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cTo promote the dissemination of ideas, experiences, and knowledge
cTo act as a spokesperson
cTo encourage continued education
cTo actively assist in the training of managers

This publication contains copyrighted material, the use of which has not always been specifi cally autho-
rized by the copyright owner. Such material is made available to advance the understanding of ecolog-
ical, political, economic, scientifi c, moral, ethical, personnel, and social justice issues. It is believed that 
this constitutes a “fair use” of any such copyrighted material as provided for in Section 107 of the US 
Copyright Law. In accordance with TItle 17 U.S.C. Section 107, this material is distributed without profi t 
to those who have expressed a prior general interest in receiving similar information for research and 
educational purposes. If you wish to use copyrighted material for purposes of your own that go beyond 
“fair use”, you must obtain permission from the copyright owner.

For more information concerning the LAMA Review, please contact the Editors in Chief, Jim Cox & Reed 
George at coxj@janelia.hhmi.org.

 

Change of address:
Attention Members are you moving? To ensure that you receive your next issue of The LAMA 
Review, please send your change of address to:

The LAMA Review
Renee Molstad
Laboratory Animal Management Association
15490 101st Ave N #100
Maple Grove, MN  55369
763.235.6465
molstad@associationsolutionsinc.com

LAMA Review advertising rates and information are available upon request via email, phone, or mail to:

Jim Manke, CAE
Direct 763.235.6482
LAMA Review
15490 101st Ave N #100
Maple Grove, MN  55369
jrmanke@associationsolutionsinc.com
Fax 763.235.6461

Employment opportunity ads are free

Objectives of the Laboratory Animal Management Association
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Recruiting & Hiring
from the editors

The LAMA

Every hiring 
experience is 
an opportunity 
to maintain or 
enhance your 
department’s 

op  mal blend of exper  se to deliver the results 
that you seek to achieve. Each individual hired 
impacts the workplace through the work he or 
she performs and through his or her interac  ons 
with coworkers, clients, and customers. Employ-
ees are the means through which organiza  ons 
successfully meet objec  ves, making hiring 
and recruitment cri  cal to their success. To 
ensure that new employees are the best fi t for 
a role, in addi  on to assessing the candidate’s 
knowledge, skills, and abili  es, it is important 
to assess whether the candidate understands 
the organiza  on’s culture. Cultural fi t should be 
a focus throughout every phase of the hiring 
process and should be considered as you dra   
the job descrip  on, screen resumes, interview, 
check references, make the off er, and orient the 
new employee to your organiza  on. 

The ar  cles that we have selected for this issue 
will walk you through each step of the hiring 
process and provide “best prac  ce” guidance 
that you may immediately implement and inte-
grate into your own hiring repertoire. We have 
selected ar  cles that address each stage of the 
recruitment and hiring process. In addi  on to 
the ar  cles, the following  ps should be consid-
ered as you proceed through the hiring process:

1. Keep in mind what your “deal breakers” 
are – the qualifi ca  ons or skills that are 
necessary to perform the func  ons of the 
job – and make sure that you are evalua  ng 
each resume using the same set of criteria. 
It is important to remember that it is rare 
to fi nd a candidate that meets 100% of the 
qualifi ca  ons, but if a candidate meets 80% 

of the criteria, you can determine through 
the interview process if he or she has the 
ap  tude to be trained in other areas.

2. Federal equal employment opportunity 
(EEO) laws and regula  ons prohibit discrim-
ina  on against certain protected classes. In 
order to ensure that your hiring prac  ces 
are compliant, make sure that all individ-
uals par  cipa  ng in the interview process 
are familiar with EEO laws and regula  ons 
(h  ps://www.eeoc.gov/laws/). 

3. To avoid discriminatory hiring prac  ces, it is 
a best prac  ce to provide each interviewer 
with a copy of the job descrip  on, and ask 
the interviewer to prepare relevant ques-
 ons prior to the interview. Appropriate 

ques  ons act as a means to solicit informa-
 on pertaining to specifi c roles and respon-

sibili  es at past or current jobs, what the 
candidate liked or disliked most about cur-
rent or previous posi  ons, or the extent to 
which the candidate has job-related knowl-
edge or experience. Interviewers should ask 
every candidate the same ques  ons.

4. Although le  ers of recommenda  on can 
provide valuable informa  on, don’t over-
look the value of speaking to a candidate’s 
professional or academic references. It is 
your opportunity to fi ll in any blanks that 
you may have related to a candidate’s 
previous experience, to gain insight into 
his or her workstyle, and to gather the 
informa  on that you need to make the best 
hiring decision possible. Consider asking the 
following ques  ons:

a. In what capacity did you work with the 
applicant?

b. How would you describe the appli-
cant’s quality of work?

c. Tell me about the applicant’s ability to 
work with coworkers, staff  members, 

For this quarter’s issue, we would like to introduce you to our 
guest editor, Veronica Murphy.  Veronica is the Human Resourc-
es Manager at HHMI’s Janelia Research Campus and has over 
13 years of experience with recrui  ng and staffi  ng.  She has 
cer  fi ca  ons from the Human Resources Cer  fi ca  on Ins  tute 
and the Society for Human Resources Management and has 
completed a Masters Cer  fi cate in Human Resources from 
Villanova University.  We felt her experience and exper  se with 
recrui  ng and hiring would be benefi cial to the LAMA Review 
readers.  We hope you enjoy this issue! -Jim and Reed

(Con  nued on following page)
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President’s Message
Hello! Membership!
This is my last message to the Member-
ship. I turn over the Gavel to our new 
President, Leah Cur  n at our Annual 
Mee  ng in Sea  le, WA April 25, 2017.

It has been an honor to serve as your 
President this past year and a half and I 
will s  ll serve as Past President for the 
next year and remain involved with our 
mission.

We provided many great educa  onal 
events for our membership this past year.  
The Boot Camp Sessions have been a 
great success and benefi t to those that 
par  cipated.

We approved our Strategic Long-Range 
Plan to re-energize our mission, which 
will start to be developed a  er our April 
mee  ng.  More communica  on will be 
forth coming. Thanks to the Team that 
made this happen.

Jim Cox, Reed George and Eve Howard 
have done a fantas  c job with our LAMA 
Review and I thank them for all their hard 
work in making the Review great and 
very benefi cial to the membership.

Jim Manke, as our Execu  ve Director and 
staff  has been a great asset to us and a 
tremendous help to me during my term.  
Thank you.

I want to thank all my Board Members 
for their involvement and dedica  on to 
LAMA.I hope to see many of you at our 
mee  ng in Sea  le and future  mes.

Our organiza  on is so valuable to us all 
and involvement is so rewarding.  I have 
been involved from day one and it has 
been a great benefi t to my career.

Thank you,

Roxanne Fox

board members, or clients, if applicable.

d. Tell me about the applicant’s ability to 
meet deadlines and adapt to changing

priori  es. 

e. What are the applicant’s strengths?

f. What is an area that the applicant could 
develop or improve on?

g. What is this applicant’s legacy to your 
organiza  on?

h. What advice would you give to the hiring 
manager to ensure that the applicant 
will be successful in this role?

i. Are there any addi  onal comments that 
you would like to make?

In summary, my hope is that a  er reading the 
selected ar  cles, your key takeaways will be that 
each step in the hiring process should align with 

the goals and strategy of your organiza  on and 
that evalua  ng cultural fi t is as important as as-
sessing technical skills, especially when employee 
reten  on and long-term job sa  sfac  on are goals 
of the organiza  on. If you are unsure of how to 
align the process with strategy or how to assess 
for cultural fi t, your supervisor, more experienced 
managers, or your HR department should be able 
to provide you with guidance, and there are many 
resources available online. I hope that you enjoy 
this issue and have many successful hires in the 
future.

Veronica Murphy

Veronica Murphy Guest Editor Column Con  nued.....
(Con  nued from previous page)
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Did you know?
In the Laboratory Animal community, publishing 
in a professional journal is an essential part of 
advancing your career.  Submitting an article to 
the LAMA Review provides an opportunity to be 
published in a professional journal.  This is a great 
opportunity to share your research knowledge and 
accomplishments. 

Imagine your journal impacting and infl uencing the 
laboratory animal management practices!

The LAMA Review provides important information 
on industry’s advancements and developments to 
those involved in the Laboratory Animal fi eld with 
emphasis in management.  

The LAMA Review is published electronically each 
quarter and combines short columns with longer 
feature articles. Each issue focuses on signifi cant 
topics and relevant interest to ensure a well-round-
ed coverage on laboratory management matters.

Submitting an 
article

Choose an interesting topic that has the potential 
to benefi t the Laboratory Animal Management 
community.  Write the article that you would like 
to see published in the journal.  Be sure to include 
multiple sources to support your research and ac-
curately cite references.  

Submit your article to Review via email:

coxj@janelia.hhmi.org

The LAMA Review is the offi  cial journal of the Lab-
oratory Animal Management Association, which is 
committed to publishing high quality, independently 
peer-reviewed research and review material. 

The LAMA Review publishes ideas and concepts 
in an innovative format to provide premium infor-
mation for laboratory Animal Management in the 
public and private sectors which include govern-
ment agencies. 

A key strength of the LAMA Review is its rela-
tionship with the Laboratory Animal management 
community. By working closely with our members, 
listening to what they say, and always placing em-
phasis on quality.  The Review is fi nding innovative 
solutions to management’s needs, by providing the 
necessary resources and tools for managers to 
succeed.   

Article Guidelines
Submissions of articles are accepted from 
LAMA members, professional managers, and 
administrators of laboratory animal care and use. 
Submissions should generally range between 
2,000 and 5,000 words. All submissions are 
subject to Editor in Chief’s review and are 
accepted for the following features of the LAMA 
Review:
o Original Articles
o Review Articles
o Job Tips
o Manager’s Forum
o Problem Solving

Benefits of 
publishing
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By John K. Borchardt | December 31, 2007 

Changing business needs have led to increased use of con  ngent workers. In 2005, America’s 
staffi  ng companies employed an average of 2.9 million temporary and contract workers per 
day, according to the American Staffi  ng Associa  on’s (ASA’s) quarterly employment and sales 
survey. This is an increase of 8.7% over 2004. Staffi  ng fi rms earned $69.5 billion from placing 
temporary and contract employees in jobs with their clients. Over the next decade, the U.S. 
temporary staffi  ng industry will grow faster and add more new jobs than any other industry, 
according to the U.S. Bureau of Labor Sta  s  cs, a branch of the federal government.

These are more than just typists and fi le clerks. Companies use staffi  ng fi rms to provide tem-
porary employees in highly skilled posi  ons o  en requiring advanced degrees. For example, 
according to the Bureau of Labor Sta  s  cs, in 2001, 6.4% of temps worked in technical jobs, 
21.0% in professional and managerial posi  ons, and 9.3% in informa  on technology. Trade 
show booths of temporary staffi  ng fi rms specializing in placing scien  sts and lab technicians 
have become a common feature at the Na  onal Chemical Exposi  on held in conjunc  on with 
American Chemical Society na  onal mee  ngs.

Companies are increasingly using temporary employees in strategic ways that give them the 
fl exibility to meet changing business needs. This is true for R&D as well as other func  ons. Labs 
can add staff  to push R&D projects to commercializa  on more quickly and then reduce their 
payrolls without the disadvantages of a formal staff  reduc  on. Strategic use of temporary em-
ployees is a result of corporate downsizing and restructuring notes Kathleen Christensen of the 
City University of New York and author of “Con  ngent Work: American Employment Rela  ons 
in Transi  on” (Cornell University Press, Ithaca, NY). Labs o  en hire consultants as temporary 
trainers to conduct workshops and teach their employees important skills.

It is important for lab managers to remember that temporary employees don’t work for the 
companies actually using their services. Rather, they work for the staffi  ng fi rm that a company 
contacted when a lab manager temporarily needed a scien  st, engineer, or lab technician. Typ-
ically, companies sign exclusive contracts with a staffi  ng fi rm to supply their temporary person-
nel needs. Only if the staffi  ng fi rm cannot supply someone with the needed qualifi ca  ons can 
the company approach another staffi  ng fi rm. Lab managers need to develop produc  ve work-
ing rela  onships with their employer’s contracted staffi  ng fi rm and clearly specify the qualifi ca-
 ons needed to fi ll a temporary posi  on.

Employing con  ngent workers off ers laboratories 
staffi  ng fl exibility without long-term commitments.
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The diff erent rela  onship between con  ngent employ-
ees and companies using their services (compared to 
the rela  onship between employers and their own 
employees) requires that managers modify their super-
vision techniques. This is true for the bench scien  sts 
supervising technicians as well as the group leader or 
department manager.

Another factor for lab managers to consider is that 
temporary employees have diff erent mo  va  ons than 
conven  onal employees. Outstanding temporary em-
ployees can look forward to higher salaries in their cur-
rent or future assignments. However, they can’t expect 
promo  ons. One mo  va  ng factor may be the hope of 
being hired as a permanent employee.

Hiring temporary employees
Increased use of con  ngent workers o  en requires lab 
managers to integrate their core employees and tem-
porary employees. Sue Marks, CEO of staffi  ng fi rm Pin-
stripe (Milwaukee, WI), observes that more companies 
are using temps on project teams with their own long-
term employees. As a result, she says, the selec  on and 
treatment of these workers is just as important as that 
for the core workforce.

Lab managers can use two strategies when hiring a 
con  ngent worker. The fi rst is a minimum  me invest-
ment approach in which the manager reviews résumés 
submi  ed by the staffi  ng fi rm and chooses one indi-
vidual. However, it is almost always a worthwhile  me 
investment to interview one or more individuals for the 
temporary assignment, discussing their skills in some 
depth, assessing whether they will be compa  ble with 
the laboratory culture, and then picking the most suit-
able individual and contrac  ng for their services. While 
you can immediately terminate the work rela  onship 
whenever you become dissa  sfi ed with the individual’s 
performance, valuable  me has s  ll been lost. It is well 
worth an hour or two of your  me to personally inter-
view candidates to reduce the chances of bringing in an 
unsa  sfactory con  ngent worker.

Retaining temporary employees
One issue when using temporary workers to complete 
projects on  me is keeping these individuals at work 
un  l project comple  on. Stanley Nollen, Professor of 
Business at Georgetown University (Washington, DC), 
and Helen Axel, Senior Research Fellow at The Con-

ference Board, a New York City research organiza  on, 
characterize professional and technical temps as having 
“li  le or no a  achment to the company at which they 
work…They have neither an explicit nor implicit con-
tract for con  nuing employment.” With few  es to the 
company, many temporary workers job hunt on a con-
 nuous basis and are more likely to resign unexpect-

edly than are company employees. What employers 
like most about con  ngent staffi  ng, the ability to easily 
dissolve the company/temporary worker rela  onship is 
also a major cause of dissa  sfac  on with using con  n-
gent workers.

