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NHS Finance Competencies

Appendix 3:
Competency Based Interviews

Finance Skills Development — by the NHS, for the NHS




Competency Based Interviews
Introduction

Most traditional interviews have about 10% predictive reliability; that is, in only 10% of cases will they accurately predict future performance. Competency based interviews, where people are questioned in a structured way for the specific requirements of the job, increase the predictability to around 30%. The use of additional assessment tools can increase this percentage still further (e.g. assessment centres, work/skills based tests).

There are three documents within these guidelines:

· Question Framework 
· Interview Form 
· Candidate Summary Form 
The following steps show how to use the guideline documents:

1    The Question Framework provides you with a list of potential questions and indicators of evidence for each of the five Core Competencies. Using the Framework, decide which of the levels are appropriate for the role you are recruiting to and which questions and indicators you are going to use. The questions listed do not all have to be asked. As the levels of competence are cumulative, you will find that some of the questions below the level you are recruiting for are also useful. You may of course add your own questions and indicators.
You will also need to decide which of the Specific Technical Competencies are relevant and at which level. Using the Finance Specific Technical Competencies to help you, decide what evidence (indicators) you need to see in the interview and formulate questions to elicit this evidence.   

2    Place your questions and indicators on the Interview Form against the relevant competence. During the interview it is important that you ask the same questions of everyone as this helps to ensure consistency and fairness. However, having a pre-determined list of questions should not prevent you from asking follow up/probing questions during each interview as required.

3   Conduct your interviews, recording your evidence on the Interview Form for each person. You may find that whilst asking questions about one competence, that you pick up evidence for another. You can jot this down in the relevant place on the form as you go. 

NB: It’s important that you record as precisely as possible what the candidate has told you. Don’t be tempted to write down generalisations or to interpret or to assume. Candidates have a legal right to see your notes and they can be used as evidence in cases of discrimination.
4    At the end of the interview score each competence using the scale shown at the bottom of the Interview Form. Assuming you have interviewed in twos (and best practice would suggest that you do), you will need to agree the competency scores with your colleague. 

5     Finally, it can be helpful to transcribe the scores for each competence and your summary views for each person onto the Candidate Summary Form. This will allow you to compare the candidates more easily.

The principle of competence-based interviewing is that you encourage candidates to do their best. You are looking for evidence of each person’s competence from their past activities and so there is no need to try to catch them out. 
It is important to ensure that the candidate gives specific examples of their experience in response to your questions. If they answer in general terms, then you should go back and ask them for a specific example. 
The most effective interviewers are skilled at establishing rapport with their candidates; the warmth shown by interviewers is a key factor in acceptance of job offers.  
Whilst these guidelines provide useful reminders, it is important that anyone involved in interviewing has been properly trained.
 Question Framework

	Competencies 
	Possible questions
	Possible Indicators

	Useful opening questions
	· Tell me a little bit about what led you up to this point in your career.

· Tell me why you’ve applied for this job/Why you’d like to do it.
	· Useful, relevant experience to the role.

· Real interest in and a passion for the role.

	Managing Relationships – works collaboratively with all stakeholders, developing & maintaining effective relationships & providing an excellent service to them

	Level 1

Effectively responds to stakeholder needs in day to day role
Level 2

Develops proactive approaches to meeting stakeholder requirements
Level 3

Ensures the long term needs of stakeholders are met through developing effective relationships & responding to their needs
Level 4

Aligns department plans & culture with stakeholder requirements & develops effective long-term collaborative relationships at a senior level

	· Tell us about a time when you have communicated effectively. What happened?

· Tell us about a time when you dealt with an unhappy customer. What happened? What did you do/say? How did you approach the situation? 

· Tell us about a time when you failed to deliver what was required by a customer. What happened? How did you deal with the situation?

· Tell us about a time when you have gone out of your way to ask customers/stakeholders for feedback.

· Tell us about a time when you have had to handle conflict at work. What happened?  What did you learn from the situation?

· Tell us about a time when you have improved the service you provide in your team.

· Tell us how you have established rapport with someone you’ve not met before.

