
O
h no, a staff member just resigned!
Now what? How do you replace
her or him? What do you do first?

These are questions every practice faces
all too often. Practices that follow a rela-
tively simple, four-phase hiring process
have fewer vacancies and can fill those
openings more quickly and easily. These
steps include: 1.) defining the job, 2.)
finding suitable candidates, 3.) inter-
viewing, and 4.) making an offer. 

While all four steps are critically
important to ultimately selecting the
right person to join your team, the
interview process is the most important
phase of the hiring process. Armed
with an accurate, current job descrip-
tion (Step 1), a list of qualified candi-
dates (Step 2) and clarity regarding the
position’s pay and benefits package
(Step 4), a practice resource manage-
ment team can focus on developing
and conducting meaningful interview
processes that result in identification of
a candidate who quickly becomes a
vital member of the team.

Have a Game Plan
An interview is a focused, structured
conversation designed to obtain infor-
mation that will enable the interviewer
to predict future performance from
both past behavior and present observa-
tions and to evaluate the candidate
based on the skills needed for the posi-
tion. The interviewing process requires
discipline and an organized approach.
Remember that an interview is both an
opportunity to evaluate a candidate and
a public relations/advertising opportu-
nity to sell your practice to the prospec-

tive employee. The interview itself is a
five-step process.

Step 1. Screen Résumés. You will
not interview every applicant by tele-
phone, so you will need to establish a
procedure by which you can identify
good candidates from the recruitment
process. When reviewing resumes, look
for the following to narrow your focus.
Determine whether his or her past job
experience mirrors what you want for
this position. Always look for warning
flags, such as short time periods in jobs,
too much “job hopping,” gaps between
jobs, exaggerations or inflated claims,
patterns of responsibility that appear to
be inconsistent or not make sense, or
qualifiers such as “I’m familiar with.”
Select the best five or six resumes to
move on to the next step.

Step 2. Conduct telephone inter-

views. The purpose of the telephone
interview will be to narrow your candi-
date pool even further before face-to-
face interviews. Telephone interviews
can be difficult, because phone conver-
sations have natural limitations (i.e.,
you cannot assess appearance, groom-
ing, eye contact, and body language).
Therefore, your conversations should
be somewhat casual and should not
exceed 30 minutes. Focus the interview
questions on past job responsibilities
and experience, and remember the tele-
phone interview’s limitations when
evaluating how the candidates did.

Step 3. Conduct on-site interviews.
Select the top three or four candidates
from your phone interviews to invite in
for a 60- to 90-minute on-site interview.
This is your chance to see if the candi-
date can do the job, will do the job, and
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Hiring for Success: 
Focus on the Interview
Paying careful attention to each step of the recruitment and interview process can
ensure your practice hires the best personnel.
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Fighting T-Cell Lymphoma. There may be new hope for paients with cutaneous T-cell lym-
phoma. The FDA approved a supplemental biologics license application for Ontak (denileukin
diftitox, EisaiT) solution for intravenous injection for the treatment of patients with persist-
ent or recurrent cutaneous T-cell lymphoma (CTCL) whose malignant cells express the CD25
component of the interleukin (IL)-2 receptor. In a phase III clinical trial, overall response rate
was 46 percent for the 18mcg/kg/day dose of Ontak and 37 percent for the 9mcg/kg/day
dose vs. 15 percent for placebo. Analysis of a secondary endpoint suggested a 73 percent
reduction in risk of disease progression in the 18mcg/kg/day group and a 58 percent reduc-
tion in the 9 mcg/kg/day group.
Good Hair Day. A new study has elucidated the benefits and drawbacks of Alexandrite or
Nd:YAG laser hair removal. A total of 15 patients, skin types 3 and 4, completed the study,
receiving a total of four sessions at eight-week intervals. Medial and lateral sides of each
participant’s legs were randomly assigned to one of four laser therapies. Mean hair reduction
18 months after the last treatment was 75.9 percent +/-19 percent for the 12mm spot size
alexandrite laser, 84.3 percent +/-12.4 percent for the 18mm spot size alexandrite laser, 73.6
percent +/-11.4 percent for the Nd:YAG laser, and 77.8 percent +/-15.9 percent for combina-
tion treatment.  

NEW In Your Practice

16 Practical Dermatology November 2008 



whether he or she will be a good fit for the job and for your
practice. The ultimate purpose of this interview is to narrow
the field to the top one or two candidates. A team approach to
interviewing can be most effective and offers a diversity of
opinions about a candidate. Consider including a doctor, your
office manager, and the direct supervisor (or co-worker) from
the department offering the position.

Consistency is a key component to effectively evaluating
candidates. Make sure you have the same team interview all
candidates, asking everyone the same questions and using
consistent scoring methodologies.

Prepare for the interviews by developing a standardized set of
questions to be used for all candidates. Seventy-five percent of
your questions should be open-ended. For example, “Tell me
about…” or “Describe…” or “Give me an example of….” Try
to phrase all the questions as experience-based questions. An
experience-based question will ask the candidate to relay how he
or she reacted in a specific instance in the past and tends to effi-
ciently reveal the candidate’s innate qualities and tendencies.
The following ideas are just a sampling of issues you might
introduce: “Give me an example of a time when you were over-
whelmed…” or “Tell me what you did when…..” 

