound interview with fair treatment for all candidates throughout the process.
2. FUNCTIONS OF THE SELECTION INTERVIEW

As a source of information, the selection interview has three functions:

a) It enables candidates to give information about themselves, thus satisfying the interviewer that the candidate will (or will not) meet the requirements of the position.

b) It enables the interviewer to extract information and to observe certain aspects of the candidate’s behavior and personality; i.e., ease of expression, appearance, and other characteristics.

c)  It also gives the candidate essential information about the job.

Employment interviews are usually quite broad in scope because a great variety of information is being sought about an individual’s background and personality.  The interviewer’s task is to bring out any information not clearly stated or disclosed on the application or through reference checks.  If the candidate has questions about the work or management policies, a situation develops in which information is both sought and given by the interviewer and candidate.
Every effort should be made to conduct personal interviews.  If it is not possible to conduct an interview in person, a telephone interview should be conducted.  Reference the Human Resource Regulation (HRR) 335, chapter 5, for ANG positions, or the Support Personnel Management Regulation (SPMR) 335-2, chapter 6, for ARNG positions.
3. PREPARATION FOR AN INTERVIEW

Being properly prepared will help to assure a successful interview.  Things to consider when preparing for the interview are:

· Analyze the job to be filled.
· Identify the critical tasks.
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· Determine what knowledge, skills, and abilities (KSAs) are required to perform the critical tasks.  This information will normally have been spelled out in the technician position vacancy announcement.
· Review the application before the interview.  This saves both time and mental effort during the interview.  Note any key points on which information is needed.
· Arrange a suitable setting for the interview.  The interview area should be comfortable and free from interruptions.  Set aside an adequate amount of time for the interview and do not rush just to get it done.  

· The task of the selecting official is to verify that the candidates have the knowledge, skills, and abilities (KSAs) required for perform the critical tasks of the position.  The best way to do this is to design a series of questions which are intended to solicit specific information about the candidate’s qualifications.  One technique is to ask, “How would you handle the following situation…?”  Other questions should be tailored as open ended requiring more than a yes, no, or other one or two word responses.  

· List the questions you feel are important to the interview and selection process.  This way you will be sure to ask each candidate essentially the same question and note their response.  (NOTE: It is important to standardize the interview process in this way in the event a complaint materializes about the interview and selection process.  You will have a copy of the questions asked and responses provided and should be able to explain how they relate to the position.)
· Don’t disclose interview questions prior to the interview.
· Prepare to explain any special employment conditions, organization rules or shop policies, or job requirements (i.e., shift work, overtime requirements, travel, performance standards, special demands caused by frequent short suspense actions (job stressors), military job assignments and shop rank structure, etc…

The following are a list of suggested Do’s and Don’ts when conducting an interview.

DO:

· Pick a location that is both comfortable and private.  
· Set aside an adequate amount of time – do not rush!

· Establish a friendly but business-like atmosphere.  

· Guide the flow of questioning.
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· Ask similar questions of all candidates and keep a record of the questions and responses.

· Maintain eye contact.

· Ask questions that require more than a “yes” or “no” response.
· Ask questions that will assist the candidate in expressing ideas and feelings in a frank and honest manner.

· Treat everyone equally.

DON’T:

· Ask questions about marital plans or status, spouse’s occupation, children (actual or planned), arrangements for care of children or parents, or any other matter not related to the job.

· Flirt or joke.

· Participate in small talk.  You may inadvertently disclose or discuss information that shouldn’t be discussed.

· Ask questions that are already on the application.

· Ask questions about race, age, political affiliation or religious beliefs.

· Ask different questions of male and female candidates.
4. THE INTERVIEW SEQUENCE
Regardless of the length of the interview, there is a definite sequence or flow to the central ideas discussed.  This sequence not only helps the interviewer organize and use time efficiently, but it facilitates the orderly achievement of the interview objectives.  The key ideas are:

