DEPARTMENT OF THE ARMY
HEADQUARTERS, UNITED STATES ARMY TRAINING AND DOCTRINE COMMAND
950 JEFFERSON AVENUE
FORT EUSTIS, VIRGINIA 23604-5700

S REPLY TO
ATTENTION OF

ATBO-C 18 May 2016

MEMORANDUM FOR

Commander, U.S. Army Center for Initial Military Training
Director, Army Capabilities Integration Center
Deputy Chiefs of General and Chiefs of Special Staff Offices, HQ TRADOC

SUBJECT: HQ TRADOC Civilian Hiring and Selection Panel Process Guidelines for
GS-14/15 and Equivalent Positions

1. In order to standardize and make our civilian hiring process more transparent, | am
directing the use of rating and/or interview panels when competitively filling Army civilian
positions in the general schedule (GS) 14/15 grade levels and equivalent non-GS
positions. It is imperative that TRADOC leaders hire the best talent available from all
sources in order to best serve the Nation; and our workforce perceive that hiring
decisions are based solely on merit. The use of at least one panel is mandatory for GS-
14/15 positions and recommended for GS-13 positions.

2. Follow the attached guidance when competitively filling all permanent and temporary
positions and competitive temporary promotions at the GS-14 or 15 grade level (and
optionally for the GS-13 grade level). Panels must be used when there are four or more
candidates on the referral list. When a ranking panel is used, it will generate a list of the
best qualified applicants for the selecting official's consideration. The selecting official
has the option to independently make a selection, or convene an interview panel.

3. The panels must be diverse (e.g., minority, gender) and consist of three or more
individuals who have a reasonable familiarity with the position and type of work being
performed. When panels are used to fill bargaining unit positions, the union may
nominate a disinterested non-applicant external to the organization to serve as an
observer to the panel proceedings. Panel members and observers must be impartial
and be equal to or higher in grade than the position being filled. Subject matter experts
employed from outside the employing organization should be considered. The selecting
supervisor will not be a member of a ranking panel; however, they must serve on any
interview panel. Panel members and observers must sign a confidentiality agreement.
Each ranking panel member will independently rate each candidate utilizing the rating
and ranking worksheet provided by the selecting official. The selecting official will
provide the selection criteria and the rating/ranking worksheets to each panel member
before the panel convenes. This criteria will be protected and not made available to
potential applicants. While the best qualified candidates will be unranked and submitted
to the selecting official in alphabetical order, the individual scoring sheets from each
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panel member will be submitted to the selecting official for review and consideration.
Selecting officials will conduct reference checks prior to finalizing a selection.

4. For positions at the GS-14/15 or equivalent level, all selections (competitive or non-
competitive) will be reviewed and endorsed by the selecting official’s rater or the first
general officer/senior executive service member in the selecting official’s chain of
command if the selecting official’s rater is below that rank/level.

5. These guidelines remain effective until cancelled or superseded.
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1. Panel Guidance Instructions Lieutenant General, U.S. Army
2. Ranking Panel Members Deputy Commanding General/
3. Panel Scoring Criteria - Sample Chief of Staff

4. Applicants Evaluation Sheet

5. OPM Structured Interviews:

A Practical Guide



PANEL GUIDANCE INSTRUCTIONS

1. CONFIDENTIALITY

Applications, appraisals, crediting plans, rating guides, and all other material and
information used in evaluating candidates are strictly confidential and should not be
discussed outside the panel setting. All panel members and observers must sign a
confidentiality agreement.

2. PROCESS AND GUIDANCE

a. The use of at least one panel is mandatory for GS-14/15 positions, and
encouraged for GS-13 positions.

b. The ranking panel:
v" Rates and ranks the qualified candidates:
v" Determines the best qualified candidates: and

v" Recommends candidates for selection to the selecting official, who
does not participate in the ranking process.

c. The selecting official:
v Conducts interviews. If an interview panel is used, the supervisor (selecting
official) will be a member. Each interviewer will do their own assessment of
the candidates and will further discuss with the other members.

v" Conduct reference checks on candidates referred for selection, unless there
are justifiable reasons not to do this (e.g. the selecting official supervises all
referred candidates); and,

v" Maintain an audit trail of the selection process for 3 years.

d. The labor union will be provided the opportunity to nominate a disinterested
observer, external to the organization, to any panel convened to fill a bargaining unit
position.

3. DOCUMENTATION SELECTING OFFICIALS MUST PROVIDE TO THE RANKING
PANEL, IF USED.

v" Position description.
v' Referral list with all resumes.
v" Screening criteria.

Enclosure 1



v" Organizational chart of the activity.

4. PROCEDURES FOR RATING CANDIDATES

a. Assign ratings based only on the available documentation in accordance with

the levels described in the crediting plan. Assign a rating for each element on every
candidate.

b. Raters must draw conclusions about whether the evidence supports assigning
a specific level of achievement in the rating scale. The crediting plan usually
expresses level definitions in terms of experience or work examples. However, when
assigning a rating, panelists should consider all pertinent information such as the
supervisory appraisal, training, education, and awards.

c. The possession of an appropriate award may support a high rating, but is not a
prerequisite for one. If two candidates' overall history of achievement on an ability is
equally high, one should not receive a lower rating because he or she has not received
an award. The completion of a course or courses may demonstrate a good level of
ability, but this does not imply that not having taken similar courses demonstrates a lack
of the same ability. Therefore, raters should not automatically credit training or awards
as plus factors.

d. Non-merit factors such as race, sex, age, color, religion, national origin,
political affiliation, marital status, or membership/non membership in employee
organizations must not be considered in the rating process.

e. Afinal rating must be assigned for each element on every candidate.
5. REFERRAL

After final ratings are assigned, the best-qualified (i.e. highest scores) candidates will
be referred for further consideration. The basis for this will be the number of superior
ratings required to be among the best qualified. These determinations will be
documented on a Consolidated Rating Sheet and signed by each panel member, if a
panel was used. The best qualified candidates will not be ranked: however, all scores
will be provided.



RANKING PANEL MEMBERS

INSTRUCTIONS: Ranking panels must have a minimum of three members that will

include a chairperson and a subject matter expert (SME).

POSITION INFORMATION:

Position Title:

Pay Plan/Series/Grade:

CHAIRPERSON

Name:

Title:
Organization:
Phone:
Email:

SME

Name:

Title:
Organization:
Phone:
Email:

MEMBERS
Name:

Title:
Organization:
Phone:
Email:

PANEL MEMBERS:
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PANEL SCORING CRITERIA - SAMPLE

Instructions to the Screening Panel for the Vacancy of....

INSTRUCTIONS: The panel will subjectively apply their knowledge of the mission and
functions of the activity and of the duties, to be performed to each applicant’'s
application package using the established criteria. Select job related elements (3-5) to
determine who are the best qualified applicants.

