Behavioral Interviewing Techniques Guide - TRH Book Content

Behavior-Based Interviewing Techniques  

Now let’s take a look at interviewing techniques designed to help you find out more about a candidate’s abilities to function in the open position. Skills and experiences are important, but the underlying character and behaviors of an individual, while working with these skills, has been found to be a much more useful way of evaluating a candidate’s likelihood of success.
       Compare two NFL football players who play the same position. Let’s say they have similar skills and the same level of experience. They’re both professionals, but one has developed better statistics and therefore makes more money. Why? The player with the better stats has developed better results and practiced behaviors that put him in the right place at the right time, and therefore allowed him to succeed in a greater way. He will likely be successful no matter what team he joins.
      Modern interviewing techniques explore behavioral experiences versus skills and past training. If a person has the right behavior, aptitude, and attitude, skills can be taught and training supplemented to meet the needs of your specific position.
      Behavioral analysis is based on asking open-ended—Who, What, When, Where, How and Why questions. Particularly important are those questions that are wrapped around evaluating talents, work ethic, courage, ego, persuasiveness, etc. The key to making this work for your particular open position is to predetermine what behavioral traits you need for the ideal candidate and what traits you’d like to avoid. Then design and select questions that will drive the interview toward gathering the information needed to evaluate the candidates based on these necessary traits.

      A good interviewer looks for ways to disqualify candidates who do not have the right behavioral traits. A nurse at a competing organization might have all sorts of experience treating patients. But if she does not have the right behavioral traits and cannot show the results that you know she will need in order to be successful at your organization, odds are you’ll be hiring your competitor’s problem child, not their superstar. The adages, “You can’t teach an old dog, new tricks,” or “A leopard can’t change its spots,” can be applied to interviewing, when considering candidates’ mental attitude and predispositions. 

      When interviewing take the time necessary to find the candidate with the right behavioral traits. Then  once you’ve found that person, you can use training and development to help them hone the necessary skills. If you’re fortunate enough to find a candidate with the right behavioral traits, skills, and experiences, then you’ve found the best of both worlds.

Top Interview Questions


To assess candidates on the following behavioral traits, formulate questions to elicit responses based on those traits. For example, if you want to know how creative a person is, ask, “How have you been creative in your work in the last 60 days?” Or, “What have you done at work that you’d describe as a creative project? And what about it was successful?” 3
Intelligence

Work Ethic

 Get Things Done
a) Analytical
      
a) Commitment

a) Focused/To The Point

b) Conceptual
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b) Solutions Oriented

c) Creative

c) Passion

c) Goal Oriented
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d) Empathy

d) Pride In Results
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e) Desire To Lead
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b) Self Reliance

b) Desire To Convince
c) Stand Up For Belief
c) Presence

c) Problem Solver
Communicator

Resourceful

Leadership
a) Clear And Concise
a) Creative

a) Responsibility
b) Complete Answers
b) Flexible

b) Team Player
c) Listening Skills

c) Low Supervision
c) Proactive Vs. Reactive

      In most candidate selection processes the human resources manager refers only those pre-screened candidates who meet the job requirements and the organization’s standards to the hiring manager. At that point, preliminary screening has already taken place. Therefore the hiring manager is now most interested in identifying the right person for the right job – hopefully from this slate of screened candidates. The hiring manager should now incorporate behavioral-based questions to identify the candidate’s depth of experience in specific job skills, sometimes referred to as competencies. The manager should also ask behavioral-based questions related to department (micro cultural) fit. These questions focus on work environment. The manager’s goal in a behavioral interview is to gather examples of the candidate’s past experience and behaviors. These examples are indicators of the candidate’s ability to be successful in similar situations, i.e., in the specific position you are seeking to fill.3
      For some positions, a candidate may interview with more than one of the organization’s leaders. This is especially true of positions that influence or affect more than one area of the organization. When that is the case make sure the leaders split up their interview questions in order to cover different areas and to ensure that the candidate isn’t being asked to repeat the same answers. Maximize the value of behavioral interviewing by covering more ground.
Here are some key results and outcomes for healthcare organizations using behavioral-based interviewing:
· Increased retention leads to decreases in turnover of up to 50 percent.

