INTERVIEW AND HIRING PROCESSES

Each agency/program has a unique way of interviewing and hiring potential candidates.  Some programs interview applicants themselves, others use their human resources departments, and some use a combination of both.  Some interview an applicant only once, while others may put an applicant through a series of interviews.  Each approach has strengths and weaknesses and is directly affected by the resources and philosophy of the agency.  Various approaches and considerations are outlined below based on training subcommittee members’ input.

1.
Options for organizations with a Human Resources or Personnel Department

a) The Human Resource Department reviews all resumes and forwards the best possible candidates to the program staff 

· Human Resource does 1st level of interviews; program does 2nd level of interviews and makes selection  OR
· Program does 1st level interviews/screening and selection, Human Resources does 2nd interview for final approval.

b) The Human Resource Department reviews all resumes for minimum qualifications and forwards all qualified candidates to program staff

· Program staff then conducts all interviews and makes selection

c) Program staff reviews all resumes, makes selections for interviews, conducts interviews and makes final selection

· Human Resources only does formal hiring and processing

2.
Interview Formats

a) Single/Individual Interview

Pros:

· Less threatening to an individual, so they may not be as nervous

· Easier to schedule
· Easier to make a decision

Cons:

· May not “pick up” on more subtle clues

· Reaction to candidate is on individual basis

b) Group/Panel interview

Pros:

· A panel demonstrates teamwork to candidate

· Greater objectivity with more people evaluating

· More interviewers gives a better picture of how a candidate interact with various types of people

Cons:

· Hard to schedule common time for multiple interviewers

· Group consensus is sometimes difficult

· May overwhelm the candidate

· People have their own preferences (i.e. male vs. female)
c) Number of candidates being interviewed at the same time

Pros:

· See interactions, subtle clues and attitudes

· See how each person reacts in a group (introvert/extrovert, supportive, divisive, etc.)

· Can be less formal and more relaxed

Cons:

· Can put pressure on candidates

· You may not get an accurate picture of someone’s knowledge; they can “play off” each other

d) Non-Structured Interview

Pros:

· May find out more about a candidate

· More relaxed and less stressful for candidate

Cons:

· Interviewers may compare answers

· Less objective

e) Structured questions – asking the same questions of each candidate
Pros:

· Easier to be objective when comparing candidates

· Usually faster because questions are focused

· Less chance of forgetting to ask about particular areas

Cons:

· May not allow enough flexibility

· Less room for open-ended discussion

· Candidates who generally do not interview well may have greater difficulty with this format

3.
Participants in the Interview Process  (Most programs involve team CM in interviews for CMT)
a)
Program Director and Supervisors

Pros:

· Supervisors and program directors are in the best position to judge a person’s skills, background and fit within the agency

Cons:

· Candidate may give certain answers to questions if only supervisory staff are present

b) Individuals from other departments within agency (education, peer or outreach programs)

Pros:

· Able to look beyond the set job and see other skills, background of the candidate
Cons:

· May not know exactly what is needed to do the job

· May have different philosophies and/or emphasis

c) Direct line staff (peers/other “team” members)

Pros:

· Gets staff to feel part of the process by reinforcing teamwork

· Gives an opportunity to see how the candidate may interact with peers 

· May ask different kinds of questions or interpret answers coming from a peer perspective

· May put the applicant at ease

Cons:

· Boundaries: peers may know too much personal information about future co-worker

· Candidate may not “share” as much information

· May need to decide to overrule consensus and then staff may resent the choice

d) “Community” representation (peer educators, CFW’s, outreach workers)

Pros:

· Can assist in assessing bilingual skills

· May perceive “subtle” clues or cultural biases
Cons:

· Could set up future boundary issues (I helped hire you… you owe me)

· May not be able to be as objective 

e) Clients or former clients (sometimes used as part of a second interview)

Pros:

· Gives an opportunity to see how the candidate interacts with clients (and vice versa)
Cons:

· Scheduling may be difficult for clients

4. Approval & Decision Making Processes

a) Rank/Scored Interviews – (more formal)

Pros:

· More objective

· Easier to eliminate unqualified candidates

Cons:

· Candidates may yield high scores, even though the interviewer’s gut reaction may be negative

b) Consensus/Gut Reactions – (less formal) 

Pros:

· First impressions and instincts are often accurate

Cons:

· Response to candidate may be unfair and subjective


Finding the Right Person

Seek these five characteristics in case management candidates:

· Ability to communicate well verbally and in writing

· Organizational skills

· Diplomacy; ability to work well with all disciplines and levels

· Assertive personality; not afraid of confrontation

· Tolerance for ambiguity; open to change

Examples of Questions to Ask in Interviews

1. Why they are applying for the job – what is their motivation?  Is their expectation of the job realistic? 

a)
Why do you want to work here?   Why do you want to work as a Case Manager / Case 

Manager Technician / Community Follow-up Worker?

b) What do you think you would be doing as a Case Manager / Case Manager Technician / Community Follow-up Worker?

2. How does the applicant’s past work experience apply to the job being filled?

a) Please describe how previous experiences prepared you for this position.  Describe any case management or HIV related experiences you might have.  

b) What do you consider to be your chief accomplishments in your current and previous positions?

3. How does the person accept supervision?  Are they resistant, too dependent on supervision or able to function independently and seek help appropriately? 

a) What do you expect from a supervisor?

b) Have you ever had a situation where you have had a conflict with a supervisor?  Describe the situation and how it was resolved.

c) If we called your supervisor, what three adjectives would they use to describe you as an employee?

4. How do they work with others?  Can they work as part of a team?

a) This position requires that you work with numerous individuals at many different levels of responsibility, internally and externally (give examples…). Describe your style of working with people in these settings and how you would resolve problems due to conflicting opinions (give an example of a situation they might encounter).  

b) Do you prefer to work alone or with others? Have you ever been part of a team?  In what capacity?

c) What is your understanding of teamwork?

5. What are their actual case management skills?  Can they identify client needs and formulate a plan to address those needs?  Do they have “people skills?”  A person can have the qualifying education and training and still not possess the necessary skills.

a) Provide a written scenario (see attached examples).  Ask the candidate to write the identified needs and how he or she would approach them.  

b) Give a simple situation and ask them to write a short letter to address the issue.  (Example: a client has missed 3 appointments; write a simple letter to the client about the missed appointments). 

c) Have you ever made a mistake in work that you wished you had handled differently?  Please tell me about it. 

d) Can you identify any particular work or project that you are proud of? 

6. Can the person handle the “challenges” in a community-based program including traveling experience to potentially unsafe situations or areas, and working with difficult, intensive need clients?

a) Have you ever done a home visit?

b) Are you comfortable in traveling to (give a specific geographic region or neighborhood)? 

c) Have you used public transportation?  Can you travel independently? 

d) Give the candidate a typical situation.  (Example: you are on a home visit and find the home is dirty. You notice roaches on the counter and you are offered food).  How would you react?

7. Do they have commonsense and good judgement?  Do they have values that might interfere with delivery of services?

a) It is 5 o’clock and you have a client who verbalizes suicide ideation.  You have tickets to attend a play at 6:00.  How would you handle the situation?

b) How would you work with a client who has been acting inappropriately towards you  (i.e. sexual comments, statements about “feelings” for you, physical contact)?

c) Give a specific boundary situation (see attached examples).  How would you handle this situation?

8. If the candidate has bilingual skills how do you access their level of “competence?”

a) Give candidate a simple written/verbal test.

b) A community person or staff member who is bilingual in the specific language can assist in a separate interview session.   

9. How do they handle stress?  Can they work under pressure?

a) How important is it for you to have a structured, planned day? 

b) How do you expect your workday to go?

c) How do you take care of yourself or relieve stress?

d) How do you respond to change?

10. What are their organizational skills?  Can they prioritize appropriately?  Do they have good time management skills and work habits?  

a) It is very common in this environment to respond to multiple and rapidly changing priorities.  What would you take into consideration in completing the following assignments?  (Give 5 – 6 typical job-related tasks; e.g. report, documentation of case, crisis intervention, staff meeting, routine medical appointment with a client).

11. Miscellaneous

a) What do you consider your strengths and weaknesses?

b) Why should I hire you?

c) Do you have any concerns in working with special populations; i.e. active substance users, mentally ill, homeless, etc.?

Interviewing Tips

· Pay attention to body language. 

· Allow flexibility in questions.  If a candidate “strays” from topic question, you may learn something that you might not otherwise.

· Set your schedule for interviews and offer those times to candidates.  Accommodations can be made for special circumstances.

