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Learning Tuesdays: Program Transcript
Effective Interviewing

Learning Objectives:

· Build your understanding of effective interview techniques
· Explore both behavioral and competency based questions
· Preview of Interview Exchange - an interview tracking system
· Learn more about inclusive search processes and how to increase diversity at the Research Foundation on your campus

[Music Playing]
Laurel McAdoo:
Good morning, and welcome to Learning Tuesdays on Wednesday.  My name is Laurel McAdoo, and I am an HR associate for the Research Foundation at Central Office.  Welcome to today’s Learning Tuesday, where we will enjoy a panel discussion by HR professionals on effective interviewing.  Panelists will address as many of your questions as they can during the next hour and a half or so, and as always, I encourage you to submit your questions to be addressed live.  You may either call or email the studio.  Email the studio at studioa@hvcc.edu, or you may call 888-313-4822.  This information will appear on the screen periodically throughout the session.

Also, a link to the very brief exit survey is already posted on the LiveStream page, so after the program concludes, please take two minutes and complete it.  Your feedback helps us to improve these programs, so please share your reactions with us.  Today’s program and all Learning Tuesdays programs are archived and available on the RF website soon after the live event, which means you have access to these training resources on demand anytime you need them.  Be sure to tell your colleagues that were unable to join us today that they can access this program as soon as noon today just by visiting the webpage you are on right now.  With that, I’d like to turn today’s session over to Kathleen Caggiano-Siino, Vice President of Human Resources at Central Office, and she will introduce the panel and provide an overview of today’s discussion.  Kathleen?
K. Caggiano-Siino:
Thank you, Laurel.  So welcome, and indeed, today is a Learning Wednesday, the first of its kind, so I do wanna introduce our panel and let you know that we’ve had actually a fun couple of weeks planning for effective interviewing.  To my left, as you know, is Laurel McAdoo.  She obviously works in Central Office as our human resource associate.  To her left is Tom Popielarski.  He is the director of human resources and payroll for Binghamton University.  We’re glad that he’s here for his debut, I think, yes?

Tom Popielarski:
Yes.

K. Caggiano-Siino:
And to his left is Andrea Rutherford.  She also works at Binghamton University in human resources and payroll.  Welcome.

Andrea Rutherford:
Thank you.

K. Caggiano-Siino:
And last but not least, we have Jalisa Williams, and she is here from Central Office HR as well, relatively new, been here since January, and she’s gonna do a segment for us on diversity and inclusion as it relates to search committees, so welcome.  I’m glad you’re all here.

And I’m just gonna start off by telling you what some of our learning objectives are for the day.  We want to help you build your understanding of effective interviewing techniques.  We are going to explore both behavioral-based and competency-based interviewing.  I’m gonna do a piece on it.  Tom’s gonna do a piece on it.

We’re also going to look at Interview Exchange, which is a product that we use here in Central Office, and Binghamton uses it as well, but it’s actually an applicant tracking system, and we just want to get people sort of thinking about the ease of this type of a product.  And lastly, we’re gonna talk about inclusive search processes and how it’s really important to expand diversity in your search committee makeup, as well as in your programs, so Jalisa’s gonna do that for us.

So let me talk about behavioral-based questions.  I first was exposed to this method of interviewing when I interviewed at the American Cancer Society for a VP of HR role in the ‘90s, and the folks around the search team had these binders that they were actually reading from, and I was intrigued, ‘cause I had never seen anything like that.  It was basically all the questions you could think of that you would ask during an interview, but were all based on your behaviors in a certain time period that could be an indicator of your future behavior.  So the research shows that as you ask questions that talk about what you’ve done in a situation, not what you would be doing or could be doing – like some of those crazy questions in the ‘80s and ‘90s, like, “If you were a tree, what flower would you bring?” [laughter] and, “If you were a rabbit, where would you hop to?” – those kinds of silly things that like had no relevance, but people thought they were cute and maybe trendy – well, this is a little bit more solid.

Behavioral-based interviewing’s been going on for about 20 years, and again, when I was at the American Cancer Society, the questions that I got were things like this:  “Kathleen, tell us about a time where you were involved in developing a policy or a program, a human resources program, that failed, and what steps did you take to try to fix it, resolve it, and what steps did you actually own during the process?”  Great question.  I was not prepared for it, but of course, in my mind, I had a situation that I could easily talk about.

And it had to do with this idea that I had around benefit cuts to a group of educators that I thought, I’m gonna have our CEO and our HR folks at the front of a room, an auditorium, and explain why we had to make budget cuts the following – the upcoming year, and invite them to bring their partners, their family members, their spouses, to the conversation.  And in my mind, it just made sense.  It was like an inclusive way to get the information out to more than just the employee, and my heart was in the right place, but I didn’t test it with anybody.  I should’ve had a little focus group of employees to see how it would go over.

Well, it went over – it bombed.  It was terrible.  What ended up happening was like anarchy.  People started coming up to the executive director and yelling at him, asking very pointed, mean questions about how could he be making this salary when these people were gonna be getting a cut in their insurance copay.  So it was a big mistake, and it got bigger and worse as time went on.

And I used that as my example in a behavioral-based interview question, and the questions around what did I do, what did I contribute, what was my role, some of those probing questions, really got to the part for the team that I owned it.  I didn’t blame anybody else.  I said, in as humble as a way as I could, it was a mistake, and I learned a lot from it, and I would never do anything that large scale again without testing it with people.  They said that that’s why I got the job, and I was up against a lot of people who worked in New York City, who clearly had larger jobs and more experience than I did.  But the team afterwards, and my boss at the time, said that I got the job because my answers to the behavioral-based questions were more aligned with the values of their organization, which was that they were a forgiving organization, and they wanted it to be okay to make mistakes.