· A more experienced staff improves clinical care, outcomes, and quality.

· Improved patient satisfaction drives higher levels of productivity and employee satisfaction.

· All of these factors work together to improve clinical outcomes and patient satisfaction, as well as the organization’s financial performance.


These outcomes make the case for the effectiveness of behavioral interviewing as a selection tool in health care, but apply just as well in any organization.
      Bottom line for the manager, using behavioral-based interview questions yields higher quality interview data, allowing the hiring manager to make effective, evidence-based decisions.


What is Behavioral Interviewing?  Here’s a good example, think about how you would describe yourself if you were a candidate applying for a job. Now use key words to finish this sentence, “I am a _____________.”

Following are the top five responses for this sentence, “I am a __________”:

1. team player

2. hard worker

3. people person

4. self-starter

5. dependable employee

Now consider what these responses tell you as an interviewer. What do you now know about the person who gave you these responses? Would you answer:

• Nothing really

• Only vague information

• Candidates’ own opinion of themselves

Does your organization typically get this type of information in interviews? The typical answer is “Yes, we do and we think we can actually use it to size up a candidate.”

      Behavioral interviewing is different. The foundation of behavioral interviewing is based on the premise that past performance is the best predictor of future performance. As the interviewer, you ask the candidate questions that provide them with the opportunity to tell you about a particular past performance, experience, or skill. And you will usually ask the candidate to incorporate as many specifics and details as possible into that tale. The candidate’s response will help you predict how the candidate might perform similar job skills required in your organization.

      Here is a little food for thought: Have you ever applied for a home mortgage? Other than all the paperwork and fees, what is the mortgage company most interested in? Typically, it’s your credit score and payment history, right?

      Why is the credit score or payment history important? Because it reveals how well you did paying your bills in the past.

      AHH YES! How often you paid your bills in the past is a pretty good indicator of how you will perform (or pay your mortgage) in the future – right?

      Other real-life examples of past performance that predict future behavior include deciding whether or not to go on a second date with someone, betting on a horse race, using a babysitter, etc.

Now let’s look at the valuable information we can expect if we take the behavioral interview approach versus a traditional interview approach. First read the following questions:

1. At Prestige Medical Center, our patients are our top priority. Many 
patients find themselves in the hospital unexpectedly and their stress level is very high. If they become upset with something that has happened or something they feel should have happened but didn’t, we need to continue to be responsive. We call this service recovery. Do you have experience with service recovery?
    
2. At Prestige Medical Center, our patients are our top priority. Many

patients find themselves in the hospital unexpectedly and their stress level is very high. If they become upset with something that has happened or something they feel should have happened but didn’t, we need to continue to be responsive. Can you tell me about a time that you worked with an upset patient, how you dealt with it and what the outcome was?


      How are these questions different?


      Question 1 is close-ended and does not require the candidate to elaborate. In fact, the candidate could give a cursory “Yes” or “No” answer to the question.

      Question 2 asks for specific information that tells you what the candidate has done in the past.
Now let’s summarize the difference between behavioral approaches versus a traditional approach:

• Non-behavioral-based questions are close-ended. Candidates can  

   answer with a “yes” or “no” or other brief, non-specific response.


• Behavioral-based questions are open-ended. Candidates must answer 
   with a specific example or story.


• Behavioral-based questions are not hypothetical. Do not use language 
   such as, ”What would you do?” Use prompts such as, “Tell me about a 
   time when you…”


• Behavioral-based questions are tougher to answer. They reveal what 
   candidates did, not what they would do hypothetically.

Selecting Behavioral-Based Questions

At this point you are probably wondering the following:

1) How might I identify the skills that are most important and critical to success in a given position?

2) As a hiring manager, how do I develop behavioral-based questions that help me identify the right person for the job?