CANDIDATE’S NAME: ( ) TOTALPOINTS: ()

ELEMENT 1: 0-5 points ( )
Each Panel member score up to 5 points for each candidate based on a subjective
assessment of the established elements

ELEMENT 2: 0-5 points ( )
Each Panel member score up to 5 points for each candidate based on a subjective
assessment of the established elements

ELEMENT 3: 0-5 points ( )
Each Panel member score up to 5 points for each candidate based on a subjective
assessment of the established elements

Establish and describe superior and acceptable experience for each element and apply
to each applicant referred. Assign points for each element based on the level of
experience.

Superior (+) Experience

Acceptable (x) Experience

Enclosure 3



APPLICANTS EVALUATION SHEET

Position Title, Series, Grade:

Organization, Location:

Elements

Candidate’s Name

2 3 | 4

Total Points

G AW -

Panel Member Name

Signature/Date

Enclosure 4
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Introduction

Overview

Federal Agency mission accomplishment is substantially affected by who gets hired. Agencies
must select people who possess characteristics required for the job. The employment interview
is an cffective way of determining who has these attributes and therefore, who is right for a job.

The interview is popular because it is more personal than traditional selection assessments (e.g.,
written tests) and because it can be used to evaluate job characteristics not casily measured with

other procedures (e.g., Oral Communication and Interpersonal Skills).

Interviews are typically used for one of two purposes in the Federal Government. First, the
interview may be used as part of the formal selection process in which candidates are screened or
ranked based on their scores. Second, a “selecting official's interview” may be used to verify
candidates’ qualifications for a job after they have been rated using other assessment methods,
but prior to making a hiring decision. In a selecting official’s interview, candidates’ responses
arc typically not scored.

Structured vs. Unstructured Interviews
Employment interviews can be either structured or unstructured. Generally speaking, structured

interviews ensure candidates have equal opportunities to provide information and are assessed
accurately and consistently.

Structured Interview Unstructured Interview
e All candidates are asked the same e (Candidates may be asked different
questions in the same order. questions.
e All candidates are evaluated using a ® A standardized rating scale is not
common rating scale. required.
e Interviewers are in agreement on e Interviewers do not need to agree on
acceptable answers. acceptable answers.

At first glance, the unstructured interview appears attractive due to its loose framework,
discretionary content, and conversational flow. Yet, these same features make this type of
interview very subjective, which reduces its accuracy and invites legal challenges.

Research consistently indicates unstructured interviews have little value in predicting job
performance. Unstructured interviews typically demonstrate:
* Low levels of reliability (rating consistency among interviewers).
* Low to moderate levels of validity (the extent to which the assessment method measurecs
what it is intended to measure, e.g., job performance).

September 2008 U.S. Office of Personnel Management 3



Besides adversely affecting the reliability and validity of the unstructured interview, the lack of
standardization in interview procedure and questions also makes the unstructured interview
susceptible to legal challenges (Terpstra, Mohamed, and Kethley 1999'; U.S. Merit Systems
Protection Board, 20037).

In comparison, structured interviews have demonstrated a high degree of reliability, validity, and
legal defensibility. Therefore, because interviews used to make employment decisions are
subject to the same legal and psychometric requirements as any written employment test or other
assessment method, agencies are encouraged to use structured interviews. The benefits of
consistently selecting quality candidates and reducing the risk of legal challenges far outweigh
any costs of adding structure (e.g., additional time and cxpertise).

The sclecting official’s interview is likely to fall somewhere between structured and
unstructured, as it may incorporate a consistent set of questions but is unlikely to be rated.

The Purpose of this Guide

This guide provides practical information on designing structured interviews. The guide
discusses why interviews should have structure, what structure consists of, and Aow to conduct a
structured interview. It also addresses the pros and cons of different types of interview questions
and helpful/harmful interviewing techniques. Additionally, the guide provides practical tools for
developing and implementing a structured interview. For step-by-step checklists for
implementing and developing a structured interview, refer to Appendix A and Appendix B,
respectively.

The guidance on developing and administering structured interviews applies to interviews
formally rated as part of the assessment process, as well as those used by the selection official to
verify a candidate’s qualifications after he/she has been rated by other assessment procedures.
However, since responses are typically not scored in a selecting official’s interview, the
information in this document related to developing and using rating scales may be of limited use
for the sclecting official’s intervicw.

This guide is not intended to be exhaustive of the possible approaches to developing a structured
interview, but to provide one effective method. Additional information on assessment methods
is available in OPM’s Assessment and Selection Policy website. Please sce

also The Uniform Guidelines on Employee Selection Procedures and the Delegated Examining
Operations Handbook.

" Terpstra, D. E., Mohamed, A. A., & Kethley, R. B. (1999). An analysis of Federal court cases involving nine
selection devices. International Journal of Selection and Assessment, 7, 26-34.

2 U. S. Merit Systems Protection Board. (2003). The federal selection interview: Unrealized potential.
Washington, DC: Office of Policy and Evaluation.
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Section I: Developing a Structured Interview

There are 8 key steps in developing a structured interview. Appendix B provides a checklist
based on these steps.

Conduct a Job Analysis

Determine the Competencies to be Assessed by the Interview
Choose the Interview Format and Develop Questions
Develop Rating Scales to Evaluate Candidates

Create Interview Probes

Pilot-Test the Interview Questions

Create the Interviewer’s Guide

Document the Development Process

00 e s e

1. Conduct a Job Analysis

The purpose of a job analysis is to identify the requirements of the job and the compcetencies
necessary to perform them. In many instances, a new job analysis will not need to be conducted:
however, the critical requirements and competencies should be re-confirmed by subject matter
cxperts. A thorough job analysis will:

e Identify the job tasks and responsibilities.

* Identify the competencies required to successfully perform the job tasks and
responsibilities.

* Identify which of those competencics are required upon entry to the job.

To gather this information about a job, consider sources such as:

Performance appraisal critical elements
Position descriptions
e C(lassification standards
e Task statements
* Interviews with subject matter experts (e.g., high-performing employees, supervisors)
e Organizational charts

Chapter 2 and Appendix G of the Delegated Examining Operations Handbook provide additional
information and tools for conducting a job analysis.

2. Determine the Competencies to be Assessed by the Interview

After identifying the critical competencies, determine which will be assessed in the selection
process and how cach competency will be measured (e.g., using a written test or interview).
OPM’s interactive Assessment Decision Tool provides suggested methods for assessing a range
of competencies and also provides evaluation criteria for cach assessment method.

September 2008 U.S. Office of Personnel Management 5



The structured interview is typically used to assess between four and six competencies, unless
the job is unique or at a high level. Some competencies (e.g., Oral Communication,
Interpersonal Skills) are particularly well-suited to assessment through an interview.

3. Choose the Interview Format and Develop Questions

The format of the interview can focus on candidates’ past behavior, their anticipated behavior in
hypothetical situations, or a combination of the two approaches. An interview based on
questions about past behaviors is a behavioral description interview, also known as a behavioral
cvent interview. An interview based on questions about hypothetical behavior is a situational
interview. In the remainder of this document, “behavioral interview” will refer to both the
behavioral description interview and the behavioral event interview.

