{Organisation Name}
Interview Guidelines

Planning and Conducting an Interview – How to Guide
The success of your organisation depends a great deal on recruiting the right people with the right skills, knowledge and abilities. Conducting an efficient and effective interview process is key to that success.
So, applications have closed, you’re amazed how many people are interested in your job - right!  And then you think “I can’t possibly interview that many people” who has the time? You’re right, first things first, now is the time to sit down and plan your next steps – you want to be fair, but you don’t have time to interview everyone.
Shortlisting applications
Your first action is to shortlist candidates based on their application.  Re-read your job description and pay special attention to your key selection criteria (KSC) – this is what you will assess each application against (see the shortlisting template as a guide).  
Find some quiet space, sit down and read each application and rate them against your agreed KSC, each candidate will end up with a score based on the following ratings:
	0 =
	Fails to meet. Applicant did not demonstrate any ability to meet the KSC 

	1 =
	Partially meets. Applicant partially demonstrates any ability to meet the KSC

	2 =
	Meets expectations. Applicant demonstrates enough evidence to meet the KSC

	3 =
	Exceeds expectations. Applicant demonstrates significant evidence to meet the KSC


You should now have a shorter list of candidates – those that have crossed the minimum skill/experience threshold for the position.  After completing this shortlisting process, you could still have many applications that meet your KSC.  You will need to evaluate the applicant pool further.
When you read a resume and covering letter you see is the candidates best view of themselves.  What the resume can’t tell you about the candidate is their personality, values, communication style, sense of humour or management style.
The next phase of the process is a screening interview.
Telephone / Video Interviews
Once you’ve established a shortlist, you can telephone / video screen the applicants you’ve shortlisted to further refine your list (see the telephone screening template as a guide). Talking to candidates over the phone can reveal a lot about them. You want to give candidates the opportunity to provide examples that demonstrate their knowledge and experience. Remember:
· schedule the telephone interview with the candidates;
· don’t conduct on-the-spot interviews
· set each interview for between 10 – 20 minutes per candidate
Video screening as opposed to telephone screening allows candidates to record their responses to set interview question in their own time.  All selection panel members can then review the candidate responses.
There are several video interview platform providers in the marketplace, you should check and trial which product best meets your organisation needs and price point. 
As an alternative to recorded video interviews, software like Skype is growing in popularity as it allows hiring managers interact with candidates and assess qualities like values, personality and sense of humour.
Prepare the right interview questions
So now, hopefully, you have a truly short list – these are the candidates you will meet face-to-face.  
Develop the approach you will use with all candidates. Rank the key factors required for the position in order of importance. Let the position description and job advertisement be your guide.
Prepare a list of questions that allow you to explore the key skills necessary to perform the job of each applicant. Include key questions suitable for all candidates, and more specific questions tailored to each candidate's resume. Vary the styles of the questions by including:
· Closed or factual questions; e.g. “How long did you work for company xx?”
· Open questions (Competency or behaviourally based) these questions demand more than a “yes” or “no”- answer; e.g. “Can you describe a major achievement in your current position that you're particularly proud of?” and “Can you tell me about a time when you had to provide constructive criticism?”
You should commence each interview with an overview of your organisation and what is required in the position. Make sure you prepare interview questions for each round of interviews. Asking factual questions in the first interview is more suitable as you want to get to know the candidate and what experience they have and is that experience enough to progress the candidate to the next round of interviews. Behavioural questions are more suited to the second and third round of interviews as the candidate will have to deliver concrete evidence to demonstrate they can do the job.
During each round of the selection process, make sure each interviewer gives their feedback to other stakeholders involved to avoid doubling up on questions in the second or third interview that were already addressed in the first interview. Candidates in second or third interviews may consider it unprofessional or a waste of their time if they need to re-state answers to questions already answered in an earlier interview.
Schedule the job interview
Conducting all the in-person interviews over 1 to 2 days will help you get through the interview process faster while ensuring candidates stay fresh in your mind. However, be careful not to squeeze too many interviews into the same day, as this could sap you of energy and more importantly enthusiasm!