      Much of the work of a behavioral interviewer is done up front. In fact, the majority of the work is completed before you ever meet candidates. Start by using the tools covered in earlier chapters. While you are going through the information gathering process, you would use the SMART Search Prep Questionnaire.  You would then go through the process of creating an updated job description and then the SMART Skills Survey.  Then in meetings with the hiring manager, prior to sourcing candidates, you should address aligning expectations and organizing interviewing strategies. By the time you’ve completed these steps you should be an expert at understanding and identifying the skills that are most important and critical to success in filling a given position.   

Now follow this process to develop behavioral-based questions that will help you identify the right person for your open position. Once you have completed the process of identifying the core competencies of the position and the skills the person will need in order to do the job well, collect these resources to help identify these core competencies:

· The job description

· The Skills Survey
· The Candidate Scorecard

· Personality Profiles you plan to use
· Tests you plan to use

· The characteristics of your top performers, especially the skills and behaviors they demonstrate on a daily basis

· Your organization’s standards of behavior

Now identify and prioritize the most important job-specific and work-environment competencies a candidate must possess to be successful in the available position. Use these as the foundation for developing your behavioral-based questions.

Go to www.ropella.com/therighthire to download a comprehensive list of job and work environment competencies and questions for consideration as you begin the interview process.
 
Listed below are examples of behavioral-based interview questions for some common healthcare related competencies:


1. Exercising good judgment
· What is the most difficult decision you have had to make? How did you arrive at that decision? What was the result of your decision?

· Describe a situation where you handled decisions under pressure or when time limits were a factor. What was the outcome?


2. Critical thinking skills

· Describe a time when you had to analyze a problem and generate a solution. What was the result?

· Tell me about a situation that did not work out as expected and for which you were responsible for deciding the next steps.  Where did this lead?


3. Exercising initiative

· Can you tell me about a time when you went beyond your manager’s normal job expectations in order to get the job done? How were you recognized?
· Tell me about a time when you identified a new, unusual or different approach for addressing a problem or task. What was the benefit?


4. Patient orientation

· Describe a time when an irate patient or patient family member confronted you.  How did you handle the situation?


5. Continuous learning

· Tell me about a specific situation when you did not have the knowledge or skill to complete a task or assignment.  How did you overcome this challenge?
6. Initiative

· Give me an example of when you had to go beyond the call of duty to get a job done.  How were you rewarded?

7. Adaptability

· Give me an example of a time when you had two important projects competing for your time.  How did you select the priority?


8. Teamwork

· What did you do in your last job to contribute to a team environment?

How were you recognized for your contribution?


9. Communication

· Tell me about a time when you had a miscommunication with a team member or patient.  How did you resolve this communication breakdown?



Lending an EAR: How to Use the EAR Model            When Interviewing

  
Just as the questions are different in a behavioral interview, so are the answers. An effective way to gather answers to behavioral questions is to use the EAR model. The EAR model is an effective response to a behavioral-based question. It contains an Event, Action, and Result. When patients are answering your questions, listen carefully and make sure their answer includes each of the EAR elements.

E: Event, example, or problem the candidate experienced

A: Action the candidate took in response to the event or situation

R: Result (outcome or effect) of the actions the candidate took


Here’s an example of an interview discussion and question:

At Prestige Medical Center, our patients are our top priority. Many patients find themselves in the hospital unexpectedly and their stress level is very high. If they become upset with something that has happened or something that didn’t happen that they felt should have, we need to continue to be responsive. Can you tell me about a time when you had an upset patient, how you dealt with it, and what the outcome was?

Candidate’s response to the question:

(E) Last week we had a lady taking her dad to the day surgery center for a procedure. They were running late and had gone to the wrong building. I was on my way to the resource center when I met them out front. She was upset, saying how no one would help her, and why didn’t we have a sign? 

(A) So, I said to her, “How can I help?” I asked her which area she was looking for and then I walked her over to the surgery center. She was still flustered so I waited with her dad while she got him registered. 
(R) When she finished, she put her hand on my arm and said, “I’m sorry I was so upset. It’s been a crazy morning. Thanks so much for your help and patience.” All this only took about 10 minutes of my time and the patient was very happy.

      In the above example you can see each of the EAR elements.  The Event was coming across a patient who needed her help. The Action was taking the patient to the surgery center and waiting with her there. The Result was a grateful patient.  