The interview format will determine how the interview questions are developed. The two
interview formats measure different aspects of job performance. Therefore, deciding which
format to use depends upon the needs and resources of the agency and on the other assessments
used. The agency may clect to include questions derived from both the behavioral- and
situational-interview formats.

Regardless of the format, the interview questions should be:

Reflective of competencies derived from a job analysis
Realistic of the responsibilities of the job

Open-ended

Clear and concise

At a rcading level appropriate for the candidates

Free of jargon

Behavioral Interview Format and Questions. The primary purpose of the behavioral interview
is to gather information from job candidates about their actual behavior during past experiences
which demonstrates competencies required for the job. The underlying premise is the best
predictor of future behavior on the job is past behavior under similar circumstances.

For example, consider the competency, Interpersonal Skills, defined as: “shows understanding,
friendliness, courtesy, tact, cmpathy, concern, and politeness to others; develops and maintains
effective relationships with others; may include effectively dealing with individuals who are
difficult, hostile, or distressed; relates well to people from varied backgrounds and different
situations; is sensitive to cultural diversity, race, gender, disabilities, and other individual
differences.” This definition could lead to a behavioral interview question focused on a
candidate’s past behavior such as:

Describe a situation in which you dealt with individuals who were difficult,

hostile, or distressed. Who was involved? What specific actions did you take and
what was the result?

September 2008 U.S. Office of Personnel Management 6



Writing Behavioral Interview Questions. Convenc a group of approximately six or seven
subject matter experts (SMEs). These SMEs should be experienced, high-performing employees
or supervisors who possess knowledge of the job at the level of the position to be filled.
Typically, SMEs are at the journcy level or higher.

e Have SMEs familiarize themselves with the competencics (and their definitions) to be
measured by the interview.
* Have SMEs work together to write interview questions.

o Each question should measure at least one of the specificd competencies.

o Each question should be written to elicit specific details about a situation, task, or
context, the actions the person took or did not take, and the impact of these
actions.

* SMEs should use superlative adjectives in the questions (e.g., most, last, worst, least) to
help the candidate focus on specific incidents.

* SMEs should develop more questions than are actually needed to allow for subsequent
discarding of questions during review and tryout.

Situational Interview Format and Questions. In contrast to the behavioral interview, the
questions in a situational interview are based on future-oriented behavior. Situational interview
questions give the candidate realistic job scenarios or dilemmas and ask how he/she would
respond. The underlying premise is a person’s intentions are closely tied to his/her actual
behavior.

An example situational interview question for the competency Interpersonal Skills is:

A very angry client walks up to your desk. She says she was told your office sent
her an overdue check five days ago. She claims she has not received the check.
She says she has bills to pay, and no one will help her. How would you handle
this situation?

Writing Situational Interview Questions. Typically, the critical incident method, outlined
below, is used to write situational interview questions (Flanagan, 1954)°,

* Assemble a group of subject matter experts (SMEs) who have extensive knowledge about
the job.

* Have the SMEs review the competencies (and their definitions) to be measured by the
interview and the job tasks linked to the competencics.

* Have SMEs write examples of effective and ineffective behaviors (i.c., critical incidents)
which reflect the competencies and associated tasks.

* Arrange for a separate group of SMEs to read each critical incident and identify the
competency they believe the incident best illustrates.

o This will confirm whether the critical incidents can be clearly linked to the
specific competencies to which they are supposed to be linked.

* Flanagan, J. C. (1954). The critical incident technique. Psychological Bulletin, 51, 327-358,
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o Eliminate critical incidents not clearly linked to a competency and those
associated with multiple competencies.
* Have SMEs rewrite the retained critical incidents in the form of hypothetical situations.
o These hypothetical situations should still demonstrate the correct competency.
o The hypothetical situations should be as real as possible and reflective of the job.
* As with the behavioral interview, have SMEs develop more questions than are actually
needed to allow for future elimination.

Appendix C provides example forms for writing critical incidents describing effective and
ineffective behavior.

4. Developing Rating Scales to Evaluate Candidates
NOTE: This step is not applicable to a selecting official’s interview.

The use of a common rating scale for all candidates is a key component of the structured
interview procedure. A standardized rating scale can be developed for either behavioral- or
situational-interview questions; however, the process is slightly different.

Rating Scale and Behavioral Examples for a Behavioral Interview. The first step in the
development of a standardized rating scale for a behavioral interview is specifying the range of
proficiency for each competency.

* Decide on one proficiency-level range for all competencies (e.g., a range of 1-5 with
5 being the most proficient and 1 being the least proficient).

¢ Create at least three proficiency levels, but aim for five to seven levels.

 Label at least three proficiency levels (e.g., unsatisfactory, satisfactory, and superior).

Table 1 provides a 5-level proficiency rating scale developed by OPM. Labels are provided for
each of the five levels.

Table 1: Rating Scale

Pm{:’:ﬁ;m) General Competencies Technical Competencies
e Applics the competency in e Applies the competency in
exceptionally difficult situations. exceptionally difficult situations.
Leiss . Scrycs as a key resource and . Scr\:fcs as a key resource and
Expert advises others, advises others.
¢ Demonstrates comprchensive,
cxpert understanding of concepts
and processes.
e Applies the competency in e Applies the competency in
considerably difficult situations. considerably difficult situations.
Level 4 - e Generally requires little or no ¢ Generally requires little or no
Advanced guidance. guidance.
¢ Demonstrates broad understanding
of concepts and processes.
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Proficiency
Level

General Competencies

Technical Competencies

Level 3 -
Intermediate

Applies the competency in difficult
situations.
Requires occasional guidance.

Applies the competency in difficult
situations,

Requires occasional guidance.
Demonstrates understanding of
concepts and processes.

Level 2 -
Basic

Applies the competency in
somewhat difficult situations.
Requires frequent guidance.

Applies the competency in
somewhat difficult situations.
Requires frequent guidance.
Demonstrates familiarity with
concepts and processes.

Level 1 -
Awareness

Applies the competency in the
simplest situations.

Requires close and extensive
guidance.

Applies the competency in the
simplest situations.

Requires close and extensive
guidance.

¢ Decmonstrates awareness of
concepts and processes.

For a behavioral interview, develop example behaviors for each proficiency level of each
competency. The purpose of these example behaviors is to clearly differentiate between
proficiency levels for each competency. This will ease the rating process by giving interviewers
concrete behaviors to refer to as they are considering how proficient each candidate is on cach
competency. The example behaviors will provide a common framework for assessing
candidates’ responses in a consistent manner.
Subject matter experts (SMEs) should assist in developing the behavioral examples for each
behavioral interview question.

