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Note: This is a pre-scripted selection interview. It should serve as a guide to validate a TA prospect’s claims of meeting the expectations defined in the Vistage Trusted Advisor Success Factor Snapshot. 
	
	IMPACT Hiring Solutions Selection Interviewing Tips for Assessing TA Prospects

	1
	Define success, not skills. Focus on results or outcomes.

	2
	Wait 30 minutes – measure first impression at the end of the selection interview

	3
	Ask tougher questions to those you like, and easy questions to those you don’t

	4
	Focus on the TA’s ability to make CEO referrals, not how articulate or enthusiastic they appear

	5
	Obtain a trend line of performance or results over time

	6
	Invite as TA Members those who have an ability to deliver the required results, not prospects who possess skills

	7
	Fact-finding is the key to understanding actual accomplishments

	8
	Understand the results achieved, the process used to achieve the results, and the environment involved

	9
	Get specific examples of everything to reduce generalization and exaggeration 

	10
	Interviewing is more about getting good answers, not asking clever questions


	1
	Welcome and Review TA Program/Motivation

	Score
	Let’s use these first few minutes to review the TA Profile and answer a few questions. What are your thoughts about the TA program and the expectations now that you’ve had a chance to review the profile? (Respond to one or two issues in general terms. Then begin the selection interview.)
Why does a TA role appeal to you? Why? 

What would you consider to be the most compelling aspect of the TA Profile? Why?

	Evaluate motivation for a TA Role:
Tell the candidate that you’ll be using a structured interview. This is a complete 45-60 minute in-person interview. 

Review the TA profile at the start. Answer a few questions only and then get right into the interview. 

Asking  the “Why?”  follow-up question gets at the true source of motivation. Determine if person wants to learn, grow, and become something better – or are they just muddling through.
Does the TA prospect see the value of the TA program – can they visualize how it might help them. Are they open to the CEO referral expectations?

Only stop the interview if potential TA is truly not interested in this type of role, expectations, and commitment.. Many candidates will become more interested after the interview as they gain more insight. 



	
	These questions allow you to discuss relevant information right away. Only answer one or two of the candidate’s questions in broad terms. Say you’ll be better able to answers these once you get to know the candidate’s needs better. Then begin in-depth selection interview. 
	

	
	Weak –1
	Fair – 2
	Good – 3
	Very Good - 4
	Excellent – 5
	· 

	
	Not really interested in the TA role. No focus on personal growth and learning. No desire to improve. Not interested in the Quid Pro Quo aspect of referring CEOs.
	Average motivation. Is considering a number of other networking or business groups. Not yet convinced on the value of the TA program  
	Motivated. Wants to learn, grow, become better. Seeking an organization or group like Vistage. Grasps and understands the TA program. Clearly sees the value to self.
	Highly motivated for the TA role. Wants to be the best in their profession. Recognizes the “symbiotic” relationship. Compelled by expectations. 
	Extremely motivated towards the TA role. Gets the value proposition immediately. Already top in field – but recognizes opportunity.
	· 

	
	
	
	
	
	
	

	
	STOP      
	CONTINUE
	


	2
	Be Aware of First Impressions

	Score
	Write down your immediate reaction to the TA prospect. At the end of interview you’ll measure the TA prospect’s first impression again, when you’re less affected by it.

	First impressions & diversity tips:
· Be aware of your hot buttons

· Ask harder questions if you like the person

· Ask easier questions if you don’t like the person

· Withhold judgment for 30 minutes

DO NOT disqualify a candidate if initially nervous, or be too impressed by presentation and social skills. Instead ask all candidates the questions through work history.   



	
	Note: it’s important to minimize biases and ask all candidates the first few questions.
	

	
	Weak –1
	Fair – 2
	Good – 3
	Very Good - 4
	Excellent – 5
	· 

	
	Negative. Awkward, uncomfortable, or candidate was very nervous.
	Neutral. A little difficult to talk to. Maybe a bit nervous. 
	Positive. Good presence and impact. Conversed normally.
	Involved. Easy to talk to. Interacted well. Active. Animated.
	Engaging. I liked this person right away. Led conversation. Open.
	· 

	
	ASK EASIER QUESTIONS      
	ASK TOUGHER QUESTIONS
	


	3
	Quick Review of Background and Work History

	Score
	Let’s spend a few minutes talking about your background. Share with me the journey of how you’ve gotten to your current level of success. 