Some ways to accelerate your interview process include:
· Be flexible but organised. Some candidates may find it difficult to be available during normal business hours, so you may need to accommodate them earlier or later in the day. Don't go back and forth trying to find the perfect time, though; if they are serious about the role, they'll find a way to be available.
· Plan sufficient time. An effective in-person interview will typically be at least 30-40 minutes long, providing enough time for both parties to get to know one another. Allocating as much time as you can spare will help you to focus on the candidate, not the clock.
Helping Candidates to do their Best
The interviewing process can be quite stressful for candidates, try to ensure that candidates have an opportunity to relax and feel comfortable – providing them with the opportunity to perform at their best. 
Some ways to put candidates at ease include:
· Start with some small talk – how’s your day been?  Did you have to travel far to get here?
· Take your time over the introduction of panel members.  Make sure the candidates know who’s who, and why each panel member is there.
· Make sure you have fresh water available for each candidate.
· Be prepared.  Be sure to have re-read the candidates application and resume before the interview.  Don’t waste the candidates time while you try to sort out wi-fi access for the laptop you’re using to scribe interview notes. 
· Be warm and encouraging.  You’re not out to trap them or make them slip up; you want to see them do well – Smile!
Still, not all candidates perform well in interview situations – and some excellent interview performers turn out to be less than ideal in real-world job situations.  It’s expected, though, that a candidate for a senior position should be able to handle this level of stress comfortably.
Assess each candidate based on the same set of criteria that predict success in your organisation, such as enthusiasm, body language and personality fit.  For inspiration, look towards your company's top performing employees for the types of qualities they bring to the job.
Beware of unconscious bias.  This can come from hearing your own values or biases confirmed by the candidate, or from being so impressed with one aspect of a candidate that you assume everything else about them be acceptable or equally impressive.  It can also come from feeling an affinity with a candidate – when it turns out you went to the same high school, for example, or you share a love of miniature schnauzers.  You’re likely to feel (perhaps unconsciously) that this candidate would be a better ‘fit’ with the organisation than one who went to school interstate and admits to being more of a cat person.
Getting the Interview started
Following the introduction of panel members and an overview of the organisation and the team, advise the candidates of the interview process, that you will run through a set a standard questions and at the end of the interview the candidate will be provided with the opportunity to ask any questions they have of the selection panel. To get started:
Tell us a little bit about yourself
This is a common first interview question, as it serves as a handy ice-breaker giving the candidate time to relax, yet still with scope to provide valuable insights.
While some candidates may offer a summary of their career history, others will choose to provide fresh details such as their long-term career aspirations. Either way, look for candidates who align their response to the role on offer, noting how they can add value to the organisation.
Tell us what interests you in working here?
Among the possible range of interview questions, this one will identify the candidates who have done some background research. The better-prepared candidates will be able to offer tailored responses, sharing their own knowledge of the company’s growth, its mission and values, or deliver thoughtful insights into why they find the role attractive.
Job Specific and Behavioural Interview questions
You should design a range of interview questions based on the agreed key selection criteria for the position these questions might also be behaviourally based. (see Behavioural Interview Questions) 
Getting to the end of the interview
You should now have collected considerable information from candidates to allow you to assess them against the agreed key selection criteria.  Here are a few final wrap up questions to close the interview out.
Can you describe your strengths?
Plenty of candidates will anticipate this interview question and be able to list off their skills or talents. Ideally, look for the candidates who can relate their strengths directly to the role at hand. Don’t skip an opportunity to ask for concrete examples of how personal strengths have benefitted a previous/current employer or underpinned the candidate’s professional success.
What are some of your weaknesses?
When it comes to employer interview questions, few can elicit more cringe worthy responses than asking a candidate about their weaknesses. Some of the more clichéd answers run along the lines of “I work too hard” or “I always aim too high”.
Candidates may even roll their eyes at the question, unable to see the point of it. However, enquiring about personal weaknesses can reveal useful insights into a candidate’s self-awareness and commitment to personal development – more so if the response is framed in a positive light. 
What are the important things you are looking for in your next role or from your next employer?
Candidates may offer a broad range of responses to this question, and the selection panel can narrow down the better answers by looking for what is relevant to the company and the role in question.
Discussions about being able to expand personal skill sets, have the flexibility to exercise initiative or take on more responsibility can all indicate an applicant who is motivated by more than just a pay packet.
