Developing Selection Criteria For Staff 

Merv Johnston - Johnston Penno Limited 

A step-by-step process on setting expectations for the position and the person required to fill the job. 

Step 1 

Clearly identify the results expected from this position. Ask yourself (and others): 


· What will filling this position accomplish for my business? 

· What are the needs to be filled? 

· What are the desired results? 

· In 3 months', 6 months', 12 months' time, how will I know I've made a great selection decision?


Write down your answers to these questions. Be specific about your EXPECTATIONS. 

Step 2 

Using your EXPECTATIONS, identify the competencies a person will need to possess to perform the job effectively. These will fall into three groups: 

Skills (or hard competencies) 
Generally these are things that can be learnt by an individual, e.g: 


· Word processing skills 

· Sales skills 

· Financial management skills 

· Negotiating skills 

· Team leadership.



Knowledge 
Specific knowledge that a person must possess to do a job effectively, e.g: 


· Knowledge of plants 

· Labour Employment law 

· Knowledge of a specific mechanical process 

· Knowledge of building materials.



Personal Attributes (or soft competencies) 
Research suggests that the personality characteristics of an individual have the most significant impact on performance of tasks in the work place. 

Personality characteristics might include: 


· Enthusiasm 

· Energy 

· Able to work under pressure 

· Initiative 

· Attentive to detail 

· Sense of humour.


Key Point: Knowledge and skills can be acquired, learnt or taught on the job. It is much more difficult to develop or change an employee's personality, personal style or personal attributes. 

Step 3 

Prioritise the competencies identified in Step 2 and use these to form the basis of your selection decision. 

Step 4 

Having identified what candidates "must have" you should also identify any negative (screen out) characteristics. 

Example: You are looking for a candidate who demonstrates initiative. They must, however, work very well in a team situation. You might need to screen out anyone who is an "individualist" even if they demonstrated considerable initiative. 

Key Point: The Human Rights Act 1993 makes it an offence to discriminate or indirectly discriminate when employing staff. The prohibited grounds for discrimination are: 


· Sex (including pregnancy and childbirth) 

· Religious belief 

· Colour 

· Ethnic or national origins 

· Age (meaning from the age of 16 years) 

· Employment status 

· Sexual orientation 

· Marital status 

· Ethical belief 

· Race 

· Disability 

· Political opinion 

· Family status.


There are some exceptions to these grounds in specific circumstances. Check with an Employment Law or Human Resource specialist if you are unsure. 

How To Ask The Right Questions 

Rosemary Ann Ogilvie 

Bookstore's are filled with books that teach job seekers how to prepare the perfect resume and formulate model answers for the interview questions. But what about employers? 

Whilst this abundance of text is wonderful for those searching for jobs, it makes it increasingly difficult for people doing the hiring to penetrate the glossy facades and reach the real person to assess their true capabilities. 

Interviewing is a skill which can be learned, a skill that practice polishes. However, be prepared for the fact that interviewing is not a process you can fast-track, for it demands time for preliminary resume reviews, the allocation of sufficient blocks of time for each interview, plus extra time for post-interview review. The investment, however, is worth it because you will greatly increase your chance of making the perfect match. 

Whether you decide to advertise yourself, or use a recruitment service, you will be inundated with resumes that showcase the applicant as a paragon. The first thing you need to do is analyse those resumes, find the 'cracks' in them and establish a shortlist of suitable applicants to interview. 



Your starting point for this exercise is a written Job Description. Ideally, you should have Job Descriptions prepared for all positions. If you don't, make this position your starting point. Remember to regularly review each one as most positions change and evolve over time, particularly with a talented person in the role who constantly expands her skills and takes on additional tasks. Always review it before advertising the position. See the sidebar for a sample Job Description format. 

Armed with the Job Description and your mountain of resumes, you can now start the weeding out process. From this point on, focus on your objective which is to find someone who is the perfect match for the position, someone who can do the job effectively. Remember: you are not seeking a perfect personality match or a new best friend. 

Tip: Reading resumes could never be termed enjoyable, so ready only a few at a time to keep your mind fresh and free of cynicism! 

At the risk of sounding horribly cynical, remember that as resumes are essentially an advertisement designed to generate interest in the product being sold, there is a fair chance that the writer will put down - or leave out - almost anything in order to get her foot in the door (and who of us has not sent out such resumes!). 

