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"BUT THEY LOOKED :
SO GOOD IN THE :
INTERVIEW™ e

Before you can choose the right
person for the job, you need to
choose the selection process.

Interviews may not always be
the answer.

he ghire ix well ironed, the smil= Enpg‘ing. the handshake

so firm that it hums. The salesman has had five vears'

experience in stmilar positions.  He has jusst the right

amount of confidence, and does not =eem to be so ER-
driven as to be a bad team player. He is hired. 5 months later, after
o too many long lunches, he is gone.

Pavchologist Drr. Herbert Greenberg is principal of the Pranceton-
based Caliper buman resources consultancy in the United States. He
says, "1 cant tell you how many people say. just as they are about to fire
romesone, hue I‘J1E:." laoked o Pud in the interview'.”

Greenberg, says the example of the slesman llustrates the
problem with hiring interviews. In the interview, it is imposable to
detect whether an applicant has the inner qualities needed 0 succeed in
sales. Dhoes he or she have empathy (necessary g0 sense customer reac-
tions, ego-drive {necessry to make the sale), and ego-strengeh. {the b |
.Ibilil}" bx ||:u|:| haun.:irlg back from l:_'p.:l:i-un}? Withowt thes quﬂnu ¥ t | .
Gm:rﬂ:-:rg says, filure in smles is almaost certain. Terduers &S I:Il'ml.l.h'rg. B, E.‘H}p}"ﬂm'w

"A pood salesperson has to be able to accept that owo out of thiree
people are going to sy 'no’ - and not pesonaliee it But Bnding oue if

someone has egoe-strength. s very hard o do inan interview”

Greenberg says indwviduals should be tested so they can be masched
with the wark I"h!:.":l.l'! hest muited to. The interview is impnrt:n.r, bt it
usually cannce get beyond the Bcade of an expenienced employee. “Age,
sex, mace and experience = none of these are valid hiring crteria,” he sys.

All people have imporane srengths and fundamental weakneses,
“The challenge for employers is idensifying peaple with pemonal
strerypths thar match the work they are asked to do. For emmple, a
welder needs to have Eami hand and eyve coardimation. and the EEMmIpErE-
ment for repetitive work.”

Greenberg has developed a et to mbe candidates dhrough ewo hours
of questions, Most ssctions have four chotoes; candidates are asked
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which one they think most applics wo them and which keasc
applics,

“Alchough they can snll present the peson they think you
weant o o, they can’® be overything and st omic as well as
adinin to cemain things, Thar allows us o ke thar projec-
tion and determine 3 pionire of whar they are”

Gienberg says many tests in the markerplace were devel-
oped for dimical use and do vor work when used for placing
peaple in jobs, because papchologios clients and job candi-
dates have different motivartions.

“Take questions thar are often asked, like, "D you like
people’ Inoan inerview, the job candidare will sayv “yes' and
paing the best pictwre of themselves”

e nberg savs thar more than half dhe people in sales
bave i sales dynainics and perform poody ar their job.
Chiye-quearter are pood salespeople bur are selling the wong
products and services, and the rest are excellens and in che
right zales field. He says many sudies have shown thar the
s 20-25% of a sales Force are responsible for 80%% of ol
sales,

Trving vo pick a pood manager poses different problems,
The emplover is looking for a balance baween persuasive
abilicy, the comperence te lead asservively, and an abilicy to
judges the capabilitics of others. A manager mus alss be able
to make quick decisions and noc lose key oppormunities — and
be prepared o make mistakes, Peaple in this rale must also
bz able ro delegare,

For cusomer service representatives eotirely different qual-
iries are necded, Service staff need the “thank vou® as nuach
as salespeople wann the “ves,” They must have the abilicy oo
solve problens, be personally wedl organized and have a
srrong sense of responsibilicy and a level of thorough ness no
needed in zales,

Wharewer the position, o hire the dght person, Greenberg
recommends owe rounds of interviews, The firs is a soreen-
ingz, & five-iminure meeting, which cain be used o narrow the
fickd o a fow likely candidares, Those on the sher liss are
invited back o do the rwo-hour test, the resules of which can
ber wiseed ror assiar in the second interview, which dhould rake ot
least an hour

Greenbeng likes to know as much abour the wordsplace as
possible. People in sales whe have a kot of epo-drive are no
suited o selling mainframe compurers, as they may close only
thrce sales a year, Buc pur those people behingd a recail
coiinter, whers they might cdose thiee sales a day, and vou get
a complesely different sory,

Uicenberg alm likes w find our abour other aspeces of che
wodbplace, sich as the manager, die marker and the clien
FErention rare,

“IF client mrenton is imporsnt, yeu might need o eam
an cpo-driven sdlesperson with a service person char pecds the
thaink you' — semeone 1o close the sale and the other o pro-
vide the back-up.”

These resrs also help to evaluare whether, for ssample, a
araff memiber showild be moved from a service role, in which
chey may nor be performing well, into sales,

Cireenbeng sava, "0 mor as if we are saying replace the
whole interview spmem, "We are saying improve your hiring
picture by adding this bic of informarion.”

He sayvs his wesms are sucoesshul predicrons in many cases,
In an indusery such s real eaare, which has high seaff
ourrever, 85%0 of the people recommended by Caliper are in
the top half of the sales Force after a vear “Thase bosses wha
hired people against our recommendartions find dhar only
17%5 were in che op halfof the ream.”
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