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ABSTRACT: I have been interested in the issues of staff selection and development since early in my 
career over 35 years ago. Selection and development are intertwined, and if an organization does 
well with both, it is a key factor in the creation of a high-quality organization. This article focuses on 
the selection interview process. The questions, how they are asked, and scored are especially 
important.  
 
In 2024, Moore House Group in Scotland, who run residential and other services for children and 
families, asked me to work with them in reviewing and redesigning every aspect of their selection 
process, from job advert to appointment. It was felt that this would most likely improve staff 
retention. I am told by Moore House that in the 1 ½ years since we finished the project, staff 
retention significantly improved for recruits. Hopefully, this will be sustained. 
 
INTRODUCTION 
 

✓ Most of the example questions in this document can be adapted to different levels of 
positions, ranging from a care worker to a team lead, to a service manager, to a senior 
manager. Some of them are also relevant to all organizational roles. 

 
✓ There may be other questions that should be added, due to regulations, good practices, 

specific job requirements, etc. A few minutes at the beginning of the interview, exploring 
the candidate’s CV, can also be helpful. It can also be helpful to ask the candidate if they 
have any questions at the end. 

 
✓ Some of the questions are more suited for junior-level positions, and some for seniors.  

 
✓ Some of the questions could be used as a written exercise. For example, give the question 

and ask the person to write their answer to this question during the next 30 minutes.  
 
Number of Questions, Time, Quality, and Depth 
There has been a view from some research that the typical job selection interview is no more 
effective than tossing a coin (Warner, 1992, p.45). It is vital to do everything possible to improve the 
success rate. Getting the interview process right is crucial to an effective selection process. 
 

• Each question must be designed to be clear, focused on a key issue, and open-ended enough 
not to give away the answer. 

• The main point is to ask questions that get to the depth of the candidate’s experience, 
thinking, and approach.  

• To do this, time is needed to explore the questions.  
• Anything between 1 and 1.5 hours might be most effective.   

https://moorehousegroup.org.uk/
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• Fewer questions with more time for depth may be helpful. 6-8 questions may be sufficient, 
especially if 1-1.5 hours is used to explore answers. 

 
Often, too many questions are asked at interviews in too short a time. For example, 10 questions in 
45 minutes. This reduces the possibility of substance, of getting under the surface, seeing the depth 
of the candidate’s thinking. It can lead to a sense of the interview as a performance.   
 
Beginning the Interview 
Explain to the candidate at the beginning that we are going to take turns to lead on a question, but 
any of us may also ask you to explore an aspect of your answer in more detail. Also, explain – we 
understand that an interview can be a bit nerve-wracking, so please try not to worry too much 
about that – we are mainly interested in understanding your way of thinking.   
 
It is important to allow the candidate time to think in their responses, especially during the probing 
part. It may be helpful to explain at the beginning of the interview, “Being able to think under 
pressure is important in working with young people. Slowing things down to be less reactive can be 
helpful. So, we encourage you to take your time and pause for thought when it is helpful.” 
 
Questions & Probing (see Appendix 2) 
The panel should decide before the interview who will ask the leading part of the question. Some of 
the questions have a probing part in brackets. Where there are no suggested probing questions, 
either the lead person or any other panel member may ask for further elaboration – e.g.,  
 

➢ Could you say a little more about such and such?  
➢ Or, you have made some important points. Can you think of any more points on this 

question?  
 
Probing should be careful to be neutral in asking for further explanation, rather than being leading 
or suggestive. As said, it is important to allow the candidate time to think in their responses, 
especially during the probing part. 
 
Ending the Interview 
It is important to end the interview on time with the questions completed. At the end, the 
candidate should be thanked and informed when and how they will be contacted about the 
interview outcome. One of the panel members should show the applicant out.  
 
Panel Composition and Competency 
As interviewing is a complex task where the outcomes are important for all concerned, all panel 
members should have received a level of training and been approved within the organization as 
suitably competent.  
 
The panel should consist of a minimum of 2-3 people. It can be helpful to include people from 
different perspectives, for example, care and HR. Wherever possible, the panel should be balanced 
in gender. In services for traumatized children, male and female perspectives are especially 
important. It should be decided in advance who will be the chair of the panel, what the scoring 
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system will be, and whether the chair will have the casting vote should the panel's scores be 
inconclusive.  
 
Another consideration regarding the panel composition is the job level of the position being 
interviewed for and the level of the panel members. For example, can a person on the panel be 
junior to the role being interviewed for?  
 