So behavioral-based interviewing, I’m a fan of them, and some of the things on my slide talk about focusing on recent situations.  It helps keep the candidate specifically focused on a question, right?  So as we drill down, we don’t say, “Oh, all right, Laurel.  In concept, you have an idea about how to interview people.”  It’s not that.  The questions are, “Tell us about a time you interviewed people and what impact that had on the team,” so you’re very specific in your questions.

You’re probing for meaningful data, so sometimes you’ll have to say, “Why did you do that?” or “Who else was part of that?” or “Why did you say that?”  You keep probing when you do behavioral-based questions, and then you keep your questions brief and specific.  You’ve probably heard this a million times, the 80/20 rule.  Eighty percent of what you hear should be from the candidate.  Twenty percent should be you.  We all have been in interviews where the people who are doing the search love to pontificate about how much they know about the job or about their experience, and don’t fall for it, because candidates will, if they’re smart, try to pull some of that out of you to keep the – keep, as a distraction, the focus off of them, but as interviewers, we don’t wanna be distracted by that.  We ____ go back and make sure that they’re the ones that are talking.

So I call these new behavioral-based interviewing questions, but these are the types of things that you can use: “Tell me about a time when you were particularly successful in communicating to a faculty member, maybe, to an RF employee, to a partner at the state, ways that your department’s product or service was unique,” so again, very specific, and make it so that the individual understands that they’ve got some flexibility in like what types of examples to bring into the segment.  Don’t be afraid to stop and say, “Actually, you’re going down a different road.  What I’m looking for is a specific example of when you were successful with a faculty member.”  That’s fine to do.  It really takes some practice, so you have to work on that a little.

“Tell me about a time when you took an existing relationship and moved it to a higher level,” so most of our work, while feels very transactional during the day – I’m sure Andrea would feel that processing payroll and doing accounts payable work, it’s very transactional – but in 2014, we wanna make sure that the relational work that we’re doing that helps us bring our productivity to the next level, is actually based on the people and the relationships that we have with one another.  So we’re like half strategic, and we’re half operational, so make sure your questions around behavioral-based are not just, “How – what was your output last month?” but rather, “Tell us about a time when you had what you thought was maybe a marginal relationship with one of your customers, and you stepped it up, and it became a better relationship.”  Those are behavioral-based questions.

And, “Give me an example of how you built an important relationship that went beyond rapport.”  So I like to think that most of our early relationships at work are about rapport, and maybe connecting with people on a little bit of a personal level, a little bit of a work level, but when do you go beyond rapport?  And I think we go beyond rapport when we start dealing with issues, and in fact, this is just coincidental, but Jalisa mentioned this yesterday, right, in a training that you had gone to or something you had listened to –

Jalisa Williams:
Mm-hmm.

K. Caggiano-Siino:
– about what that next level of relationships are.  And I think that when we’re talking about our work with one another, we wanna make sure that we’re embedding those problems that we have as a way to actually improve.  I only have two more slides.  Next one is on questions that you can ask.  So, “Give an example of when you fully understood the customer’s needs.”  In our work at the Research Foundation, whether we’re in Central Office or on a campus, it’s really all about serving our customers, and we have lots of them, so it’s not a simple organization.  In fact, it’s the most complex I’ve ever worked in, because it’s not just our primary customers, which may be our SUNY colleagues, but it can also be vendors.  It can also be faculty members.  It’s anybody who we come in contact with.

So you wanna make sure when you’re asking a behavioral-based question that’s specific about someone’s work, you want them to describe the situation, so, “Set up the situation.  Tell us what actions you took,” and then lastly, “What was the outcome?”  It’s those three simple steps, and what you’ll find is that people start revealing to you their actual work in a situation.

The next one would be to, “Describe a situation that you had to build a relationship that benefited not just you and your department, but the RF.”  I know Garry Sanders, my boss, the EVP and COO of the organization, always says, “Remember to ask yourself at the end of your day, what did you do to advance the mission of the Research Foundation?”  Let us not forget who we work for, who pays our bills, who signs our time cards.  It’s the Research Foundation, so that’s a really important element when you’re talking about behavioral-based questions.

And I often will ask people, “What do you know about the Research Foundation?”  And if somebody says, “Well, I looked on your website,” you know if you’re sitting with me, I’m gonna say, “Well, what part of the website?  Describe for me a little bit of what you saw,” and when people can’t answer that, they’re not a good candidate, because they should have done their research before they came in to meet with you.

And so I just kind of remind people as we’re interviewing, drill down, ask specific questions.  One of the drilling-down charts that we have here talks a little bit about how you can ask these sorts of questions that help candidates focus on what they did, so you drill down for behavioral detail.  “What happened next?  What was the outcome?  Walk me through that incident, from the beginning to the end.  What was your role?”

And if they say – they start going down the road of, “It wasn’t my fault.  The assistant set up the meeting.  It’s just that I happened to walk into it,” red flag, right?  We’re a forgiving organization.  We’re a learning organization.  We’re not looking for people to blame others.  This is your chance to shine.  You wanna make sure as a candidate you’re doing that, and if you start throwing people under the bus, right, it’s a warning sign – “Uh-oh, that’s probably how you’ll be when you’re here,” because again, the best indicator of your future behavior is your past behavior.  So these are the kinds of things that us wicked HR people do when we’re interviewing.  We look for these roads.

And probe for thoughts behind people’s actions.  “How did you reach that conclusion?  What were you thinking?  How did you know that?”  I think reinforcing the candidate’s good behavior detail is important too, so this is the kind of thing you can say: “Hey, you know what, Laurel?  That’s exactly the kind of detail I’m looking for,” so reinforce it as you’re hearing it.