· Describe a time when you’ve had difficulty in establishing an effective relationship with your customers/stakeholders. What happened? What did you learn?
· Tell us about the most difficult/complex piece of written work that you’ve been asked to produce in order to influence an audience. 

· Tell us about the most challenging presentation you have had to make. Why was it challenging? What techniques did you use? What did you learn?

· Tell us about the most challenging meeting you have had to chair to date. Why was it challenging? How effective do you think you were? 

· Describe a time when you have influenced your customer/stakeholder’s decision making process.
· What experience do you have of developing strategically significant business partnerships/relationships with customers at a senior level?

· Tell us about how you have gone about developing a culture of customer/stakeholder satisfaction within your team.
· Tell us about a time when you have set out to improve communication with customers/stakeholders. What happened?
· Tell us about the most difficult or challenging influencing situation you have found yourself in. What happened? What tactics did you use? How effective were you?
· Tell us how you monitor the effectiveness of the service you & your team provide to your customers/key stakeholders.
	· Quickly establishes rapport with you – shows sensitivity. Smiles & establishes eye contact.
· Clearly conveys information to you – speaks confidently & concisely.
· Shows evidence of dealing with difficult situations effectively. 
· Demonstrates that they treat customer satisfaction as important. 
· Understands the importance of being flexible when communicating.

· Takes some responsibility for communicating effectively – i.e. doesn’t assume that problems are always the other person’s fault.
· Holds your attention during the interview/establishes rapport with you.
· Takes responsibility for customer satisfaction.

· Demonstrates skill at connecting with customers/stakeholders & developing effective long term relationships with them.
· Considers a range of different communication methods to meet the needs of differing audiences.

· Used to leading/chairing/presenting at meetings with a wide variety of different people & in challenging situations
· Speaks confidently, with authority & is convincing at a senior level.

· Demonstrates an ability to think about customer relationships strategically & to develop effective influencing tactics. 

· Able to describe previous successes in developing customer focused cultures amongst finance staff.

· Demonstrates experience of communicating with large, varied audiences in highly sensitive &/or complex situations.

· Presents a powerful image, demonstrating expertise & authority whilst also maintaining & building rapport. 

· Demonstrates evidence of implementing performance management techniques in this area.

Plenty of evidence for assessing this competence will come from the communication skills the candidate displays during the interview itself.

	Business Partnering – Uses a broad understanding of the organisation, customers & stakeholders, the NHS & the market place to provide commercially focused business advice 

	Level 1

Acts in a commercially aware way in own role

Level 2

Contributes to the provision of commercially useful information

Level 3

Contributes to the development of the organisation by providing business focused, commercially viable advice

Level 4 

Acts as a lead in commercial thinking in order to facilitate success & the long term viability of the organisation


	· Tell us about a time when you have identified a way to make your role or that of others more efficient.

· Tell us about a time when you have solved a problem at work – how did you approach it? What happened?

· Tell us about a time when you have been flexible in order to help others.

· Tell us a time when you failed to deliver your work on time.

· Give me an example of a time when you have made an improvement to the service you provide. What did you do? What was the outcome?

· How do you feel your section could improve the service they provide?

· What type of information do you provide for your customers? How do you make sure that it is focused on their needs?

· Tell us about any training of non-finance managers you have been involved in. How have you made it accessible? How effective were you?
· Tell us about a time when you have contributed to the commercial effectiveness of a service or a decision.
· Describe how you have worked with a wider data set – other than financial – to influence a business plan or decision.

· What is the most significant or complex business plan or development plan you have been involved in putting together/advising on?

· Tell us about your involvement to date in procurement / negotiations.

· What is the most complex &/or sensitive information you have been involved in presenting. Tell us about how you went about it and how successful you were.
· Tell us about the most complex business modelling and/or forecasting you have been involved in.

· Tell us about your experience of shaping an organisation’s financial strategy in order to influence its long term success.

· Tell us about an initiative you have led or advised on which has led to an improved outcome for patients.

· Describe an initiative you have been involved in which has led to revenue generation or significant cost efficiencies.

· How have you sought to develop commercial awareness throughout your current department and to develop the role of finance as a business partner?

· How do you measure performance in your department?