a. Establish rapport.  Since most people going into an interview experience some uneasiness, it is necessary for the interviewer to create a friendly but business-like atmosphere so that the candidate will be encouraged to talk.  Conduct the interview in a location that is not only comfortable, but free from distractions and interruptions.  Leave specific directions to other people up and down your chain of command that you are not to be interrupted unless an emergency situation arises.  Ask your co-workers to take messages.  
Greet the candidate in a warm and sincere manner.  Welcome the candidate by name, shake hands, and introduce yourself and any others in the room with you.  Once you are seated, 
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give the candidate a chance to relax and get acclimated.  Some interviewers attempt to establish rapport by using a canned speech or a set of loaded questions.  This is a waste of time.  Opening remarks should refer to some facet of the candidate’s background as noted in the application that will facilitate the exchange of information.  For example, you could say “I see you are originally from the Boston area”, or “I see you worked in the private sector with the XYZ Corporation”.  Whatever you choose, begin with broad introductory questions and then build subsequent questions based on the candidate’s replies.  The natural link between this introductory phase of the interview and the questions form a chain of interconnecting ideas.  If the interviewer prepares adequately, is sufficiently interested, and concentrates intently, the interview should flow along smoothly.   

b. Obtain information.  In most interviews, information-seeking will take the most time.  The interviewer seeks desired information by building questions of the candidate’s responses and general remarks.  Thus, to be an effective interviewer, one must be a good listener.  If the introductory phase conversation goes well, the candidate will be talking freely.  Subjects pertinent to the interview should now be brought up.  Try to develop or at least assume a stance of being definitely interested in what the candidate is saying.  The candidate’s previous life history, education, work experience, and personal qualifications form the primary substance of the interview and should be covered completely.  Get the information chronologically and systematically.  
A major purpose of any employment interview is to obtain information about the candidate.  Proper questioning has an important part to play in determining the degree to which pertinent information is obtained.  The following questioning guidelines should be employed:

· Listen attentively.  This will help to encourage the candidate to talk.  Don’t listen without really hearing.
· Start with questions that are easy to answer and move toward ones that are more difficult.  When asking difficult questions, try to present a reason for asking the question.   For example you ask “Give me some examples of how you would handle a customer that is unhappy with the product provided.”  The rationale should be evident to the candidate for almost any position if an internal or external customer base exists, but explain as needed.  
· Don’t do all the talking.  You don’t need to tell the candidate all of your views, opinions, and experiences.  You need to gather facts and information about the candidate as well as to tell them about the job.
· Don’t anticipate or interrupt answers.  Beware of breaking off a candidate’s remarks or filling in the ends of their sentences.  You may get the wrong idea of what the candidate really meant to say.  Be patient.  
Consider how you are asking questions.  Avoid closed ended questions which will result in short answers and burden you with the task of constantly asking questions while the candidate does
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little or no talking.  Avoid questions that suggest the proper answer to the candidate.
· Ask questions which follow up on key thoughts expressed by the candidate which appear to the interviewer to have an important bearing upon the matter under discussion.

· Don’t be adversarial or antagonistic.  An interview should not be an inquisition or cross-examination.  Questions should be direct and straight forward.  If you are abrupt or challenging, the candidate will withdraw or become defensive.

· Be considerate of the candidate as a human being.  Remember, you are playing a role in the candidate’s life which may affect them for many years to come.     
Note taking during the course of the interview is necessary in most cases to ensure accuracy of the information gathered.  Advise the candidate at the beginning of the interview that you will be taking notes in response to their answers.  Avoid taking lengthy notes as the candidate might think you are not listening and may stop talking.  The candidate might also become suspicious and evasive.  Complete your notes after the candidate has left the interview if necessary.  It is important to document the interview thoroughly since the information may be required to provide a basis for non-selection of other candidates.  
c. Furnish information.  Once the candidate’s qualifications have been discussed, it is necessary for the supervisor to provide information about the job and the organization.
First, describe the organization and its policies.  Next, brief the candidate about the job under consideration (the duties and qualifications), and promotion opportunities (both civilian and military).  Finally, tell the candidate about the way employment is secured (the selection process) and the details thereof.

In giving information, the main objective is to give the candidate the facts necessary to help make a decision.

Talk to all candidates about the impact of the National Guard requirements (travel, mobility, training, etc.) on their lives and families so they can make an informed decision concerning their career with the Maine National Guard.

Help the candidate further evaluate the situation by answering any additional questions they might have.