Con  ngent worker mobility calls for special reten  on 
techniques such as payment of a bonus if the temp is 
s  ll at work upon successful comple  on of the project. 
However, managers shouldn’t make promises they 
can’t keep. In the case of high performance con  ngent 
workers, lab managers can promise to look for oth-
er temporary assignments within the company or to 
recommend the individual for employment with the 
company. However, they can seldom guarantee a new 
temporary assignment.

Managers should also do what they can to make sure 
the workplace is a pleasant environment for con  ngent 
workers. In many workplaces, temps report company 
employees o  en treat them with a lack of consider-
a  on and respect. Managers can improve reten  on of 
con  ngent workers by counseling company employees 
to treat temps as they would each other.

One way of keeping con  ngent workers in harmony 
with your company’s culture is to hire company re  r-
ees as temps. They understand the company culture 
and s  ll have  es of loyalty to the fi rm. Many company 
employees s  ll know them. Company re  rees are also 
a known quan  ty. Managers can consult their person-
nel fi les to determine their strengths and weaknesses. 
For example, Dr. Lynn Slaugh, who re  red from Shell 
Chemical as a Dis  nguished Scien  st, the top of Shell’s 
technical ladder, is one of many re  red researchers 
who have worked as contract employees in one of the 
fi rm’s laboratories.
Nollen notes that this type of hiring is par  cularly com-
mon a  er corporate downsizing. During downsizing 
some companies reduce their staffi  ng levels too much, 
he observes. As a result, companies may hire back 
some of their former employees as con  ngent work-
ers. Helen Axel sees fewer quality problems with such 
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temps “because they have a track record when you hire 
them.”

Con  nuing educa  on
Providing con  nuing educa  on opportuni  es could 
be an eff ec  ve reten  on tool for some temps, par  c-
ularly younger ones. An increasing number of fi rms 
that supply contract laboratory workers, such as Kelly 
Technical Services and Manpower, Inc., are providing 
con  nuing educa  on courses for their employees. It’s 
a win-win situa  on. By increasing their qualifi ca  ons, 
staffi  ng fi rms can charge companies higher fees for 
their services. The higher fees result in higher salaries 
for con  ngent workers increasing the likelihood they 
will work longer for companies using their services.

Changing project staffi  ng levels
R&D staffi  ng levels are set in response to the need for 
employees on various projects. In the ini  al stages of 
an R&D project, company employees work on new 
product and manufacturing process concepts. These 
are usually full-  me company employees although 
some may be highly trained consultants o  en with 
quite specialized skills. As projects move into process 
op  miza  on and scale-up phases, addi  onal scien  sts, 
engineers, and technicians o  en are needed to operate 
a pilot plant and perform analyses. The people brought 
in to do this are o  en con  ngent workers. Then as the 
product or process is commercialized, analyses are 
standardized and produc  on is moved to a fullscale 
plant, these con  ngent employees are let go while 
company employees move on to other R&D assign-
ments.

This enables employers to avoid the morale and other 
problems associated with staff  reduc  ons, says De-
nise Rousseau, Professor of Organiza  onal Behavior at 
Carnegie Mellon University in Pi  sburgh and author of 
“Psychological Contracts in Organiza  ons: Understand-
ing Wri  en and Unwri  en Contracts” (Sage Publica-
 ons, Thousand Oaks, CA). Conduc  ng a staff  reduc-
 on, even when done with compassion and sensi  vity, 

is emo  onally devasta  ng for everyone involved — in-
cluding many managers. Dr. Bill Carroll, Vice President 
of Research at Occidental Chemical and former Amer-
ican Chemical Society president, has spoken movingly 
of the emo  onal anguish he experienced in having 
to conduct a staff  reduc  on at his fi rm. Survivor syn-
drome, the nega  ve emo  ons felt by employees who 

have survived a staff  reduc  on, can reduce workplace 
produc  vity and job sa  sfac  on. By hiring con  ngent 
workers whose tenure is understood by all to be limit-
ed, employers avoid many of the nega  ve emo  onal 
consequences of staff  reduc  ons.

Downsides of using con  ngent 
workers
Besides having li  le loyalty to the company, another 
downside is that using large numbers of temps instead 
of hiring their own employees can undermine staff  mo-
rale. Economist Ann Davis at the Bureau of Economic 
Research at Marist College (Poughkeepsie, NY) believes 
the presence of con  ngent workers serves as a con-
stant reminder to regular employees that they can be 
replaced. Carol Harvey, Associate Professor of Manage-
ment and Marke  ng at Assump  on College (Worcester, 
MA), believes company employees won’t remain com-
pliant and mo  vated if they believe con  ngent workers 
could take their jobs. Their fears can surface in the form 
of lower produc  vity and increased employee turnover. 
They can also reduce employee focus on their jobs and 
result in a larger number of laboratory accidents.

Using temping as a staffi  ng      
screening tool
Many con  ngent workers hope to leverage their tem-
porary assignments into full-  me posi  ons — and 
many do. A 2006 ASA survey of 13,000 current or for-
mer temporary and contract employees indicated that 
53% of those who remained in the work force moved 
on to permanent jobs.

Anecdotal informa  on included in the ASA survey 
indicated that “temp-to-perm” working arrangements 
are growing rapidly in popularity. This trend is changing 
the way some laboratories recruit new employees. For 
example, the manager of the Surfactant Applica  ons 
Group at Shell’s Westhollow Technology Center (Hous-
ton, TX), Dr. Edwin Rosenquist, repeatedly hired labora-
tory technicians in this manner. Only the best contract 
employees received job off ers from Shell a  er he and 
the supervising chemist evaluated their work as temps 
for six to twelve months. The company has recently 
used the same approach in hiring young analy  cal 
chemists. Familiarity with the con  ngent employee’s 
work can help companies aff ord incorrect employment 
decisions when hiring permanent employees. Common 



11LAMA REVIEW  APRIL 2017

employment factors such as infl a  ng qualifi ca  ons on 
one’s résumé become less of a concern when managers 
and coworkers have seen fi rst-hand how well the con-
 ngent worker fulfi lls his/her job responsibili  es.

Supervising temps
Diff erent supervision techniques for temporary em-
ployees are needed for two reasons. The fi rst is the 
limited and some  mes uncertain dura  on of their 
employment. The second is that temporary employees 
actually work for the staffi  ng company that provides 
their services, not for the laboratory itself.

When supervising or working with con  ngent employ-
ees, lab managers need to be aware that these indi-
viduals are unfamiliar with the employer’s policies and 
procedures. In par  cular, lab managers should verify 
that con  ngent laboratory workers have the proper 
safety equipment such as safety glasses, take company 
safety courses, and follow company safety procedures.
Lab managers should remember that the staffi  ng fi rm, 
not their own employer, actually pays the con  ngent 
worker’s salary (paying them out of the fee paid to the 
staffi  ng fi rm). You should limit salary discussions by 
sugges  ng the temp ask the staffi  ng fi rm these ques-
 ons. Of course, if you’re happy with the con  ngent 

worker’s performance, call the staffi  ng company and let 
them know. A delayed raise could result in an excellent 
con  ngent worker accep  ng a more lucra  ve tempo-
rary or permanent assignment with another fi rm.

The con  ngent worker’s limited loyalty to the company 
means he/she is more likely to need closer supervision 
that a company employee. Like a new employee, the 
temp’s capabili  es and diligence o  en are unknown. 
However, managers shouldn’t constantly stand at a 
temporary technician’s shoulder being sure he/she is 
working and shouldn’t ask others to frequently report 
on the temp’s behavior. Con  ngent laboratory employ-
ees should be given clear deadlines with their assign-
ments. Ini  ally, it is a good idea to hold informal daily 
discussions with the temp to discuss daily progress and 
discuss future work. As con  ngent technicians, scien-
 sts, and engineers become more familiar with their 

assignments, this close supervision o  en becomes less 
necessary and informal weekly reviews of progress 
frequently suffi  ce.

Another important considera  on is that lab managers 
need to be sure that temporary employees are aware 
of confi den  ality requirements both for the proprietary 
informa  on they learn on the job and the intellectual 
property that they create. This intellectual property be-
longs to the company not to the con  ngent employee 
or the staffi  ng fi rm.

Finally, the presence of temps in the laboratory o  en 
means managers must adapt their management tech-
niques for company employees. They must be prepared 
to deal with the resentment many company employees 
feel towards con  ngent workers par  cularly a  er a 
lab downsizing. Even in the absence of staff  reduc-
 ons, bringing in rela  vely large numbers of temps 

can undermine company employee morale. As noted 
above, the presence of con  ngent workers serves as a 
constant reminder to regular employees that they can 
be replaced.

The staffi  ng company perspec  ve
Staffi  ng fi rms succeed by maintaining a roster of highly 
qualifi ed people they can provide to companies need-
ing temporary staff  members. The staffi  ng fi rm’s goal 
is to reduce turnover and thus reduce recruitment 
costs. Global staffi  ng fi rm Adecco (global headquarters 
Gla  brugg, Switzerland), which employ 700,000 people 
in temporary posi  ons in client companies, recently 
created a new posi  on, “chief career offi  cer,” to help 
accomplish this. Bernade  e Kenny has the responsibil-
ity of mee  ng the career needs of con  ngent workers 
so they stay with Adecco enabling the fi rm to provide 
quality temps to corporate clients. To do this, she su-
pervises Adecco employee learning, training, and talent 
development.

Conclusion
By screening poten  al con  ngent workers, hiring them 
for suitable assignments and supervising them ap-
propriately and eff ec  vely, managers and supervising 
scien  sts/engineers can assure that the con  ngent 
employment experience is rewarding for the temp, the 
manager, the client company, and the staffi  ng fi rm.

First Published in Lab Manager - Permissions granted by Labmanager
h  p://www.labmanager.com
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What’s the best strategy for fi nding—and 
keeping— hourly wage earners in a  ght la-
bor market? When a friendly clerk at one of 
Ed Doherty’s fast-food restaurants fl ashed 
him a smile, he couldn’t help but no  ce 
her missing front teeth. Doherty loaned 
her money to get them fi xed. “She paid me 
back every nickel,” he says, recoun  ng how 
shocked the worker was that he would be 
so generous to an employee.

Although Doherty doesn’t make a habit of 
off ering personal loans to his hourly work-
ers, he does champion a workplace where 
employees are treated with kindness, digni-
ty and respect.

His decades in the restaurant business (and 
working for Marrio   before that) have 
taught Doherty key lessons about managing 
an hourly workforce—and leveraging it to 
gain a compe   ve advantage.

His company, Doherty Enterprises Inc., 
which owned the Roy Rogers restaurant 
where the employee who had missing 
teeth worked, was nearly bankrupted in 
the 1990s a  er the fast-food chain ran into 
fi nancial trouble. But Doherty rebooted 
with the aim being to “wow” guests, and he 
made his overwhelmingly hourly workforce 
a key ingredient of the strategy.

Now his Allendale, N.J.-based company 
owns 164 restaurant franchises across eight 
brands, including Applebee’s, Chevys Fresh 
Mex, IHOP, Panera Bread, and  Noodles & 
Company. About 9,000 of its 10,000 em-
ployees are hourly associates.

Although recrui  ng and retaining hourly 
workers can present challenges that are 
beyond HR’s control, other issues that aff ect 
on-the-clock posi  ons are well within its 
purview to address. For example, hiring 

By Tamara Lytle
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and mo  va  ng eff ec  ve managers who will commu-
nicate clearly with their nonexempt employees is key. 
Focusing on recogni  on, benefi ts and incen  ves is also 
integral to an eff ec  ve HR strategy.

“When you run an organiza  on a certain way, people 
feel proud to work there. It’s an environment you cre-
ate that builds on itself,” says Doherty, whose company 
created the Wow a Friend Founda  on to help associ-
ates facing a crisis. Last year, he personally matched the 
nearly $250,000 that employees donated.

Finnderss Keeepers
Finding high-quality hourly employees is harder than 
it used to be. As unemployment has fallen, there are 
fewer workers ac  vely seeking new opportuni  es. And 
the ability to both mo  vate and retain exis  ng employ-
ees has become tougher as compe  tors seek to lure 
them away with higher wages and be  er promo  onal 
opportuni  es.

Given the  ght labor market, it’s important for re-
cruiters to show prospec  ve candidates why their 
companies are great places to work, says Mel Kleiman, 
president of Humetrics in Sugar Land, Texas, which spe-
cializes in training, systems and tools to help companies 

manage hourly workers.

“Quit looking for people looking for work,” he advises, 
“and look for people looking for be  er jobs.”

That’s the approach Hilton Worldwide took, says 
Jennifer Rinck, the company’s vice president of talent 
acquisi  on. The global hotel opera  on has shi  ed its 
strategy to refl ect new workforce reali  es, she says. 
With unemployment near 5 percent, Rinck highlights 
compe   ve pay and benefi ts to draw people away 
from other employers. She also emphasizes Hilton’s 
new policy off ering hourly and salaried staff  paid pater-
nity leave.

Leaders at Flynn Restaurant Group leveraged their own 
workforce as a source of valuable leads. A  er an inter-
nal analysis revealed that hourly hires recommended 
by employees typically perform be  er than others, the 
company began providing bonuses to workers for re-
ferring people who land jobs, says Betsy Mercado, the 
company’s vice president of human resources.

One way for HR to defi ne a company’s unique value 
proposi  on is to create a list of the top 10 reasons to 
work there, according to Kleiman. This exercise helps 
leaders to fi ne-tune the company’s brand and mo  -
vates top management to live up to its own promises.



14 LAMA REVIEW APRIL 2017

Addi  onally, companies that want to retain their best hourly work-
ers need to match how they treat these employees to the employ-
ees’ value in the workforce, Kleiman advises.

The easiest employees to lose are o  en the best ones, so focus on 
fi nding ways to give top performers growth opportuni  es—listen 
to them, assign them interes  ng work, and make them feel valued 
with compe   ve pay and benefi ts, he says. Too many companies 
wait un  l their top-performing workers are leaving to ask, “What 
do we have to do to keep you?”

The BBosss
Managers play a big part in retaining the best hourly workers.

That point was driven home to Kleiman when he stopped for 
lunch recently at a casual dining restaurant and no  ced that many 
employees were wearing T-shirts that said “I love my job,” even 
though they had a variety of shirts to choose from.

“You’ve got to be a manager whose employees want to wear that 
T-shirt,” he says. “Employees don’t leave good managers easily, 
even for more money.”