It is potentially helpful to include the perspectives of panel members from different levels of 
seniority, even if a panel member may be junior to the position being interviewed for. If each panel 
member is competent to be involved in the interview process, different role perspectives can be 
helpful. The more significant thing to avoid on the panel would be a conflict of interest, which might 
affect the fairness of the process. 
 
The Role of the Chair 
Each panel should have a chairperson. Who the chair is should be made clear to the panel members 
and each interviewee. The chair should ensure that all the arrangements for the interview(s) are 
clear and in place. The chair must ensure that each interview is conducted appropriately. One 
possible role for the chair during the interview could be to ask probing questions and ask if any 
other panel members have any further questions before moving on to the next question. In this 
case, the chair may not lead with questions and focus on the probing.  
 
INTERVIEW SCORING AND GUIDELINES 
 
This section considers issues related to scoring or rating interview responses. There is always 
judgment involved, and it is not an exact science. However, clarity on the process can help improve 
the quality of the evaluation and bring some objectivity to it.  
 
Often, interviews are carried out by a panel without a clear idea of what constitutes a high-quality 
response. Therefore, the score given will depend on each panel member’s perspective and their 
own limitations. It is helpful to agree on what we are looking for in the response to each question.  
 
Scoring Guideline Example 
4 = Excellent 
3 = Good 
2 = Average 
1 = Poor 
0 = Unacceptable (e.g., serious discriminatory attitudes, other concerns that would potentially be 
unprofessional & unsafe) 
 

✓ The Guide under each of the example questions suggests the areas that should be covered 
in a good-quality response. However, the guide is not exhaustive, and the candidate may 
highlight important points not covered in the guide.  

✓ The Guide should be understood by each interviewer, but does not need to be on the 
question sheet. It could be referred to during the panel discussion to justify a question score 
that was given.  
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✓ Keywords could be taken from the guide and added to the interview question sheet so panel 
members could simply tick them off during the interview for reference.   

✓ As a rule of thumb, up to 30% of guide points included in the question response should 
score 1 point, 31-50% → 2, 51-75% → 3, over 75% → 4." 

✓ The scoring guide is not a precise system like a multiple-choice questionnaire, and the main 
aim is to base the score against the desired response fairly and consistently.  

 
Often, interview scoring systems are unclear. This can lead to inconsistency. It can also lead to a 
higher likelihood of bias in the scoring and ‘groupthink’ in the panel. For example, a panel member 
gravitates toward the view of whoever is perceived as the more dominant panel member. 
Differences in scores can be a helpful point of consideration. For each question asked, there should 
be a clear sense of what is being looked for in the answer. The panel members need to know what 
constitutes a high-quality response.  
 
The following guidelines are helpful to give a fair and more objective way of scoring.   
1. A scoring system could simply be adding up total scores, or, where there are multiple applicants 
for the same job, points could be given to whoever gets the best score on a question.  
2. For example, if there are 3 candidates, 2 points to the one who gets the best score on a 
question, 1 point to the 2nd best, 1.5 points each if 2 people tie, and 1 point each if all 3 scores tie.  
3. The panel chair may preset a minimum overall score that must be achieved for an appointment. 
For example, 35/50. 
4. During the interview, the panel members should sit apart so they cannot compare notes or 
scores during the interview.  
5. The scores should be noted on the question sheet during the interview and not at the end.  
6. The interview question sheet also has space for a brief note to be made for anything significant 
that the interviewer wishes to remember, or for an explanation of the score.  
7. Note-taking should be brief, just a word or two, so that full attention can be paid to the 
Candidate.  
8. As soon as the interview is complete, the panel members should put their completed scoring 
sheets in the centre of the table.  
9. The Chair should allow each panel member to explain their scores and to question each other.   
10. If a panel member can explain how they have made a mistake based on mishearing or 
misunderstanding the Candidate's response, the Chair may approve the score to be amended.  
11. The amendment should be noted with an explanation on the record.  
12. The decision of the panel must be made after the interview on the day or as soon after as 
possible. It needs to be decided in advance what happens if there is a difference of opinion on who 
should be offered a job. For example, if there are 2 people on the panel and each one scores a 
different candidate the highest, does the chair have the casting vote? If there are 3 people on the 
panel, is the decision based on an overall majority?  
 
Quality Assurance 
The interview process should be monitored for quality. For example, paperwork is completed 
appropriately. Fair decisions are based on the scores.  
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It can be helpful for an observer to sit in the interview with no part other than to observe the 
process. It should be agreed on how often, for example, once every 10 interviews.  
 
When this happens, the observer role should be explained to the candidate. A simple observation 
checklist should be made.  
 
