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By Lynn Homisak, PRT

Hiring a new employee can be a tedious, time consuming process, but like anything else….the outcome is directly reflective of the effort and time put into it.  The importance of hiring the right person can make all the difference in the world as it is essential to the continuing growth and success of your practice.  In the words of Robert Frost, poet, ..."The world is full of willing people; some willing to work, the rest willing to let them."  Your challenge lies in making the distinction. 
Despite the wounding consequence that can result from weak (or disregarded) hiring techniques, too many doctors remove themselves from the process by either delegating the responsibility to someone else or stumbling through it him/herself…. not knowing where to begin, what to ask or what to look for.  This indifferent approach could lead to an undesirable outcome and staffing problems down the road.  

The face-to-face interview should be an enlightening (not an overwhelming) experience, but understand that you do NOT have to hire someone after only one encounter.  The first interview should be all about discovery.  It should be an exchange of information, an opportunity for you to learn all you can about the applicant and at the same time, inform them of what the job entails as well as the needs of the practice.  Finally it should give both of you a preliminary determination as to whether or not the applicant’s qualities match these needs and if a second interview is, in fact, in order.  

To simplify this process and to keep all your interviews consistent and focused on your key objectives, you should prepare for the interview with three things: an Interview Guide and Worksheet (IGW) (see diagram of a sample IGW), a pen/pencil and most important, a fair amount of time in which to thoroughly conduct a dynamic and enlightening interview.  You do not want to rush through the questions as they will enable you to gain valuable insight into this individual, including their sense of humor, morale, responsibility, people skills, ego, sensibility, attention to detail, and ethic to name a few.  Contrary to asking closed ended questions that receive only “yes” “no” responses, ask questions that start with who, what, when, where, why and how to encourage them to open up and reveal more about themselves.  In some instances consider role playing.  Instead of asking the question “how do you handle stressful situations”… (as shown in the IGW), actually paint them a scenario and see for yourself how they handle it.  Pretend to BE the rattled patient who has been (impatiently) waiting in your reception room for 2 hours and let them be the assistant who is finally calling them in.  Really put the pressure on…observe their behavior during this stressful situation and listen to how they manage the conversation instead of letting them just explain it to you.  This is a much more effective way of finding out what choices they make and if their conduct is acceptable to you.  Finally, beware of applicants who “bash” their previous employer(s).  Chances are you could be the next one in line to receive a similar, negative “bashing” if the least little thing goes awry.
I also strongly suggest both you and your current assistant/office manager be involved in this process together.  This can either be accomplished by having you both present during the interview or by setting two separate interviews; a preliminary one with the assistant and a second with the doctor.  It is so important to get input from current staff since they will be expected to work closely (in training and as future team members) with your new hire.  There are more complaints from doctors today about “personality conflicts” between staff than there are concerns about productivity.  An awareness of these differences beforehand can perhaps save undue stress afterwards for everyone involved.
While the IGW suggests a list of acceptable questions, there are many questions that are deemed “unacceptable” and in fact, “illegal.”  These forbidden areas, however, can be addressed through simple and creative rephrasing.  For example instead of “How old are you?” … you can ask, “Are you over the age of 18?”   And even though you may feel you need to know if a perspective employee plans to leave after 6 months to start a family, (which could likely interfere with the stability of your practice), you cannot ask their marital status or if they have (or plan to have) children.  The way to get around that is to state that this job occasionally requires overtime and would they be able and willing to work additional hours if necessary?  The fact is, I have found that most times, the applicant will freely reveal information that otherwise may not be asked by simply engaging them in casual conversation.  They enjoy talking about themselves and if you pay attention, they offer more information than you could ever ask for from a planned dialogue.

Finally, once you have completed the interview(s), take time to assess the acquired information.  Review the notes you took during the interview and discuss them with your staff.  If an applicant proves promising, calling them back for a second interview enables you to take the initial dialogue to the next level and discuss more specific issues (like wages, benefits, etc.)  A Washington Academy member once commented to me, “I select and hire my staff with the intent that we are going to retire together.  Because I look at this as a long-term investment, I am willing to put as much time and effort into it as it takes to make a rational decision.”   
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Applicant Name ____________________________________________________________________

Date of Interview ___________________________     Interviewed by__________________________________

It is a good idea to provide a copy of the job description for which they have applied ahead of time in preparation for their review.  During the interview, jot down your initial impressions to each question while they are still fresh in your mind.  Expect that your applicant will be on their best behavior, so while LISTENING to their verbal responses, take time to also observe their non-verbal cues (body language, mannerisms, posture, pauses & hesitations). 

· Why do you want to work here?/Why are you interviewing with us?

______________________________________________________________________________________________________

· Do you have any physical conditions which may limit your ability to perform this job?

______________________________________________________________________________________________________

· What kind of work interests you most? 

______________________________________________________________________________________________________

· In what ways do you feel you can contribute to this practice?

______________________________________________________________________________________________________

· How flexible can you be with your hours? Days? 

        ______________________________________________________________________________________________________

· What was the biggest challenge you faced (personal or career) and what was the outcome?

______________________________________________________________________________________________________

· What makes you stand out from others?  (Your best characteristics)

______________________________________________________________________________________________________

· Why did you leave (are you leaving) your last job?

______________________________________________________________________________________________________

· What are three positive things your last boss/manager would say about you?

______________________________________________________________________________________________________

· What did you find the most satisfying in your last job?

______________________________________________________________________________________________________

· How would you describe your short term/intermediate goals?  ______________________________________________________________________________________________________

· What would you say you have been most criticized for?

______________________________________________________________________________________________________

· Define Teamwork.


______________________________________________________________________________________________________

· For what have you been frequently criticized?

______________________________________________________________________________________________________

· How do you handle stressful situations?

______________________________________________________________________________________________________

· What motivates you to do an exceptional job?

______________________________________________________________________________________________________

· What salary are you seeking?

______________________________________________________________________________________________________

· What have you personally accomplished in your life that has made you most proud?


______________________________________________________________________________________________________

Assessment:

1=Excellent, 2=Fair, 3=Needs development


· Appearance  &  hygiene

· Professional conduct; Tact

· Communicates clearly

· Seems honest; Truthful

· Plus Personality

· Eager to learn

· Arrived on time 


· Positive Attitude

· Attentive
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