And my last example, and then we’ll kind of break for a minute and let people talk through this, actually has happened in a job that I had.  The successful candidate needed to have really strong experience in Excel, because the job was very focused on accounts payable, setting up pivot tables, doing charts, to make sure that bills were being reconciled and going back out on an accounts payable structure, so having Excel experience was key.  So the interview team asked these types of questions: “Can you tell me, Laurel, if you have Excel experience?”  What would her answer be?

Laurel McAdoo:
Yes.

K. Caggiano-Siino:
“Yes, of course I do,” ‘cause she knows that that’s needed for the job.  Great, Laurel has Excel experience.  Okay.  The real question is, “Can you tell me the last time you created an Excel spreadsheet?”

Laurel McAdoo:
No.  [Laughter]
K. Caggiano-Siino:
No, or she hesitates or can’t give me details, so then I say, “Oh, well, you said you had Excel experience.  Could you walk me through what was the last Excel program that you used?” and you just keep drilling.  And if she says, “Oh, yeah.  No, I did.  I used one last Tuesday.  I entered in some accounts payable,” my next question is, “Well, what formula was in the column?  What formula was in the row?  How do you expand a spreadsheet to add a pivot table?”  These are the kinds of questions you ask to get to whether or not they’ve got the experience.

And so what you’ll find really early on with your successful candidates is they just fly through all that.  They know the answer, so then at least you can say, out of my five criteria, the one piece that’s really important is do you have Excel experience, they’ve answered yes to.  If they’re not able to answer yes to some of those questions, or to drill down from your probing, then you should be questioning whether they’ve got that direct experience.  In a few cases that I’ve been involved in, had we asked those questions of the candidate, she wouldn’t have been hired, and instead, she was hired, and we had to let her go in six months ‘cause she didn’t have the experience, but the interview team should’ve asked that earlier on.

It always makes the most sense to use that six-month window of opportunity, that introductory period that we have for employees, to really assess whether it’s working.  Between month two and month four, that’s when the warning signs start showing up, and so for us, as HR or search committee members, we wanna make sure we’re really using our 80/20 time with our candidates to dig into whether or not they’ve got experience.  Behavioral-based interviewing helps with that.  So now I’d like to kind of open it up and see what our distinguished panel thinks of that approach.

Tom Popielarski:
Well, in Binghamton, and all throughout the RF, labor distribution is critical, so when we did our interviewing, we asked Andrea how she drilled down into what her experience was and how would it apply to labor distribution.  So could you give us a little insight on storm codes and labor distribution?

Andrea Rutherford:
Yeah.  When he asked me my experience with timekeeping, it was very – “How many employees do you keep time for?  Are they hourly, salaried, weekly, biweekly?  How do you code them?” and it was anywhere from one code to ten codes, depending on the time of year, so he just keep prying and prying and going deeper and deeper, so I think he got the answers he was looking for.

Tom Popielarski:
So what was interesting is if we look at Hurricane Sandy, there were different storm codes for different –

Andrea Rutherford:
Divisions –

Tom Popielarski:
– energy –

Andrea Rutherford:
– for different people.

Tom Popielarski:
– and different towns –

Andrea Rutherford:
Absolutely.

Tom Popielarski:
– and if they worked in New Jersey or New York or different counties, and they all had to be charged back.  So in this behavioral-based instance, it really applied to labor distribution at the Research Foundation.

K. Caggiano-Siino:
Because at that point, you knew that her previous experience, right, was aligned with this new job that you were hiring for?

Tom Popielarski:
Absolutely.

K. Caggiano-Siino:
And because the labor distribution on the RF side is complex, and multifaceted, you needed somebody that could manage that.

Tom Popielarski:
Right.

K. Caggiano-Siino:
Andrea, how long have you been here?

Andrea Rutherford:
About eight months.

K. Caggiano-Siino:
Eight months, okay, good.

Tom Popielarski:
The other thing with behavioral-based is I’ve had actually candidates thank me for being challenged in the interview, because they bring their skills, and they bring their talents, and they want to display them, so they really appreciate being challenged.  And the people that don’t appreciate being challenged really aren’t your top candidate.

K. Caggiano-Siino:
Anyway, yeah.

Andrea Rutherford:
That’s very true.

Laurel McAdoo:
I think behavioral-based interviewing helps get to separate your candidates.  A lot of people write their resume to what the job posting is, so on paper, a lot of people look really great on paper, and then you get ‘em in front of you, and I’ve got ____ _____.  Let’s move on.  This is not the candidate for us [laughter], so it allows you quickly to be able to move through and figure out if they really, really have what they’ve written on paper, or if they’re just a really, really good resume writer.

K. Caggiano-Siino:
All right.  Well, I think I’m gonna turn it over to Tom, who’s gonna talk a little bit more about competency-based interviewing.

Tom Popielarski:
Competency-based interview is a little bit different than behavioral based, because behavioral based, we wanna know how did you behave, and in competency based, we wanna find out how will you behave.  So what we wanna create is hypothetical situations to ask the candidate, and we wanna know how a candidate would approach or resolve a situation or a circumstance.  And competency-based interviewing is a forward-thinking approach, and well-structured questions are also an opportunity to paint a realistic job preview for the candidate.


Interviews can be standard interviews – there are open questions that are loosely based – or competency based, and what happens in a standard interview, the interviewer has no agenda.  It’s not structured.  There’s no questions, and what happens is it takes on a halo effect, so essentially, a candidate becomes almost angelic, with the halo around their head.  And the problem here is that the interviewer is really attracted to the candidate because, “This person is like me.”  The candidate has a certain attraction, and it – there’s – it’s not based on fact at all.  A more structured approach is the ________-based interview method, and it identifies critical skills or abilities, and what we’re looking for is to identify core competencies.