· What areas do you still need to improve? What plans do you have for doing this? How will you measure your success?


	· Shows that they are willing & able to take the initiative.

· Shows an awareness of the importance of delivering accurate work on time. (NB: the CV may give you evidence of accuracy).
· Demonstrates an awareness of the importance of continuous improvement.
· Shows an ability to be flexible.
· Provides examples of having made or suggested improvements.

· Demonstrates experience of working comfortably with more complex information & problems and with wider information as well as financial data.
· Demonstrates an understanding of the NHS & how it operates.

· Experience of finance for non-finance manager training & awareness of how to make it interesting and easy to absorb. 
· Demonstrates commercial awareness and has experience of making decisions or advising on decisions using a wide range of data – not only using financial information.
· Experience of advising service managers on business/development plans.

· Evidence of successful involvement in negotiations/procurement.

· Demonstrates knowledge of statistical & mathematical concepts & models & has used them to analyse information & to come to conclusions.
· Able to take the lead in complex business issues.
· Identifies the wider commercial impact of issues/decisions.

· Makes commercially sound judgements, recognising a range of complex factors.
· Keeps up to date with best practice inside and outside the NHS in order to improve performance.

· Sources & selects suppliers, ensuring value for money.

· Shows significant success in making improvements to service through implementing wide reaching changes and improvements.

· Focuses the attention of the organisation on appropriate benchmarks in order to improve service and performance.

· Develops commercial awareness throughout the Function.



	Team Working, Managing and Leading – works with others cooperatively in a way which secures trust & commitment; motivates individuals & teams in order to secure their high performance

	Level 1 

Works cooperatively within the team
Level 2

Supervises a team & the day to day performance of the people within it

Level 3

Manages a team or several teams & secures their long term performance

Level 4

Communicates the vision for finance, motivating staff & driving high performance across the department
	· What would your peers say they liked or admired about you?

· What would they describe as your more irritating characteristics?

· Give us an example of a time when you took on more than was strictly necessary in order to help your team.  What did you do? What happened?

· Tell us about a time when you have shown loyalty to your colleagues.
· Tell us about a time when you have learned from your colleagues.

· How would you describe your style of supervising/managing? 

· In what areas would you most like to improve your competence as a supervisor? 

· What is the most difficult piece of feedback that you have ever had to give someone who worked for you? How did you approach it? What happened? 

· What are your teams’ objectives? How did you set them?
· How do you monitor progress? 
· How do you reward/motivate your team? 
· How do you help your team to learn?
· Tell us about a time when you have had to manage a member of your team who was angry or upset. How did you handle it?

· Describe a situation where you found leadership difficult. What happened?

· Describe a time when you have helped your team to achieve a major breakthrough or change to their way of working/outputs. 

· How do you feel you could further improve your leadership skills? How will you go about this?
· Tell us how you have built a common vision in your current team.

· In your view what is the difference between managing & leading? Give examples of things you have done in each category.

· How to you go about developing skills & behaviours in your team?

· What was the most difficult piece of team facilitation you have had to do? Why? What happened? How could you improve your facilitation skills?

· Describe a situation where you have successfully managed a difficult change. How did you go about it? What worked well? What did you learn?

· What processes have you put in place to ensure that your whole team understands & can relate to the vision you have for your department?

· How do you inspire your team?

· How do you encourage your team to give of their best at all times?

· As a leader, what do you feel is your most important or valuable quality?

· How do you measure the performance of your team?

· How do you ensure the continual development of your department/team?
	· Understands the impact of their style on others & shows willingness to be flexible & tolerant.

· Demonstrates an appreciation & respect for others – acknowledging that difference can be a good thing in a team.

· Willing to take on activities outside formal responsibility.

· Shows an awareness of & enthusiasm for personal development.

· Shows willingness to provide feedback to others in a helpful way.

· Has developed a structured way of setting objectives & monitoring the performance of the people who work for them.

· Demonstrates a supportive & empathetic management style.

· Shows evidence of strong communication with current team – both on a one to one & a team basis.

· Not afraid of challenging the status quo & of dealing with conflict where necessary.

· Promotes & encourages the involvement of staff in decision-making.

· Compliments individuals & the team on their effort & success.

