Conducting Interviews

I.   Planning and conducting interviews.

Interviews are one of the most common forms of interpersonal communication in organizations. When interviewers treat an interview as simply a conversation, the objectives of the interview are seldom accomplished. Effective interviews do not just happen they must be properly planned and executed The book outlines two broad guidelines: (1) planning the interview and (2) conducting the interview.

Planning the interview

There are five steps in planning the interview.

1. Establish the purpose and agenda 


The first step in planning the interview involves establishing the purpose and agenda. Ask yourself what you want to accomplish in terms of the content but also in terms of the relationship you want to develop with the other participant. Once the purpose is determined, develop an agenda. Write out a list of possible topics for the agenda, based on your purpose.

2.   Create good questions that encourage information sharing
The second step in planning the interview involves creating good questions that encourage information sharing. Questions arise out of purpose and agenda and the questions should be phrased in language the interviewee can understand and in ways that will enhance the relationship with that person. Different types of questions (open and closed) are used for different effects. 

· Open questions elicit general information and give interviewees freedom to talk. However, open questions are time consuming and make it hard to control interview.

· Closed questions elicit specific information are useful for point clarification and when time is limited. However, closed questions restrict the interviewee’s freedom.

Avoid poorly worded questions. In general, poorly worded questions fall into three categories: 
· Double-barreled questions assume a condition the interviewee may not agree with but calls for the interviewee to support that condition.

· Bipolar questions offer the interviewee two options which can unfairly limit the possible options for answers.

· Leading questions imply the answer interviewer seeks and thus can bias the interviewee’s response.
3.   Structure the interview using interviewing aids


The third step in planning the interview involves structuring the interview using interviewing aids. In structuring the interview three the interviewer needs to think about three things: the interview guide, the questioning sequence, and transitions. 

· Interview guide is an outline of topics and subtopics the interviewer wants to cover.

· The two most common types of question sequences are the funnel sequence and the inverted funnel sequence . Funnel sequence begins with general questions and moves to more specific questions. Inverted sequence begins with specific questions and moves to more general questions.

· Transitions perform same function in an interview as they do in an oral presentation. Transitions help the listener maintain focus and keep the listener aware of where the interviewer (speaker) is in terms of the overall organization of message. Transitions are most useful at topic changes.

4.   Plan the setting to enhance rapport

The fourth step in planning the interview involves planning the setting to enhance rapport. The interviewer must decide if he/she wants a formal or informal atmosphere. The type of setting should encourage the kind of communication interviewer seeks.

5.   Anticipate problems and prepare responses

The fifth step in planning the interview involves anticipating problems and preparing responses (see Table B.4). 


Conducting the interview

When conducting an interview, seek to develop a supportive climate throughout the three main stages of the interview: the introduction, body, and conclusion. A supportive climate must be established and maintained for the interview to be successful. The interviewer must constantly analyze and adapt to the interaction as it occurs. Also, the interviewer must listen effectively for comprehension, empathy, and evaluation.

a. The introduction establishes and maintains the tone and climate for the interview.

· Build positive rapport with interviewee.

· Motivate the interviewee to willingly participate.

· Orient the interviewee to the total interview: the purpose of the interview, how the interviewee will meet this purpose, and how the information obtained during the interview will be used.

b. The body of the interview follows the scheduled developed in the planning stages and maintains the supportive climate developed in the introduction. There are three types of interview guides: structured, semistructured, and unstructured.

·  Highly structured schedule demands that interviewer reads questions.

· Semistructured schedule demands that interviewer choose prepared questions depending on interviewee’s response.

· Unstructured schedule demands that the interviewee probe for information. The kind of probing depends on the responses given by interviewee (see Table B.6).

a) Elaboration probe when response is superficial

b) Clarification probe when response is unclear

c) Reflective probe for elaboration and clarity in nondirective way

d) Repetition probe when question is not answered

e) Silence encourages the interviewee to continue talking

c. The conclusion should close the interview in four ways.

1. Indicate explicitly that interview is about to end

2. Summarize information obtained

3. Tell interviewee what will happen as a result of the interview

4. Express appreciation for interviewee’s time and answers

d. Upon completion, recording information accurately is essential for a successful interview. The interviewer should summarize interview immediately after it is concluded. To record information accurately, the interviewer should take notes during the interview or use a tape recorder when verbatim information is needed. In both situations ask the interviewee if either notes or the tape recorded is ok. A third approach is to consider having a second interviewer participate.

II.   Specific types of organizational interviews. 

The most common types of organizational interviews are: information gathering, employment selection, performance appraisal

Information-gathering interviews


The information-gathering interview is the most frequent type of organizational interview. This type of interview is used to gather facts. This is the only type of interview where the interviewer has more freedom as who to interview. The interviewer should make sure the interviewee has the necessary information and that the interviewee is willing to talk. Funnel sequence of questions works well in information gathering interviews.

Employment-selection interviews

The employment-selection interview occurs when the organization needs to hire new members. Interviewer tries to assess if job candidates will fit into organization because of personality and appropriate qualifications.  Questions asked during this type of interview generally come from four categories: 

· prior work experience, 

· education and training, 

· personality characteristics, 

· related activities and interests.

Interviewer relies on three types of information to generate questions.

· Job description

· Evaluation form used by the organization to assess job candidates

· Interviewee’s resume and cover letter

Some questions should focus on specific behavioral experiences. Finally, the interviewer should ask a balanced series of questions dealing with both negative and positive aspects of the interviewee. Table B.8 details a six-step process to help interviewers accomplish the purpose of an employment-selection interview.

Performance-appraisal interviews

The performance appraisal interview occurs when the organization needs to assess employee performance. The interview is part of a larger performance appraisal system. Prior to the performance appraisal interview, written self-evaluations are completed by participants. The written self-evaluations can take a variety of different forms. The interviewer plans and structures the interview. There are four types of performance appraisal interviews (see Table B.9):

1.
Tell-and-sell is evaluative in nature.

2.
Tell-and-listen allows interviewee to share reactions to the evaluation.

3.
Problem-solving interview is developmental in nature.

4.
Mixed-model interview is both evaluative and developmental.

III.
Summary and behavioral guidelines

· Effective interviews do not just happen; they must be planned.

· There are a variety of organizational interviews with very different objectives and means to reach these objectives.

· Interviewing is a vital management skill because it provides information not available otherwise.