K. Caggiano-Siino:
So, Tom, I just was thinking about the halo effect.  I know – and I’ve done some training on this – it also can perpetuate sort of the homogenous group of people that you already have, and so thinking that people, when they have that angelic halo, they tend to be more like you, or more like people you know, more like your neighbors and your family members, and it really can do harm to your diversity efforts.  And so it’s another reason why we have to be on the lookout for it, and sometimes challenging interview teams to not do that.  You do it right up front.  You say, “You know what?  Let me tell you what the halo effect is, and let’s make sure that we keep that in check,” and I find that people aren’t even aware that they’re doing it, so and it can have a negative impact on recruitment efforts, I think.

Tom Popielarski:
One of the advantages of having a panel as opposed to having individual one-on-one interviews.

K. Caggiano-Siino:
Yeah.

Tom Popielarski:
I’d like to discuss some examples of competency-based questions.  In this example, “If you were assigned a project where you had large amounts of data which need to be organized, what would be your process?  What software programs would you consider for the project?”  This was actually a question that was posed to me as I interviewed for this director position.


And in this example, we would wanna analyze the applicant’s ability to organize data, to understand process flows, and we would also wanna understand the impact on internal and external customers.  Then once we identify that, we would wanna drill down, and we would – if a candidate says that they would use Excel, we would like to know, “Well, what’s the advantages, compared to maybe Access?”  We would maybe discuss reporting features or the ability to mail merge.


Another example of competency-based questions is leadership ability.  How do we measure leadership ability?  Many times, a candidate has administrative or technical ability, but we don’t know if they have the ability to lead, so what we wanna do is identify the right candidate.  And we would like to know whether that candidate might possibly be worth developing, so interview questions become opportunities for make-or-buy decisions.

If a candidate expressed that they had leadership experience, these questions could be used to evaluate management style, because I actually hate when a candidate says – or an interviewer says, “Tell me about your management style.”  I would rather pose these kinds of questions and situations to see what their response might be.  So for an inexperienced candidate, the ability to think independently is crucial in making a hiring decision, so strong questions such as these are important in the process.

The last example I have of a competency-based question is tailored around ethics: “So how would you apply your organization’s policies in the event of an ethical dilemma, especially in a management or leadership role?”  Actually, ethical dilemmas could present themselves at any time in the organization.  For example, “If you saw a coworker inflate travel expenses of another employee, what would you do?” or “Describe from an ethical standpoint what the relationship between a supervisor and employee should consist of.”

And then my last one is, “How far is too far when monitoring employee movement within the company and outside the company?  At what point does the employment relationship end, and at what point do we change behavior?”  So that would be a question that would be really difficult to answer.  So what are the boundaries of the employment relationship?  And I’d actually like to segue into the next panel discussion here, because the use of social media has become highlighted in this ethical dilemma, so in the interviewing situation, at what point should we look at Facebook and Instagram and all those others?  Andrea?

Andrea Rutherford:
Well, I know that off of Forbes.com, it stated that 37 percent of employers are actually checking social media when they are considering a candidate, and 65 percent of the people that are checking are using what they find to decide whether or not they are going to hire the candidate that they have in mind.  So it is – social media’s definitely having a huge effect on interviewing and job seeking and the employees, employers.

Jalisa Williams:
Absolutely.  In fact, at a recent Bond, Schoeneck and King seminar on employment issues in state and federal scrutiny, they talked about how federal agencies such as the EEOC and others are looking into social media and seeing if they’re going to write policies and legal laws regarding that to make sure that employers are not using the information on social media to discriminate.  We know like Facebook, you can see one’s possible age, their ethnicity.  You can also learn their religious beliefs, so those information could be used, if inappropriately, to discriminate against a candidate.

K. Caggiano-Siino:
In the old days, applicants weren’t considered employees, so to speak, so none of this was important 20 years ago.  Now it’s very important, and when – before Facebook, there was Myspace, right?  And so Myspace, I remember about ten years ago, indicated that ten percent of the prospective employers would look on Myspace to see applicant sort of activity.  Now it’s, as you’re saying, it’s over 35 percent so…good.

Tom Popielarski:
Well, I guess the point is that employers are checking, and 37 percent is a big number, and I would expect that to climb.  So at this point, we’d like to change the topic to applicant tracking, and specifically discuss applicant tracking systems.  And at Binghamton and at a few other places, RF Central.  I know Oniana is currently using Interview Exchange, but the principles of applicant tracking, for me, apply to whatever product you may choose at the campus.

And one of the first advantages of applicant tracking is they’re paperless, so if you think back to the way we used to recruit, we used to have 50 applicants, and then we used to print all these resumes, and then they used to get passed around, and then you’d have a panel member, and you would choose maybe the top 10 or top 20, and you’d make photocopies of all those resumes, and then – how much paper are we burning?  And panels are _____.  They’re not just in your office.  They’re cross campus.  They’re industry leaders that are coming in and recruiting different candidates.

So applicant tracking allows resume review anywhere, anytime, and record retention is the next big issue, is what do you do with all those resumes when you’re done?  We have so many laws that we have to be in compliance with, and our affirmative action policy, luckily, is we have to retain resumes for three years, and some of our federal programs require that we keep records for seven years.  So by using applicant tracking, we’re able to decentralize our recruiting, but centralize compliance, so this has really become a major tool on campus.  We’ve had our applicant tracking system in place for about a year and a half now, and it’s well received, and it’s well liked.