The key to developing bosses that engender that kind of loyalty is 
selec  ng the right people for supervisory jobs and then training 
them well, Kleiman says.

During a blizzard in January, a customer had ventured out into the 
storm to one of Doherty’s Panera Bread restaurants. The custom-
er called later and said he had le   his food there by mistake. The 
store was about to close as the snow piled up, so the manager 
decided to deliver the order to the customer’s house.

That sort of a   tude sets a good example for hourly staff .

Eff ec  ve managers are those who also get to know their employ-
ees as people, says Paul Rockelmann, vice president of human 
resources at The Rose Group in Newtown, Pa., which owns Apple-
bee’s and Corner Bakery Cafe restaurant franchises and employs 
4,500 hourly workers.

“Managers have the best idea on an individual level of what our 
associates need,” Rockelmann says. “What works for one person 
might not work for another.”

Preedictable Schedules
Taking an individual approach is eff ec  ve with scheduling as well, 
since unpredictable hours are a common pain point for hourly 
workers.

Hilton strives to keep great employees by off ering fl exible sched-
ules, Rinck says. And last year the company rolled out a policy of 

The Face of the Hourly the 
Workforce

 The U.S. had 77.2 million hourly 
workers in 2014; that represents 
more than 56.7 percent of the 
workforce.

 70 percent of hourly workers are 
employed full  me.

 45 percent have four-year college 
degrees, and another 18 percent 
have advanced degrees.

 They are most likely to work in re-
tail, professional services/banking/
fi nancial, construc  on/manufac-
turing and educa  on.

 40 percent of hourly workers have 
been with the same company for 
more than fi ve years.

 Restaurant employees are the 
least loyal—29 percent have been 
with the same company for six 
months or less.

 83 percent of hourly employees 
have one job.

Sources: Profi le of the Hourly Worker by 
Edison Research on behalf of Red e App, 
released November 2015; and Character-
is  cs of Minimum Wage Workers, 2014 by 
the U.S. Bureau of Labor Sta  s  cs.
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scheduling hourly workers 10 days in advance.

“People are really looking for the ability to plan their 
lives out and make commitments,” Rinck says. In an in-
dustry where schedules some  mes come out just days 
in advance, being able to off er more advanced no  ce is 
a recrui  ng bonanza.

Technology helps make that possible at Hilton, which 
recently switched to so  ware that looks at historical 
occupancy rates and labor needs to forecast how much 
staffi  ng is required for any given shi  .

Rockelmann’s company uses a similar tool, which 
projects staffi  ng needs based on historical sales data 
and matches that with employees’ scheduling requests. 
“Technology really has helped the associate and the 
employer in that area,” he says.

EJ Ajax Metalforming Solu  ons in Minneapolis, which 
has 50 hourly workers in its 60-person workforce, also 
strives to off er fl exible scheduling, says its head of HR, 
Curt Jasper. For example, the company has altered the 
usual shi   schedule to allow one worker to start later in 
order to take care of siblings and another to leave early 
for a class.

The fl exible schedules give employees more control 
over their  me than they might have elsewhere, Jasper 
says, and “they don’t want to lose that.”

A lack of fl exibility and not being assigned enough work 
hours are big drivers of turnover, Mercado says. Flynn 
Restaurant Group is the largest restaurant franchisee in 
the U.S., with 750 eateries across three brands, includ-
ing Taco Bell. The company focuses on giving its 34,000 
hourly workers the schedule that was promised to 
them during the hiring process.

In February, the na  on’s largest employer, Wal-Mart, 
announced plans to use fi xed shi  s, which guarantee 
the same weekly hours for as long as a year, and fl ex 
shi  s, which allow employees to build their own sched-
ules from the hours available in roughly two-and-a-half-
week increments. These scheduling features will be 
available to workers by the end of this year.

Doherty says he tells his managers that they are 
obliged to try to accommodate employees’ scheduling 
requests. He also makes sure not to require that hourly 
workers be on call for last-minute shi  s—a scheduling 
prac  ce that landed some employers in legal hot water 
last year.

Let TTheem Heaar Youuuu
Keeping in touch with hourly employees can be a 
con  nual challenge. In industries such as hospitality, 
workers o  en aren’t all under one roof or on the same 
schedule, and companies may not have e-mail address-
es for their hourly workers.

Here’s what some HR leaders are doing to bridge the 
communica  on gap:

 Newsle  ers and magazines. Doherty’s compa-
ny sends an internal newsle  er six  mes a year 
that includes photos from charitable events 
that workers par  cipated in and employee an-
nouncements such as births and weddings.

 Webpages. The Rose Group uses an employee 
webpage to highlight benefi ts such as employ-
ee discount programs and to answer ques  ons 
from staff . Hilton posts electronic thank-you 
notes on its employee webpage to recognize 
special eff orts noted by guests, managers and 
peers.

 Employee surveys. Hilton conducts an annual 
survey that produces a ton of feedback, Rinck 
says. The comments help shape company policy 
changes. Flynn Restaurant Group fi elds an 
annual employee sa  sfac  on survey but also 
canvasses every depar  ng hourly worker. Half 
of workers who reported being dissa  sfi ed with 
their jobs said their company never surveyed 
them, according to Profi le of the Hourly Worker, 
a report released in November 2015 for Red e 
App by Edison Research.

 Apps. Some organiza  ons are adop  ng tools 
that off er mobile device applica  ons that create 
an easy way to stay in touch with employees 
whenever and wherever they work. Among 
hourly staff  who access the Internet, 72 percent 
do so via smartphone, according to the Red e 
App report.

 E-mails. Some companies collect employees’ 
e-mail addresses to send out benefi ts surveys 
and compensa  on informa  on.

 Focus groups. To gather feedback from its 
employees, The Rose Group convenes an asso-
ciate roundtable about fi ve  mes a year with 20 
hourly workers. “You have to get out and talk to 
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your associates,” Rockelmann says. “They are 
the ones who talk to your guests.”

Reecoognni  oon AAnd Reeeeeewarrds
Compe   ve pay is cri  cal to a  rac  ng and retaining 
top hourly employees, and off ering incen  ves can also 
help companies achieve these outcomes.

At Doherty Enterprises, managers receive a pool of 
money to spend on programs that reward employ-
ees who sell the greatest amount of a certain type of 
beverage or who earn high scores on mystery shopper 
surveys.

EJ Ajax pays its hourly workers addi  onal money for 
learning to operate new machines. Employees get 
credit on their evalua  ons for a  aining up to four levels 
of profi ciency on machines they operate. Pay raises are 
not based on seniority or infl a  on, so workers have an 
incen  ve to keep learning and improving if they want 
higher pay.

About 90 percent of new hires at EJ Ajax start with no 
experience, so training is key. Workers also are encour-
aged to take outside classes in areas that grow their 
on-the-job skills.

Along with doling out bonuses to reward employees 
for good behavior, many employers are taking steps to 
celebrate posi  ve ac  ons.

Ten years ago, fewer people were interested in recogni-
 on pins or other symbolic gi  s, but that is changing as 

more Millennials join the workforce. Members of that 
genera  on tend to want the proverbial pat on the back. 
That’s why Rockelmann of The Rose Group is stepping 
up his recogni  on programs with pins and gi   cards to 
mark tenure milestones.

Twice a year, Hilton dedicates a week to recogni  on 
with thousands of events held around the globe.

Many organiza  ons are also customizing their rewards 
off erings. San Francisco-based Flynn Restaurant Group 
is trying out a new program to let employees choose 
from among several award op  ons to personalize rec-
ogni  on. “You come up with one [prize] for 50 people, 
and there are going to be 25 who don’t appreciate it,” 
Mercado says.

EJ Ajax off ers its employees rewards such as $50 gi   
cards for spotless safety or a  endance records. A 
monthly drawing is held with the names of those who 

submit construc  ve ideas to the company sugges  on 
box; rewards include four extra hours of vaca  on.

Doherty Enterprises employees can receive gi   cards 
and invita  ons to off site dinners for them and a guest 
to recognize tenure.

At The Rose Group, if an employee submits a sugges-
 on to the “Great Idea Hotline” and the sugges  on 

is implemented, the employee gets $100 and a le  er 
from the company president.

Hilton focuses on families by off ering employees dis-
counted stays at its hotels and extending that benefi t to 
employees’ family members.

The hotel chain also supports employee development 
among hourly workers by providing an array of in-
house and university-produced online classes and by 
giving workers who earn a high-school equivalency 
diploma opportuni  es to move up within the business.

Cuultuuree Club
Along with tangible tac  cs for managing hourly work-
ers, developing a strong culture is an important re-
ten  on component, especially in a compe   ve labor 
market. Many organiza  ons build teamwork and pride 
by suppor  ng charity and community projects, which 
is viewed as a big plus by Millennials. “They feel good 
about working for a company that is commi  ed to giv-
ing back,” says Doherty, whose company par  cipated in 
850 charity events and community projects outside its 
restaurants in 2015.

Regardless of what genera  on employees are from—or 
what level they are at in a company—all people want to 
feel valued and heard.

“It doesn’t ma  er if you have a hundred employees or 
thousands,” Rinck says. “You need to be out there ask-
ing and fi nding out what’s important to them.”

Tamara Lytle is a freelance writer in the Washington, 
D.C., area.
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By Ronald B. Picke   

 Tippss annd Tecchniquuuues for Idenn  ffyyinnng 
thhatt Peerffectt Addiiii onn to Yourr TTeeammmm
Across from you sits someone you just met. Oh, 
you’ve read their resume, so you know something 
about who they are, but everybody knows what 
people put in their resumes. She brings a fi rst-class 
educa  onal background— you wish you had done 
as well in school—and her extracurricular ac  vi-
 es are impressive. Now, your challenge is to sort 

out how well she will fi t into the posi  on you have 
open and how well she will mesh with your team.

For most laboratories, turnover is low and ten-
ures are high so the opportunity and necessity to 
conduct interviews is limited. Many of the appli-
cants for the posi  ons you have available may have 
more extensive and more recent experiences being 
interviewed than you have of conduc  ng inter-
views. Furthermore, many may have taken courses 
on being interviewed as part of a job search train-
ing program. So, YOU can take a course, read a 
book, or hone a few key skills.

Beehaaviorral iintervvvvviewwing
The most successful interview techniques today 
are behavioral event interviews. The essence of 
behavioral interviewing is asking someone to 
describe a situa  on they have personally expe-
rienced—how did they behave in response to a 
set of circumstances that they faced? There are 
two reasons to use behavioral interviews. First, 
the best indica  on of future performance is past 
behavior. Second, the ques  oning format requires 
an “on-the-spot self- analysis” (Falcone, pg. XV.) It’s 
hard to prepare for this type of interview except 
through life experiences.

There are several legal traps you can fall into while 
interviewing so, to be  er understand which ques-
 ons are illegal, see your HR staff  or Chapter 18 of 

“96 Great Interview Ques  ons to Ask Before You 
Hire.” 1

Here are the most important skills you’ll need: 

1. Get applicants talking
2. Listen carefully to what applicants say
3. Trust your gut

Geet apppliicannts taaallkingg
Begin with a few simple ques  ons. It is surprisingly 
easy to get people talking about themselves—the 
bigger problem usually is to get them to stop. This 
is a strong statement about the thirst we have for 
being taken seriously, for having someone pay 
a  en  on to us as an individual, to focus on us, and 
to listen carefully to what we have to say. Asking 
people to talk about themselves, to respond to a 
par  cular ques  on about their lives, then paying 
close a  en  on to the responses, usually brings out 
a fl ood of useful informa  on. Select the ques  ons 
you use with care and with the inten  on of elicit-
ing specifi c types of informa  on.

Don’t ask ques  ons that have answers that are 
easy to get via other sources unless you want to re-
lax and establish a rela  onship with the candidate.

The fi rst step in interviewing someone is to decide 
what you want to know: Is working on a team 
important? If so, ask them to describe their experi-
ences in working on teams. If ini  a  ve and fol-
low-through are important, ask about completed 
projects. If you want to know about leadership or 
management experience, ask about specifi c roles 
they have played, the jobs they have done, and 
their reac  ons to being in a leadership role.

For most laboratories, turnover is low and tenures are high, so the opportunity and necessity to conduct inter-
views is limited. But, when it’s necessary, the author argues that behavioral event interviews work best because 
the ques  oning format requires on-the-spot self-analysis that is diffi  cult to prepare for except through life experi-
ences.
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Sometimes your staff 
can be a little tough 
on your equipment.

Ancare’s cages, bottles, and 
stainless steel equipment 
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anything that your staff 

can throw at it.

Go ahead. We can take it.
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Tough Staff?
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Here’s are some general lead-ins for a behavioral event 
ques  on: “Think of a  me when...” or “Think of a situa-
 on in which you were…”

For candidates with limited experience outside of the 
educa  onal environment, ask about clubs, group mem-
berships, and team projects in school.

Lissteen ccareefully to wwwwwwhatt applicanntss ssayyyy
Once they are talking, pay close a  en  on to what they 
are saying and what is being le   unsaid. This takes 
concentra  on and focus. Look for excitement and in-
volvement—passion while reliving the events being de-
scribed. Use nonverbal clues to encourage the telling of 
the story, and ask ques  ons to elicit greater detail. Give 
them  me to think, and give them  me to respond. A 
good interviewer knows how to let silence be their ally. 
Learn to let the seconds  ck by and curb the urge to 
interrupt a period of silence—make the candidate fi ll in 
the gap.

Peter Drucker has said, “The most important communi-
ca  on skill is listening to what isn’t being said.”

Cau  on: Don’t give away the answer! We o  en encour-
age the kind of response we are looking for through 
our body language, our sounds of agreement, and the 
points at which we take notes. You are not in the fi nals 
of the World Series of Poker Championship, but try to 
maintain that same level of interest, eye contact, and 
ac  ve listening throughout the interview.

A cconveersa  oon or aaaaaan interroga  onn??
Having a prepared list of ques  ons can be a big help 
and can ensure you cover the important topics. How-
ever, if you aren’t careful, it can turn the interview into 
an oral exam rather than a friendly chat. Remember 
that your goal is to fi nd a mutually sa  sfying match, not 
to “fail” a candidate. This could be the fi rst hour of a 
long-term rela  onship so looking for a healthy, posi  ve 
connec  on may be far more consequen  al than the 
facts that you might uncover.

