To Whom It May Concern: Going Beyond Traditional
Interviewing in Hiring Executives

During the interview, the candidate
said he was a consensus builder.
He'd attended a training seminar on
the latest management techniques
used in Japan.

His answers to interview ques
tions were peppered with all the
phrases the search committee was
hnpmgtn?‘:earfemplnyeeenmw
erment, leadership by example,

charming, mﬂhdegreed and told
amusing stories.

The board hired him and found
out he was Joseph Stalin,

What went wrong? According to
Myron Beard, consulbing psychologist
with the Denver, Colo., office of RHR
|manmmmmmmg
techniques can lead a tax-exempt
organization to fill top positions with
employees who do not mesh with the
organization's mission and culture.

Headquartered in Wood Dale, IIL.,
RHR International is a consulting fem
of Ph.D.devel psychologists who spe-

cialize in executive assessment and
organizational development.

Traditional Interviewing
“Typically, when organizations are
looking for a candidate, meyr sift
through a pile of resumes,” Beard
says. “They initially look for candi
dates who have particular job
experiences or educational back-
grounds that match what they think
the job is going to require.”



Then the interviews begin. In
interviews for top positions, such as
executive director and department
manager, the candidates tend to be
spnl'ysljcaMandslniledatirrter-

As a result, he says, a traditional
interview process may reveal only
how well a candidate has researched
the organization and prepared for
the interview. It may not reveal much
about the characteristics that wil
make or break a person’s perfor-
mance at the position in question,

The problem with traditional inter-
from trying to ferret out crucial skills
and characteristics by asking direct
questions.

“If you ask, for example, ‘What's
your management style? you're
likely to get a texthook answer," he
explains. “Nowadays that would
include all the buzzwords like partic

didate’s reading habits than about his
or her management style.

“What you have to do in an inter-
view s look at the process as much
as you look at the content,” Beard
says. “What you see in the interview
is characteristic of how the person

behaves.”

But how does a search com
mittee get beyond the content of an
interview to see the process!?

Developing a Template

The first step for organizations

filing top positions, Beard says, is

determining what they're looking

for by developing a job “template.”
“Developing a template,” he

that could be a person’s undoing.”
Often, he says, this doesn't

happen. “A search committee will go

through an interview process and no

Beard recommends that a
search committee of three or four

people meet before selecting candk

a template by determining the role
they want the position to play in the
organization. Reviewing the skills and
characteristics — both successful

and notso-successful — of those

who previously held the position also
helps create a template.

Coding during Interviews

Once a search committee has cre-
ated a template, it interviews
candidates.

Myron Beard is
a

During an interview, Beard says,
it's important for those conducting
the interview to "code” for the skills
and characteristics on the template.

* *Coding’ means to take note
those things that are non-content-
related characteristics,” Beard says.
“It's a matter of paying attention to a
candidate’s behavior rather than
what he or she talks about.”

For instance, in a recent inter-
view Beard was trying to determine
a candidate’s approach to problem-
solving. Rather than ask directly,
“What's your problem-solving style?
Beard tried to elicit details on how

asked how the candidate was con-
ducting his job search.

during interviews, but you're just not
going to remember this information
otherwise,” he says.

Beard takes two sets of notes.
On the left-hand side of a page, he

Interview Autopsy
After every interview, Beard recom-
mends that the interviewing group
get together and go through an
“interview autopsy.”

In addition to covering content-



Exempis

candidate. They also review how
well they conducted the interview.
“As a group, you say, ‘Okay,
what do we need to focus on with
the next candidate? " Beard says.
*ﬁnﬁewmigmcmbeaseﬂ-

AﬂnrfingapueMmuga'lza-
tion should conduct followup. “Followup
to hiring is twofold,” Beard says.

“First, the professionals must under-
stand why they are hired, that they
provided the best fit of all the candi
dates according to the skills and
characteristics outlined on the tem-
plate.”

“Second,” he contmues, “the
search committee should reconvene
in three to six months to evaluate
how well the person is performing

according to the template. Any area
where the person is lacking becomes
an area for him or her to work on.”

“If the person is clearly failing,”
Beard says, “the group must ask,
‘Okay, what did we leam from this?
When we go through this process
again, how can we correct t” "

“In that way, ﬂ'lent&me“l'lgpm-
cess is a selfcorrecting mechanism.”
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