Prepared a "Job Matching Sheet". Draw a line down the centre of a sheet of paper and on the left side, list all the most important facets of the job: skills, education, personal attributes, using the Job Description as a guide. (You can formalise this sheet and make it part of the written Job Description so that it is readily available for future interviews). Run off a number of photocopies, and use one sheet for each resume. As you read through each one, note down the applicant's relevant experience in the right hand column on the appropriate line. This technique objectively eliminates candidates whose skills and experience do not match those that are mandatory for the role. 

The next step is to return to the resumes of the candidates who have survived the first round and track their employment history and continuity of experience. 

For example: the applicant may have listed some previous position as: 

Creative Computer Software 1990-1993 
Paragon Payroll Preparation 1993-1997 (present) 

At first glance this looks fine, but it could well shield an employment gap of months - or even a year if they finished with Creative in January and started at Paragon in December. Flag such unclear employment dates to explore in depth later; it may be a deliberate deception that is hiding a valid personal reason such as the applicant taking time out to care for a seriously ill family member. 

Also look closely at all the action verbs leading sentences that describe the applicant's achievements and flag any statements that you believe need to be probed more deeply. Expect some exaggeration of job responsibilities on most resumes. "Controlled payroll" could mean that they were responsible only for checking the time cards and doing the data entry. "Managed" is one word to be aware of; does the applicant really mean managed with all its attendant responsibilities, or would the word "supervised" be closer to the mark? 

If the applicant discloses commencing and final salary levels for each of her jobs, carefully track the increments, relating them to the length of time she worked in each company, or the positions she held with in the one company. 

Relate her final salary at previous jobs, and her starting salary at her subsequent position; what is the history of salary increments? Look for a pattern; if salary normally jumps by around ten percent with each move, she will probably not accept your plan to offer four percent over her current level; similarly, it may not be necessary to offer the 15 percent extra you planned! 

Look also for dramatic escalations in the current or previous position; if a consistent history of ten percent suddenly jumps to 30 percent without an accompanying elevation in position, flag it for reference as she may be distorting her current salary to try and get a higher salary with your position. 

Check her reasons for leaving each job, particularly if she seems to move from one similar position to the next, without advancement. Establish her average longevity; as a benchmark, three years is probably the ideal for most non-managerial jobs. Accept that very young people tend to move around a lot in order to gain experience. If someone has been with the one company for two decades, it may be that she is a loyal employee; it may also be that she does not like taking risks. 

Satisfy yourself that applying for your position is a natural career move for the applicant. 

Other red flags: 

· Exaggerated job titles meant to impress 

· Large number of relocations without explanation being given 

· Listing years of experience that do not match years spent in workforce 

· Listing companies that are out of business

Contradictory information 

Once you have your revised shortlist of suitable candidates ready, re-read their resumes, scanning them for other cracks. Note down areas that need further probing, issues you feel you should explore, questions you need to ask for clarification of obscure points. Bear in mind that those things left unsaid can be even more revealing than something stated unequivocally. It's important to do this final resume review now before you interview the applicant and risk being influenced by their personality. 

At this stage you can set up appointments with the short-listed candidates. Depending on the position involved, thirty to fifty minutes per interview should be adequate. Allow time after each one to write up a summary whilst the discussion is still fresh in your mind - and schedule in regular breaks and time for lunch to prevent brain fog. 

A job interview is like any process: it has a beginning, a middle and an end. 

This is the standard agenda: 


· Start by getting acquainted with the applicant and learning how their qualifications will match the requirements of the job. 

· The main body of the interview will explore the applicant's work style, special strengths, problem solving skills, ideas and her compatibility with your organisation. 

· Finish by giving the applicant details about the position, information about the organisation, and replying to her questions.

This may be counter to your normal interview agenda, as many managers start the interview by telling the applicant all about the position. The more you explain about the job up front, the better the applicant can tailor her answers to fit your needs. Let her tell you all about her experience, skills and qualifications first so that you can decide how appropriate they are for your needs. 

Ask open-ended questions that demand more than a "yes" or "no" reply. Questions must relate only to the job and the candidate's ability to do it (it is essential that you familiarise yourself with discrimination laws so that you know the questions to avoid). Similarly, you must evaluate the applicant's response only as it relates to the advertised position - does it tell you if the person is right for the job? This is where many of us falter when we are interviewing: it's easy to be influenced by clever or interesting answers that offer wonderful insight into the speaker. 