* Reconvene the pancl of SMEs who developed the behavioral interview questions.

e For cach question, have SMEs individually determinc how actual employees at cach
proficiency level would respond (i.c., what their answers would be).

o These hypothetical responses are behavioral examples for the proficiency levels.

e Have the SMEs discuss their behavioral examples.

* For each proficiency level, retain behavioral examples which the SMEs agree best reflect
the competency at that level.

e Instruct interviewers to use these behavioral examples as a general guide (not an
absolute) in making their ratings, as candidate’s responses may differ depending on their
unique experiences (Feild and Gatewood, 1989)*.

Table 2 presents an example behavioral interview rating scale for a question based on the
competency Interpersonal Skills. This rating scale has been supplemented with behavioral
examples to illustrate differences between the proficiency levels.

d Feild, H. S., & Gatewood, R. D. (1989). Development of a selection interview: A job content strategy. In Eder,
R.W. & Ferris, G. R. (Eds.), The employvment interview: Theory, research, and practice (pp. 145-157). Newbury
Park, California: Sage Publications.
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Table 2: Example of a Behavioral Interview Question and Rating Scale

Competency: Interpersonal Skills
Definition: Shows understanding, friendliness, courtesy, tact, empathy, concern, and politeness to others:
develops and maintains effective relationships with others: may include effectively dealing with
individuals who are difficult, hostile, or distressed: relates well to people from varied backgrounds and
different situations; is sensitive to cultural diversity, race, gender, disabilities, and other individual

differences.

Question: Describe a situation in which you had to deal with individuals who were difficult, hostile,
or distressed. Who was involved? What specific actions did you take and what was the result?

Pm{';}::w’ Definition Question-Specific Behavioral Examples
Applies the Presents shortcomings of a newly installed HR
competency in automation system in a tactful manner to irate senior

Level 5 c_xccp_tionally difficult management officials. . .

Ex ‘t situations. Explains the benefits o_f controversial policy changes

APLE Serves as a key to a group of upset individuals at a public hearing.
resource and advises Diffuses an emotionally charged meeting with external
others. stakcholders by expressing empathy for their concerns.
Facilitates an open forum to discuss cmployee

Applies the concerns about a new compensation system.
competency in Builds on the ideas of others to foster cooperation

Level 4 considerably difficult during bargaining agreement negotiations.

Advanced situations. Identifies and emphasizes common goals to promote
Generally requires cooperation between HR and line staff,
little or no guidance. Identifics and alleviates sources of stress among a

team developing a new automated HR system.
Restores a working relationship between angry co-
Applics the workers who have opposing views.
Lével3 competency in difficult Remains courlc’ous and tactful when confronted by an

Litévmediite situations, cmploycc who is frustrated by a payrqll problem.
Requires occasional Establishes cooperative working relationships with
guidance. managers, so they are comfortable asking for advice

on HR issues.
Applies the Offers to assist employees in resolving problems with
competency in their benefits clection.
Level 2 somewhat difficult Works with other HR staff on a cross-functional team
Basic situations, to improve coordination of activities.
Requires frequent Works with others to minimize disruptions to an
guidance. employee working under tight deadlines.
Refers employees to the appropriate staff member to
Applies the resolve their issues.
Level 1 competency in‘thc _Works u:ith others in the l—_[R ofﬁce_lo orgar_aizc
simplest situations. information for employce intervention sessions on

Awareness ; o
Requires close and controversial issues.
extensive guidance. Works with others to obtain employee concerns about

controversial policy changes.
September 2008 U.S. Office of Personnel Management 10




Rating Scale and Behavioral Responses for a Situational Interview. As with behavioral
interview questions, the first step in the development of a rating scale for cach situational
interview question is specifying the range of proficiency for each competency being assessed.

® Deccide on one proficiency-level range for all competencies.
e Have at least three proficiency levels, but aim for five to seven levels.

* Provide labels for at least three proficiency levels (e.g., unsatisfactory, satisfactory,
and superior).

Next, develop a representative response for cach competency proficiency-level for each
hypothetical job-scenario question. A representative response illustrates how someone with the
given proficiency level on the given competency might behave. To develop the representative
responses for proficiency levels of each situational interview question, follow these steps:

* Reconvene the panel of subject matter experts (SMEs) who developed the interview
questions.
* For cach hypothetical scenario, have cach SME individually determine how actual
employees at cach proficiency level might behave (i.e., what their answers would be).
o These answers are representative responses for the proficiency-level ratings.
¢ Have the SMEs discuss their representative responses.

* For cach proficiency level, retain the representative responses which the SMEs agree are
the best.

Table 3 shows an example proficicncy-level rating scale for a situational interview question with
representative responses for each proficiency level. The situational interview question is derived
from a job task and reflects a particular competency. This linkage needs to be present for all
questions.
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Table 3: Example of a Situational Interview Question and Rating Scale

Job Task Competency Interview Question | Proficiency Level &
Representative
Response

Performs Integrity/ Honesty: You arc investigating | Unsatisfactory:

investigative work to
obtain information,
gather evidence, or
verify facts.

Contributes to
maintaining the
integrity of the
organization; displays
high standards of
ethical conduct and
understands the
impact violating these
standards would have
on an organization,
sclf, and others; is
trustworthy.

a group of auto
dealership managers
suspected of money-
laundering activities.
During the course of
an interview with one
suspect, the suspect
offers to help you buy
a car at a price you
know is well below
market value. What
would you do?

Accept the offer.

Satisfactory:

Say no to the offer and
continue the
investigation; document
the incident in your
report.

Superior:

Probe the dealership
managers to determine
how they are able to
offer a car at such a
reduced price; attempt to
get contact information
of others involved; say
no to the offer; and
document the details of
the incident.

5. Create Interview Probes

A probe is a question asked by the interviewer to help clarify a candidate’s response or ensure
the candidate has provided enough information. When probes are necessary, interviewers should
use very similar probes for all candidates to ensure candidates arc given the same opportunitics
to excel. While probes may need to be tailored to address cach candidate’s specific response, the
general meaning of the probes should not change.

* Prior to the interview, establish the desired range of probing (for example, no probes, a
limited number of probes, unlimited probes).
e If probes will be used, determine the specific probes for each question the interviewer is

allowed to use.

Example probes for behavioral- and situational-interview questions are presented in Table 4.
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Table 4: Example Probes for Behavioral- and Situational-Interview Questions

Competency: Interpersonal Skills

Behavioral Interview Question:
Describe a situation in which you had
to deal with individuals who were
difficult, hostile, or distressed. Who
was involved? What specific actions
did you take and what was the result?

Behavioral Interview Probes:
Situation
*  What factors led up to the situation?
¢ Could you or anyone else have done something
to prevent the situation?
e What did you determine as the most critical issuc
to address in this situation?

* How did you respond?

*  What was the most important factor you
considered in taking action?

e What is the first thing you did?

Outcome
e  What was the outcome?
* Is there anything you would have said and/or
done differently?
e Were there any benefits from the situation?