Copies of all interview records should be stored centrally. This must include the candidate's name, 
the names and roles in the organization of panel members, dates and times, scores, and decisions. 
 
It would be helpful to do a full analysis of the data every year, e.g. 

• How many interviews 
• If any other process was used, such as a written exercise, presentation, etc. 
• Which positions for 
• Number of interviews carried out by each panel member 

 
This information can then be considered alongside issues such as staff retention, performance, etc. 
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APPENDIX 1 
EXAMPLE INTERVIEW QUESTIONS & ANSWER GUIDE 

ADAPTABLE FOR JOBS IN SOCIAL CARE AND OTHER OCCUPATIONS 
(6-8 QUESTIONS explored fully may be sufficient. For any round of interviews for a specific role, 

ensure that all candidates are asked the same questions.) 
 
Candidate Name:                                                  Panel Names: 
 
Position:                                                                  Date: 
 

Q  Score 
0-4 

1 What has led you to pursue a career as a Manager in Residential Childcare?  

 Answer Guide:  
• Passion. 
• Learning & developing. 
• Commitment & Perseverance. 
• Achieving good outcomes with young people. 
• Building a great team. 

 

 Notes:  

2 What critical factors enable children & young people to achieve positive 
outcomes in a residential care service? 

 

 Answer Guide:  
• Feeling loved & cared for. 
• Good quality education. 
• Clear boundaries are maintained consistently. 
• Structure & reliable daily routines. 
• Feeling safe. 
• The care team & all adults involved are dependable & reliable. 
• Feeling listened to & empathy. 
• Having individual needs understood & met. 
• Responsibilities & expectations are clear, as are consequences. 
• Opportunities to contribute & influence the day-to-day routine & life in the 

home. 
• The appropriate Involvement of the young person’s family. 
• The opportunity to pursue interests & have new enjoyable experiences. 
• Planning for the young person’s next phase of life after leaving the care 

home. 
• Positive peer relationships. 

 

 Notes:  

3 What are the most important features of a care home to support children to feel 
safe? 

 

 Answer Guide:  
• Consistent high-quality care & attention to small details. 
• Structure/Boundaries/Predictable Routines. 
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• Being listened to & adults taking young people’s concerns seriously. 
• Daily support & attention from caring adults. 
• Open & transparent culture. 
• Adults manage boundaries of confidentiality. 

 Notes:  

4 What do you do when you feel worried or more anxious than usual?  

 Answer Guide:  
• How does the person notice their anxiety, i.e., anxious thoughts, &/or 

feelings in the body? 
• Shows self-awareness, reflectiveness, & insight.  
• Self-regulation – calming, mindfulness. 
• Exercise, hobbies, walking, swimming, sports, and doing activities that help 

keep perspective. 
• Timeout – taking breaks to recover, recuperate, & refresh. 
• Talk to people who are helpful in & out of work. 
• Observe the situations where anxiety arises - consider if there are any 

patterns. 
• Talk about patterns in supervision & other reflective spaces. 
• Seeks feedback from others. 

 

 Notes:  

5 Describe the main ways you manage & develop yourself.  

 Answer Guide:  
• Sets clear daily routines & healthy living habits. 
• Observes & monitors stress levels & adapts accordingly. 
• Plans & uses positive ways for talking about & reflecting on work. 
• Life issues(work-related & personal). 
• Seeks development opportunities - 

Training/Reading/Researching/Reflective diary. 
• Uses supervision/mentoring/therapy, etc. 
• Understands the National Standards and regulatory framework. 

 

 Notes:   

6 How do you involve families & caregivers in the care of children in the 
residential service? 

 

 Answer Guide:  
• Make the family part of things – include in planning, decision-making, & 

regular updates. 
• Understands the difficulties for families whose children are taken into care. 
• Where appropriate, spend time with family members thinking about their 

child together, to improve understanding & family relationships. 
• Invitation to meetings & events. 
• Ensure safe family time. 
• Resolve conflicts.  

 

 Notes:  

7 How do you maintain positive teamwork & performance?  

 Answer Guide:   
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• Role model good leadership in line with the Organization’s values, child-
centredness, care & respect. 

• Manage oneself well to offer the best kind of presence at work. 
• Be clear about expectations. 
• Be responsive & non-reactive. 
• Be approachable & fair. 
• Pay attention & listen carefully. 
• Recognize achievements, positive efforts, and contributions. Encourage this 

among team members. 
• Always be reliable. 
• Work on team difficulties openly in a task-related, non-judgmental way. 
• Hold oneself & others accountable. 
• Take ownership of problems to find solutions. 
• Focus on team development. 