A tteaamm inttervview ooooor one-on-onee?
It may be too  me-consuming to conduct interviews 
by a team of poten  al peers if there are a number 
of candidates. However, for the fi nal four or six, it’s a 
great idea to include interviews by staff  members who 
are going to be co-workers of the selected candidate. 
These interviews really work well when they are done 

by small groups. (You may be surprised and learn a lot 
about your staff  by the ques  ons they ask and their 
ranking of the fi nalists.) While it is unusual, think about 
the other parts of the organiza  on that are instrumen-
tal to your success. Including other departments in the 
interviews can be a posi  ve way to build and strength-
en those rela  onships.

Whaat aappplicaants doooooo off  the job
Hearing about ac  vi  es people are involved in during 
their personal  me can be both rewarding and informa-
 ve. Worry about someone who takes too much work 

home with them or has no outside ac  vi  es. Involve-
ment in hobbies, coaching a Li  le League or soccer 
team, helping with Boy Scouts or Girl Scouts, and even 
par  cipa  ng in quite exo  c ac  vi  es are usually signs 
of a well-rounded, happy and healthy person. You may 
be surprised at some of the things people are involved 
in; I certainly have been.

Haavee a graadinng scalle
Start with a good idea of what kind of person you are 
looking for and the importance you give to each of the 
characteris  cs being considered. Then, as the process 
goes on, think about whether your fi rst set of criteria 
was correct. While conduc  ng interviews, interviewers 
frequently discover that their ini  al job requirements 
need to be modifi ed based on what they are hearing.

Truustt yoourr guut
Am I sugges  ng that you trust your emo  onal response 
to the person? Yes! First realize that your emo  onal 
reac  on is o  en based on an unconscious reading 
of body language, and body language is much more 
reliable than the words people use. Second, you will 
have developed a set of emo  onal expecta  ons, such 
as thoughts, reac  ons, and specifi c things you do and 
don’t want to hear. This happens involuntarily as you 
develop the posi  on descrip  on, think about the expe-
riences you have had with other new hires, and review 
resumes. If something doesn’t sound right or feel right, 
trust your gut!

Cau  on: We have a tendency to evaluate people who are similar 
to us more highly than those who are diff erent—gender, race, 
size, age, ethnicity, etc. This is understandable, and can be hard to 
guard against. This very human characteris  c may cause you to 
miss just the kind of person you need to have on your staff  to spur 
change and to confront and challenge long-held prac  ces. 
(Coon  nueed onn page 28)
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When you’re hiring, you can spend a lot of  me 
interviewing job candidates who don’t meet your 
needs before you interview the one who does. One 
way you can make your search go faster is to use the 
phone screen interview. A candidate’s answers to 
phone screening interview ques  ons can allow you 
to speedily iden  fy the most promising candid ates.

The process is straigh  orward: Once you’ve used 
candidates’ resumes to narrow the applicant pool for 
your job opening, schedule each of those candidates 
for a brief phone screen interview. This step can 
save you the  me and trouble involved in mee  ng in 
person and interviewing job candidates who, despite 
strong resumes, don’t meet all your needs.

The answers to quick phone screen interview ques-
 ons can tell you a lot about whether an applicant 

is likely to have the right mix of skills and experience 
for the posi  on and a work style that will suit your 
workplace. And a rela  vely impromptu phone call 
can give you a be  er idea of the candidate’s inter-
personal skills than a formal, rehearsed interview 
would.

Thhe beest phoone scccccreen intervieww quuuueesss-
 oonss too aask

When asking phone screen interview ques  ons, be 
sure to raise any concerns — and especially any red 
fl ags — that came up when you fi rst read the can-
didate’s resume. Did the resume omit an important 
technical skill? Was there a mysterious gap in the 
candidate’s employment? This phone call is an op-
portunity to raise all your concerns. If the candidate’s 
answers to your phone screening interview ques  ons 
don’t sa  sfy you, you’ve saved yourself the  me 
involved in interviewing that candidate in person.

In addi  on, you can use this opportunity to get a 
sense of a candidates’s work style and so   skills. You 
can also learn more about the candidate’s expecta-
 ons for the posi  on.

There’s nothing magical about what ques  ons to 
ask; many of the same ques  ons that you’re used 
to asking during in-person interviews can be used as 
phone screening interview ques  ons. But, in general, 
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plan to ask fewer ques  ons and to save more in-depth 
ques  ons for the in-person mee  ng, when you have 
more  me to spend with the candidate and can use his 
or her body language to help evaluate the responses. 

Here are some examples of good phone screen inter-
view ques  ons:

 Tell me a li  le bit about yourself.Why do you 
want this job?

 How would you describe your work style?

 What is a typical day like at your current (or 
most recent) job?

 What reasons do you have for leaving your cur-
rent (or most recent) job?

 What skills have you learned recently?

 Where do you see yourself in fi ve years?

 How do you see yourself contribu  ng in this 
posi  on?

 What do you hope to get out of this job?

 What ques  ons do you have for me?

Plaanninng yyouur phoonnne sccreening inntervvvvieeeww
quuess  oonss
You may choose to plan for shorter or longer calls, 
but many employers fi nd that it typically takes 15 to 
30 minutes to ask all per  nent phone screening inter-
view ques  ons. Once you’ve decided how long you 
can spend on the calls, you can decide which general 
ques  ons you will want to ask each candidate. Being 
consistent with your ques  ons will allow you make fair 
comparisons between candidates. Of course, you will 
also want to be sure to ask any specifi c ques  ons raised 
by a candidate’s resume.

Using phone screen interview ques  ons to narrow the 
candidate fi eld can be an important part of an eff ec  ve 
candidate evalua  on process. With a li  le planning, 
you can save yourself a lot of  me and be that much 
closer to a successful hire.

If you’re having trouble iden  fying the right candidate 
for your hiring needs, give Robert Half a call. We’re 
experts at fi nding highly skilled candidates, fast.
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“It all started from some proactive 
managers who put succession 
planning forward as an agenda 

item.”

BY MICCHAELL TIMMMS
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EXECUTIVE SUMMARY
If you want to ensure your orga-
niza  on’s future success, don’t 
rely on recrui  ng to fi nd the 
best people for leadership posts. 
Instead, revamp your succession 
planning program with execu-
 ve leadership and buy-in, keep 

it simple and follow the cri  cal 
path toward developing a well-
stocked cupboard of internal 
candidates.

The phrase “recrui  ng is broken” 
might sound infl ammatory, but 
it’s true. Think about it. Is your 
recrui  ng process producing the 
top talent that your company 
needs to support its growth? 
Many business leaders are an-
swering “no” to that ques  on. 
These professionals either are 
not happy with the results that 
their recruiters are producing, 
or they grudgingly have come to 
terms with what their recruiters 
can realis  cally produce.

Recrui  ng is not just being over-
used in most organiza  ons; it is 
o  en seen as the only op  on to 
fi ll vacancies. The problem with 
this approach is that as the labor 
market  ghtens, organiza  ons 
are going to fi nd more crea  ve 
ways to en  ce their top talent to 

stay. The result is that there will 
be far fewer stars available in the 
labor market.

Organiza  ons that only have 
one lever to pull when a vacancy 
arises are se   ng themselves up 
for failure when that lever stops 
working. Instead, recrui  ng must 
focus on bringing in excellent 
entry-level employees, and com-
panies must fi nd a new source of 
top talent: internal candidates.

Unlike external hires, internal 
candidates can be prepared care-
fully to be successful in the pre-
cise role the company is looking 
to fi ll. And this source need never 
dry up. When a vacancy occurs, 
most managers ins  nc  vely ask 
human resources to look outside 
the company for someone who 
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has industry experience doing precisely the same job 
as the vacancy they are trying to fi ll. But when human 
resources asks them who in their department can step 
up, the answer is almost always “nobody.”

Well, why is that? The answer can be only one of two 
reasons. Either your managers are hiring the wrong 
kind of people, or they are not developing the good 
people they already have. From experience, both are 
true, but it’s more o  en a result of the la  er reason.

When hiring managers keep asking human resources to 
produce the perfect candidate, smart human resources 
leaders should respond with an alternate solu  on. They 
should suggest that managers hire more entry-level 
candidates and then train and develop them into the 
dream employees that the hiring managers keep ex-
pec  ng other companies to produce for them.

Unfortunately, many managers respond that they don’t 
have the  me to train somebody new. Consequently, 
the cycle of reques  ng and then not ge   ng the top 
talent they need con  nues.

TThee hhidddenn cossssstt off recruiit inng
Recrui  ng is expensive. And it’s o  en more expensive 
than companies realize. The hard costs of adver  sing, 
recrui  ng agency fees or immigra  on costs pale in 
comparison to the so   costs. Recrui  ng consumes an 
enormous amount of  me, from the recruiter leading 
the search to the managers who must interview mul  -
ple candidates.

But the biggest cost that usually goes unaccounted for 
is the lost produc  vity caused by the vacant posi  on. 
When the vacant posi  on is cri  cal to the business’ 
success and searches take three to six months to fi ll, 
the opportunity cost of that vacancy, par  cularly when 
combined with the hard costs, becomes astronomical.

Compare that scenario with a succession plan that 
works. An engineering manager gives two weeks’ no-
 ce of her departure. The chosen successor, a project 

engineer, has been prepared over the last year to take 
on that role. He spends the next two weeks working 
closely with the outgoing engineering manager to 
ensure that he is up to speed with all the open fi les and 

projects that she was working on. An engineer is pro-
moted to fi ll the vacancy le   by the project engineer, 
and the company recruits a recent engineering grad to 
fi ll that vacancy in turn.

The search takes four weeks – and the department was 
short staff ed for only two weeks (just a  er the outgoing 
manager’s no  ce period). The result is an easy search 
for the recruiter, virtually no down  me and seamless 
knowledge transfer from outgoing to incoming.

Promo  ng internal candidates who have been prepared 
for the next step in their career minimizes or even 
eliminates the down  me associated with turnover of 
cri  cal posi  ons, thereby quickening the recrui  ng 
process. These candidates get up to speed faster and 
hit the ground running because they already have re-
la  onships with key contacts and know the processes. 
This ins  tu  onal knowledge is another so   cost savings 
that’s diffi  cult to account for, but it certainly provides 
tremendous value for the company.

TThee laabbor marrrrrrkett wall
If you’ve come to terms with what recrui  ng can real-
is  cally produce and feel like there’s nothing you can 
do about it, then you’re in trouble because things are 
about to get considerably worse.

What you see in Figure 1 is the eff ect that the baby 
boomers have had on American demographics be-
tween 1997 and 2012 (the most recent census data).

The gray line is the baby boomer bulge from 1997 – 
close to 20 years ago. At that  me, it was harmless. 
The average age of re  rement back then was about 60 
years old – well beyond the reach of the baby-boom 
genera  on. Today, the picture is quite diff erent.

The red line is the tsunami of baby boomers marching 
toward re  rement in the next fi ve years to 15 years. 
Although the Great Recession convinced many would-
be re  rees to put off  re  rement for another fi ve years, 
it only delayed the inevitable.

Most managers in organiza  ons today already feel 
like they’re back to prerecession  ghtness in the labor 
market.
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So if your company is barely keeping up with the num-
ber of open vacancies now, good luck keeping up in fi ve 
years.

Maakkinng iit wwork
Succession planning answers arguably the greatest 
talent management ques  on of the 21st century: How 
will organiza  ons fi ll the void le   by the baby boom-
ers?

Unfortunately, most succession plans don’t work. 
About 90 percent don’t work, in fact, according to a 
study by Deloi  e and validated by numerous personal 
observa  ons over the years. So to fi nd out why, we 
interviewed more than 50 execu  ves from nearly 50 
diff erent companies to discover what has worked for 
them and what hasn’t in their eff orts to grow their 
bench strength from within.

The research discovered that building a strong pipeline 
of talent boils down to three general principles:

• Execu  ve leadership and buy-in
• Keep it simple
• Follow the cri  cal path. In other words, complete the 

right succession planning ac  vi  es at the right  me and 
in the right order.

Succession planning is the cardiovascular system of 
an organiza  on, and leadership is its lifeblood. When 
they work, succession plans con  nuously produce new 
leaders and distribute them throughout the organiza-
 on to where they are needed. Given its vital role to 

organiza  onal health, succession planning (or “leader-
ship development,” take your pick) should be on a very 
short list of a company’s top strategic priori  es.

Patricia Kaiser, the chief opera  ons offi  cer of Sierra 
Systems, an IT consul  ng fi rm, has seen her fair share 
of other companies’ a  empts at succession planning. 
From her experience, few do it well.

Typically [human resources] brings succession plan-
ning forward to the execu  ve team. Everybody agrees 
that it’s important, but then it’s always the brightest 
fi res that get a  en  on, and succession planning goes 
on the back burner,” Kaiser said. “Then a key person 
leaves, and so out of necessity the company promotes 
someone who may not be ready. It is not fair to set up 
a talented person for failure, nor is it fair to the organi-
za  on.”
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Human resources can’t be the one promo  ng and ad-
vancing succession planning because human resources 
has no authority to set priori  es. People in that depart-
ment are not the ones who bear ul  mate responsibility 
for insis  ng that senior managers priori  ze succession 
planning over other worthwhile ac  vi  es that may 
yield more immediate gains to the bo  om line.

The CEO is the ul  mate customer of succession plan-
ning and must therefore be the ul  mate sponsor of it. 
But what if your company’s CEO isn’t on board? Per-
haps all it will take is a sugges  on from you to make it a 
priority.

Let’s take the example of an execu  ve vice president 
of an insurance company. He admi  ed that succession 
planning didn’t really used to be on his radar screen. 
But at the company’s last senior management meet-
ing, several of his younger managers asked him what 
his plan was for their career progression and what the 
plan was for the senior managers who were poised for 
re  rement.

This client described how he talked around the issue in 
circles, feeling a bit lost. That was when his vice presi-
dent of human resources suggested they get some help 
in this area.

A team now is working on pu   ng together a plan, and 
it all started from some proac  ve managers who put 
succession planning forward as an agenda item.

If pu   ng succession planning on the senior manage-
ment mee  ng agenda doesn’t get the ball rolling, then 
be a trailblazer and put a succession plan in place for 
you and for key roles within your purview. You will 
become a shining example for the organiza  on once 
succession planning does inevitably become a priority.

But there’s another benefi t. Managers who have a solid 
succession plan in place for their  department become 
more promotable themselves. First, the ability to 
develop other leaders is a key leadership trait that few 
managers possess. And second, when senior leaders 
are deciding which manager to promote, who are they 
going to choose? The person leading the department 
that will self-destruct if they are gone or the person 
who has several people prepared to take over from 
her? So you see, succession planning is not en  rely an 
altruis  c endeavor.