Situational Interview Question:

A very angry client walks up to your
desk. She says she was told your
office sent her an overdue check five
days ago. She claims she has not
reccived the check. She says she has
bills to pay, and no one will help her.
How would you handle this
situation?

Situational Interview Probes:
Situation
¢ Why do you believe this situation occurred?
*  What do you consider the most critical issue in
this situation?
* What other issues are of concern?

Action
e What would you say?
e What is the first thing you would do?
*  What factors would affect your course of action?
* What other actions could you take?

Outcome
* How do you think your action would be
received?

e What would you do if your action was not
received well?
* What do you consider as benefits of your action?
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6. Pilot Test the Interview Questions and Evaluate the Interview Process

Prior to using the newly developed behavioral interview and/or situational interview questions in
an actual interview, give the questions to colleagues for a trial run. This trial run (i.c., pilot test)
will ensure questions are clearly worded and draw an appropriate range of responses. The pilot
test will indicate if and where revisions need to be made. To the extent possible, the pilot test
should mirror the actual structured interview.

7. Create the Interviewer’s Guide

After finalizing the questions and rating scales, create an interviewer’s guide. The interviewer’s
guide should provide general instructions about the interview process, a summary of common
rating biases and rating mistakes to avoid, and general tips for good interviewing (see Section II).
The guide should also provide information specific to the particular interview, including:

e Definitions of each competency being asscssed

e Proficiency levels of each competency

e Interview questions

e Rating scale (with behavioral examples and/or representative responses) for cach
question

e Example probes

8. Document the Development Process

You should maintain records of the entirc interview development process, in accordance with the
Delegated Examining Operations Handbook. The documentation should include:

e Descriptions of all participants, including subject matter experts and those in the pilot
study (e.g., name, job title, race, national origin, sex, and level of expertise).

e Interview development materials (e.g., reference materials, previous manuals).

e A description of the development of the interview, including the job analysis, the
question and rating scale development process, and the pilot test.
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Section II: Administering a Structured Interview

Interviewers

In Federal Agencies, interviews are typically conducted by one person, namely the selecting
official (i.c., supervisor) for the position being filled. While the following sections are directed
toward the use of one interviewer, a structured interview may also be administered by a panel of
interviewers. A typical panel consists of two or more persons who have extensive knowledge of
the job and are trained in administering intervicws.

For information on using a panel to conduct the structured interview, please refer to Appendix D.
Training Your Interviewer

It is essential to train the person who will administer the structured interview. Interviewer
training increases the accuracy of the interview. Before or during the training, the interviewer
should receive a guide describing the interview process in detail.

Appendix E provides a sample Iesson plan for an interviewer training course. The training
should emphasize the importance of note-taking, discuss the impact of the interviewer’s non-
verbal behavior, and review common rating biases and errors.

Note-Taking. Taking regular and detailed notes of observable behaviors and verbal responses
during each interview is crucial. Notes will reduce the burden on the interviewer to remember
details about multiple candidates. Additionally, these notes should:

* Summarize the content and delivery of respondents’ answers.

* Document the candidate’s grammar, body language, and other non-verbal factors.

* Help interviewers focus on pertinent information during the interview.

* Be of sufficient quality and quantity to document the interviewer’s rcasoning for each
rating on each competency.

* Serve as documentation to support the employment decision.

Interviewer’s Non-Verbal Behavior. An interviewer’s body language such as facial expressions
and body movements (e.g., nodding, raising eyebrows, frowning) communicates a lot to the
candidate. For example, the interviewer communicates disinterest by slouching, regularly
looking at the clock, leaning back, or doodling with a pen.

Interviewers need be aware of their body language to avoid communicating negative
impressions. Additionally, while taking notes, interviewers should make periodic eye contact
with the candidate to show their interest and to provide opportunitics to observe the candidate’s
non-verbal behavior.
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Interpersonal Bias and Rating Errors. Bias and rating errors are inconsistent with the purpose
of the structured interview process, namely, ensuring candidates are cvaluated fairly,
consistently, and have equal opportunitics to excel. The interviewer should not be influenced by
personal biases or fall prey to common rating errors.

Biases can take a varicty of forms. For example, an interviewer might give higher ratings to
candidates who appear outwardly similar to him/her. Rating errors might include giving all high
ratings or all low ratings to candidates. Appendix F describes common rating errors and
interviewing mistakes.

The Interview Setting
The interview should take place in a comfortable environment.

e Interviews should be held in a quict, non-threatening, and private place.

* Scating arrangements should be the same for all candidates.

e The interview room and facilities must be accessible to candidates with disabilities.

e There should be a separate area for those waiting to be interviewed.

e Individuals who have been interviewed should not be allowed to communicate with those
waiting to be interviewed.

¢ Interviews should be scheduled far enough in advance to provide adequate preparation
time for the interviewer.

e All candidates should be allotted the same amount of interview time.

Conducting the Interview

Supplemental Materials. While candidates may be permitted to bring supplemental documents
to the interview (c.g., references, transcripts, or a resume), this information is for the candidate s
reference only and should not be looked at by the interviewer during the interview. Allowing
interviewers to look at these documents during the interview may bias the interviewer’s
perceptions of the candidates (e.g., interviewers might rate the responses of candidates with
strong resumes more favorably then those of candidates with weak resumes). If interviewers
look at supplemental information during the interview and this supplemental information is not
provided by all candidates, candidates may be cvaluated inconsistently.

Arrival of the Candidate.

e Welcome the candidate in a warm and friendly manner.

e Thank the candidate for his/her interest in the position and for coming to the interview.

e Bricfly describe the job and relevant organizational characteristics to allow candidates to
become comfortable in the interview setting.

e Explain the interview process in a standardized way. You may also provide this
information in writing to cach candidate.

e Inform the candidate that notes will be taken throughout the interview.

® Ask the candidate if he/she has any questions before beginning.
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At the end of the interview, the interviewer should ask, “Is there anything else you would like us
to know?”” and provide the candidate with an opportunity to ask questions. The interviewer
should then thank and excuse the candidate.

Rating Each Candidate. Immediately after the candidate leaves the room, the interviewer
should review his or her notes and, if the interview is being rated, rate the candidate. Notes
should include actual behavioral examples and ratings should be defensible and supported by the
notes. Examples of actual answers given should be included along with explanations of how
these answers apply to the competency being rated and why they merit the given rating.
Examples of rating forms for use by one interviewer or a pancl of interviewers can be found in
Appendix G and Appendix H, respectively.

After all candidates have been rated, the interviewer should:

* Review the ratings given to cach candidate.

* Ensure the total performance of each candidate has been considered thoroughly and
objectively.

* Ensure the ratings are tied to specific behavioral examples.

e Sign and date each rating form.