 Notes:  

8 What are the essential ingredients for good teamwork?  

 Answer Guide:  
• Good leadership. 
• Clear purpose & task orientation. 
• Communication. 
• Role clarity/Clear expectations & accountability. 
• Building trusting relationships. 
• Clear & reliable processes such as team meetings & supervision. 
• Including everyone in open discussions. 
• Clear decision-making processes. 

 

 Notes:  

9 What kind of psychological and emotional presence do you think is needed for 
this role/job? And how would you achieve it? 

 

 Answer Guide:  
• The nature of one’s presence at work is vital to working effectively. 
• In a trauma service, a calming, regulating presence is very helpful. 
• It is necessary to be attuned but not reactive. Responding quickly when 

needed is helpful. 
• An attentive and thoughtful presence is important. 
• Children who have suffered trauma tend to be hypervigilant to the nature 

of one’s presence, as it can signify safety or danger to the child. 
• The right kind of presence is achieved by healthy routines, such as sleep, 

exercise, nutrition, and careful thought about how one manages oneself. 
• Communicating with others when under stress and using supervision 

effectively can help.  
• Reflecting on the nature of one’s feelings and presence is helpful. 

 

 Notes:  

10 What theories inform your practice with young people & staff? (Pick out one 
that you find especially helpful in the work with young people & explain why)  

 

 Answer Guide:   
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• Trauma-informed. 
• Child development theory. 
• Attachment theory. 
• Neuroscience. 
• Strengths-based approaches. 
• Psychodynamic. 
• Systems theories (family, organizational). 
• Reflective Practice. 
• Leadership approaches. 

 Notes:   

11 What are your views on what works well in change management? (How would 
you respond to change resistance?)  

 

 Answer Guide:  
• Recognize that many proposed change plans fail or do not work as well as 

anticipated. 
• Involve people as far as possible in discussing the proposed change. 
• Where possible, consider people’s views before making the final decision. 
• Involve as many stakeholders & perspectives as possible. As far as possible, 

help people to feel included in the process of change and to have some 
influence on the way it is done. 

• Be clear about what is going to happen, what the change means, & the 
reason for it. 

• Respect differences in opinions as all offer a potentially helpful 
perspective. 

• Do not equate being resistant with being negative - recognize that it is 
often normal. 

• Understand that when resistance is expressed, it may represent an 
important view held by others & not just the person expressing the 
resistance. 

• Encourage the range of views to be expressed – how the change could 
work, how it might not work, & what could be improved to give it a better 
chance. 

• Consider reasons for & reasons against. 
• Give authority to the people who will need to implement the change. 

 

 Notes:   

12 Explain the qualities that are involved in listening. (What do you think can make 
listening difficult? What do you think can help a carer to listen to a child in 
residential care?) 

 

 Answer Guide:  
• Understand that listening requires a high level of attention. 
• Asking questions for clarification. 
• Reflecting on what the listener has heard. 
• Not jumping to conclusions or making assumptions. 
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• Listening involves listening to the words that are being said, the body 
language, the feelings beneath the words, & how one feels as the listener – 
i.e., sad, angry, scared, etc. 

• It can be difficult to listen if one is distracted by other issues & worries. 
• If one is anxious or afraid, listening can be difficult at a conscious & 

unconscious level, as we may not want to hear communication that is 
disturbing, shocking, and distressing.  

• This can be especially difficult if we are ‘triggered’ by something in the 
situation. 

• Listening can be difficult if we don’t have good quality & reliable support 
where we can go & talk about what we hear & feel. 

• Listening is a skill that can be improved with practice, training, & support. 
• Where carers feel well-supported & safe, they will be more able to listen 

well. 

 Notes:  

13 What could be some of the reasons why a young person is brought into care?  

 Answer Guide:  
• Unsafe in the family environment. 
• Other basic needs not being met – i.e., for nurture (food, care, hygiene, 

stimulation, relationships). 
• Seriously unpredictable parenting, possibly due to mental health illness, 

domestic violence, addictions, chaotic lifestyles, & unsafe people/Lack of 
support for the parents. 

 

 Notes:  

14 Why do you think a child in care might be aggressive? For example, try to 
physically hurt another child or adult. (What kind of approaches might help 
reduce aggressive behaviour?) 