Keeeep it ssimmple
Weak execu  ve buy-in and cultural misalignment are 
the most common culprits of succession planning 
problems. The second most common reason succession 
planning programs fail to achieve their goals is because 
they get too ambi  ous too soon. In the excitement of 
implemen  ng a new program, prac   oners can get 
carried away and, before they know it, they have over-
loaded department managers with paperwork.

Or they may make commitments that they do not have 
the horsepower to keep up with. When this happens, 
enthusiasm quickly turns to exhaus  on, and the origi-
nal goal of preparing star players to take on key leader-
ship roles gets lost in the minu  a of paperwork.

The two most fundamental ac  vi  es of succession 
planning are to iden  fy leadership poten  al and devel-
op that poten  al. They are two simple ideas that o  en 
get bogged down by clunky “tools” and endless spread-
sheets of data.

You’d expect that one of the largest, most complex 
banks in the world would have an equally sophis  cated 
succession planning tool. At least, that was what I was 
expec  ng to fi nd when I interviewed a representa  ve 
from the bank. But this bank uses quite possibly the 
simplest method for iden  fying top leadership talent 
and deciding how each employee should be developed.

This bank classifi es its employees into four develop-
ment categories:

1. Build capacity (con  nue working to develop their 
profi ciency in current role)

2. Core contributor (subject ma  er experts who are 
performing well, should focus on deepening their ex-
per  se)

The only sustainable competitive 
advantage in business is better 

people.
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3. Horizontal progression (ready to expand their 
breadth of experience)

4. Ver  cal progression (ready for promo  on to higher 
levels of leadership and responsibility)

Once each employee is classifi ed, managers can get 
straight to work cra  ing a development plan for each 
employee – not just those with leadership poten  al. 
This bank is a good example of a company that bucks 
the trend toward shiny, complicated succession tools in 
favor of a simpler method that meets the corpora  on’s 
needs and works with its culture.

Foollooww thhe crit iccccccal ppath
Succession planning isn’t rocket science. And yet, many 
companies don’t do it well, or at the very least, make it 
harder than it needs to be.

The reason for this is because there are, in fact, many 
elements of succession planning to consider and vari-
ous ways to implement them. These all become much 
easier to comprehend when they are laid out in their 
proper order of priority.

Our research interviews asked all 50 execu  ves the fol-
lowing ques  on: “If I could give you a magic something 
to make succession planning work be  er for you, what 
would it be?”

Several of them said something like this: “Look, we’re 
not General Electric or Pepsi, so we don’t have end-
less resources to develop our leaders. I’d like a simple 

framework that shows me what I should be focusing on 
at the various stages of my company’s evolu  on.”

Such a framework didn’t exist, so we examined the 
data from their perspec  ve. A clear list of priori  zed 
ac  vi  es – let’s call it the succession planning cri  cal 
path – emerged. Figure 2 details this path.

A “cri  cal path” is a step-by-step technique for process 
planning that defi nes cri  cal and noncri  cal tasks. In a 
project management context, the cri  cal path method 
is used to prevent  me-frame problems and bo  le-
necks. By following the cri  cal path in succession plan-
ning, you not only improve effi  ciency and save  me, 
you also improve your odds of success by taking the 
path of least resistance.

 For example, the primary goal of a custom leadership 
development program should be to help future leaders 
develop the competencies (skills, abili  es and a   -
tudes) that they will need to succeed in future roles. If 
leadership competencies are not thought out well or 
if they are diff erent than the “real” criteria that pro-
mo  on decisions are based on, then the custom lead-
ership development program will be teaching future 
leaders things that won’t get them promoted.

Sooner or later execu  ves will be forced to go back to 
the drawing board to fi x their competencies. Doing so 
will cost  me, increase frustra  on, slow momentum 
and may even hurt the program’s credibility. Each suc-
cession planning ac  vity on the cri  cal path is easier to 
accomplish a  er other, more essen  al ac  vi  es have 
been completed.
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The key to execu  ng a succession planning program 
successfully is to keep a laser focus on the primary 
objec  ve, which is building a sustainable pipeline of 
leadership talent. Companies can o  en become dis-
tracted by “big shiny objects,” such as a mentorship 
program or the latest succession so  ware. As helpful as 
those items may be, they become far more useful once 
the fundamentals are in place.

 Beeaat yoour commmmmpett itors too tthhee 
puunchh
The only sustainable compe   ve advantage in business 
is be  er people – those who bring out the best in oth-
ers. When companies con  nually rely on recrui  ng to 
fi nd good leaders, they are expec  ng other companies 
to develop their leaders for them.

That technique may have worked in the past, but it 
won’t cut it much longer as the baby boomers exit the 
workforce en masse. Companies that have not devel-

oped, or are not currently developing, a plan to deal 
with the increase in re  rements will be fi gh  ng the war 
for talent for the next 15 years against other companies 
who also failed to plan.

What can you do? First, if it isn’t already, get succession 
planning on your company’s radar screen. Then, be the 
steady hand on the helm by helping to keep the plan 
simple and sugges  ng that certain ac  vi  es be done 
before others.

Above all, set the example by working with key individ-
uals on your team to prepare them for the next step in 
their career. You’ll fi nd that doing so also happens to be 
the surest way to advance your own career.

First Published in Lab Manager - Permissions granted by Labmanager
h  p://www.labmanager.com

(Honinng youur intervview Skills - con  nnued from pagee 119)

Interview skills come in handy in many situa  ons beyond assessing candidates for employment. Inves  ga  ons 
into the facts surrounding a par  cular event, ge   ng informa  on from observers, assessing a   tudes, etc., can all 
be improved through the use of these techniques. The most transferable skills are ac  ve listening and encourag-
ing others to speak.

Interviews can be fun, especially if you adopt the mindset that you are really interested in ge   ng to know this 
person. Your curious nature will stand you in good stead when you are conduc  ng interviews. Furthermore, this 
is a very important opportunity for you to make a strong statement about the kind of organiza  on you desire, and 
to work toward defi ning, reinforcing, and achieving your vision.

References
1. Paul Falcone, “96 Great Interview Ques  ons to Ask Before You Hire,” AMACOM, New York, 2009.
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When the right job seeker clicks on your job pos  ng 
to learn more about the opportunity, you’re one step 
closer to conver  ng them into an applicant. But if your 
job pos  ng doesn’t provide them with the right infor-
ma  on, or if it doesn’t compel them to apply, they will 
unfortunately hit the “Back” bu  on instead of applying. 
With that in mind, your job pos  ngs must give your 
target candidates the informa  on they want and need. 
The majority of this essen  al informa  on will be in the 
Job Descrip  on and Skills sec  on of your job pos  ngs.

The Job Descrip  on and Skills sec  on of your job 
pos  ngs should provide a clear and concise snapshot 
of what your open posi  on will entail. This way, job 
seekers can easily understand the key responsibili  es, 
tasks and skills your job requires. By communica  ng 
your expecta  ons clearly, job seekers can make be  er 
decisions on whether or not they are qualifi ed to apply.

Deescribinng the PPPPPPosittion

An eff ec  ve job descrip  on typically contains two com-
ponents: an overview of the role and the job responsi-
bili  es. You should only highlight the most signifi cant 
informa  on in these sec  ons so that descrip  on is suc-
cinct and easy to digest. Although content is important 
in a job pos  ng, job seekers will become overwhelmed 
and disinterested if you stuff  too much informa  on into 
one paragraph.

Suummmmariize the RRRRRRolee

The posi  on overview is typically wri  en in paragraph 
form and gives job seekers a general idea of what 
they’ll be doing day-to-day. Be sure to talk directly to 
the job seeker rather than saying “the incumbent” or 
“the right candidate.” This will make the job ad feel 
more personal and encourage your poten  al candi-
dates to actually envision themselves performing the 
job.

Keep your statements short, but don’t be afraid to 
incorporate descrip  ve words to make them more 
interes  ng and exci  ng. You may also want to explain 
why this job is such a great opportunity and how the 
role ul  mately helps your company achieve its mission.

 Ineff ec  ve: The incumbent will handle all recep-
 onist du  es including gree  ng clients.

 Eff ec  ve: You will serve as the fi rst impression 
for our execu  ve offi  ces.

 Ineff ec  ve: This posi  on is responsible for gen-
era  ng sales and servicing customers.

 Eff ec  ve: You will ac  vely close sales, provide 
excep  onal customer service, and become an 
intricate component of our progressive team 
environment.

Lisst Joob Reesponnnsssibiliities

For this sec  on, highlight the fi ve most essen  al job 
du  es. It’s best to use bullet points when lis  ng job 
responsibili  es so that that job seekers can quickly scan 
them. Start each responsibility with a “to be” verb rath-
er than an “ing” verb to make your statements more 
powerful.

 Ineff ec  ve: Du  es include suppor  ng VP level 
management and above, making travel arrange-
ments, calendar management, scheduling, 
procurement, mee  ng notes, assist in producing 
powerpoint presenta  ons, fi ling, typing, se   ng 
up mee  ngs to include arrangements for food, 
etc.

 Eff ec  ve: 

o Manage and coordinate the schedules for 
execu  ve management

o Make reserva  ons for fl ight and hotel ac-
commoda  ons

o Perform administra  ve responsibili  es in-
cluding taking notes during mee  ngs, pre-
paring correspondence, and managing fi les

o Assist with produc  on of sales presenta  ons

o Assist with special projects as assigned
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MMakke it EEassy to Reaad

An eff ec  ve job pos  ng will have enough informa  on 
to appear a  rac  ve and thorough, but will avoid high-
ligh  ng tasks that are not essen  al func  ons of the job. 
A laundry list of skills that are extremely similar should 
be summarized to avoid tedious reading.

 Ineff ec  ve: The incumbent for this job will have 
experience with Word, Excel, Powerpoint, Ac-
cess, typing, fi ling, maintaining fi le system, data 
entry, taking notes in mee  ngs, and comple  ng 
general offi  ce du  es as assigned.

 Eff ec  ve: If you’re the right person for this 
opportunity, you will have previous experience 
providing administra  ve support to a busy of-
fi ce and using Microso   Offi  ce.

Prrovvidde Quualifi caaaaaationns and SSkkill 
Reeqquirremmennts

Once a job seeker is excited about your job opportuni-
ty, they need to fi nd out if they are qualifi ed to apply. 
Again, use bullet points so that job seekers can quickly 
scan and assess their eligibility.

Start out by lis  ng the “required skills” for the job. 
These are skills, educa  onal achievements, and experi-
ence that are absolutely necessary to perform the job. 
Finish the list with your “preferred skills.” These are 
a  ributes that may not be mandatory, but are defi nite-
ly desired in the ideal candidate. Preferred skills might 
include addi  onal educa  on or experience, a back-
ground in a specifi c industry, or familiarity with using a 
certain program.

 Ineff ec  ve: Bachelor’s degree in a fi eld ap-
propriate to the area of assignment and fi ve 
(5) years of related administra  ve experience, 
including three (3) years of supervisory expe-
rience; OR, Nine (9) years of related adminis-
tra  ve experience, including three (3) years 
of supervisory experience; OR, any equivalent 
combina  on of educa  on and/or experience 
from which comparable knowledge, skills and 
abili  es have been achieved.

 Eff ec  ve: 

o Relevant Bachelor’s degree, or equivalent 
combina  on of educa  on and experience

o Five years of related administra  ve experi-
ence

o Three years of supervisory experience

o Ability to adapt to a changing environment 
and handle mul  ple priori  es

o Excellent wri  ng and analy  cal skills

o Hubspot and Google Analy  cs experience a 
plus

Shhaaree Orrgaanizattttttionaal Valuees && 
Cuultturre

In addi  on to educa  on and experience, cultural fi t is 
extremely important when it comes to selec  ng the 
appropriate candidate for your open posi  on. Use this 
sec  on to highlight your company’s mission, vision and 
values so that the candidates can gain insight into what 
your company is all about. Also include key a  ributes 
of your company culture and workplace to paint a 
picture of what it’s like to work for you. Finally, list any 
personality traits that are common among your most 
successful team members.

Example: At Company ABC, we use our brand mar-
ke  ng exper  se to help companies throughout the U.S. 
establish and promote their brands. When you visit our 
vibrant offi  ce buildings in Sco  sdale, Arizona, you will 
fi nd our driven, effi  cient, and analy  cal team construct-
ing strategic solu  ons for our clients.

Our team members are passionate about growth, in-
nova  on and collabora  on. We are constantly striving 
to improve and be  er ourselves so that we can be  er 
support our clients. If you have growth mindset and 
you thrive under pressure, you are probably a great fi t 
for our team!

Once you eff ec  vely describe the job and its required 
skills, your job pos  ng will clearly communicate the 
job’s expecta  ons to job seekers. In return, the candi-
dates who are right for the posi  on will become more 
engaged and interested in your job. This will ul  mate-
ly boost your response quality, and help you get that 
much closer to fi nding the ideal candidate you’re 
looking for.

Recrui  ng.com - a leading provider of corporate career sites and 
talent acquisi  on so  ware.
h  p://www.recrui  ng.com/blog/how-to-write-eff ec  ve-job-post-
ings-job-descrip  on-and-skills
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Trying to compete for top talent in a tough hiring 
market? Think of the job descrip  on as your hiring 
blueprint. Do it well, and the rest of the hiring process 
— from evalua  ng resumes and job applica  ons to 
candidate selec  on and salary nego  a  on — will fall 
into place more easily.

But do it poorly, and you risk a prolonged, expensive 
hiring process and making a bad hire.

The job descrip  on is the founda  on of your job 
pos  ng, the fi rst contact you make with poten  al new 
employees. With a top-notch job descrip  on, you can 
create job ads that help candidates understand the ex-
pecta  ons of the posi  on and how their abili  es line 
up with your needs. If it’s successful, the job descrip-
 on will both a  ract the most qualifi ed candidates 

and deter those who don’t have the right experience 
from applying.

And it’s the hiring document that keeps on giving. That 
same job descrip  on can be used for the new hire’s 
fi rst performance review, or to resolve any “that’s-not-
my-job” discussions that might later arise.

Essseen  al ellemennnnnnts oof a succceesssffuuull 
job deescrip  on
Job descrip  ons aren’t one-size-fi ts-all — if you’re 
copying and pas  ng the same text over and over 
again, you probably aren’t a  rac  ng top candidates as 
well as you could. Your job descrip  on should vary to 
suit the specifi cs of the available posi  on. But almost 
every well-wri  en one will include most of the follow-
ing elements:

The Job Description — Your Bluepri

Job  tle 
(and job code number, if applicable) 
Be specifi c here. Crea  ve  tles like “Jedi,” “wizard” 
and “rock star” might sound fun, but they’re too 
vague. You want to choose a  tle that job seekers 
are searching for and will understand.