Why are you leaving your current job?
When it comes to interview questions, this question may need to be framed with sensitivity. A candidate may have been made redundant or be returning to the workforce after taking time out to study or raise a family. Whatever the case, it is worth reviewing a candidate’s resume before posing the question to indicate you’re familiar with their circumstances.
If the candidate is leaving on their own terms, look for the way their response is framed. It’s perfectly reasonable for a candidate to want to further their skills with a more challenging role but that’s very different from a candidate who uses the interview to complain about being unfairly overlooked for a promotion.
A top candidate will frame their answer in a professional, positive light without making disparaging comments about current/past employers.
Do you have any questions you would like to ask?
Turning the tables in an interview offers an opportunity to assess a candidate’s enthusiasm for the role and how much they have researched the position and the company.
Ideally, a candidate will use this interview question to clarify any uncertainties, ask about next steps, and also cover any issues the selection panel hasn’t already addressed such as the availability of professional development programs or mentoring.
The right interview questions for employers can provide a roadmap to gain meaningful insights into a candidate in a limited timeframe. This enhances the likelihood of identifying those applicants who will make a valuable contribution to the company and its culture over the long term.
Don’t rush into a judgement
Try to avoid forming an opinion about an applicant too quickly. It’s a good idea to spend some time assessing each candidate as each interview is concluded.  Panel members should rate candidates individually before comparing results, trying to arrive at an honest personal assessment without undue influence from more assertive colleagues.  
Take notes
Don’t rely on your memory, seeing multiple candidates in a single day is challenging. Taking notes lets you focus on what actually happened during an interview, rather than relying on your memory or general impressions.  Just make sure you do so unobtrusively so that the interviewees don’t feel like they have to pause for you to keep up.
Post-interview etiquette
[bookmark: _GoBack]If you still have more candidates to interview, let each candidate know your planned timeline and thank them for attending the interview.  To prevent candidates from becoming disinterested, provide them with updates on next steps in the selection process.  This may involve deciding whether the candidate might be needed for a second interview or if they have made your shortlist – progression to reference checks.  Also don’t forget to notify the candidate if they are not being considered further for the position. 
Now that you know how to optimise your job interview practices and streamline the hiring process, you are ready to prepare a shortlist and choose your next amazing employee.
Shortlisting the best candidates
After you have completed a round of interviews, you'll have to make the tough decision of eliminating applicants in order to produce a final shortlist.  All internal stakeholders will need to ensure that the shortlisting process is consistent, fair, and complies with legal requirements.  Doing this shortly after the first interview round will help avoid a slow and prolonged hiring process.
Here are some simple steps you can take to perfect your process of shortlisting candidates before making your final selection.


Competencies and cultural fit
Your ultimate goal is to reduce your long list of interviewees to four or five candidates at the most. This final list should only include candidates you genuinely believe could do the job and who would fit in best with your organisational culture. Some key points to consider when deciding who to include in your shortlist include:
· Do they have the “must-have” skills/qualifications/experience?
· Do they seem motivated to join your organisation?
· Does the candidate seem a good fit with the organisational culture?
· Are you in agreement with the other internal stakeholders?
Competencies
Each interview is an opportunity to assess the candidate against the selection criteria in greater detail than is possible from a resume alone.  In particular, note how well the candidate answered the open-ended and behavioural interview questions, because this will tell you whether they can actually “walk the walk”.
Cultural fit
Which candidates connected best with the interview panel? Good eye contact, a confident manner, and the candidate displaying a genuine interest in what you do are all things that can help indicate a good cultural fit (or not). Also, consider how the candidate answered the questions.  Their responses and the way they answered the questions could also be considered a good indication of whether they would fit in well.
Aptitude testing
Decide if aptitude testing is necessary.  Aptitude tests (also known as psychometric tests) have both their pros and cons.  At best, they can give you a relatively accurate and insightful picture of a candidate’s suitability.  If you’re looking for a quality salesperson, for example, then an extrovert with high verbal reasoning skills is a better choice than an abstract-thinking introvert.  Aptitude tests can be a good way to weed out people from your shortlist who can ace an interview but can't back it up with performance. However, these tests are not always necessary and dependent on the job.