Documenting the Interview Process

In addition to the documentation mentioned above, the following information should be recorded
and retained:

* Date, time, place, and length of the interview

Name, job title, race, national origin, and sex of the interviewer
Interview questions, scores, and notes for cach candidate
Training provided to the interviewer

Interview guides, rating scales, and other materials used

e o o o
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Appendix A: Structured Interview Implementation
Checklist

Assess the Current Selection Situation. Discuss the need for developing a structured
interview and the specific goals for the structured interview. Also determine which job or
Jobs will use the structured interview.

Determine Where the Structured Interview Fits within the Selection Process.
Determine where to place the structured interview in the selection of job candidates (e.g.,
after a written test, as the last sclection procedure). Federal Agencics typically use the
interview after candidates have been determined eligible for a given job and rated/ranked
on the basis of other assessment tools (e.g., a written test or resume). The interview is then
used to verify a candidate's qualifications.

Create a Development and Implementation Plan with Timelines. Plan the major steps
for developing the structured interview, including updating or conducting a job analysis,
convening subject matter experts to develop the interview questions and rating scale, and
training interviewers on how to evaluate candidates.

Ensure Compliance of the Plan with Established Guidelines. Make sure the structured
interview process complies with the requirements in The Uniform Guidelines on
Employee Selection Procedures and the Delegated Examining Operations Handbook.

Create a Communication Plan and Obtain Commitment to the Plan. Ensure managers
are aware of the intent of the structured interview.

Establish Structured Interview Development Team(s). Identify the development and
implementation team, which may include human resources specialists, selecting officials,
supervisors, and/or employees.

Develop the Structured Interview. (See Appendix B: Structured Interview Development
Checklist)

Administer the Structured Interview.

Evaluate the Results. Monitor the implementation of the structured interview on a
periodic basis to ensure the plan is followed and the intended results are achieved. Adjust
the structured interview procedure as necessary.
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Appendix B: Structured Interview Development
Checklist

O

1. Conduct a Job Analysis. Identify the job characteristics (i.c., job tasks, duties, and
responsibilities) and the competencies/knowledge, skills, abilitics required to perform the
Jjob successfully.

2. Determine the Competencies to be Assessed by the Interview. Consider which
competencies are measured most effectively with an interview:.

3. Choose the Interview Format and Develop Questions. Determine if you will use a
behavioral interview or situational interview. Work with subject matter experts to
develop questions.

4. Develop Rating Scales to Evaluate Candidates. Determine the proficiency scale
and develop accompanying proficiency level examples. (NOTE: May not be applicable
to a selecting official’s interview.)

5. Create Interview Probes. Establish if probes may be used. If probes will be used,
draft specific probes for each question.

6. Pilot-Test the Interview Questions. Pilot test the interview questions on persons
similar to the anticipated candidates. Check for clarity and appropriateness.

7. Create the Interviewer’s Guide. Prepare an interviewer's guide, question booklet,
and rating form.

8. Document the Development Process. Document all stages of the interview
development.

September 2008 U.S. Office of Personnel Management 5




Appendix C: Sample Critical Incident Forms

Effective Incident Form

Job Title:

Competency:

Instructions:

Think of an incident during the past year in which you were particularly proud of your
performance, or the performance of a coworker, and share it with us. The incident must be
related to performance on the job. The incident may have involved people, facilities,
information, or another item relevant to performance on the job.

Recalling this incident, please answer the following questions:

1. What circumstances led to the incident? (Situation)

2. What did you or your co-worker do that was very cffective at the time? (Action)

3. Why was this incident very helpful in getting the job done? (Outcome)
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Ineffective Incident Form

Job Title:

Competency:

Instructions:

Think back over the past year and describe an incident that should have been handled differently.
The incident must be related to your performance or the performance of a coworker on the job.
The incident may have involved people, facilities, information, or another item relevant to
performance on the job.

Recalling the incident, please answer the following questions:

1. What circumstances led to the incident? (Situation)

2. What did you or your co-worker do that was incffective at that time? (Action)

3. What were the effects of the actions? (Outcome)

4. What should have been done differently?
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Appendix D: Panel Interviews

During the interview process, an abundance of information is exchanged between the candidate
and the interviewer. A panel of two or three interviewers may be better able to document and
interpret the information. A panel also reduces the risk of biases in ratings and allows for a
diverse (e.g., race and sex) range of interviewers, indicating to the candidate that the organization
values diversity and fair treatment.

Interviewers may conduct the interview together at one time or individually in a scrial fashion in
which the candidate progresses through multiple interviews. When feasible, the same
interviewers should be used (either in a panel or serially) across all candidates, to ensure
consistency in ratings.

In a panel interview, each pancl member should individually observe, record, and evaluate the
responses of the candidates. After each candidate, panel members should discuss their individual
ratings. Final scores or ratings should be based on the consensus of the panel. This process is
described in more detail below.

Although the interview panel works as a team, one panel member is typically designated as the
chairperson or coordinator and he/she is responsible for the administrative and logistical
arrangements of the interview and for documenting the process.

Conducting a Panel Interview

Before the candidate enters the interview room, the panel coordinator should verify all panel
members understand the procedures to be followed and have all necessary materials. The
interview process should be described in detail in the interviewer's guide and the guide should be
provided to each panel member.

Upon cach candidate’s arrival, the panel coordinator should:

e Welcome the candidate and introduce cach panel member.
® Thank the candidate for his/her interest in the position and for coming to the interview.

* Briefly describe the job and relevant organizational characteristics as to allow candidates
to become comfortable in the interview setting.

* Explain the interview process in a standardized way. This explanation may also be
provided to applicants in writing.

¢ Inform the candidate that notes will be taken throughout the interview.

* Ask if the candidate has any questions before beginning.

At the end of the interview, the coordinator should thank the candidate, answer any general
questions, and excuse the candidate.
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Making Candidate Ratings. Each panel member should independently review his/her notes
immediately after the candidate leaves the room and, if the interview is not a selecting official’s
interview, rate the candidate. At this stage, each panelist is forming an independent evaluation
without discussion with other panel members. Ratings should be specific, defensible, and
supported by behavioral examples. Interviewers should include actual examples of answers
given, explanations of how these answers apply to the competency being rated, and why they
merit the given rating.

After panel members have independently rated all candidates, they should compare notes,
ratings, and supporting observations. Panel members should thoroughly explore the basis for
discrepancies in their ratings, and then reach a consensus on each candidate. Statements made
by the candidate should be recorded to support specific ratings. Panelists should record the
consensus rating for each candidate on a group rating form. Appendix H provides a sample
group rating form.