Organiza  on and culture 
Tell job seekers about your company. To a  ract the 
best candidates, you’ll want to pique their inter-
est in the organiza  on, if not excite them over the 
prospect of working with you. Promote the compa-
ny’s strengths, give its mission, and paint a picture 
of the workplace culture and what it’s truly like to 
work there.

Hiring department 
Smart job seekers will want to know what depart-
ment is announcing the posi  on — that’s one way 
candidates tailor their cover le  er and resume, 
research the posi  on and decide whether they’d be 
a good fi t for the job. Don’t leave it to candidates to 
search for clues in your job descrip  on. Iden  fying 
the hiring department will make both the applica-
 on process and the ve   ng smoother.

Repor  ng structure 
Let the candidate know exactly how the posi  on 
fi ts into your organiza  on. Give the supervisor’s job 
 tle and the  tles of anyone the new hire would 

work with. If you’re staffi  ng a managerial role, 
include the number of direct reports the posi  on 
would supervise.

Summary of the posi  on
This is the heart of the job descrip  on. In a few 
sentences, give the job’s broadest responsibility, 
func  on or role within the organiza  on. Include an 
overview of expecta  ons for the person who fi lls 
the role, the immediate and long-term objec  ves 
for the posi  on, and defi ne what cons  tutes excep-
 onal performance. Be as clear as possible, so the 

candidate understands the job’s responsibili  es and 
the criteria for success. If you need more space, 
consider presen  ng this sec  on in bullet points to 
make it easier to digest.
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int for Successful Hiring
Key du  es Help candidates to envision 

themselves already in the role. Give the es  mat-
ed  me to be spent on each duty (which should 
add up to 100 percent), and how o  en each is 
performed (daily, weekly, or periodically). If you 
include this detail, make sure the breakdown accu-
rately refl ects the work the employee will be doing.

Compensa  on
Compensa  on There are pros and cons to including 
a salary range in a job descrip  on, but candidates 
should know upfront whether the posi  on is ex-
empt or nonexempt (from legal over  me and other 
requirements). If you decide not to give a fi gure, 
include language about off ering a compe   ve 
salary. (Remember: Always, always research salaries 
in your market for the posi  on you’re staffi  ng. You 
want to meet, if not beat, market rates.) Also, be 
sure to highlight the benefi ts that come with the 
posi  on. For most job seekers, that informa  on is 
as important as any salary fi gure.

Job loca  on and A  endance
Flex  me, telecommu  ng, job-sharing and other 
alterna  ve work arrangements are increasingly 
common today. If you have this kind of fl exibil-
ity, it’s a great “work-life balance” selling point 
to men  on. But if you require your employee 
at his or her desk from 8:00 to 5:00, your job 
descrip  on should say so (and where the offi  ce 
is located).

A qualifying statement 
No job descrip  on will include an ex-
haus  ve list of du  es — nor should it. 
Make clear that the employee’s responsi-
bili  es may be revised from  me to  me, 
based on business needs.

Qualifi ca  ons 
What knowledge, skills, training, language fl u-
ency, ap  tude or relevant experience should the 
successful applicant have? The more detailed 
and unambiguous you are here, the more qual-
ifi ed the applicants will be. Just make sure the 
qualifi ca  ons you set are absolute necessi  es, 
rather than “nice-to-haves,” or you might deter 
individuals with great poten  al.

Educa  onal requirements 
List degrees, cer  fi cates and licenses the po-
si  on requires. If experience is an acceptable 
subs  tute for one of these requirements, say 
what you’d consider.

Quali  es or a  ributes 
Your job descrip  on will include required 
hard skills, educa  on and experience. But 
also consider what quali  es and interper-
sonal skills would contribute to superior 
performance in the posi  on. Do you expect 
the new hire to show ini  a  ve and team-
work? Do you want top-notch customer 
service and communica  on skills? Don’t 
overdo it here — a litany of virtues will put 
off  candidates. Instead, give the four or fi ve 
quali  es you value in the top-performers 
who already hold this role in your compa-
ny. Even be  er, say why these quali  es are 
needed for the job.
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A fifi nal woord oon thee job dessssccrip  oon
Whatever elements you include, write the job descrip  on in plain language — avoid using 
jargon that might be common within your company but is inscrutable to outsiders. Clear and 
concise language will be appreciated by job seekers, be  er guarantee a favorable response and 
minimize the risk of misunderstandings further in the hiring process.

Equally important: Be honest. Job descrip  ons that overstate or understate what a posi  on 
entails, including the hours and pace of work, or refl ect expecta  ons that are out of line with 
a par  cular role, can lead to hiring mistakes and hard feelings later on. A poorly dra  ed job 
descrip  on also can be used against your business in li  ga  on — ins  gated either by a job ap-
plicant or an employee you’ve hired.

When you begin evalua  ng candidates, compare the job descrip  on to each resume and look 
for commonali  es. The people whose applica  ons match the majority of your requirements 
will be the ones you want to speak with. By serving as a standard tool by which to judge all ap-
plicants, the job descrip  on helps ensure every person you’re considering has a strong chance 
of performing well in the role.

Need help fi nding qualifi ed candidates? Contact Robert Half for assistance. We’re the world’s 
largest specialized employment agency.

“I am convinced that nothing we 
do is more important than hiring 

and developing people. At the end 
of the day you bet on people, not 

on strategies.”
– Lawrence Bossidy, GE
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Sccopee— This ar  cle focuses on the employment 
interviewing process. It describes prevalent inter-
viewing techniques and presents eff ec  ve methods of 
preparing for and conduc  ng employment interviews. 
The ar  cle discusses ways to dra   and ask ques  ons so 
that they minimize legal risks while elici  ng informa  on 
from candidates to help an organiza  on make success-
ful hiring decisions. The ar  cle does not discuss meth-
ods of evalua  ng candidates’ responses or  subsequent 
steps in the hiring process. 

Ovveervvieww

The candidate interview is a vital component of the 
hiring process. To hire the most qualifi ed candidates, 
human resource professionals and hiring managers 
must be well informed on how to conduct interviews 
eff ec  vely. This ar  cle provides an overview of vari-
ous interviewing methods, both structured and un-
structured. It discusses the most widely used types of 
interviewing—telephone prescreen, direct one-on-one 
and panel interviews—and explains the objec  ves and 
techniques of behavioral, competency-based and situa-
 onal approaches to interviewing.

Employers must be aware of federal and state prohibi-
 ons on asking certain types of ques  ons during em-

ployment interviews. This ar  cle presents some basic 
guidelines for interviewers to follow to avoid claims of 
discrimina  on or bias in hiring, and it lists examples of 
ques  ons not to ask job applicants.

With careful prepara  on, HR professionals and hiring 
managers can make the most of employment inter-
views and obtain the informa  on they need. Prepara-
tory steps include selec  ng a method of interviewing, 
dra  ing useful ques  ons, phrasing ques  ons properly 
and sharpening one’s listening skills.

Buusineesss Caase

Interviewing is an important step in the employee 
selec  on process. If done eff ec  vely, the interview en-
ables the employer to determine if an applicant’s skills, 
experience and personality meet the job’s require-
ments. It also helps the employer assess whether an 
applicant would likely fi t in with the corporate culture. 
In addi  on, preparing for an interview can help clarify a 
posi  on’s responsibili  es.
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Moreover, to the extent that the interview process 
leads to the hiring of the most suitable candidate, it 
can help contain the organiza  on’s long-term turnover 
costs. Applicants also benefi t from an eff ec  ve inter-
view, as it enables them to determine if their employ-
ment needs and interests would likely be met. 

Tyyppess off Inntervvvvvviewwing

In implemen  ng an accurate and fair selec  on method, 
the employer can select from a variety of interviewing 
techniques. The choice depends on considera  ons such 
as the nature of the posi  on being fi lled, the industry, 
the corporate culture and the type of informa  on the 
employer seeks to gain from the applicant.

Interviewing techniques can be either structured or 
unstructured. The main purpose of structured inter-
viewing is to pinpoint job skills that are essen  al to the 
posi  on. The interviewer asks a specifi c set of ques-
 ons of all applicants for the par  cular posi  on. This 

straigh  orward approach makes it easier for the inter-
viewer to evaluate and compare applicants fairly. Some 
interviewers ask the ques  ons in a predetermined 
order, while others may not adhere to a strict order but 
s  ll make certain they address all the planned ques-
 ons.

Structured interviewing generally provides the inter-
viewer with the informa  on needed to make the hiring 
decision. It also can be crucial in defending against 
allega  ons of discrimina  on in hiring and selec  on, 
because all applicants are asked the same ques  ons.

In an unstructured interview, the interviewer does not 
have a strict agenda but rather allows the applicant 
to set the pace of the interview. Ques  ons tend to be 
open-ended, which can enable the candidate to dis-
close more than he or she might if asked closed-ended 
ques  ons requiring only a brief answer. In addi  on, 
ques  ons in an unstructured interview can be tailored 
according to an applicant’s skills and experience levels. 
However, the absence of structure may make it diffi  cult 
to compare and rank applicants because they are not 
asked the same set of ques  ons.

The most widely used types of interviewing are:

 The telephone prescreen interview.

 The direct one-on-one interview, which can take 
a behavioral, competency-based or situa  onal 
approach.

 The panel interview.

Teeleephhonne prescccccreeen interrvieewww

A telephone prescreen interview can be useful for 
assessing whether an applicant’s qualifi ca  ons, expe-
rience, skills and salary needs are compa  ble with the 
posi  on and the organiza  on. Telephone interviews are 
o  en used to narrow the fi eld of applicants who will be 
invited for in-person interviews. During the prescreen 
stage, the interviewer should ask the applicant enough 
carefully prepared ques  ons to determine whether he 
or she is, in fact, a viable candidate for the posi  on.

Telephone prescreen interviews can help the employer:

 Assess the applicant’s general communica  on 
skills.

 Clarify unclear items on the applicant’s resume.

 Ask about frequent job changes or gaps in em-
ployment.

 Have a candid conversa  on with the applicant 
about salary requirements.

Dirreectt onne--on-oonnne inntervieww

The tradi  onal face-to-face interview with the candi-
date can be structured or unstructured, and it can be 
approached in one of several ways, depending on the 
types of informa  on the interviewer seeks. The three 
most common approaches to one-on-one employment 
interviews are behavioral, competency-based and situ-
a  onal.

Behavioral and competency-based approaches. Be-
havioral and competency-based interviewing both aim 
to discover how the interviewee performed in specifi c 
situa  ons. The logic is based on the principle that past 
performance predicts future behavior; how the appli-
cant behaved in the past indicates how he or she will 
behave in the future.

In the behavioral approach—a tradi  onal technique for 
assessing a candidate’s suitability for a posi  on—the 
purpose is to review the candidate’s experience, per-
sonal a  ributes and job-related skills. The competen-
cy-based approach focuses specifi cally on skills needed 
for the posi  on; job-related skills cons  tute the criteria 
against which applicants are measured.
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In a behavioral or a competency-based interview, the 
interviewer’s ques  ons are designed to determine 
if the applicant possesses certain a  ributes or skills. 
Instead of asking how the applicant would handle a 
hypothe  cal situa  on, the interviewer asks the ap-
plicant how he or she did, in fact, handle a par  cular 
situa  on in the past. Behavioral and competency-based 
interview ques  ons tend to be pointed, probing and 
specifi c.

Following are some examples of behavioral ques  ons:

 Describe a situa  on in which you were able to 
use persuasion to successfully convince some-
one to see things your way.

 Describe a  me when you were faced with a 
stressful situa  on that demonstrated your cop-
ing skills.

 Give me a specifi c example of a  me when 
you used good judgment and logic in solving a 
problem.

 Give me an example of a  me when you set a 
goal and were able to achieve it.

 Tell me about a  me when you had to use your 
presenta  on skills to infl uence someone’s opin-
ion.

 Give me a specifi c example of a  me when you 
had to conform to a policy with which you did 
not agree.

If answers seem to be thin on detail, the interviewer 
can ask follow-up ques  ons:

 What exactly did you do?

 What was your specifi c role in this?

 What challenges did you come across?

 Why precisely did you do that?

 Why exactly did you make that decision?

Competency-based interviewing can give the inter-
viewer a sense of an applicant’s job performance and 
a   tude toward work. Following are some examples of 
competency-based ques  ons:

 Tell me about a  me when you had to encour-
age others to contribute ideas or opinions. How 

did you get everyone to contribute? What was 
the end result?

 Tell me about a situa  on in which your spo-
ken communica  on skills made a diff erence in 
the outcome. How did you feel? What did you 
learn?

 Tell me about a situa  on when you had to per-
suade others to accept your point of view when 
they thought you were wrong. How did you 
prepare? What was your approach? How did 
they react? What was the outcome?

Sittuuattionnal apprrrroooacch

The situa  onal approach is an interview technique that 
gives the candidate a hypothe  cal scenario or event 
and focuses on his or her past experiences, behaviors, 
knowledge, skills and abili  es by asking the candidate 
to provide specifi c examples of how the candidate 
would respond given the situa  on described. This type 
of interview reveals how an applicant thinks and how 
he or she would react in a par  cular situa  on. The fol-
lowing are examples of situa  onal interview ques  ons:

 You have been hired as the HR director in a 
300-employee company and are struggling to 
perform the necessary HR administra  ve work 
by yourself. Your manager, the CFO, tells you 
that you need to be more strategic. How would 
you handle this situa  on?

 You learn that a former co-worker at your last 
company is applying for an accoun  ng posi-
 on with your company. You have heard that 

this person was terminated a  er admi   ng to 
embezzling funds from the company but that no 
criminal charge was made. You are not in HR. 
What, if anything, would you do?

 You are applying for a customer service posi  on 
in a cable television company. If a technician vis-
its a home to make a repair and a  erward you 
receive a call from the customer telling you that 
the technician le   muddy footprints on her new 
carpe  ng, how would you respond?

Grrouupp Innteerviewwwwwws

There are two types of group interviews—a candidate 
group and a panel group. In a candidate group inter-
view, a candidate is in a room with other job applicants 
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who may be applying for the same posi  on. Each candi-
date listens to informa  on about the company and the 
posi  on and may be asked to answer ques  ons or par-
 cipate in group exercises. Candidate group interviews 

are less common than panel group interviews.

In a panel group interview a candidate is interviewed 
individually by a panel of two or more people. This 
type of group interview is usually a ques  on-and-an-
swer session, but a candidate may also be asked to 
par  cipate in an exercise or test. Panel interviews can 
be either structured or unstructured. When organized 
properly, a panel interview can create a broader picture 
of the candidate than a one-on-one interview would 
produce. Even weaker interviewers can learn by ob-
serving. Panel interviews can also help less-experienced 
employees get involved in the hiring process.