At this time, inquire whether the candidate is still interested in the position.  
d. Summarize and conclude interview.  Once the interviewer has a clear idea of the candidate’s basic strengths and limitations for the job under consideration, and the candidate understands the job requirements and personnel policies, it is time to bring the interview to a close.
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Terminate the interview with a brief summary of what has been discussed.  Any additional questions and/or comments the candidate may wish to voice should be made now.  Avoid such generalities and ambiguities as “we’ll let you know.”  At the conclusion of the interview, if other candidates need to be interviewed, say so.  The candidates will appreciate your honesty.  Likewise, be careful to avoid creating the impression of offering employment when it is not the intention.  Most important is to be sure to leave the candidate with the impression of being treated fairly.  This one interview may determine the candidate’s opinion of the organization, the installation, the Maine National Guard, and the Government of the United States.  
In any event, when the interview has been concluded, the candidate should know what action will take place next.  Thank the candidate for their interest.  Without any undue delay, finalize any notes relating to the interview.  Be specific as to any of the candidate’s answers which were unusually good or unsatisfactory.
5. SELECTION OF AN APPLICANT

Once all the interviews are complete, the supervisor is faced with selecting a candidate for the position.  In making this final decision, keep the following guidelines in mind:

· When obtaining and interpreting information about a candidate, the job requirements should always be kept in mind.  No matter how socially desirable or undesirable a personal trait may be, it is of no significance unless it will affect job performance.

· Wait until the interviews for all candidates have been completed before making a final decision. Avoid the pitfall of making an evaluation on the basis of facts or impressions formed early in the interview process.

· Evaluate the whole person in relation to total job performance.  People have a way of compensating for their weaknesses by strengths in other areas.

· Selecting the right person is important to the supervisor because it:

· Reduces the time required to bring the new employee to full performance

· Avoids the cost of replacing the employee who can’t do the work.
· Avoids the cost of replacing the over qualified employee who leaves for a higher level job unexpectedly.

· Reduces the likelihood of the new employee having a disruptive effect on the production of other employees.
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· Makes the total job of the supervisor easier.

Remember that the interview, like all selection procedures, must be designed and used to preclude discrimination.  The employment interview must be objectively tailored to measure relevant job qualification requirements.
Any forms that you devise and retain will become part of the official selection record and may be subject to disclosure.  All records must be able to withstand scrutiny for possible bias or pre-selection, and demonstrate a relationship to valid job-related criteria.

6. REASON FOR NON-SELECTION

Supervisors and managers filling a vacant position have a responsibility to advise, upon request, what areas a non-selected candidate should improve, if any, to increase their chances of advancement.
DO NOT ADVISE CANDIDATES THAT THEY WERE NOT SELECTED BECAUSE:

· Supervisors/managers prefer a specific gender employee, a younger worker, etc...
· Co-workers might object.

· The job involves travel, or travel with the opposite sex.

· It involves unusual working conditions.

DO NOT ADVISE WOMEN OR MINORITY CANDIDATES THEY WERE NOT SELECTED BECAUSE THEY:
· Aren’t aggressive enough.

· Don’t want responsibility.

· Never stick with a job.

· Are absent from work more than others.

· Have family obligations, children, etc.

· Are too emotional.

· Aren’t interested in certain fields.
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· Aren’t mobile.

· Use more sick leave than others.

7. SUMMARY
To summarize, the following pitfalls should be avoided:

· Thinking that in one brief interview anyone can make a complete and reliable diagnosis of a person’s character or clearly forecast their future achievements.

· “Selling” the job.  Be satisfied to state the facts as they are.

· Making promises of promotions or privileges which may not materialize.

· Carelessly describing the organization or omitting important points because of personal familiarity with the organization and its requirements.

· Being unduly influenced by trivial mannerisms or by resemblances and dissimilarity to people whom the interviewer likes or dislikes.

· Assuming that the interviewer’s uncorroborated judgment is more valid than any or all other evidence gathered about the candidate.

· Assuming that the sole function of the interview is to accept or reject the candidate.

When interviewing it is important that questions are confined to verification of the candidate’s job-related qualifications.  Limit discussion to the duties and responsibilities, travel, shift, overtime, or other requirements of the vacant position.  The interview should be conducted in a business-like manner and be confined to pertinent subjects.  Questions not related to the job are inappropriate and can be a basis for discrimination complaints. 
FOR THE ADJUTANT GENERAL:

ERIC W. LIND
                                                                 
Lt Col, MeANG

                                                                 
Human Resources Officer
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