· Supports people to develop.

· Leads & motivates people with energy & enthusiasm.

· Provides clear & unambiguous direction.

· Deals effectively with significant performance problems. 

· Trusts others to make decisions & backs their judgement.

· Has a range of management styles, which can be drawn upon.

· Demonstrates awareness of & an ability to manage group dynamics.

· Demonstrates experience of successfully managing change.

· Demonstrates experience of developing the team.

· Shows an awareness of strengths & weaknesses & enthusiasm for their own personal development.

· Translates the vision into tangible plans & objectives.

· Clarifies the future in terms which are clear & exciting & in a way, which inspires others to perform.

· Inspires others to act beyond their initial expectations.

· Personally models the values of the Finance Function.

· Demonstrates an ability to manage performance at a strategic level.
· Able to plan the long term development of a team.

	Governance & Managing Risk – Introduces & manages issues relating to corporate, information & financial governance & ensures that financial risk is planned for & managed

	NB: This is a difficult area to assess as someone who is not able to work ethically is unlikely to be honest about it during an interview. It is easier to assess and test someone’s knowledge of the area and their experience of implementing relevant strategies, policies & procedures. If the person is outside the NHS, it is the general principles you will be looking for rather than specific knowledge of risk and governance issues within the NHS.

	Level 1

Applies codes of ethics in own role
Level 2

Advises other on corporate governance issues
Level 3

Develops & implements actions to strengthen corporate governance throughout the organisation
Level 4

Takes a lead role in the development of this area, ensuring that integrated governance is in place
	· Describe any standards or documents which provide guidance on how you should behave at work & the ethics which govern our behaviour within the NHS.

· What do you understand by the word “governance” & how does it apply to your role?

· What should you do if you identify anyone behaving unethically?
· What activities do you think might constitute unethical behaviour in finance?
· Tell us what you know about the principles of:

· Accountability
· Transparency
· Integrity
· The public good.
· Describe a financial policy or system which has been put in place to assist with one of these polices and explain your role in implementing it.

· Tell us about a system or procedure you have designed to take account, at least in part, of governance or risk management issues. 

· Tell us about your role in advising &/or training others on governance or risk management issues.
· Talk about an intervention you have made which has been motivated by the need to improve governance or to manage risk.
· Tell us how you mitigate risk in the activities / area of responsibility of your own team.

· Tell us about your involvement in implementing internal &/or external audit recommendations.

· Describe your approach to ensuring corporate, information & financial governance at an organisational level.
· Describe your role in terms of governance & risk.
· Where do you feel your organisation is most at risk currently? What do you believe should be done about it?


	· Demonstrates knowledge of the key standards & relevant documents & procedures (e.g. whistle blowing).
· Able to explain how governance issues affect their own role. 
· Has a broad understanding of the importance of ethical behaviour and how it affects how they work on a daily basis.
· Has a sound understanding of the relevant issues.

· Has experience of governance issues & of advising others in this area.

· Is able to give examples of designing steps in policies or procedures which are designed for governance & risk management purposes.  
.
· Has experience of advising/training people at a senior level on issues relating to governance & risk.
· Is able to give examples of making significant improvements to systems, policies or procedures in order to improve aspects of governance or to manage risk.
· Has a broad understanding of this area which extends beyond simply financial issues.
· Is able to demonstrate a thorough knowledge of all aspects of governance.
· Recognises importance of own role in managing governance & risk & has some responsibility for these areas at a strategic level.
· Is able to give an intelligent & informed appraisal of the current areas of risk for the organisation & offer sensible possible solutions.


	Using IT – Uses IT to gather, interpret & manipulate information to meet the needs of the Function & the Service as a whole

	Level 1

Uses basic elements of software packages to assist with daily job

Level 2

Uses software to create templates/ spreadsheets/ presentation etc. for use by others

Level 3

Uses software to a more sophisticated level to create complex documents for use by others


	One set of questions will suffice with this competence – the answers will identify which of the three levels the person is at.

· Describe your daily use of IT. 

· Describe how you have used IT to help you/others to become more efficient.