 

 Answer Guide:  
• May have experienced a lot of aggression & thinks it is normal. 
• May never have been socialized & shown that hurting others is not ok. 
• Aggression may even be confused with care or love. 
• It may be a defence against feeling vulnerable - a way of being powerful, 

being in control, not being a victim. 
• Frustrated & unable to manage emotions. 
• The child’s developmental age may be much younger than chronological 

age – acts more like a young child, struggling with sharing, competition, 
jealousy, & limits. 

• Difficulties with boundaries & limits – testing boundaries, seeing if they can 
be managed safely, & not rejected or punished. 

 

 Notes:  

15 Tell us about something you have done or been part of that you feel especially 
proud of. 

 

 Answer Guide:  
• Demonstrates a strong vision backed up by qualities such as 

determination, perseverance, & commitment. 
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• Overcame significant obstacles & challenges. 
• Had setbacks but learned from them & moved on. 
• Strong values beneath the vision. 
• Was able to use support when needed. 
• Was able to adapt the strategy/approach. 
• Able to recognize the contribution of others. 

 Notes:  

16 Can you describe how you anticipate your typical working week and the 
attention you would give to the different aspects of the manager role? 

 

 Answer Guide:  
• Demonstrates a balanced awareness of different aspects of the role, e.g., 

being present in the home and generally attentive to staff and young 
people; safeguarding issues; maintaining regulatory standards and 
procedures; reporting and communication to external stakeholders and 
internal management; staff supervision and team meetings; planning and 
development of the home; personal and professional development. 

• Has a clear idea of how much time is needed to be committed to various 
aspects of the role, per week, month, etc. 

• Understands the need to re-prioritize and adapt to circumstances. 
• Demonstrates a proactive approach in highlighting when things need to be 

rearranged, won’t get done on time, rescheduling, etc 

 

 Notes:  

17 What are the core values that you live by? Please explain what they mean to 
you and how they might be relevant to this job.  

 

  Answer Guide:  
• Provides 4 or 5 meaningful values. 
• Can clearly explain what each value means to them.  
• Can explain how each value is relevant to the job. 
• Can see and explain how some values are complex, in practice. For 

example, if honesty is a value, what does this mean in practice?  

 

 Notes:  

18 General ability to hold attention, engage the interviewer, professional 
presentation, etc. This is scored only, not asked. 

 

 Answer Guide:  
• Engaged the interviewer well. 
• Was well-presented & behaved professionally & respectfully. 
• Managed themselves well. 
• If nervous, was able to acknowledge that & adapt accordingly, for example, 

pausing to think. 
• Asked questions to clarify what was meant by a question. 
• Question responses seemed natural & authentic. 

 

 Notes:  

 Total Score / 
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APPENDIX 2 
PROBING DURING AN INTERVIEW 

 
During an interview, probing refers to the interviewer's technique of asking follow-up questions to 
get a deeper understanding of a candidate's initial answers. It's essentially a way to dig beneath the 
surface of what’s been said and gain further details. 
 
Here are some reasons why interviewers probe: 
• To clarify something unclear: Maybe the candidate used an ambiguous or technical term, or you 

just want to be sure you fully understood their point. 
• To get more details: If an answer is brief, probing questions can encourage the candidate to 

elaborate on their experiences, skills, or thought process. 
• To fully assess a competency, the Interviewer might probe to see a concrete example of how the 

candidate used a particular skill they mentioned. 

Probing questions can take many forms, but some common examples include: 

• "Can you tell me more about that?" 
• "What was your specific role in that project?" 
• "What challenges did you face in that situation?" 

By using probing effectively, interviewers can get a better picture of a candidate's skills and 
experience and determine if they are a good fit for the role. Probing questions offer advantages for 
both the interviewer and the interviewee during an interview. Here's a breakdown of the benefits 
for each side: 

Advantages for the Interviewer 

• Deeper Understanding of Skills and Experience: Probing goes beyond one-word answers or 
surface-level explanations. It allows the interviewer to truly understand how the candidate has 
applied their skills in past situations and the thought processes behind actions. 

• Uncovering Hidden Gems: You might mention a relevant skill or experience briefly. Probing can 
help the interviewer delve deeper and uncover valuable details that might have otherwise been 
missed. 

• Assessing Fit for the Role: By probing how a candidate handled specific challenges or projects, 
the interviewer can gauge how well their strengths and experiences align with the specific 
demands of the position. 

• Identifying Red Flags: Probing can sometimes reveal inconsistencies or weaknesses in responses. 
This allows the interviewer to get a clearer picture of suitability for the role. 

Overall, probing fosters a more in-depth and interactive interview experience, allowing both parties 
to gain valuable insights that lead to a better fit between candidate and role. 
 