So centralizing compliance is huge at this point.  Just last month, we had to step up our compliance with Section 503 and VEVRA, and VEVRA is the Vietnam Era’s Veterans’ Readjustment Act, and these are laws which hiring managers know nothing about, and they really don’t wanna know about.  They just wanna get their candidate in.  So how can we relieve the burden of paperwork on behalf of the principal investigator?

Another example of centralizing compliance is that every time an applicant comes in and actually interviews, we’re supposed to write down the date, the applicant, the source of the advertisement that they found the ad, and then we’re supposed to identify their ethnicity.  And when you go back to project investigators, they’re either not in compliance, or, “Oh, yeah, I’ve gotta do that,” and by using applicant tracking, this all occurs when the applicant completes the application.  They identify who they are, and the reason why Section 503C and VEVRA is important is because we now have to identify each candidate.  We have to provide them an opportunity, whether they are disabled or whether they’re a veteran, and this is again more compliance.  It gets more bureaucratic each year that goes by.

Finally, we just went through an OFCCP audit, which is the Office of Federal Contract Compliance Programs for all federal contractors, which the Research Foundation falls under that clause.  And our three-year audit by OFCCP was a bear, and by stepping into an applicant tracking system, we were able to assure the Department of Labor that we would be in better compliance with identifying our candidates, identifying sources, identifying ethnicity, and now with these new laws, Section 503 and VEVRA, we are addressing them.  All of our applicants must have certain clauses supporting our EEO policies right when they apply.

So and the last point, which is not on my slide, is reduction in recruiting cost.  When we have an open position, and we post it, and we release it, it goes out to the website, and immediately, it goes public.  And I tell my recruiting managers at this point that they don’t have to spend $800.00 and $1,200.00 on an ad right away, because once it goes public on the web, we have all these web crawlers like Indeed.com and Simply Hired, along with many others, and we’re tied into – when we do our distribution list, it’s released to America’s Job Bank.  It’s released to the Veterans Affairs.  It’s released to Opportunities for Broome, and so they’re out there, so we’re not spending money on advertising until we identify whether the resume pool is strong enough.  So in this respect, in the past year, our applicant tracking system, I believe, has paid for itself.  Next slide.

Laurel McAdoo:
Well, I’d like to spend a few minutes just going through the Interview Exchange system that we use at Central Office at a very high level.  We’ve used it now for a couple years, and I would say the biggest benefit for us that we’ve seen is as we diversify our teams, we’re able to have campus colleagues, and maybe people that are not right in our building with Central Office that are able to weigh on our candidates by being able to sign into this tool.  So this is our homepage.  Everyone that is assigned to a particular job signs in from this page, and then it lists all the different jobs that are open and closed.  And then you can continue to drill down by clicking into the open job, and then you’ll see the applicants that have applied for the open job.

One thing that – I think when this first introduced, the Qualified and the All Applicants tab – the Qualified tab is based on questions that the panel comes up with that’s supposed to be a screen, and I think our applicants are getting smarter and smarter, because they realize that this is a screen, so of course they wanna answer all of the questions yes to get 100 percent, so this isn’t perfect.  I find a lot of our qualified applicants are in All Applicants, and some of our qualified applicants aren’t really qualified at all.  They’ve just outsmarted us [laughter], so this is supposed to be a first pass, but I encourage my entire team to look at all the applicants as they come through, and judge for themselves whether or not they’re qualified or not.

Once you click on your applicant, you’re able to see where they applied from, what the recruiting source is, if they’ve uploaded a resume, if they’ve uploaded a cover letter.  Some people even upload their references here, and with just a click of the button, you have all of that information at your fingertips.  Another great feature of this tool is the notes page, so the notes page allows each person that’s on your interview team to put in this person has – they might find that they’ve found some obscure thing that a particular client has that no one else has, and this is a good way to kind of highlight that, and it allows people to really weigh in on what their teammates are finding, and I think we’re finding it as a time saving, depending on how much time you have.  Some people are a lot more thorough.  We can go in, read the notes, and then just kind of do a high-level screen.

Last but not least, the reports that this tool is able to run for us are awesome.  We use ‘em every year when we get ready to do our affirmative action plan.  It keeps all of the data for all of the ethnic groups, and who applied where, and what our numbers are looking like, and it’s an easy way to just click a button, get all your reports, and have it all in one place.  So I think we have found it to be really helpful, a really easy tool to use.  Jalisa, I know you’re new, and you’ve sat in.  I don’t know if where you came from, they had applicant tracking, but what’s your experience using it?

Jalisa Williams:
I think it’s a great tool.  It allowed me to pull up all the applicants, as you had said earlier, looking at everyone and printing out their resumes, their cover letters, and just really getting in depth with who is applying for the positions at RF.

K. Caggiano-Siino:
I like it when you’re having a search team that’s not all in one building, and so we’ve done some pretty high-level executive searches, and I’ve had the team, which is comprised of many campus people from all over the state, be on the same page just in time with me, as we’re reviewing the candidates.  I really like that feature, that your search committee – your virtual search committee can be included in reviewing that, and it really can be close to paperless.  So I think that’s another feature that we really use at the Central Office, as we really try to have our interview teams not just be the people that are in Central Office, yeah.

Tom Popielarski:
When I’ve chaired a search, I’ve asked the committee members to bring their five top candidates, because we only allow the hiring manager to move candidates within the system, but we allow everybody to review.

K. Caggiano-Siino:
I see.

Tom Popielarski:
And so when they bring the top five candidates and we have open discussion at the table, when you said there are people in All Applicants, but not necessarily in Qualified, and that’s because we’re required to actually consider every applicant seriously, no matter which bucket they fall into.  So if you’re in a search panel, and somebody says, “Did somebody see Janie Jones?” and then that answer’s, “No, no.  Where is she?”  “Oh, well, she fell into the unqualified,” and then you can have other conversation.  And if you’re in a multimedia room, you can actually project and go into Interview Exchange and bring that up and discuss the cover letter and the application right there and then.