After the last candidate has been rated, panclists should review the group ratings given to all
candidates. This exchange will ensure the performance of each candidate has been considered
thoroughly and objectively. This also ensures the final ratings represent the consensus judgment
of the panel. After all ratings have been meticuously reviewed, they should be declared final and
cach member should attest to the final ratings by signing the group rating form.
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Appendix E: Sample Lesson Plan for an Interviewer
Training Course

Lesson 1: Introduction
e Interview Reliability and Validity
e Court Challenges and the Importance of adding Structure to the Interview Process
e Relationship of the Interview to the Total Hiring Process

Lesson 2: Interview Material

General Interview Guidclines

Awareness of Interviewer Biases and Mistakes

Competency Definitions and Job Information

Interview Questions (Behavior Interview or Situational Interview)
Behavioral examples Responscs

Rating Forms and Procedures

Sample Rating Forms

Lesson 3: Interview Process and Practice Exercises
e Interview Procedures
e Checklist of “Do’s and Don’ts” for Conducting the Interview
e Critiqued Practice Using a Vidcotaped Interview
e Sccurity of Interview Materials
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Appendix F: Common Rating Errors and
Interviewing Mistakes

Common Rating Errors

One way to minimize rating errors is to make interviewers aware of the most common types of
error, which are summarized below.

I. Rater Bias: Allowing prejudices about certain groups of people or personalities to interfere
with being able to fairly evaluate a candidate’s performance. Interviewers should refrain
from considering any non-performance related factors when making judgments.

2. Halo Effect: Allowing ratings of performance in one competency to influence ratings for
other competencies. For example, allowing a high rating on Oral Communication to bias the
rating on Problem Solving, irrespective of the candidate’s performance on Problem Solving.

3. Central Tendency: A tendency to rate all competencies at the middle of the rating scalc (for
example, giving all “3s” on a 5-point scale). When hesitating over making a high rating,
interviewers should realize such a rating does not indicate perfect performance; it means
demonstrating more of the competency than is generally exhibited. Similarly, when
hesitating over a low rating, interviewers should realize it does not mean the candidate does
not possess the competency: it means he/she did not demonstrate much of the competency in
his/her interview responses.

4. Leniency: A tendency to give high ratings to all candidates, irrespective of their actual
performance. There may be candidates who could benefit from further development in
certain areas. Interviewers should allow their ratings to reflect these intra- and inter-
individual differences.

5. Strictness: A tendency to give low ratings to all candidates, irrespective of their actual
performance. There may be outstanding candidates whose demonstration of competencies
warrants high ratings. Interviewers should allow their ratings to reflect these intra- and inter-
individual differences.

6. Similar to Me: Giving higher than deserved ratings to candidates who appear similar to you.
People have a natural tendency to prefer others who are similar in various ways to
themsclves. Interviewers should concentrate on the responses given by the candidate in
making evaluations, rather than on the outward characteristics and personality of the
candidate.

Interviewers can minimize these rating crrors by thoroughly understanding the competencies

being assessed and by lcarning to compare the behaviors exhibited in the interview with the
behaviors anchoring the proficiency-level ratings for each competency.
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Common Interviewing Mistakes

I. Relying on First Impressions: Interviewers tend to make rapid decisions about the
qualifications of a candidate within the first few minutes of the interview based on minimal
information. Interviewers should reserve their judgment until sufficient information on the
candidate has been gathered.

2. Negative Emphasis: Unfavorable information tends to be more influential and memorable
than favorable information. Interviewers should avoid focusing on negative information to
the exclusion of positive information.

3. Not Knowing the Job: Interviewers who do not have a comprehensive understanding of the
skills needed for the job often form their own opinion about what constitutes the best
candidate. They use this personal impression to evaluate candidates. Therefore, it is
important to make sure interviewers fully understand the requirements of the job.

4. Pressure to Hire: When interviewers believe they need to make a decision quickly, they
tend to make decisions based on a limited sample of information, or on a small number of
candidate interviews. Interviewers should adhere to the established interview procedure and
timeline with each candidate to avoid making erroneous decisions.

5. Contrast Effects: The order in which the candidates are interviewed can affect the ratings
given to candidates. While making ratings, interviewers should refrain from comparing and
contrasting candidates to those who have been previously interviewed.

6. Nonverbal Behavior: Interviewers should base their evaluation of the candidate on the
candidate’s past performance and current behavior as it relates to the competency being
cvaluated and not just on how the candidate acts during the interview. Questions and probes
relating to the competencics of interest will usually direct the interviewer to the important
information.
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Appendix G: Sample Structured Interview
Individual Rating Form

GENERAL COMPETENCIES:
The proficiency-level behavioral examples illustrate the types of behavior associated with each
proficiency level, across the full range of HR functions. They arc only examples, and candidates
may demonstrate proficiency through behaviors not listed.

Writing: Recognizes or uses correct English grammar, punctuation, and spelling; communicates
information (e.g., facts, ideas, or messages) in a succinct and organized manner; produces written
information, which may include technical material that is appropriate for the intended audience.

Proficiency
Rating Proficiency Level Definition Proficiency Level Behavioral Examples for Typical
(choose HR Positions
only one)
The-candidate can apply the e Accurately copies information from one source to
L1 competency in the simplest situations. afmlher. ; ;
The candidate requires close and . Qomposcs basic memos and emails, N
extensive guidance. ¢ Completes standard forms such as training forms and
travel orders.
The candidate can apply the * Assists in developing training materials for managers
b competency in somewhat difficult and employees.
situations. The candidate will require | & Writes responses to non-selected job applicants.
frequent guidance. * Writes congratulatory letter to award recipients.
* Proofreads internal memos for format and grammatical,
The candidate can apply the spelling, and typographical errors,
3 competency in difficult situations. ¢ Prepares informational material to communicate a new
The candidate may require occasional leave policy to employees.
guidance. ¢ Prepares a flowchart of the organization’s hiring
process.
e Develops recruitment materials for a job fair.
e Writes a handbook for employees to describe HR
The candidate can apply the procedures.

4 competency in considerably difficult | » Prepares correspondence on a sensitive discipline case.
situations. The candidate requires no |  Prepares a position paper to defend a controversial HR
guidance. program.

¢ Prepares organization’s written comments on proposed
classification standards.
. o Writes the organization’s strategic human capital plan.
The candldat_c can app_ly the . e Authors an article about the org%mization‘s inpnuvart)ive

L5 competency in excep_tlmmily‘d.:fﬁlcull HR practices,
situations. The candidate has served o, .
as a key resource and advised others. . _Dcveicpi leglslatwe pmp_osal_s “_’ rcsglye crmca! HR.

issues affecting the organization’s ability to achieve its
mission.
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Oral Communication: Expresses information (e.g., ideas or facts) to individuals or groups
effectively, taking into account the audience and nature of the information (e.g., technical,
sensitive, controversial); makes clear and convincing oral presentations; listens to others, attends

to nonverbal cues, and responds appropriately.

Proficiency
Rating
(choose

only one)

Proficiency Level Definition

Proficiency Level Behavioral Examples for Typical

HR Positions

The candidate can apply the

L1 competency in the simplest
situations. The candidate requires
close and extensive guidance.

Explains procedures for changing a beneficiary.
Refers prospective applicants to organization’s
website.

Responds to customer inquiries about pay
schedules.