Training in Interview Techniques 
Interviewing is a skilled practice. To ensure the highest quality of outcomes and to prevent 
discrimination and bias, there should be training for those involved. The alternative is a sterile and 
limited process, based more on preventing any allegation of discrimination rather than selecting 
the best person to do the job (Warner, 1992). All staff selection processes must ensure fairness and 
anti-discrimination. Training on these issues is essential to reduce the risk of unconscious prejudice.  
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Warner (1992, p.61) states, 
 

We consider that it is essential that those conducting interviews are properly trained to 
undertake them. No person should be allowed to take part in interviews without having 
received thorough training in interviewing techniques and the proper application of equal 
opportunities policies. 

 
And (p.62), 
 

Employers should only assign people to interview panels if they have had the appropriate 
training, and should consider the use of external assessors when it is difficult to appoint a 
panel without an independent element. 

 
Reference 
Warner Report (1992) Choosing with Care - The Report of the Committee of Inquiry into the 
Selection, Development and Management of Staff in Children's Homes, HMSO 
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APPENDIX 3  
FURTHER INFORMATION & RECOMMENDATIONS FROM THE WARNER REPORT 

 
The Warner Report, formally titled "Choosing with Care" 
(1992), was an influential UK government inquiry chaired 
by Norman Warner. It was established in response to 
public concern over abuse and poor standards in 
children’s residential care, specifically focusing on the 
selection, recruitment, management, and development of 
staff in children's homes. 
 
While the Warner investigation and recommendations 
took place over 30 years ago, much of what was in it is 
very relevant and helpful today.  
 
Report Background and Purpose 
The inquiry emerged after a series of high-profile 
investigations into misconduct in children’s homes over 
several decades. Its task was to recommend practical 
improvements to ensure children in care were 
safeguarded from abuse and to address failings in 
recruitment and training practices. 

 
Key Themes and Recommendations 
Safer Recruitment: The report emphasized the need for rigorous safer recruitment and vetting 
processes for staff, such as routine police checks, comprehensive employment history checks, 
external advertisement of posts, and reference checks before appointment. 
 
Warner Interview: It gave rise to the "Warner Interview," an in-depth process designed to assess a 
candidate’s personal motivations, attitudes, and suitability for working with vulnerable children. 
This method involves probing questions about applicants’ emotional awareness, self-reflection, and 
boundaries, aiming to prevent the appointment of individuals who might pose a risk to children. 
 
Lasting Influence 
The Warner Report set a new national standard for safeguarding in children’s residential services 
and informed subsequent reports and legislation, such as the Care Standards Act 2000, shaping 
modern safer recruitment, supervision, and vetting practices. 
 
Below are some of the recommendations from the Warner Report that are worth considering 
today. While the needs of each job and context are variable, and we might not agree with all of 
Warner's recommendations, we should at least consider all the key areas and be clear about the 
reasons for what we do or don’t put in place. Paying attention to the staff selection process is one 
of the most valuable and impactful exercises to influence organizational success.  
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The tools and techniques discussed below are all designed to increase the information 
gathered about candidates and to evaluate it more effectively. (Warner, 1992, p.45) 

 
“An employer commented that, 
 
"Our procedures rely upon good sense, gut reactions, and sharing the decision-making."  
 Warner states, “We consider that it is possible to make the selection of staff more systematic and 
objective than this”.  
 

The Institute of Personnel Management (IPM) noted in its written evidence that, on its own,  
the interview is not a good predictor of future job performance. Research findings quoted in 
the evidence suggested that the interview has a validity coefficient of 0.14 (i.e., only 14 in 100 
appointments based on interviews will meet employers' expectations on job performance). 
The IPM commented that this is somewhat worse than making decisions on the toss of a coin. 
(Warner, 1992, p.45). 

 
The numbering and quotes in this section are taken directly from Warner so that anyone interested 
can go directly to the section in the Warner Report.  
 
1. CANDIDATE INFORMATION AND THE ASSESSMENT PROCESS 
4.1 Too often, insufficient information is obtained on candidates; there is excessive reliance by most 
employers on the chance performance of a candidate at a formal interview. They need to draw 
upon a wider range of selection techniques to obtain a fuller picture of candidates.  
 
4.2 The process of assessment should be aimed at gaining a full picture of a candidate's personal 
attributes, skills, and experience.   
 
4.3 Most appointments are made based on an application form and a formal interview. In many 
cases, the interviews are conducted in panels of four or more people, which is hardly a forum for 
exploring aspects of personality.  
 