Laurel McAdoo:
As a new, relatively new hire, Andrea, how did you find your experience as a user applying?  Did you find it easy for you?

Andrea Rutherford:
I found it user friendly.  I liked it, that you could go back in and see where your application was it, if the job was closed, what you’ve applied for before.  It was very user friendly, very easy, one of the easiest ones I’ve done.

Laurel McAdoo:
Oh, that’s good.

Andrea Rutherford:
I liked it a lot.

Laurel McAdoo:
That’s good news.  Well, we are going to take a five-minute break, and when we come back from break, we’re gonna spend some time with Jalisa and the rest of the team, talking about diversity and inclusion and biases, and how we can kind of have those things on our radar as we continue our effective interviewing discussion.

[Music playing]
K. Caggiano-Siino:
Hi.  Welcome back.  So before we launch into this next segment, we’d like to play and excerpt from the Implicit Bias program that we actually did in February, under Laurel’s leadership, and Dr. Killeen did a really nice segment that we’d like to share with you.

Dr. Killeen:
I’m really delighted to be here, back at Hudson Valley Community College.  It’s such a wonderful setup.  Those of you watching on the web don’t know how professional this group is, but it’s really professional, and we’re all loosened up and ready to go with this important discussion.  This one is really important to me personally, actually, for various reasons.  I think it is – it’s a sign of health in any learning organization if you can have this kind of a conversation about bias, implicit bias, and a fully healthful workforce and workplace.  And so let’s do it today.


So let me give you a little sense of why it’s important to me.  I’m still relatively new at the Research Foundation, a year and a bit, but before coming here, I was at the National Science Foundation, and we had a training session on implicit bias that really was transformative.  I thought I knew a lot about my own inclinations and interactions and so forth, but I learned a lot about myself at that session, and I hope we’re gonna find something similar here.


First thing to say is that diversity, in all its forms – background, temperament, outlook, racial, ethnic, gender, you name it – diversity is a strong value for large organizations, learning organizations like ours.  The different perceptions, the different inputs, the different perspectives all add value to a learning organization, so diversity is inherently good in any decision-making process.  And I learned that, I think, most effectively when I was at University of Michigan, where we had the Supreme Court case that some of you may have – may remember a while ago, and one thing that stuck with me there is that we did a careful analysis of the value of diversity and found that for the white students to be in a diverse setting was actually very beneficial, in terms of what they got out of the whole experience, as well as the African-American students, et cetera.


So I’m a strong believer that a healthy workplace involves diversity, and so how do you get to a diverse – a fully diverse organization?  Well, you have to be open minded.  You have to listen.  You have to participate.  You have to be welcoming, and you have to acknowledge any implicit biases that you might have, and that’s what this session is all about.


The second things to say is that I believe that implicit bias – we all have biases.  We all grew up in certain families, in certain situations, in certain settings, and we’re part and parcel of that environmental and genetic, almost, outlook, so bias is a normal thing for human beings to have, and we bring those biases into everything we do.  I happen to like classic guitar.  Maybe you could imagine that’s a bias.

So – but implicit bias can be damaging in a workplace setting if it’s not recognized and described and exposed for discussion.  So the word “implicit” is very important here, so we need to recognize that we do bring our own perceptions and outlooks to any decisional table, and that’s why to have a diverse set of perspectives is so incredibly important, because it’s the intersection of those different outlooks that really creates the best decision making.  So this is an important kind of session.  I think it comes into play in many aspects of what the Research Foundation does, notably recruitment.  I think it’s important that when we’re recruiting new people, new colleagues, new coworkers, that we recognize implicit biases, that we have search processes that are very full, _______ in looking at the role of diversity, that also for things like promotion, for placement, for space, for interfacing with our external community, it’s really important that we recognize it.

So I’m looking forward to today’s session.  I hope to learn a lot.  Again, I don’t know everything about this.  I’m certainly hoping that we’ll learn about the Research Foundation, its perspectives, as well through this session, and I’m delighted to be here.

K. Caggiano-Siino:
I would encourage you to actually watch that full program that was previously aired about February 23rd, I believe.  It was one of our most highly-attended sessions, and campuses are using that particular program to actually show at staff meetings, and it’s really good, because it had a live audience, and a lot of really good learning, I think, can occur from watching this implicit bias program.

So with that, I’d like to turn it over to Jalisa Williams, and again, Jalisa works in our corporate HR office.  She’s been with us since about January, and she’s going to talk a little bit about diversity and inclusion.  And before she does that, I’d like for her to tell us what her role was and where she worked before she came to the RF.

Jalisa Williams:
Oh, sure.  I recently left the state, at the New York State Department of Taxation and Finance.  There I was a diversity officer, and I also was the state’s diversity officer for the New York State Office – New York State – excuse me – Affirmative Action Advisory Council, and so the knowledge and history that I have is coming from that background.

K. Caggiano-Siino:
Thank you.

Jalisa Williams:
So let’s first talk about an inclusive model.  When we think about an inclusive model in the search process, with a search committee, we wanna first develop a shared in.  A shared-in approach is when all parties are willingly and actively participating.  This occurs when no one has to be forced, and it’s viewed as an opportunity to provide expertise to the group.