      Behavioral-based questions are designed to give you a great start in your search for EAR’s.  In most interviews, a candidate’s response will not contain all the parts of the EAR you are seeking. These are called incomplete EARs. When this happens you will need to dig deeper by asking follow up questions. Often, these follow up questions will reveal as much as or more than the behavioral-based questions you initially asked. 

Let’s do a quick review of the previous exercise:

Question: Can you give me an example of a time when you went beyond your regular job duties to solve a problem?

Response: When I joined the department, they did not have a system for recording patient complaints. They had no idea how many they had received or if there was a particular area of concern. I put together a very simple form on the computer for everyone to use. Then I showed them how to use it.

Which part of the EAR is missing?  In the above example, the Result is missing.

If you need further information about the Event, use questions such as these in your follow up:

· Could you give me a specific time when you used that approach?

· Can you give a specific example of when this happened?

· What were the circumstances surrounding…?

· What was the most memorable time when that happened?


If you need further information about the Action, use questions such as these in your follow up:

· Tell me, specifically, how you…

· Exactly what did you do?

· Walk me through the steps you took.

· What did you do first, second, etc.?

· What was your role on the team?

· Exactly what role did you play?


If you need further information about the Result, use questions such as these in your follow up:

· What was the result?

· How did it work out?

· What feedback have you gotten?

· How did you know that what you did was effective?

· What happened?

      Again, when a candidate gives a response that is missing or contains no parts of the EAR, it is called an improper EAR. Often candidate answers that fall into the improper EAR category will contain words such as “would,” “should,” “usually,” “always,” and “generally.” They also commonly lack specific examples and anecdotes from the candidate. The key to being a good interviewer is knowing how to recognize an answer with an improper EAR and knowing when to ask the necessary follow up questions.
       The following chart helps interviewers probe for additional information. The left side of the chart includes possible candidate responses. The right side of the chart includes sample follow up questions that you could use to get more information or clarity.  
	CANDIDATE RESPONSE
	PROBING QUESTION

	Most of the time, I am able to stay ahead of the workload and get all my tasks done.
	Can you tell me about a specific time when you were able to do that?

	If I had been the manager, I would have made the changes much more quickly.
	Have you been in a situation in which you had to deal with working through change or making changes quickly? Tell me about it.

	Things went fine.


	What happened to let you know everything was fine?

	The group was much tougher to convince than I had expected. I knew I needed to take a different approach in those meetings in the future.
	Tell me about the approach you used.

What steps did you take?

	I did more than my share of the work on that project. That’s for sure.
	I would like to hear about your specific responsibilities and duties on the project. Tell me what you did on that particular project.

	I believe in going the extra mile for the patient.
	Can you tell me about a time when you did that?

	Usually I help my teammates with their work even when I am busy.


	Give me an example of a time when you were very busy but still helped a teammate out of a tough spot.

	I had the highest productivity and best patient service scores for two years in a row.
	Give me a specific example of the kind of patient service behaviors that led to your high scores.


Here are a few things you can do in order to prepare for a successful behavioral interview:
· Review the job description.

· Identify and prioritize the key job skill and work environment competencies that will be important.

· Complete your interview prep. Questions guide.

· Reserve a private and quiet location for the interview.

· Review your questions right before the interview.

· Turn off your cell phone, pager, and other electronic devices.

Here are a few tips that will help you conduct a successful behavioral interview:


1. Establish rapport with the candidate. When candidates are 
    comfortable, their answers are more genuine. Keep your body language  

    open. Smile and make eye contact with the candidate. Do not frown, cross  

    your arms, or turn away from the candidate.  Remember, good interviews 
    are all about developing RELATIONSHIPS.

2. Using the resources available to you, select your questions prior to 

    the interview. Include a few back up questions on your list just in case  

    the interview takes a different direction than you are expecting. Check out 

    www.ropella.com/therighthire for a list of sample interview questions. 