4.6 The aim should be to achieve a full and rounded picture of the candidate, providing more 
detailed and complete information than is possible with the traditional application form-interview 
system.  
 
2. WRITTEN EXERCISES 
4.12 Muddled managers produce confused staff. Staff who cannot express themselves clearly are 
likely to make young people in their care confused and possibly angry. Irrational responses to 
children and young people are likely to worsen problems of control in homes. Most managers and 
many staff have to write reports, and many of these affect children's future. All this suggests that 
the selection process should test candidates' ability to think clearly and to express themselves well, 
both orally and in writing. 
 
4.13 Written exercises can be designed to test clarity of thought and expression, and some 
respondents to our survey want to see more use of written exercises. The qualities mentioned are 
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particularly important for posts where there is a significant management element. Exercises should 
take the form of asking applicants to write a short piece on a subject relevant to residential child 
care practice or management. Candidates should be asked to complete the written exercise and 
return it with the application form. The subject of the written exercise should be sent out with the 
application form, and should state a maximum length of reply. Usually, 1,000 words should be a 
sufficient length. 
 
4.14 (Written exercises) will provide evidence not only of candidates' ability to think clearly and to 
express themselves cogently, but will often reveal underlying attitudes… Responses should be 
drawn upon later in the selection process, most appropriately in an interview or discussion with the 
candidate… Candidates should be told at the outset that their written exercises will be discussed in 
the interview. 
 
Recommendation 10 
Employers should use written exercises in the selection process (including shortlisting) to test the 
ability of candidates to think clearly and to express themselves. 
 
3. HOME VISITS (This may be a sensitive issue and not always appropriate.) 
4.15 An important initial stage of the selection process should always be a visit to the home. We 
believe that, if properly planned, these visits are a valuable source of information both about and 
for the candidate. Candidates will be able to reconsider their own application in the light of their 
experience on these visits, and the employing authority will be able to observe the interaction 
between candidates and staff and children.  
 
Requirement to attend additional selection processes, such as visits.  
4.16 This can only be achieved if the employing authority pays the necessary expenses of 
candidates, including costs of travel and, where necessary, of overnight accommodation. This will, 
of course, involve extra costs for the employer, but avoiding inappropriate appointments will save 
money in the long term. 
 
Recommendation 11 
Employers should require all shortlisted candidates to visit the home and meet the staff and 
children in advance of the interview. Information about the interaction on visits between candidates 
and staff, and children should be made available to those involved in deciding the appointment of 
candidates by a person involved in the appointment process. 
 
4. GROUP EXERCISES 
4.19 We recognise that effective simulation of work in a children's home will be extremely difficult 
to achieve. However, it should be possible to simulate the environment in the home and to consider 
how candidates respond to it. The most appropriate means of doing so is through group exercises 
and discussions. 
 
4.20 Three forms of group exercises can be identified: with other candidates, with staff, and with 
children. The latter two, to a certain extent, overlap with visits to children's homes, and there is 
scope for combining these two exercises. This may take the form of, for example, asking candidates 
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for a head of home post to chair a staff meeting, or allowing candidates to be questioned by the 
young people in the home.  
 
5. PSYCHOMETRIC TESTS 
4.29 In an article in 1991, Blinkhorn and Johnson argued that it rarely happens that better selection 
or promotion decisions are made when personality tests are used. Six experts replied to their 
article. Professor Clive Fletcher of the University of London asserted that "It is extremely difficult to 
see any justification for the Blinkhorn and Johnson view on statistical, empirical, conceptual or 
practical grounds". He went on to say that personality tests can never be seen as a stand-alone 
method of selection, but are useful when taken in conjunction with other approaches and, perhaps 
most important of all, when the users have been properly trained. This is very much the position 
taken by the British Psychological Society in their evidence to us, although they have also 
emphasised that tests need to be adapted for the setting in which they are to be used. 
 
4.30 The professional advice given to us is that reputable personality tests do give a reasonably 
accurate picture of the so-called "big five" elements of personality -extroversion, emotional stability, 
agreeableness, conscientiousness, and culture. Some will argue that these "big five" are too crude 
to be used for personnel selection. It is true that they are not the only factors in choosing people for 
a job. However, they are important considerations in choosing people to work in children's homes - 
particularly emotional stability, agreeableness, and conscientiousness. If reliable tests are available 
for assessing these factors, then it would seem perverse not to use them. They enable interviewers 
to ask more probing questions about the responses received. 
 