The panel should include no more than four or fi ve 
people; a larger panel could be in  mida  ng and un-
wieldy. One interviewer should serve as the leader, and 
other par  cipants should serve in support roles. While 
all the interviewers need to be involved throughout the 
interview, the diff erence in the two roles needs to be 
very clear.  

Prreppaarinng ffor thhhhee Inntervieww

To help ensure the validity and eff ec  veness of em-
ployment interviews, the interviewer must prepare in 
advance. Before implemen  ng the interview process 
for a given posi  on, the HR professional who will be 
asking the ques  ons should complete the following 
prepara  ons:

 Determine the cri  cal success factors of the job.

 Rank—according to the job specifi ca  ons—the 
most important quali  es, experiences, educa-
 on and characteris  cs that a successful candi-

date would possess.

 Make a list of quali  es, skills and types of expe-
rience to use to screen resumes and job inter-
view candidates.

 Select specifi c ques  ons to determine wheth-
er an applicant possesses the cri  cal success 
factors.

 Decide the type of interview process that will 
be used.

 Review beforehand the job descrip  on and the 
resume of each candidate to be interviewed.

 Schedule a planning mee  ng with the appropri-
ate a  endees, such as co-workers, an indirect 
but interested manager or internal customers of 
the posi  on.

 Determine who will interview the candidates.

 Plan the interview and the follow-up process.

 Decide on the applicant screening ques  ons for 
the telephone screens.

 Iden  fy the appropriate ques  ons for the 
post-interview assessment of candidates by 
each interviewer.

Interviewers must know how to elicit desired informa-
 on from job candidates. It doesn’t require a sophis-
 cated technique, but it does require more than just 

asking candidates if they possess the required skills and 
a  ributes. The most recent thinking on how to conduct 
job interviews recommends that employers ask appli-
cants about specifi c incidents in the workplace. There-
fore, ques  ons should be designed to show how the 
candidate has displayed the required skills in specifi c 
situa  ons during his or her career. Responses to such 
ques  ons can provide enhanced glimpses into appli-
cants’ actual experiences. 

Framminng thee Queeeeeestioons

For both the employer and the candidate to get the 
most out of an interview, it is essen  al to carefully 
consider the type of ques  ons to ask. Despite the 
importance of preparing ques  ons in advance, the 
employer should not go into an interview with a list of 
ideal answers in mind. It is unlikely that any applicant 
would come close to providing such answers. A be  er 
approach is to keep in mind ideal characteris  cs that a 
successful candidate would possess. 

Ques  oning should elicit informa  on that will shed 
light on a candidate’s ability to perform the job eff ec-
 vely. Many experts say it is best to ask open-ended 

ques  ons (“Tell me about your rela  onship with your 
previous manager; how could it have been improved?”) 
rather than closed-ended ques  ons requiring only brief 
specifi c responses (“How many people reported to 
you?”).
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Open-ended ques  ons encourage candidates to pro-
vide longer answers and to expand on their knowledge, 
strengths and job experiences. For interviewers, such 
ques  ons can provide greater insight into a candidate’s 
personality. They can also help employers gauge an 
applicant’s ability to ar  culate his or her work experi-
ence, level of mo  va  on, communica  on skills, ability 
to solve problems and degree of interest in the job.

Open-ended ques  ons can provide a sense of an ap-
plicant’s poten  al and whether the person would be a 
cultural fi t. Following are some examples of open-end-
ed ques  ons:

 Tell me about your past work experience.

 What are you looking to gain from your next 
posi  on?

 Why do you want to work for our company?

 Why did you leave your last job?

 Tell me about your rela  onship with your pre-
vious manager: How was it produc  ve? How 
could it have been improved?

 Why was math your most diffi  cult subject in 
school?

 Please describe your management style.

Closed-ended job interview ques  ons can enable the 
employer to receive direct responses and specifi c 
informa  on from the candidate, and they can help the 
interviewer control the direc  on of the interview. But 
such ques  ons can have drawbacks:

 They do not encourage candidates to elaborate 
on their feelings or preferences toward par  cu-
lar topics.

 They limit candidates’ ability to discuss their 
competencies.

 They can leave situa  ons unanswered or un-
clear.

 They can be frustra  ng for candidates who may 
want to explain or state relevant informa  on.

Following are some examples of closed-ended ques-
 ons:

 How many years of experience do you have as a 

team leader?

 Have you ever worked from home?

 When did you leave your last job?

 Did you have a produc  ve rela  onship with 
your previous manager?

 What was your best subject in school?

 What was your most diffi  cult subject?

 What was your GPA?

Leegaal Isssuees

Along with choosing an interview approach and shap-
ing the ques  ons ahead of  me, the interviewer should 
become familiar with the types of ques  ons and 
statements that must be avoided in any interview. For 
example, interviewers should not make statements that 
could be construed as crea  ng a contract of employ-
ment. When describing the job, it is best to avoid using 
terms such as “permanent,” “career job opportunity,” 
or “long term.” Interviewers should also avoid making 
excessive assurances about job security or statements 
sugges  ng that employment would last as long as the 
employee performed well in the posi  on. In addi  on, 
to minimize the risk of discrimina  on lawsuits, inter-
viewers must familiarize themselves with topics that 
are not permissible as interview ques  ons.

Provisions of various federal laws aff ect the types of 
ques  ons that organiza  ons may ask an applicant 
during an employment interview. For example, Title VII 
of the Civil Rights Act of 1964 prohibits discrimina  on 
based on race, sex, color, na  onal origin and religion. 
The Age Discrimina  on in Employment Act of 1967 pro-
hibits ques  ons about a person’s age. The wide-ranging 
Americans with Disabili  es Act of 1990 (ADA) protects 
qualifi ed individuals with disabili  es from discrimina-
 on in employment. The Gene  c Informa  on Non-

discrimina  on Act of 2008 prohibits employers from 
collec  ng and using gene  c informa  on. The Uniform 
Guidelines on Employee Selec  on Procedures of 1978, 
though not in and of themselves legisla  on or law, have 
been given deference by the courts in li  ga  on con-
cerning employment issues.

Ques  ons rela  ng either directly or indirectly to age, 
sex, race, color, na  onal origin, religion, gene  cs or 
disabili  es should be avoided en  rely. If informa  on 
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needed about an applicant might fall into any of those 
categories, the interviewer should make sure that the 
ques  on relates to a bona fi de occupa  onal qualifi ca-
 on or is required by federal or state law to be asked. 

Employers should also be aware of some of the specif-
ic prohibi  ons contained in the ADA. Employers may 
never ask if an applicant has a disability. They may ask 
only if there is anything that precludes the applicant 
from performing—with or without a reasonable accom-
moda  on—the essen  al func  ons of the posi  on for 
which he or she is applying. 

State laws can be broader in scope than federal laws. 
For example, federal law does not cover sexual orien-
ta  on, but many states do. In addi  on, all states have 
enacted at least one law pertaining to employment 
discrimina  on. Whether a par  cular state’s law would 
apply to a par  cular organiza  on, however, could 
depend on the size of its workforce. In some states, 
employers with just one employee are subject to the 
state’s an  -discrimina  on laws. By comparison, only 
employers with 15 or more employees are subject to 
the most complex and comprehensive federal an  -dis-
crimina  on laws. Thus, in some states an employer 
could be exempt from a federal law yet s  ll be subject 
to a similar provision under state law.

It is important for interviewers to be familiar with the 
employment laws of the state in which they are operat-
ing and to be well versed in the federal and state legal 
provisions regula  ng the types of ques  ons permissible 
in an employment interview.

Some ques  ons that appear innocent on the surface 
may be considered discriminatory. The way they are 
phrased is key. Employers should determine in advance 
of the interview if the informa  on sought by each 
ques  on is really necessary for assessing an applicant’s 
competence or qualifi ca  ons for the job.

Even if a par  cular ques  on would not be barred under 
federal or state law, it should be omi  ed it if it is not 
essen  al. Asking irrelevant ques  ons may off end an 
applicant or damage the organiza  on’s reputa  on. Fol-
lowing are examples of ques  ons not to ask during an 
employment interview:

 Are you a U.S. ci  zen?

 Were you born here?

 Where are you from?

 What is your ethnic heritage?

 What is that accent you have?

 How old are you?

 When were you born?

 Are you married?

 Do you have any children? What are your child 
care arrangements? (Ques  ons about family 
status are not job-related and should not be 
asked.)

 When did you graduate from high school?

 What church do you go to?

 What clubs or organiza  ons do you belong to?

 Have you ever fi led a worker’s compensa  on 
claim? (You may not ask this ques  on or any 
related ques  on during the pre-off er stage.)

 What disabili  es do you have?

 Do you have AIDS, or are you HIV-posi  ve? 
(There is no acceptable way to inquire about 
this or any other medical condi  on.)

In addi  on, the interviewer should not ask ques  ons 
about arrests that did not result in a convic  on. Some 
states also prohibit employers from asking candidates 
about marijuana-related convic  ons that are two or 
more years old. And employers should never ask an 
applicant to submit a photograph—even if the request 
makes clear that providing a photo is op  onal, not 
mandatory.

Coonnduucttingg the Interview

The manner in which human resource professionals 
and hiring managers interview applicants can be pivotal 
in iden  fying the top candidates for a job. A successful 
and eff ec  ve interview is one in which both the inter-
viewer and the interviewee receive accurate informa-
 on and can make informed decisions about the appli-

cant’s suitability for the job. 

The interview process can be stressful for both the 
interviewer and the interviewee. It is normal for an ap-
plicant to be nervous, so interviewers should try to put 



41LAMA REVIEW  APRIL 2017

the person at ease from the moment he or she enters 
the room. By helping the interviewee feel relaxed and 
comfortable, the interviewer stands a be  er chance of 
obtaining a clear idea of the applicant’s abili  es and 
personality.

Before commencing with prepared ques  ons, the 
interviewer could ease tensions by encouraging the 
applicant to talk about a par  cular interest—perhaps 
something on the person’s resume. At this point the 
interviewer might also want to recap the posi  on and 
what it entails. This can help the applicant answer 
ques  ons more knowledgeably and consider again 
whether he or she is genuinely interested in the job.

Coonntroollinng the innnnnnterrview

For an interview to be as useful as possible in the 
employment-decision process, the interviewer must 
maintain complete control over the interview at all 
 mes. Establishing and maintaining control requires, 

in addi  on to good ques  oning techniques, eff ec  ve 
listening skills.

Eff ec  ve listening is challenging, partly because people 
are o  en more focused on what they’re saying than on 
what they’re hearing. The key for the interviewer is to 
speak as li  le as possible. One approach to eff ec  ve 
listening is a paraphrase of the golden rule: Listen to 
others as you would have them listen to you. Here are 
some  ps for listening eff ec  vely:

 Minimize internal and external distrac  ons; 
focus only on what the applicant is saying.

 Listen to the full answer before asking the next 
ques  on.

 Clarify the candidate’s answers if necessary and 
ask if more informa  on is needed. Occasionally 
it may be useful for interviewers to restate an 
applicant’s reply in their own words.

 Watch the interviewee’s facial expressions and 
body language.

Enncouuraaginng commmmmmuunicatioon

To gain as much informa  on as possible from an appli-
cant, the interviewer should create an atmosphere that 
promotes communica  on. Following are sugges  ons 
for building rapport and fostering discussion:

 Set aside a quiet place for the interview.

 Schedule enough  me so that the interview will 
not be rushed.

 Inform the candidate well in advance about the 
loca  on and  me of the interview.

 Greet the candidate with a pleasant smile and a 
fi rm handshake. Introduce yourself and anyone 
else who will be involved in the interview.

 Ask for permission to record the interview or 
take notes.

 Begin in a manner that provides a comfortable 
atmosphere for the candidate.

 Outline the interview objec  ves and structure.

 Try to ask ques  ons that will facilitate discus-
sion. Avoid ques  ons requiring only a yes or 
no answer. Keep the ques  ons open-ended so 
that the applicant has the opportunity to speak 
freely.

 Ask only job-related ques  ons. Steer clear of 
personal, private and discriminatory ques  ons.

 Start with easier ques  ons and gradually build 
to more diffi  cult or searching ques  ons.

 Ask only one ques  on at a  me.

 If necessary, repeat the ques  on, but try not to 
rephrase it.

 Do not lead, prompt, interrupt or help the can-
didate fi nd an answer.

 Avoid facial expressions that could lead to an 
answer.

 Listen carefully to the candidate’s answers.

 Probe for the applicant’s ability to manage and 
work in teams.

 Assess whether the candidate would fi t with the 
organiza  on’s culture.

Foollooww-upp qquesttttiionss

Asking follow-up ques  ons—also called probing—can 
be necessary when the interviewer does not fully un-
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derstand a response, when answers are vague or am-
biguous, or when the interviewer require more specifi c 
informa  on from the applicant.

Probing ques  ons invi  ng more detail o  en begin with 
“what” or “how.” Ques  ons invi  ng personal refl ec-
 on o  en begin with “do you” or “are you.” Ques  ons 

beginning with “why” may put the respondent on the 
defensive or result in li  le useful informa  on and re-
quire addi  onal probing.

It is helpful to be familiar with some techniques of 
probing. Here are a few examples:

 Could you please tell me more about . . . ?

 I’m not quite sure I understood. Could you tell 
me more about that?

 I’m not certain what you mean by . . . Could you 
give me some examples?

 Could you tell me more about your thinking on 
that?

 You men  oned . . . Could you tell me more 
about that? What stands out in your mind 
about that?

 This is what I thought I heard . . . Did I under-
stand you correctly?

 What I hear you saying is . . .

 Can you give me an example of . . . ?

 What makes you feel that way?

 You just told me about . . . I’d also like to know 
about . . .

Reefl eecctioon qquesttttttionss

Refl ec  on ques  ons are designed to help the in-
terviewer achieve a deeper understanding of the 
applicant’s responses. Such ques  ons rarely evoke 
defensiveness; applicants want the interviewer to 
understand their responses. Refl ec  on ques  ons might 
begin with phrases such as:

 Let me say back to you what I thought I heard 
you say . . .

 That made you think (or feel) . . . ?

 You mean that . . . ?

The poten  al pluses of refl ec  on ques  ons are varied. 
They can:

 Demonstrate to the applicant that his or her 
responses are understood.

 Rephrase the applicant’s response in clearer or 
more ar  culate language.

 Let the applicant know the interviewer is paying 
a  en  on.

 Provide the applicant with an addi  onal oppor-
tunity to elaborate on his or her responses.