3. Take notes during the interview. Your interview notes will help you  

    remember information and summarize important points made by the 
    candidate. The notes also provide a great way for you to organize the 
    information that you want to fact check and confirm. Notes should 
    contain only information about the specific response given and candidate 
    key words, not personal impressions. Keep in mind that your note taking 
    could make the candidate uncomfortable.  So carefully explain why you 
    are taking notes in order to relieve any discomfort.


4. Explain that you will be asking for specifics. Make sure the candidate 
    knows from the get go that you will be asking for very specific examples  

    of how the candidate handled situations in the past. Tell the candidate you 
    will be seeking information on actions taken and results achieved.


5. Listen for the EAR (Event, Action, Result). 


6. Probe for the EAR. If a candidate’s answer is missing an element of the 
    EAR or doesn’t hit on any of the EAR elements, then ask follow up 
    questions until each element has been covered. See the previous pages for 
    sample follow up questions. 


7. Allow time for the candidate to think. Silence during an interview is   

    okay, especially when it results from a candidate carefully thinking out a 
    response. You don’t both need to be talking non-stop. In fact, a good rule 
    of thumb for interviewers is that they should be listening 80 percent of the   

    time and speaking 20 percent of the time or less.

8. Seek contrary evidence. If the candidate only gives one-sided answers, in 
    other words, answers that make them look infallible; you may have to 
    actively seek out a balanced perspective. No candidate will ever be perfect. 
    If the applicant provides “textbook” perfect responses to every question 
    you raise, consider asking, “Tell me about a time when you did not 
    achieve a desired outcome?” Doing so will help you get a better evaluation 
    of the candidate’s strengths and weaknesses, and will help you get an idea 
    of how the candidate deals with adversity.


9. Keep an eye on the clock. Track your time so you can ask all of your 
    questions. Behavioral questions and responses take more time than 
    questions with “yes” or “no” answers, so plan ahead and prioritize your 

    questions so you cover the most important questions first.


10. Allow the candidate to ask questions. The objective of an interview is 
     for you to discover the right person for the job and for the candidate to 
     discover the right job and organization for them. In order for the 
     candidate to do that, she will need to ask her own set of interview 
            questions. So be open and responsive to these questions and always take   

            the time to give satisfactory answers.  If necessary, ask the candidate if 

            your answer to their question was satisfactory.  This eliminates  

            assumptions and surprises later.


11. Close the interview professionally. Make a good impression by 
     thanking the candidate, providing your business card, and giving specific 
     follow-up steps and timelines.


12. Have each interview participant (member of the Selection Team) 

      complete their interview feedback matrix immediately following  

      the  interview. The matrix is displayed and explained in the next  

      chapter.
Great Interviews One Hour at a Time: Planning a One-Hour Interview Format    


The best way to ensure you get to ask each of your interview questions is to plan out your interview session well in advance of the interview. Use the following four-step process to plan your interview sessions. 4 
Conducting the Interview (1 Hour Format)                Approx Time to Allow

1. Establish rapport and review background information.            5-7 minutes

• Allows candidate opportunity to relax.

• Fosters openness from the candidate.

• Promotes clarification and expansion of information provided.


2. Ask behavioral questions and collect examples of EARs. 
   30-40 minutes

• Plan questions to correspond to the specific competencies that are necessary for the job.

• Take notes.

• Clarify and rephrase as needed, but be careful not to tip your hand, so ideally do not offer an example of what you are looking for. 
• Be patient. Silence is okay.

• Ask follow-up questions and probe further as needed.

3. Communicate additional information regarding the                5-10 minutes
    position & always answer all the candidate’s questions completely.

• Offer job specific information (e.g., job duties, schedule requirements, location, etc.)

• Ask the candidate, “What questions do you have for me?” “And did I answer your questions satisfactorily?”
4. Close the interview. 




     5-10 minutes
• Ask the candidate, “Is there anything else you would like to tell me about you or your experience?” Or…  “Any additional information of value that you think you could you bring to our organization?”

• Review what will happen next in the selection process. Provide the candidate with specific details and a timeline for follow up. 

• Thank the candidate for the interview.

Now that you have completed the interview, organize all your notes, documents and information you have collected into a file folder.  Double check to make sure all red flags have been addressed and remaining questions are followed up on.  