· Be up front about the salary and include it in recruitment ads. Be clear about job responsibilities and expectations. 

· Don’t take phone calls in response to an ad.

· Look at how clients present themselves (dress, make-up, hygiene).

· Don’t accept handwritten resumes. 

· Some programs do not accept faxed resumes.

CASE STUDIES

SHARON

Sharon is 22 years old.  She was born in New York City and lived with both of her parents until they divorced when she was 6.  Her mother moved to Georgia with a boyfriend and Sharon stayed with her father.  She continued to live with him after he remarried.

Sharon got into some trouble as a teenager.  The tension with her father got so bad that he finally kicked her out when she was 14.  Sharon moved to Georgia to live with her mother and her “step father.”  The three of them lived in a mobile home in a trailer park in rural Georgia.

Sharon did not finish school.  She got pregnant when she was 17 and her daughter, Diana, is now four.  She got pregnant again when she was 19 and her second daughter, Tina, is now two.

Sharon and her children moved back to New York three months ago.  Her father died five years ago.  Sharon and her children now live with her stepmother in a two-bedroom apartment.  Sharon has found a job working three evenings a week as a housekeeper in a nursing home.  Her stepmother watches the children while she is working.

Sharon found out she was HIV+ when she had Tina.  She heard about your program from a nurse’s aide at work.  Sharon would like to find her own place and begin to make a life for herself and her two daughters.  Maybe you could help?

JAMES

James is African-American and 19 years old.  He has one son, Michael.  Michael is 1½ years old and lives with his mother, Latonya, James’ girlfriend.  James lives at home with his family but is looking to move out.  He is currently unemployed.

James has been referred to you by his friend.  James has recently found out that his girlfriend, Latonya, has tested positive for the HIV virus.  James has been told that he is “HIV symptomatic,” but he doesn’t understand what that means.  He thinks Latonya “gave him AIDS,” and he blames her for his condition.  He wants you to help him get a place of his own so that he can live his own life.  He also wonders if you can get him a lawyer to help him get out of a “phony” drug charge.  James is very concerned that he will be recognized coming in to talk to you, so he has worn a disguise.

BOUNDARY SCENARIOS

Clients Who Easily Fall in Love With You

Manuel has been seeing his case manager, Jose, for six months.  Manuel is gay and HIV+ and has been working on safer sex strategies and staying drug free.  Lately Manuel has shared that he is having trouble finding men he likes.  During this meeting he tells Jose that if only he found someone like him, someone who would love and respect him, everything would be all right.  He asks Jose if he is gay.

Clients Who See You as a Superperson

This is Maria’s second visit with her new case manager.  Maria and she have just touched on several issues including sobriety, safe sex and health care.  Maria only uses superlatives to describe her new case manager.  She sees her as understanding, supportive and perfect in all areas of living.  She is sure that her case manager has the perfect marriage, happy children and the ideal career.  She says that she would be devastated if she ever found out that her case manager wasn’t what she sees her as being. 

Clients Who Make You Something You Are Not
This is Maria’s first day in her new drug and alcohol treatment program.  She is newly diagnosed with HIV and uses cocaine as often as possible.  Maria has been assigned to a male case manager and lets him know that she has no regard for men.  All the men in her life have been untrustworthy.  Because her case manager is male, he, too, will betray her.
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CANDIDATE’S REFERENCE REPORT

CANDIDATE INFORMATION:

NAME:







DATE:

CURRENT TITLE:

CURRENT EMPLOYER:

POSITION APPLYING FOR:

DESCRIPTION OF DUTIES FOR POSITION CANDIDATE APPLYING FOR:

REFERENCE INFORMATION:
NAME OF REFERENCE:

TITLE:

PHONE NUMBER:

ORGANIZATION:
Nature of association with candidate:

Length of association with candidate:

Specific duties and responsibilities that candidate performed while associated with reference:

Quality of work:

Ability to meet deadlines/complete projects on a timely basis:

Initiative:

Ability and willingness to learn new tasks and/or take on new assignments:

Communication skills (written and oral):

Need for supervision/ability to work independently:

Ability to work under pressure:

Interpersonal relationships and skills:
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What would you describe as a weakness of this candidate?

What would you describe as strengths of this candidate?

Would you recommend this candidate for the position as described?

Would you rehire this candidate?