The next is the invest in.  Invest in is the approach that all parties have a stake, a vested interest in the process and the outcomes.  Just think about when you’re purchasing a car.  You don’t just solely want the salesperson to provide you with all the information.  You wanna do your homework as well.  You wanna make sure that you’ve looked up the Carfax, maybe test drive it, maybe bring it to your mechanic.  So investing in the search process is important to the whole inclusive model, and once you do the shared-in and invest-in approach, then you create the shared invested outcomes. 


So the search process has three categories: The before, which is the prep time; during, finding the one; and after, offer and retain.  The first step is the recruitment proposal, and the recruitment proposal is generally where you identify the position that’s needed.  You’re going to identify the person’s skills and abilities that you want for the job, possibly talk about a salary range, and then also if they’re – the FTE, whether it’s going to be an exempt, nonexempt status.


The composition of the search committee: You wanna make sure that your search committee has at least three to five people of various levels in the organization.  Think about who your stakeholders are.  Maybe if the person is going to interact in the community at all, maybe there’s a stakeholder in the community that would be a part of the panel.  Like we discussed before, maybe there’s going to be members of the different various campuses that you would like to be a part of the panel.  It’s important to make sure that your search committee is a diverse committee.

K. Caggiano-Siino:
Can I just comment on that too, Jalisa?  I think that one of the things that I’m trying to promote in our work is if we just look at the demographics of New York State, about a third of our population is diverse, and I really mean that from like a ethnic nationality perspective.  There’s diversity in lots of other areas too, but if we just look at those concentric circles around diversity, around our black, Hispanic, and Asian staff and populations, that those are really good sort of guides for us.

So if a third of our population is diverse, then maybe we could have a third of our search committee to be diverse, so that when people come to an interview, they see themselves, or they see the potential of themselves.  And so I just say as a guide, if our search committee sort of looks like the people that we want to work for us, then maybe that’ll help attract more people too.  Because I can tell you this: When you are on a search committee that’s rich in diversity, you have no choice but to really behave in a way that is multicultural, because it’s unspoken, but it’s clear, that you wanna make sure that the candidates that are coming in certainly reflect the community.

So there are ways to get to that that I’d like to share too, just as some examples, ‘cause you’ll hear, “Well, what if our population at the RF isn’t that diverse?  How are you going to get a team?” and Laurel and I struggle with this every day with people, and we always say, “Well, of course there’s ways to do this.  Think about it a little.”  And when you ask people to think about it, they say, “Well, actually, there’s some community members.”  Maybe there’s a building next door with some neighbors in it that happen to have a really nice, diverse staff, or maybe there’s a volunteer board member, or maybe there’s your interns that could step in.  Whatever the reason as to why we can’t do it, there’s a hundred more as to how we can do it the right way, so don’t give up, and just keep trying, and it can make a big difference, I think, in our successful applicants.

Jalisa Williams:
Absolutely.  So now that we have formed our search committee, we need to take a look at the summary of roles and the working agreement and the protection – protect confidentiality.  It’s important once the search committee is formed that you appoint a chairperson of the committee.  The chairperson will then make sure that people have their established roles, making sure that everybody is a participant and will contribute to the search process.  And the working agreement is general, but making sure that everyone is on the same page and knows what they need to contribute to the success of a search.


Develop evaluation and selection criteria for the search.  It’s important to have a written plan to determine and agree on how the committee will evaluate a resume.  Develop criteria that can be applied to all candidates and all applicants.  When we talk about developing the criteria, this is also the part where you want to develop interview questions.  Making sure that you develop core interview questions prior to the beginning of an interview is important.  It helps to eliminate any possible questions that could be asked illegally.


An example of that is around traveling.  A lot of times, maybe you want the position – person to be able to travel.  Well, one of the questions that you may wanna ask, if the person has reliable transportation, and not does the person have a driver’s license, or do they have a car.  Really, the key is if they can get to the destination reliably.

K. Caggiano-Siino:
That’s a good example.  I know when I was interviewing for a grants writer position, I purposely changed the job description – this was years ago – to say, “Has the ability to travel,” meaning going from one site to the other, ‘cause the individual was blind.  And so if I had said they had a reliable car, or a driver’s license, they would’ve automatically been taken out of the pool, but the individual knew how to take a bus better than anybody else I had ever worked with, so they – he was able to get around from site to site, so it’s a good point.  It’s important that we not box ourselves in, and then really have an impact on the disabled, who wouldn’t be able to apply.

Jalisa Williams:
Absolutely.

Tom Popielarski:
Yeah, we’ve had the same circumstance at Binghamton, where we printed, “Must have a driver’s license and a valid – or a reliable car,” and Jean Fairbairn, our director of diversity programs, contacted me and said, “Well, why do they have to have a driver’s license?  Can’t they just have reliable transportation?” because she had in her mind a quadriplegic that could be qualified and had a driver and had one of these outfitted vans, and she wanted to make sure that the ad would allow it and not prevent her from applying.

Jalisa Williams:
So we wanna make sure that we take into consideration that step when developing the evaluation and the selection criteria.  Then next is the advertisement and outreach.  This is probably one of the key parts of the search committee in making sure that we are doing things inclusively and getting a diverse population to apply.  The advertisement should be broad in scope and targeted to attract a highly-qualified, diverse applicant pool.  You wanna think about looking not just in the normal population pool that you may do already, but how can we expand that?

Look at national organizations such as the National Black MBA Association, the National Asian-American Professional Association, or even the 100 Hispanic Women Association.  There’s community churches that you could also outreach to.  The key part of the outreach and advertisement is to build effective relationships with the community and the organizations that you would like to partner with in terms of getting resources for employees.