4.31 The other main argument used against personality tests is that they have not been validated 
against staff's subsequent performance. Although there are few studies in this, we are aware of a 
four-year study of 750 managers in two different types of organisation (a bank and an electrical 
engineering company) completed in 1991. This reported a high correlation between the results of 
personality profiles and subsequent performance. 
 
4.35 We recognise that there has been a level of resistance to the introduction of personality tests. 
We note also that in many local authorities, personality profiling is used in the selection of senior 
staff, although it is much less common in more junior grades. Some 17% of local authorities make 
some use of them for head of homes posts, but only 5% of authorities reported using them 
'sometimes' for care staff. However, their use is much more common in the voluntary sector, and 
within the private sector, less than half the homes say they never use these tests for either heads of 
homes or care staff. 
 
4.36 In our view, personality tests should be used to help determine the extent to which a 
candidate fits a person specification. This will invariably have been prepared to require that 
candidates have certain characteristics and an affinity to work in the particular environment of a 
children's home. Initially, therefore, we are recommending that personality profiling is used for 
heads of homes and other management posts in homes, as a means of gaining a fuller picture of the 
candidates. However, we recognise that the field of personality testing is continually developing, 
and we consider that it is important that the potential for tests to be used in selecting staff in 
children's homes should be further explored. The British Psychological Society has stated in their 
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evidence that they are not able to endorse any psychometric tests that are not specifically adapted 
to the recruitment and selection of staff in children's homes. This points to the need for more 
development work to be encouraged by the Department of Health and employers.  
 
6. CANDIDATE REFERENCES 
4.43 In our view, appointments should never be made 'subject to references'. Prospective new 
employers should take the initiative in obtaining information about candidates from previous 
employers or line managers before the final interview. Previous employers have the information 
that enables a new employer to form a rounded picture of a candidate's strengths and weaknesses, 
and this information should be sought by letter and telephone. Information obtained by telephone 
is often more accurate and revealing, and to forbid the obtaining of it by this means through some 
misguided view of equal opportunities policies is simply to neglect the interests and safety of 
children. We consider that local authorities should abandon any embargoes on obtaining 
information about candidates by telephone.  
 
7. SHORTLISTING 
4.54 Shortlisting is an important part of the selection process and should be seen to be undertaken 
fairly and objectively. Theoretically, there is little difficulty in one person undertaking the shortlisting 
process if the person specification and application form have been properly designed. However, we 
recognise that many employers will consider that the process can only be undertaken fairly and 
equitably by a shortlisting panel, as is current practice. We recommend, therefore, that the 
shortlisting panel should comprise three people, ideally those who will be responsible for taking the 
final decision on appointment. There should always be an element independent of the line 
management of the post on the panel, but line managers should always take part in shortlisting 
candidates. As far as practicable, the panel should be balanced by gender, and the racial balance 
should reflect the local population. This is particularly important as many of the respondents to our 
survey reported failing to achieve gender and ethnic balance on interview panels. 
 
Recommendation 20 
Employers should ensure that, wherever possible, shortlists have at least three candidates; that 
shortlisting panels should include line managers and a person independent of the line management 
of a home; and that the panel should have no more than three members, balanced by gender and, 
where appropriate, race. 
  
8. COMPOSITION AND SIZE OF THE INTERVIEW PANEL 
4.56 We consider that panels should always contain the line manager for the post, his or her line 
manager, and at least one other person independent from line management. One of these people 
should be the designated appointing officer for the post.  
 
4.58 Large interviewing panels are unwieldy and tend to achieve little in terms of gaining further 
information about a candidate. Evidence suggests that there is little need for more than two people 
on an interviewing panel. In practice, we recognise that in a large organisation such as a local 
authority, this is likely to be unrealistic. We consider that interviewing panels should include a 
maximum of three people. All those who will be involved in making the final appointment decision 
should be involved in the formal interview.  
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9. THE TRAINING OF INTERVIEWING PANELS 
4.62 Interviewing is not necessarily a skill that everyone possesses. Our survey shows that most 
local authorities have recognised this. Interview training is generally provided for elected members, 
and 80% of local authorities report it as "always" or "usually" provided for officers who interview. In 
the independent sector, only about one-third of those interviewing have been trained to do so. We 
consider that it is essential that those conducting interviews are properly trained to undertake 
them. No person should be allowed to take part in interviews without having received thorough 
training in interviewing techniques and the proper application of equal opportunities policies. 
 
Recommendation 21 
Employers should ensure that final interview panels consist of no more than three people, balanced 
by gender and race as far as possible and appropriate, and should include an independent person as 
well as the line manager and a person senior to the line manager, one of whom should be 
authorised to make the appointment. 
 

….. 
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