On the other hand, some test results could be “faked” by a savvy candidate who has studied such tests or already undertaken similar testing.  They can also contain biases that disadvantage people from different cultural backgrounds, language barriers or psychological dispositions.  If you plan to include aptitude testing in the recruitment process, it’s best not to rely too much on one test or result.
Finalise the shortlist with reference checks
Checking references is one of the best insurance policies against a bad hire.  Make it your priority to call at least two of your preferred candidate’s referees as soon as possible after interviews are completed.  When it comes to references, there are no shortcuts – one-to-one verbal contact is always best, rather than more passive approaches like email or written references.  (See Reference Checking Guidelines & Template)
Also, the same discrimination laws apply to reference checks as to interviewing, so avoid asking the referee about the candidate's marital status, age, religion, disabilities or national origin. 
Social Media Checks
Older generations of employers may look on googling your candidates web history as akin to burgling their house and reading their private letters, but enough senior executives have been brought down in flames by their online indiscretions to make an online search a vital element in any selection process.
When you google a candidate’s name, and check their Facebook page, their Twitter feed and so on, you’re looking for both recommendations and disqualifications – rather more the latter, since you can probably rely on the candidate to bring up their awards and citations.  As like any other part of the selection process, a candidates online public profile is information you should have.
Bear in mind that a web sweep may bring up a lot of information about such issues as reliq gion and sexuality that you’re not allowed to ask about in an interview.  Just because it comes up on screen rather than across the interview table doesn’t mean you’re entitled to take it into consideration.  Discrimination is still discrimination, so be careful what you do with the information 
Keep them updated
Once you have your final candidate shortlist, don’t risk your prime candidate becoming disheartened if they don’t hear from you. Keep them updated on the progress of their application by phone or email – remember this is potentially the beginning of your employment relationship.
These steps can help you evaluate your interviewed candidates fairly and objectively, speed up the selection process and give you greater confidence when it's time to recommend a candidate and extend an offer of employment.
Making an Offer of Employment
Great news.  The ideal candidate has come along for your job vacancy - it's time to make a formal offer of employment.  It’s a step that calls for prompt action backed by careful planning to ensure your ideal candidate doesn’t accept an offer elsewhere.
· Opt for a phone offer, if possible.  Contact your preferred candidate by phone and extend an offer of employment.  Phone offers are more personal than email offers and can help you better communicate your enthusiasm for a candidate.  It’s best to schedule your call ahead of time, so you don’t end up catching your candidate off guard.
· Be courteous during salary negotiations.  Salary negotiations, done badly, can be tense and confrontational.  Done well, they can help solidify your new employee’s value on your team and build a foundation of mutual respect.  So, be open and try not to penalise a candidate for being their own best advocate.
While salary is an important factor, candidates will want to look at the entire package before deciding whether to accept the position.  In addition to financial benefits, it can be worth reminding the candidate of the advantages of working for your organisation over others.  These may include an exciting company culture, formal professional development programs, career advancement and opportunities for flexible work arrangements.
Some degree of flexibility may be called for if you have an outstanding candidate you don't want to lose. You may need to offer a higher salary than originally planned but be open and transparent about how far you are willing to go.
· Follow up with an enthusiastic offer letter. Aim for a warm tone and include all relevant benefit details and contact information, so you can easily address any remaining questions. Key elements to include in the offer of employment include:
· Position and job title
· Start date
· Hours of work
· Pay and other entitlements
· The terms of any probationary period if applicable
· Termination of employment / notice periods
The written offer should be accompanied by a description of the position listing the key duties of the role and by law you are required to provide the new employee with a copy of the Fair Work Information statement.
Legal advice isn't always necessary for hiring new staff though it may be helpful if the job has specific requirements particularly regarding confidentiality or non-competition.  If in doubt, have a legal professional review the offer of employment letter to ensure you've covered all the important issues. But don’t let this delay the process.
· Set a start date and share it with your new employee’s team.  Offer some start date flexibility, if possible.  It’s best to respect your new employee’s need to finish up projects and give appropriate notice with their current employer.  Once you’ve set a date, share it with your new employee’s team so they can prepare to welcome their new colleague.