If the applicant appears to be hesitant about divulging information, resort to the "Three R's": 

· Repeat the questions as she may have been so intent on telling you something else that she could have missed it 

· Rephrase it, adding a qualifier such as "I appreciate why this question might make you hesitate but..." 

· Require her to answer it, which means you may have to press the point

In addition to asking the question you have noted from your resume reviews, and the information you need to confirm about the applicant's educational qualifications, experience and employment history, you will need to ask questions that will help you decide if the applicant is right for the role. 

Select some from the groups below, asking only those which are relevant to the advertised position. If you ask all of them, the interview will last for hours! 



Questions you must always ask: 


· Current salary and salary expectations 

· Career goals 

· Daily responsibilities and percentage of time spent on each one 

· Projects and achievements about which they are especially proud 

· How they handle stress and meet deadlines 

· Type of management style that motivates them 

· Other positions they are interviewing for 

· Expectations of and attitudes toward the advertised position; 

· Why did you apply for the position? 

· What reservations do you have about it? 

· What appeals to you most - and least - about it? 

· What aspects of it are important to you? 

· What do you see as its most difficult aspects? 

· What do you think is likely to make the difference between success and failure in the job?

Personal attributes; 

· What is your greatest personal achievement? 

· What is your personal standard for success? 

· What are your long-range goals and objectives and what steps have you taken to achieve them? 

· What are your outstanding qualities? 

· What are your shortcomings? 

· What types of people upset you most readily and what steps do you take to work harmoniously with them? 

· What kinds of situations cause you to feel tense or nervous? 

· What is the hardest thing you have every done? 

· What are the things or situations that upset you most?

Job experience; 

· What aspects of your last/current job do you like least? 

· Tell me about the best/worst manager you have ever had? 

· How would your present manager describe you as an employee? 

· What have you learned from your previous jobs that make you the ideal person for this position? 

· What issues did you and your last manager disagree on? 

· Describe an upsetting experience and what steps you took to resolve it? 

· Where would you like your career to be in five years? 

· Give me an example of an important decision you made in your last job?

During the interview - listen 

Actively listen. Ensure you are not distracted by outside noises or activities. Take notes to prompt your memory, because you won't recall what each person says after interviewing five people. 



How do you gauge whether the applicant is telling the truth? 

Look for these clues: 

· Good eye contact 

· Direct open answers rather than vague ones 

· Specific examples of experience 

· Detailing exact amounts such as a salary of $35,775 rather than "around $40,000".

After the interview, write a one or two paragraph summary about the candidate - but be sure it relates solely to her ability to do the job so that you will never face a discrimination suit if it falls into the wrong hands. Once all the candidates have been interviewed, you can weed out any who are not suitable and create a final shortlist of possible people. 

Your final task before phoning your chosen candidate with the job offer is to verbally check the references that the candidate supplied to verify employment history and responsibilities. 

Sample "Job Description" 

· Title 

· Title or description of the position 

· Position Level 

· Grade or level of the position and salary ranking 

· Reports to 

· Reporting structure of the position (eg Accountant, Sales Manager) 

· Supervises 

· If the position carries any supervisory responsibilities (eg EDP staff, 

· Internal Sales Staff) 

· Job Responsibilities 

· Specific jobs performed in the position 

· Formal Qualifications: 

· Educational qualifications, degrees, diplomas etc mandatory for the 

· position 

· Experience 

· Essential and desired experience for the position 

· Personal Attributes 

· Desirable personality traits for the position 

· Output Requirements 

· How performance standards will be measured for the position

Types Of Questions To Ask Potential Employees 

The Retail and Wholesale Merchants Association provide the following guide for suggested interview questions. 
· What is your work experience? 

· What are your major responsibilities in your present job? 

· How much time do you spend on various aspects of your job? 

· Where do you feel that you have done particularly well? 

· What are the problem areas you encounter in your present job? 

· What frustrations in your present job would you like to avoid in your next one? 

· What do you consider important in a job, and why? 

· How did your last employer regard your work performance? 

· What kind of people do you find most difficult to work with? 

· Do you know anyone employed by this company? 

· What are your career objectives? 

· What are your sporting and recreational interests? 

· How much time do you devote to them? 

· Are there any questions you would like to ask us?
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