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I think everyone will 
agree the inter-
view process is 

one of the more uncomfortable things 
we do as owners or managers. When 
I first started interviewing, I would 
ask candidates to tell me about them-
selves and why they were looking for 
a change. I would manipulate most of 
the time during the interview selling 
the job and the company. I’ve learned 
I was doing almost everything wrong 
when interviewing. Let’s hear how 
Mike Haley, ATI team leader and 
instructor, teaches shop owners to 
make better hiring decisions.

I also have been on the other side 
of the desk and have seen managers 
conduct poor interviews. One in par-
ticular comes to mind. I remember this 
manager walking into the office and 
sitting down across from me. He did 
not have my application, resume or any 
prepared questions on a notebook to 
ask me. This manager did not ask any-
thing about my history or experiences. 
He jumped right in to what I believe 
was the only thing he wanted to know. 
He asked me, “What is leadership and 
how should you lead people?” 

I answered his question giving 
him the Webster’s dictionary version 

of what leadership is and then listed 
several ways in which one could lead. 
He sat across from me with a smile and 
nodding as if to say this guy gets it! 

As I watched his approval, it became 
very apparent this manager was only 
going to ask me if I knew how to lead 
and manage people. He never asked 
me to give him examples of when I 
managed or led people and what the 
results were. There is a big difference 
between the two approaches.

Preparing for the Interview
Preparing for the interview is just as 
important as the interview itself. Before 
you interview anyone, no matter the 
position, you need to decide what com-
petencies and traits are important to 
you and your company. You are build-
ing a team and culture in your business, 
which requires everyone to display and 
use competencies you deem important. 

What are competencies? A compe-
tency is a defined level of expertise that 
is an essential fundamental to a par-
ticular job. This expertise, along with 
pooled knowledge, is what allows an 
organization to have an advantage over 
its competition. So what does this mean 
for interviewing? We need a candidate 
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who brings job-related experience and 
also shows behavioral competencies.

I believe most owners and man-
agers are comfortable asking ques-
tions about job competencies such as, 
“What type of alignment equipment 
have you used?” I would like to spend 
more time on behavioral interviewing. 
Most owners do not take the time to 
write out what behavioral competen-
cies are important. I have developed a 
list of behavioral competencies owners 
should ensure their employees have: 
customer service, judgment and deci-
sion making, teamwork, quality of work 
standards, work ethic and motivation, 
reliability, problem solving and analy-
sis, planning and organization, commu-
nication, honesty and integrity, stress 
tolerance and  adaptability.

Ask Behavioral Questions
After selecting the behavioral competen-
cies you want in your employees, you 
need to write open-ended questions 
for those competencies. By reviewing 
a candidate’s application, resume and 
any other personality profile surveys, 
you can begin to create your interview 
questions. By looking at the applicant’s 
positions held and work history, you can 
create questions that allow them to tell 
you how they have performed in the 
past. Typically how a person performs 
in the past is exactly how they will per-
form in the future.

Once a day and time is agreed upon 
for an interview, you should write out 
each question you want to ask to explore 
a behavioral competency. I write my 
questions on my interview sheet, which 
numbers my questions and has plenty 
of room for me to write notes on how 
the candidate answers the questions. 
Whenever possible, I have a manager 
or co-owner share in the interview pro-
cess. This gives me another perspective 
on the candidate and a buy-in from the 
team that we are doing due diligence in 
hiring the best candidate.

Behavioral questions ask the candi-
date about an experience they have had 
in the past and the outcome of that expe-
rience. The more we know about how a 
candidate handles situations, the better 

we can assess how they will handle situ-
ations in our business. How many times 
have you hired someone and then said 
to yourself, “I wish I had known how 
they were going to act under those cir-
cumstances before I hired them.”

Ask for a Real Story
Let’s say you want to ask a question that 
gives you insight into how the candidate 
communicates. You could say, “Tell me 
about a time when you had difficulty 
getting a customer to understand. How 
did you overcome it?” While the candi-
date is telling the story, you are taking 
notes and deciding whether these are 
good behaviors and whether the candi-
date is not meeting or just meeting the 
minimum expectations of customers and 
fellow employees. As an example of try-
ing to find out how a technician solves 
problems, you could ask, “Describe a 
time when you were stuck on a diagno-
sis. What steps did you take and what 
were the results?”

A reliability question to ask a poten-
tial manager could be, “Tell me about 
a time a great producer was consis-
tently absent or late for work. How did 
you handle it?”A planning and orga-
nizing question could be, “How do 
you handle doing 10 things at a time?” 
Remember to keep asking for a lot of 

detail and examples. If the story ends 
how you or the candidate would con-
sider not favorable, ask the candidate 
how they would do it differently.

To get the best responses, you need 
to give specific instructions before the 
interview begins. Explain that you have 
written out questions and you want the 
candidate to take their time and give a 
lot of detail when responding. You are 
going to be taking notes and so there 
might be an awkward pause while you 
are continuing to write. I know when 
I first started interviewing, I hated the 
awkward silence and felt it was my 
responsibility to fill that void. In the per-
fect interview, the candidate should talk 
80 percent of the time and the interview-
er should talk 20 percent of the time.

If you would like to receive my behav-
ioral question sheet, simply go to www.
ationlinetraining.com/2013-10. 

“Who should be doing most of the talking in an interview? Answer: The 
applicant should talk 80 percent of the time and the interviewer 20 percent.”
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