Also, create some behavior-based questions to measure the
candidate’s traits in relation to the skills needed for the posi-
tion. For example, if you need a high-energy person for the
job, ask the interviewee to tell you about a time when he or
she had to catch up on work after a vacation or conference.
Or, if you want to determine that individual’s level of integri-
ty, ask about a situation where a difficult decision had to be
made to do the “right” thing. 

A common mistake made by many is not recognizing the
need to prepare for every interview. Start your preparation by
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Contingencies and “What Ifs” 
What if you don’t find anyone that seems to fit the job, even after
conducting several interviews? Keep looking, and don’t settle for
the person that is “least bad.” Depending upon the position, you
can look to temp agencies, or you can allow for job sharing or
cross-training within your present staff to fill the gap. Five years
from now, you will not remember the extra month it took to find a
good candidate, but you will remember every day that you hired a
bad candidate! There is also the possibility that the best candi-
date won’t accept your offer. In this case, you should continue
interviewing, but also do your best to evaluate why your offer was
not accepted. Was it money, benefits, work environment? Many
times, it is not just about the money. You can reevaluate and
structure your next offer based upon this information, provided
that doing so seems reasonable. But always make sure your offer
fits within your principled and fiscal parameters. 
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reviewing the applicant’s resume and
devising a few probing questions specif-
ic to that candidate. Part of being prop-
erly prepared is ensuring the atmos-
phere surrounding the interview is
appropriate. Be on time, have your calls
held, be knowledgeable about the can-
didate, be attentive, and do not permit
interruptions.

Begin the interview by reviewing the
candidate’s resume in detail and inquir-
ing about past employment and educa-
tion. Then you can ask the pre-
planned, experienced-based, and behav-
ior-based questions. You will want the
candidate to do most of the talking
during the interview; you and the other
interviewers should listen carefully to
the answers. Allow some time for the
candidate to ask questions of the prac-
tice. Finally, end the interview by
informing the candidate what he or she
can expect at this point and when you
will contact the interviewees.

In addition to the actual interview,
some practices will use some behavior
profiling tools such as DISC or Briggs
Stratton. These evaluations can be very
effective when properly used but also
can be costly, time consuming, or detri-
mental, if improperly used. Seek pro-
fessional counsel before introducing
any of these tools into your own prac-
tice.

Step 4. Narrow the field of candi-
dates and conduct final interviews.
After seeing the pool of candidates, the
interview team should meet to evaluate
the candidates. Do this soon after the
interview process so the information
about the candidates is fresh in every-
one’s minds. At this point, you should
be able to narrow down the candidates
to the top one or two people. These
will be the candidates that you’ll want
to bring back for a final interview. It is
important at this step to follow the
motto: “Don’t let perfection be the
enemy of good.” You want to be selec-
tive enough to accept only qualified

candidates, but be careful not to set
expectations too high and disregard a
good contender.

For the final interview, develop a set
of questions that is similar to the first
round but different enough to gain
additional information and to address
any potential areas of concern. Prior to
the actual interview, have the candi-
dates spend an hour or two in the
office shadowing a practice employee
who holds the same position as the one
that’s open, if possible. This is an addi-
tional opportunity to evaluate the can-
didates in the ultimate work environ-
ment and to make sure they know the
exact expectations of the job. 

Step 5. Check references. Prior to
making an offer to a final candidate,
you should always check the references
they have provided as well as his or her
most recent employers to verify the
information on their resume. It is
important to take the time to complete
this step to make sure the candidate has
been truthful in the interviewing
process and to identify any potential
issues. However, to be realistic, many
employers will only verify employment
and will not share specifics about per-

formance or why the person left the
job. When speaking with the actual ref-
erences, it is important to understand
their relationship to the candidate. Are
they a friend, a family member, a co-
worker, or a former manager? The
information that they share with you
should be gauged accordingly. If a can-
didate cannot provide you with any
work-related references, this could be a
possible warning sign that you should
consider. Finally, as a courtesy, the can-
didate should be made aware that you
will be conducting a reference check
and that you will be contacting previ-
ous and current employers. 

Follow Your Hiring Plan
While it is possible your offer will be
rejected, that unfortunate scenario can be
radically minimized if you properly fol-
low your hiring plan and spend adequate
time directly interviewing the candidate
on the telephone and in person. Given
today’s challenging economy and job
market, qualified candidates who go
through an intensive interview stage are
not likely to “walk” after earning a mean-
ingful, competitive offer from an estab-
lished, professional medical practice. n

Common Interviewing Mistakes
Interviewing is not an exact science. Following is a list of the most common mistakes made
by practice personnel empowered to discover new team members.

n Lack of preparation.

n Biases that affect interviewer judgment. 

n Jumping to conclusions; not employing the art of inquiry.

n Talking too much (Remember the 80/20 rule: the interviewer talks 20 percent of the time).

n Falling for the “halo effect” (i.e., allowing one positive or negative aspect of the 
candidate to influence the interviewer’s evaluation of the whole candidate).

n Losing control of the interview.

n Using closed-ended, yes-no questions exclusively.

n Debating or cross-examining the candidate.

n Being apologetic or defensive.

n Asking unlawful questions (e.g., questions about age, race, gender, religion, marital
status, disability, etc.).
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