K. Caggiano-Siino:
I know on our dry run, we talked about this, and the importance of having relationship with some of these, so I wrote it down and said really, we ought to divide and conquer here, and all get assignments to one of these recruiting sources.  Because to simply just post your jobs to an organization that you don’t have a contact or a relationship with, it’s – why do it?  I mean, so we have to be better at that.  It’s good advice for all of us who work in human resources and do recruiting, to make sure that our local community efforts are connected people to people, not just, “Here’s my job board.  Put it up,” ‘cause it actually doesn’t work, so thank you for mentioning that.

Jalisa Williams:
And keep in mind too that those national organizations do have local chapters, so if you’re looking for a position that may not require your search to be so broad as looking external at different states, but more locally, you can look into the local chapters for those diverse candidates.  Section two is during the search process, so we want to monitor, review, and create the short list.  The search committee members should always be monitoring the applicants’ resumes and cover letters that are coming in.  This helps to make sure that you are getting those diverse candidates.


You wanna make sure that the resources that you use to look externally, where your advertisements are, where your outreach are, is coming in through the applicants.  If you notice that they’re not – the candidate pool is not diverse with different applicants, you may wanna take a closer look at where you did your outreach and advertisement to.  This allows the panel – search committee panel to really evaluate whether or not they’ve tapped and utilized all necessary outreach efforts.

Diversity matters.  If the list doesn’t seem to be well diverse, look at the applicant, look at the position, and look at whether or not where you outreached to is bringing in those diverse candidate pools.  You wanna make sure that the process is fair and broad to create and attract those diverse applicants.  The process doesn’t necessarily mean that the selection of the candidate will be from an underrepresented group, but the process will help to ensure that the search process is fair and inclusive.  The goal is to make the position accessible and inclusive to the extent possible to attract a narrow but broad, diverse candidate pool.  Diversity doesn’t mean compromising quality and excellence.

Interviewing and perception checking: During the interview process, you wanna make sure that you check your perceptions at the door.  This was talked about earlier through the implicit bias.  We all have them, so recognizing that you have those implicit bias, but making sure that they don’t enter in the interviewing process.  You wanna make sure that you give all candidates your full attention and not to help create a halo effect that we discussed earlier in today’s session.

Next we will create a semifinalist list, and then conduct the background and reference checks.  The semifinalist list is then moved on to the next stage of whoever is the second-level-interview search committee.  The selection consideration and candidate evaluation: This is generally done at the second level, once it’s been determined who the two or three candidates will be to move to the second level.  You wanna make sure that the evaluation that you’ve used for the candidate is the evaluation that you’ve already identified, or the core competencies that you’re looking for in a candidate.

And the last section is after the search.  This is done generally by the next level or management.  We won’t talk too in depth about it, but it’s simply to make a selection and offer.  Retention of the search and interview records: As we talked before, it’s great if you do use the Interview Exchange, because then you’ve already had the recordkeeping, and it’s kept electronically.  Internal and external announcements: This is when we would post and notify all employees that someone new has started with the RF, and making sure that the person feels welcome.  And the new employee mentoring resources: And so each campus may have their own mentoring resources, but you really wanna make sure that you have an onboarding process, that all new employees are feeling welcome to the RF.  And some additional considerations is your checks and balance, anticipate the landmines and fires, and making sure that you have an applicant flow process.

K. Caggiano-Siino:
Thank you.  Any thoughts or comments from the panel?

Tom Popielarski:
Well, I really appreciated the story you told at lunch the other day, about when you were brought into the board room with all the pictures on the wall.  Could you describe that experience as an applicant?

Jalisa Williams:
Oh, absolutely.  In fact, it was – one of my roles in a different employer, we had to think of ways of helping the organization attract diverse candidates, and outside of being a diverse candidate, but actually once the person came in, what are we doing to welcome them in the process, and why aren’t we retaining them?  Well, one of the things that I immediately did was ask, “Where are the candidates being interviewed at?”  And it was then shown to me, and I could quickly see that the room that the candidate was being interviewed at had a room – a wall displayed of all white males, probably ten or so white males, and this, of course, was the history of the organization.  They wanted to display who their leadership was in the past, but you can imagine, if you’re a candidate of diversity and you’re coming in, and the interview panel is all white males, and everyone on the wall is all white males, it doesn’t necessarily lend itself to a warm, inviting place that you can identify yourself with.

So we did make some suggestions, that we had the person, any candidate be interviewed in a room that didn’t identify the organization’s history in terms of just only being white males.  We wanted to shift the culture, and making sure that when we have people come in, that they can identify themselves and they can see themselves, and therefore, we made the panel a diverse panel.  And then we also allowed the candidates to take a tour of the building so that they could actually see that the employees who were employed there were from all different various backgrounds.

K. Caggiano-Siino:
Yeah, good, and I think that those types of stories and the personal stories that we all have around this are great conversation starters, and so thank you for sharing.  And really, I wanna thank our Binghamton folks for traveling here and being part of this panel.

Tom Popielarski:
You’re welcome.

K. Caggiano-Siino:
I thought you did a great job –

Andrea Rutherford:
Thank you for having us.

K. Caggiano-Siino:
– and it was informative, so and of course, to my left, but my right hand, Laurel, and Jalisa, thank you both for participating.  I hope that you enjoyed today’s session, and I’d like to thank you for taking time to attend this learning and development program today.  Please take two minutes to let us know what you thought of today’s program by completing the exit survey.  If you have registered in advance, you’ll receive a link to the survey in an email very shortly.  However, if you did not register, we still wanna hear from you.  I encourage you to use the link on the LiveStream web page that you’re on right now.  As always, your feedback is used to improve future programs.

The next Learning Tuesday – and it’s not a Wednesday – is scheduled for May 6.  Please tune in as we bring awareness around ethics and compliance month.  As always, we encourage you to attend, so register, and mark your calendar.  Thanks again, and have a great day.
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