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Screening and Qualifying

You don’t have enough time to have every prospect come in and conduct an interview so you will need to be able to have a screening and qualifying process in place to quickly determine if the candidate is a viable target.

Remember even though they may not be a real target, always treat all candidates with respect and as if they might come back in your professional or personal life. How you deal with them could influence them in a positive or negative manner and this could come back to haunt you or help you. Believe me, as one who has had it happen to them.  

Stick to the facts: 

· Find out how they found you

· What position are they seeking?

· Why are they looking? Determine their motivation for leaving their last stop

· Why are they talking with you?

· What are they looking for? 

· Where do they live?

· How long have they lived there?

· Do they know anyone that you know? 

Conducting Effective Interviews

The Basics

Know what job they are seeking:

I have actually started some interviews thinking the candidate was looking at one job when in reality they were looking for another. So, make sure you are on the same page from the start.

Make Certain the Candidate Knows Where You are Located:

Verify location, address and give out and get phone numbers just in case. Sometimes landscaper yards and facilities are located in some pretty unique areas and people need very clear directions on how to get there. 

Set Up the Interview at the Right Time:

Set a time that is good for both parties and allows enough time to have some good dialogue say 45 minutes on average. Try to make it a time when there are minimum interruptions/fire drills like first thing in the morning dispatch or afternoon crew arrival.

Be on Time and Prepared:

Both parties should be at their best, remember that means you as the interviewer have some responsibilities. Show up on time and be prepared with a list of questions and a copy of the resume or job application where appropriate. Have something to write some notes on. Do not write on an original resume use a separate paper.

Make the Candidate Feel Welcome:

Greet the candidate and see if there is a need for the facilities and offer something to drink like coffee, water or soda. I can’t tell you how many times I have encountered candidates waiting around either in front of the office in their car or just looking lost and un-welcomed. They are often waiting for the late disheveled interviewer. What message do we want to send? These are potentially your future team members please send the right message right from the beginning.

Conduct the Interview in a Neutral Zone:

Try for conference room and reserve it to eliminate interruptions. I prefer to hold at the office or facility where this person would work. Don’t interview people in your personal office as this can be a bit overwhelming and be uncomfortable to the candidate. Of course, in today’s world we do interviews in all sorts of areas including Starbucks, Denny’s or a multitude of spots. Sometimes these are even more appropriate especially if the candidate does not wish to be spotted by others in your facility where others may recognize them and put the candidate in a compromising position. 

Minimize Interruptions:
· Phones, texting, computers and people with their “fire drills” I’m sure you can think of several more.

· Very few things are more annoying and disrespectful than a bunch of interruptions during the interview. 

Make certain you know the HR interviewing dos and don’ts

· Do not ask or deal with non-job-related areas such as: age, race, religion etc.

· Stick to questions that are job related- if in doubt review with your HR folks or our PLANET HR folks or your state organization HR and get it right 
· Give overview of position and process
· Ask questions around specific skills, goals, duties and responsibilities

· Drill down on answers with EAR ask for Examples, Actions, Results

· Take notes on separate sheet from resume and application

The Interview

Finally, we start the interview:

I usually use the sandwich approach: Nice Guy/Warm Up – Bad Guy/Get Hot – Nice Guy/Cool Off

Know the Interview Touch points are 3-5 just like selling to a customer

Dos and don’ts of interviews

Interviewing Dos

· Get them to talk 60%-70% of the time

· That means that you listen 60%-70% of the time

· Have a list of questions prepared and consistently used 
· Have some time pass before making a decision

· Have multiple touches with different people to get different perspectives

· Break bread when possible with higher level candidates 
· See how they interact with others

Interviewing Don’ts 

· Make a job offer on site

· Don’t give all of the job particulars before you ask them questions

· Don’t take phone calls or be texting or be interrupted or distracted
· Know the questions that are not appropriate or illegal 
Look for some of these:

Did they show up on time?

If they can’t get to the interview (AKA as the beginning of the courting process) what will they be doing when the day- to- day grind comes along, like showing up on time everyday. 

Showing up late usually is a disqualifier for me unless there really is some compelling reason and there is an attempt to touch base to let me know they are running late..

Are they prepared?

Have they done any background on you or your company? This is a good sign

Good Eye Contact 

Staying on Topic

Talking Too Much

Talking too much with an emphasis on Me and how great I am

Do they have some good questions to ask you?

Find out the Following at the Minimum:

How did they find out about your company? 

This will determine your source like your advertising piece or word of mouth or referral etc.

Are they currently employed? Why not? 

Could be a danger sign

What is their motivation for change? 

Such as: my boss wants me to show up on time and work hard; are you going to have the same issue? Find out why they are leaving

Are they interviewing elsewhere? Where? What is status? 

This is always a good thing to find out. It can tell you a lot of things like where and what types of jobs and companies have they looked into.

Are they very industrious? Motivated?  

If they are really close to getting a job somewhere else why are they here?

If they haven’t interviewed anywhere else, why not?

What do they do and is it similar to us? 

Use the EAR Technique - get Examples, Actions they took and the Results they got
Do they have a valid drivers license with a good driving record? 

What other certificates and training do they have?

What is their education level and in what area?

Where do they live? How long? How far from work? 

Make sure they live in a realistic proximity to your facility

Do they know anyone in the company? Have they worked here before? Have they interviewed with us before? With who? 

If so, find out why they were not hired from the person that interviewed them

Do they know anyone that you know anywhere? 

Could be used as reference check and different from the references they have listed.

Note on references: Of course, they are going to give you good references, aren’t they?

The usual suspects: their friend, Cousin Bob, their pastor, soccer coach etc. 

But how do you get the real deal references? Find someone they have worked with that is NOT on their reference list 
Drill down on skills and knowledge with EAR- this is the best way to find out actual real experience, knowledge and skills and the ability to get results

When asked a question and they answer ask for: 

Get an Example 

Then ask what Actions they took and follow 

and finish with asking what Results were accomplished- put on your EARs 

Salary expectations 

If I think the candidate is a possible good fit, I usually start on getting some salary expectations just so I know if we are in the same ballpark: note if they need to take more than a 20% cut to fit in your program please pass

If they are still a viable candidate, then a field-visit for knowledge verification and company culture fit should be arranged

Do not make a job offer on the spot

Tip:

Have someone check out their vehicle they drove to the interview. What does it look like? Is it taken care of? Is there debris inside? Diapers, burrito wrappers, food drink, beer cans etc. 
Or you could walk them out to their car after the interview and do a cursory scoping out of their vehicle.

How they take care of their stuff is usually a good indicator of how they will take care of your stuff.

Summarize and Follow Up: 

Let them know what the next steps will be such as:
We will finish our interviews this week and we will let you know our decision by Friday

If they are clearly a great candidate let them know to “keep them warm”  

Get a sense of where they stand in making a decision to be part of your team.

Always follow up in writing 

Either way as a courtesy, you never know…….

The offer letter summarizing what has been agreed to in your verbal discussions

Keep them warm

Closing the deal

Remember: 

Even if you know they are not a fit with your organization treat all candidates with respect. They often reappear in your future dealings in the industry like positions with customers or they become the inspector on that public works job you just landed. 

Using the Interview as Competitor Recon

It is amazing what a disgruntled employee will cough up about their employer

This cuts two ways: 

#1: Not So Good

It is a danger signal because this is what they will be doing if they leave your employment

2: Good

It is an opportunity to do some recon