Cloossingg tthee interrrrrrvieww

A popular method of closing the interview is to say 
the interview is ending and to off er the candidate 
the opportunity to ask ques  ons. This will enable the 
candidate to gain clarifi ca  on on aspects of the po-
si  on and on employment condi  ons such as hours, 
salary and benefi ts. The interviewer should answer the 
candidate’s ques  ons as frankly as possible. If it is not 
an appropriate  me to discuss compensa  on—per-
haps others are present—the interviewer can suggest a 
follow-up discussion. Interviewers should be prepared 
to provide documents describing the company and its 
benefi ts.

In closing an interview, the interviewer may want to:

 Ask if the candidate is interested in the job 
based on the informa  on provided during the 
interview.

 Ask about availability.

 Ask for a list of people who can be contacted for 
references.

 Explain the  me frame for the rest of the inter-
views, the subsequent steps in the process and 
when a decision is likely to be made.

 Explain how to get in touch with the interviewer 
and when to expect to hear from him or her.

 Walk the candidate to the door and thank the 
person for the interview.

Such steps can ensure the applicant is le   with a posi-
 ve impression of the interviewer and the organiza  on. 
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A  er interviews, the interviewer should update the 
assessment grids for all ac  ve candidates.

AAdddditioonnal CConsiiddderaations

In addi  on to the general aspects of preparing for and 
conduc  ng employment interviews already discussed, 
a few other issues bear considera  on. These include 
the possibility that a candidate can be over prepared 
for an interview, thus aff ec  ng the impressions he or 
she creates; the ques  on of whether and how to take 
notes during an interview; and methods of following up 
with candidates a  er ini  al interviews.

Ovveer-ppreepaarednnnnnnesss

The overly prepared applicant can be a puzzle for hiring 
managers who are trying to determine if the applicant 
would be a good fi t for the posi  on and the organi-
za  on. Job seekers can learn from books, magazine 
ar  cles and websites not only what ques  ons to expect 
but also what answers to give to those ques  ons. De-
termining whether an applicant is providing a truthful 
response to specifi c ques  ons can be equally as chal-
lenging for interviewers. There are, however, several 
techniques that may be useful:

 Do some research to determine if the ques  ons 
you are asking are on popular interview prepa-
ra  on websites. If they are, but the interviewer 
s  ll feel it is important to ask those ques  ons, 
he or she can consider how to push applicants 
beyond their prepared responses.

 Ask follow up-ques  ons. Keep asking ques  ons 
un  l the applicant gives a response that sounds 
genuine and though  ul rather than studied and 
coached.

 Do not go astray and ask irrelevant ques  ons 
when trying to generate ques  ons that do not 
elicit rehearsed responses.

 Consider that the rehearsed responses may 
be legi  mate and informa  ve. The fact that an 
applicant has prepared a response does not 
necessarily mean that the applicant is being 
insincere or untruthful.

Taakingg nnotees

There are various schools of thought on note taking 

during employment interviews. Some experts say it 
distracts the interviewer; others say that notes should 
be made both during and a  er the interview for doc-
umenta  on purposes. While there seems to be no 
consensus on this topic, many experts do advise em-
ployers to avoid the prac  ce of wri  ng notes directly 
on applica  ons or resumes because they might be used 
to support an applicant’s claim of discrimina  on. 

Notes about an applicant’s skills or experience that 
are related to the job in ques  on can be recorded on a 
separate interview evalua  on sheet to accomplish the 
goal of accurately recording informa  on from an inter-
view. However, notes should never be made about the 
physical characteris  cs or appearance of an applicant 
or any other area of poten  al legal liability. Note taking 
should be restricted to unobtrusive commentary about 
the applicant’s qualifi ca  ons and skills rela  ve to the 
posi  on.

Foollooww-upp inntervvvvviewws

Organiza  ons o  en bring certain applicants back for 
second or even third interviews for a number of rea-
sons. Some  mes the employer may want to confi rm 
that an applicant is the ideal candidate for the posi  on, 
or the employer may be trying to decide between two 
or more qualifi ed applicants.

An interviewer conducts fi rst interviews to screen 
applicants based on their general qualifi ca  ons. Once 
the interviewer narrows the selec  on to specifi c candi-
dates, he or she then needs to apply addi  onal screen-
ing methods at a follow-up interview level to further 
ascertain a candidate’s specifi c quali  es and poten  al 
cultural fi t. A follow-up interview is also an opportunity 
for candidates to do further research on whether the 
company is an organiza  on they want to work for.

During the follow-up interview phase, the interviewer 
should have specifi c goals in mind and may want to 
invite other staff  members to take part in the interview.

The follow-up interview is usually the fi nal step before 
extending an off er of employment to a candidate. If the 
candidate passes muster, the employer will then extend 
an off er orally and in wri  ng.

Copyright permissions granted by SHRM. Published at 
h  ps://www.shrm.org/resourcesandtools/tools-and-
samples/toolkits/pages/interviewingcandidatesforem-
ployment.aspx 
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Job descrip  ons are an essen  al  part of hiring and 
managing your employees. These wri  en summaries 
ensure your applicants and employees understand their 
roles and what they need to do to be held accountable.

Job descrip  ons also:

 Help a  ract the right job candidates

 Describe the major areas of an employee’s job 
or posi  on

 Serve as a major basis for outlining perfor-
mance expecta  ons, job training, job evalua  on 
and career advancement

 Provide a reference point for compensa  on 
decisions and unfair hiring prac  ces

Overview

A job descrip  on should be prac  cal, clear and accu-
rate to eff ec  vely defi ne your needs. Good job de-
scrip  ons typically begin with a careful analysis of the 
important facts about a job such as:

 Individual tasks involved

 The methods used to complete the tasks

 The purpose and responsibili  es of the job

 The rela  onship of the job to other jobs

 Qualifi ca  ons needed for the job

What to Avoid

Don’t be infl exible with your job descrip  on. Jobs are 
subject to change for personal growth, organiza  onal 
development and/or evolu  on of new technologies. A 
fl exible job descrip  on encourages employees to grow 
within their posi  on and contribute over  me to your 
overall business.

What to Include

Job descrip  ons typically include:

 Job  tle

 Job objec  ve or overall purpose statement

 Summary of the general nature and level of the 
job

 Descrip  on of the broad func  on and scope of 
the posi  on

 List of du  es or tasks performed cri  cal to suc-
cess

 Key func  onal and rela  onal responsibili  es in 
order of signifi cance

 Descrip  on of the rela  onships and roles within 
the company, including supervisory posi  ons, 
subordina  ng roles and other working rela  on-
ships

Addi  onal Items for Job Descrip  ons for Recrui  ng 
Situa  ons

 Job specifi ca  ons, standards, and requirements

 Job loca  on where the work will be performed

 Equipment to be used in the performance of 
the job

 Collec  ve Bargaining Agreements if your com-
pany’s employees are members of a union

 Salary range

Proper Language in the Job Descrip  on

Keep each statement in the job descrip  on crisp and 
clear:

 Structure your sentences in classic verb/object 
and explanatory phrases. Since the occupant of 
the job is the subject of your sentence, it may 
be eliminated. For example, a sentence pertain-
ing to the descrip  on of a recep  onist posi  on 
might read: “Greets offi  ce visitors and person-
nel in a friendly and sincere manner.”

 Always use the present tense of verbs.

 If necessary, use explanatory phrases telling 
why, how, where, or how o  en to add meaning 
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and clarity (e.g. “Collects all employee  me 
sheets on a bi-weekly basis for payroll purpos-
es.”)

 Omit any unnecessary ar  cles such as “a,” “an,” 
“the,” or other words for an easy-to-understand 
descrip  on.

 Use unbiased terminology. For example, use the 
he/she approach or construct sentences in such 
a way that gender pronouns are not required.

 Avoid using adverbs or adjec  ves that are 
subject to interpreta  on such as “frequently,” 
“some,” “complex,” “occasional,” and “several.”

Permissions granted by SBA - published at h  ps://
www.sba.gov/star  ng-business/hire-retain-employees/
wri  ng-eff ec  ve-job-descrip  ons
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1. Why are you interested in this posi  on and specifi cally 
this posi  on at [COMPANY NAME]?

2. Tell me about your current posi  on and how you helped 
the organiza  on accomplish its goals and mission?

3. What did you do for that company that made a diff erence 
and for which you believe you will be remembered?

4. Tell me about a  me you had trouble working with a dif-
fi cult or demanding customer.  How did you handle this?  
What did you learn from this interac  on?

5. Tell me about your experience training other employees?

6. Tell me about your experience training researchers?

7. What was the most successful training outcome you were 
involved with?

8. Describe signs of illness in mice and rats and possible 
causes for those signs?

9. Do you prefer to speak directly with someone or send a 
memo?

10. Tell me about an important decision or judgement call 
you independently made on the job.

11. What mo  vates you to do your best?

12. What comes to mind when you hear the phrase “health 
monitoring program?”  What ac  vi  es are involved in a 
program like this?

13. What do you need from a supervisor in order to be suc-
cessful?

14. What do you think employees need from a supervisor in 
order to be successful?

15. What do you think mo  vates others?  

16. How would you mo  vate others?

17. How do you determine the success of a leader?

18. In your opinion, what are the fi ve most important quali-
 es of a supervisor?  Which two of these are you stron-

gest in?  Which two are you weakest?

19. Tell me about at a  me when you were in a leadership 
posi  on?  At work, at school, in a club?  What would the 
people you led say about your leadership style?  What 
would they say are your strengths and weaknesses?

20. How would you defi ne the success of a supervisor?

21. What do you feel are the most important things that you 
need in order to succeed in this posi  on?

22. All of the cages in the facility are housed in ven  lated 
racks.  An inves  gator comes to you and says that the 
ven  lated racks are aff ec  ng their experiments and they 
want their animals housed in open top cages?  How 
would you handle the situa  on?

23. Pretend I am a new employee and you are responsible for 
training me on a task in an animal facility.  Pick a task and 
walk me through the training process.

24. Tell me about your experience working with the impor-
ta  on and exporta  on of gene  cally modifi ed animals?  
What was the process you followed?

25. Describe your experience working with so  ware applica-
 ons in a Vivarium.

26. Tell me about your experience troubleshoo  ng mechani-
cal equipment. 

27. Describe your technical experience working with mice 
and rats.

28. Describe your experience working with zebrafi sh or other 
aqua  c animals.

29. It is 9:30am on a Sunday and you get a call that someone 
is unable to make it in for his or her shi  .  What do you 
do?

30. How would you handle a situa  on where you suspected 
an employee was sleeping in his or her car in the parking 
garage during the day?  At night?

31. If you were off ered this posi  on, what do you think would 
be the most challenging aspect of the posi  on?

32. How do you think the contract staff  would respond to you 
being in this posi  on?

33. Describe signs of illness in zebrafi sh and possible causes 
for those signs?

34. How would you handle a situa  on where an employee 
regularly had a nega  ve a   tude towards change and 
challenging situa  ons and expressed this publicly in group 
mee  ngs and through passive aggressive expressions and 
body language?

35. Tell me about a  me when nothing was going right at 
work?  How did you handle it?

36. A researcher comes to you and says that he does not like 
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the feeding schedule we are using and he wants all of his 
fi sh to be fed fi ve completely diff erent diets, 3 live foods, 
and 2 dry foods, than what we are currently using.  How 
would you handle this situa  on?

37. Describe two diff erent types of aqua  c fi ltra  on systems?

38. Tell me about your experience troubleshoo  ng aqua  c 
fi ltra  on systems.

39. Describe your experience working with zebrafi sh or other 
aqua  c animals.

40. Describe your technical experience with aqua  c species.

41. What would you like to improve the most about yourself?

42. When recrui  ng for a posi  on, do you feel the most 
important criterion is how qualifi ed the applicant is in 
rela  on to the job descrip  on or is it more important that 
a new employee fi ts in with the personali  es of the other 
members of the team, assuming the applicant’s qualifi ca-
 ons are adequate.  Why do you think that?  What events 

of your career brought you to this conclusion?

43. Based on what you know about this posi  on, what do 
you feel are the top three priori  es for the person in the 
posi  on?

44. If you were off ered this posi  on, what do you think would 
be the most challenging aspect of the posi  on?

45. Tell me anything else you would like me to know about 
you?

46. Tell me about your experience managing transgenic ro-
dent breeding colonies?

47. Describe to me how you would take a heterozygous line 
and make it homozygous?

48. Tell me about diff erent methods you can use for genotyp-
ing?

49. You have a gene  cally modifi ed line where  the males 
with the gene are sterile and the females with the gene 
do not lactate.  Describe how you would con  nue to 
propagate this line.

50. Can you describe the diff erent types of gene  cally modi-
fi ed animals?

51. If you have a het x wt cross, what % of animals will carry 
the gene of interest?

52. What about a het x het?  How many heterozygous, homo-
zygous, and wild-type animals will you have?

53. What about a het x homo?  How many heterozygous, 
homozygous, and wild-type animals will you have?

54. You have a heterozygous line that is bred by C57Bl/6J.  
How many total animals, animals of each gender, and 
number of cages would you keep?

55. What is the op  mal breeding age for mice?  For rats? For 
zebrafi sh?  What is the maximum age you should use for 
breeding mice? Rats? Zebrafi sh?

56. What informa  on should you record when maintaining 
rodent breeding colonies?

57. What informa  on should you record when maintaining 
zebrafi sh breeding colonies? 

58. What informa  on do you need in order to set-up a geno-
typing protocol?

59. Thinking back to your last performance review, what 
performance areas were reviewed and how did you fare 
in each one?

60. Thinking back to your last performance review, what area 
of your performance was rated the lowest?  What steps 
have you taken to make improvements in this area?

61. What do you do to expose yourself to new ideas and new 
thinking?

62. If you could change one thing in your current opera  on, 
what would that be?

63. What areas of a typical animal facility can benefi t from 
new thinking?  How do you think this could be imple-
mented at [COMPANY NAME]?

64. Tell me about your experience working with an IACUC?

65. Tell me about your experience par  cipa  ng in a research 
protocol where you were collec  ng data for a poten  al 
publica  on?

66. If a researcher is pu   ng together a new protocol and 
they are using techniques iden  cal to another already ap-
proved protocol, what would do if anything to help them?

67. In a posi  on like this who do you see as your customers?

68. Tell me about a  me when you went out of your way to 
give great service to a customer.

69. Tell me about a  me when you asked for feedback 
on your customer service skills from your manager or 
co-worker and then used that response to improve your 
work.

70. Tell me about a  me when you knew that your customer 
might not get what he or she needed on  me.  How did 
you handle this?

71. How do you ensure accurate, error free work?

72. How do you feel about the use of animals in research?
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