· What is the most complex thing you have developed on from a systems (IT) point of view (e.g. spreadsheets, databases etc.)?
· What is your experience of helping others with IT issues?

· What are the safety/security issues and risks associated with the use of IT & what do you do to overcome these?


	Level 1

· Able to carry out straightforward IT tasks in order to complete own role (word processing, spreadsheets, databases, filing, internet use etc.). 

· Shows evidence of using IT to improve own efficiency or effectiveness.

· Demonstrates basic awareness of security issues relating to IT.

Level 2
· Shows ability to use software at a more sophisticated level – changing outputs for self & others to use.

· Able to develop effective presentations using PowerPoint.

· Downloads & manipulates data within spreadsheets to obtain non-routine management information.
· Understands issues relating to information security and takes appropriate action.

Level 3
· Identifies when automation will help & uses IT to optimise ways of working & to manage repetitive processes.

· Integrates information from one or more software packages/systems to create automated or linked information sources.

· Programmes software to create information in a new format (e.g. complex structures of spreadsheets/databases) – suitable for accounting purposes & for use by others outside of finance.

· Trains & coaches others in the use of IT.

	Specific Technical Competencies


	The questions you ask here will depend on the job specification. For more junior roles, there will just be one Specific Technical Competence required. For band 7 roles & above there may be several.
You will need to check which qualifications the person holds (where this is relevant to the role) & ask to see evidence of certificates etc.
	This will depend on the job specification. You should identify the evidence you need to see & record it in this section of the form. The Finance Specific Technical Competencies will help you here.



	Useful concluding questions
	· In terms of your overall suitability for this job, where do you see your strengths?

· What do you see as your less strong areas?

· Why do you want this job?

This is also the point to ask any remaining questions relating to the CV or application form and to ask any questions relating to expectations of salary and benefits.
	· Demonstrates an ability to assess own strengths and development needs. 

· Demonstrates an understanding of the role and a clear enthusiasm for taking it on. 




Interview Form

Name of Interviewee:  ______________________    Name of Interviewer/s:  __________________________________   Date of Interview:  __________ 

	Competencies 
	Questions 


	Indicators
	Evidence for indicators

(complete during interview)
	Score *

	Useful opening questions
	· Tell me a little bit about what led you up to this point in your career.

· Tell me why you’ve applied for this job/Why you’d like to do it.
	· Useful, relevant experience to the role.

· Real interest in and a passion for the role.


	
	

	Assessing the Core Competencies

	Managing Relationships
	Using the Question Framework, pick out the questions & indicators you feel are relevant to the role.
You may of course add in your own.
	
	
	

	Business Partnering
	
	
	
	

	Team Working, Managing & Leading
	
	
	
	

	Governance & Managing Risk
	
	
	
	

	Using IT
	
	
	
	

	Assessing the Specific Technical Competencies



	Identify the relevant Specific Technical Competencies

	Using the Job Description identify the questions you need to ask in terms of technical competence. The Specific Technical Competencies will help you to identify the relevant indicators.
	
	
	

	
	
	
	
	

	Useful concluding questions


	· In terms of your overall suitability for this job, where do you see your strengths?

· What do you see as your less strong areas?

· Why do you want this job?

This is also the point to ask any remaining questions relating to the CV or application form and to ask any questions relating to expectations of salary and benefits.
	· Demonstrates an ability to assess own strengths and development needs. 

· Demonstrates an understanding of the role and a clear enthusiasm for taking it on. 


	
	

	Summary comments (including professional qualifications etc):



 *  4 = Exceeds Competence, 3 = Fully Competent,  2 = Some Competence,  1 = Not competent

Candidate Summary Form
	Name of candidate


	Core Competencies Score *
	Specific Technical Competencies Score *
	Summary of strengths in relation to the role (based on competency scores/evidence)
	Summary of development needs in relation to the role (based on competency scores/evidence)
	Overall summary of suitability for the role

	
	Team Working, Managing & Leading
	Managing Relationships
	Business Partnering
	Governance & Managing Risk
	Using IT
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	

	
	
	
	
	
	
	
	
	
	
	


*  4 = Exceeds Competence, 3 = Fully Competent,  2 = Some Competence,  1 = Not competent
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