The candidate can apply the

2 competency in somewhat difficult
situations. The candidate will
require frequent guidance.

Reports on project status during weekly team
mectings.

Explains special pay rate eligibility criteria to
employees.

Presents information about flexible work schedules
at new employce orientation.

Conducts exit interviews.

The candidate can apply the

3 competency in difficult situations.
i The candidate may require
occasional guidance.

Describes the organization’s employee assistance
program to groups within the HR community.
Presents a summary of new regulations affecting
the organization’s mission at a staff meeting.
Responds to position classification inquiries from
managers who are posting vacancies.

Describes new HR services to managers.

The candidate can apply the

4 competency in considerably
] difficult situations. The candidate
requires no guidance.,

Facilitates focus groups to elicit feedback on
proposed performance management system.
Presents controversial decisions about
organizational restructuring to employce groups.
Explains complicated new pay regulations to a lay
group.

Explains to recruiters the impact of a legal decision
on application procedures.

The candidate can apply the
competency in exceptionally

() difficult situations. The candidate
has served as a key resource and
advised others.

Presents controversial workforce diversity findings
and recommendations to management.

Testifies about the organization’s selection
procedures at administrative proceedings.

Informs management of their misinterpretation of
the Americans with Disabilitics Act and
recommends corrective action.
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Problem Solving: ldentifies problems; determines accuracy and relevance of information: uses
sound judgment to generate and evaluate alternatives, and to make recommendations.

Proficiency
Rating ; e Proficiency Level Behavioral Examples for Typical
Proficiency Level Definition . T B peas
(choose HR Positions
only one)
e Corrects simple problems with Health Benefits
The candidate can apply the Election forms.
il competency in the simplest e Identifies missing training forms from personnel
situations. The candidate requires files.
close and extensive guidance. ¢ Reviews information justifying employce award
nominations for completeness.
 Determines the appropriate changes to employees’
- . official personnel folders in cases of marriage or
I'he candidate can apply the divioiice
o) competency in somewhat difficult y ;
L1 ST ; : * Recommends options for an employee who has no
situations. The candidate will . : ;
W : accrued annual or sick leave and is adopting a
require frequent guidance. :
child.
¢ Suggests review process for vacancy
announcements to improve accuracy and clarity.
. * Resolves classification issues by researching
The candidate can apply the . S
P o precedent-setting case decisions.
competency in difficult situations. , ; g o .
3 ; : * Analyzes relevant information to identify barriers
The candidate may require p T .
; . preventing participation in a mentoring program.
occasional guidance, : . N
* Applies pay rules and regulations to resolve a pay-
sctting dispute for a new employee.
¢ Integrates a variety of strategic hiring flexibilitics
The candidate can apply the to address recruitment and retention problems.
L 4 competency in considerably e Identifies the immediate training needs of
difficult situations. The candidate cmployees to address customer complaints.
requires no guidance, * Resolves union concerns about inconsistent
performance ratings across the organization by
implementing mandatory supervisory training.
* Analyzes and solves complex labor-management
disagrcements involving vague and untested areas
The candidate can apply the of case law regarding working conditions.
competency in exceptionally * Resolves logistical problems associated with hiring
[1:5 difficult situations. The candidate several thousand employces to meet a temporary
has served as a key resource and staffing nced.
advised others. * Resolves projected shortages in critical occupations
by developing a comprehensive recruitment
program to include outreach, mentoring,
internships, and financial incentives.
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Interpersonal Skills: Shows understanding, friendliness, courtesy, tact, empathy, concern, and
politeness to others; develops and maintains effective relationships with others; may include
effectively dealing with individuals who are difficult, hostile, or distressed: relates well to people
from varied backgrounds and different situations; is sensitive to cultural diversity, race, gender,
disabilities, and other individual differences.

Proficiency
Ratin . - Proficiency Level Behavioral Examples for Typical
saliis Proficiency Level Definition 3 —— D Ll
(choose HR Positions
only one)
. e Greets job applicants when they arrive for
The candidate can apply the . > 10D app y

1 competency in the simplest e
e : P » Works with others in the HR office to organize
situations. The candidate requires 4 il Sl GYas OTieRki

. . I £ [ 23 s 3 r 5 0
close and extensive guidance. e adonmetsrialsior cmplayec oricntation
sessions.
. e Offers to assist employces in resolving problems
The candidate can apply the : ; ploye EP
competency in somewhat difficult wttHAtieir HEe R SRl earn,
- 3 s ; . .
r2 e y : ; * Works with other HR staff on a cross-functional
situations. The candidate will ; B e
3 : team to improve coordination of activitics,
require frequent guidance. - e .
* Works with others to minimize disruptions to an
employce working under tight deadlines.
* Restores a working relationship between angry co-
The candidate can apply the workers who have opposing views.

3 competency in difficult situations. | e Acts courteous and tactful when confronted by an
The candidate may require employce who is frustrated by a payroll problem.
occasional guidance. e Establishes cooperative working relationships with

managers, so they are comfortable asking for advice
on HR issues.
* Facilitates an open forum to discuss employee
concerns regarding new compensation system.
- ; * Maintains contact with stakcholder groups when
I'he candidate can apply the : .
: : implementing new employee development program.
competency in considerably o ; . :

4 ; pA . * Builds on the ideas of others to foster cooperation

difficult situations. The candidate : A0 o
: : during bargaining agreement negotiations.
requires no guidance. = ;
* Identifies and emphasizes common goals to
promote cooperation between HR and line staff.
* Identifies and alleviates sources of stress among a
tcam developing a new automated HR system.
* Presents shortcomings of a newly installed HR
The candidate can apply the automation system in a tactful manner to irate
competency in exceptionally senior management officials.
LS difficult situations. The candidate | e Explains the benefits of controversial policy
has served as a key resource and changes to upset individuals at a public hearing.
advised others. ¢ Diffuses an emotionally charged mecting with
external stakcholders by expressing empathy for
their concerns.
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FINAL RATING

Candidate: Rater:

General Competencies:

Proficiency Level

1. Writing

2. Oral Communication

3. Problem Solving

4. Interpersonal Skills

ACTION:
0 Highly Recommended for Position
O Recommended for Position

[J Not Recommended for Position

Interviewer s Signature:

Date:
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Appendix H: Sample Structured Interview
Group Rating Form

Candidate Name: Date of Interview:

Instructions: Transfer each interviewer’s competency ratings onto this form. A consensus discussion
must occur with each panel member justifying his or her rating. Any changes to the individual ratings
during consensus discussion should be initialed by the panel members. A final group consensus rating
must be entered for each competency.

Consensus

Competency Panelists’ Individual Ratings . :
Group Rating

) (2) 3)

Writing

Oral Communication

Problem Solving

Interpersonal Skills

COMMENTS:

Name of Panel Chairperson #1 :

Name of Pancl Member #2:

Name of Pancl Member #3:
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