	Review work history: 

For each job/experience obtain

· Overview, title, type of work.
· Dates, why left, track record
· Management, reporting process

· Environment of work

· Amount of persuasion used

· Products, services, customer
· $ of typical sale, big wins
· To whom do they sell
· % proactive vs. reactive effort

· Determine results obtained

· What are their standards

· Awards won, training received
· Role of networking?
· Impact of external groups?
· What drives or motivates them?
· Entrepreneurial vs. Bureaucrat

	
	First obtain a quick overview of the past 2-3 jobs as noted in the fact-finding tips. Then get a general sense of the type of consulting/service experience and performance/results obtained. This will quickly categorize the prospect’s overall ability, level, and sophistication.
	

	
	Weak –1
	Fair – 2
	Good – 3
	Very Good - 4
	Excellent – 5
	· 

	
	Unacceptable. Too many gaps in work history, or selling process not comparable to needs.
	Minimal work history in understanding customer needs. Not a direct fit, or some gaps.
	Light w/potential, but average performance w/needs analysis. No gaps. Good companies.
	Strong needs analysis exp. Solid companies. Comparable products. 
	Outstanding needs analysis exp. Strong comparable companies and  products. 
	· 

	
	
	
	
	
	
	

	
	
	


Questions 4a through 4d anchor specific performance objectives

	4a
	Providing Exceptional Service to CEOs

	Score
	One of the key success factors of many of the consultants and service providers in our TA program is that they provide exceptional service to their CEO clients, frequently going beyond the call of duty in providing services. Does an example come to mind where you’ve been able to provide exceptional service to one of your CEO clients?

	Fact-finding for exceptional service:
· What are your standards?
· How do know if you did a good job?
· What’s the difference between average services vs. exceptional service?
· What happened when problems occurred or the CEO was disappointed in the service?
·  How do go “beyond the call of duty”?
· What would your CEO clients say?
· What 2-3 things could you affect personally to provide an even higher level of personal service to your CEO clients?

· How would you specifically compare the quality/satisfaction of the service you provide to your key competitors?


	
	Get 2-3 examples of providing exceptional service to CEO clients, particularly where the TA prospect has gone beyond the call of duty.
	

	
	Weak –1
	Fair – 2
	Good – 3
	Very Good
	Excellent – 5
	

	
	Ineffective. Either no good examples of providing service to CEOs or not providing exceptional service. Low standards.
	Marginal. A few examples of providing service to CEOs – avg. satisfaction levels. Reactive on client projects.
	Solid. Good examples of providing strong service and value to clients. Some examples of high standards and service.
	Strong set of standards, customer high satisfaction, and strong service to CEO clients. Good CEO references.
	Extremely high standards. Great examples of providing exceptional service to most CEO clients.
	

	
	
	
	
	
	
	

	
	
	
	


	4b
	Leader in Best Practices

	Score
	Another key success factor of many of the consultants and service providers in our TA program is that they are Best Practice Leaders within their chosen profession or specialty, whether it is employment lawyers, executive recruiters, or 401K administrators. Have you had an opportunity to demonstrate leadership or initiative around best practices within your area of expertise?
	Fact-finding for exceptional service:
· Have you ever implemented a best practice at one of your clients?
· Have you ever developed a best practice?

· Have you ever taught or lead a client workshop/program on best practices?

· What is the significant differences between what you do and what you might term best practices in your field?

· What are the most common best practices in your field?
· If you could have one or two best practices to differentiate your business – what would they be?
· If you could publish an article that our CEO members would see and take tremendous interest in – what would it be about?

	
	Get 2-3 examples of providing exceptional service to CEO clients, particularly where the TA prospect has gone beyond the call of duty.
	

	
	Weak –1
	Fair – 2
	Good – 3
	Very Good
	Excellent – 5
	

	
	Ineffective. Either no good examples of providing service to CEOs or not providing exceptional service. Low standards.
	Marginal. A few examples of providing service to CEOs – avg. satisfaction levels. Reactive on client projects.
	Solid. Good examples of providing strong service and value to clients. Some examples of high standards and service.
	Strong set of standards, customer high satisfaction, and strong service to CEO clients. Good CEO references.
	Extremely high standards. Great examples of providing exceptional service to most CEO clients.
	

	
	
	
	
	
	
	

	
	
	
	


	4c
	Possesses a Strong CEO Clientele and CEOs are the primary business focus

	Score
	Another key aspect of the individuals whom we invite to join the TA program as members is that they possess a strong CEO clientele and CEOs are the primary business focus – both in terms of decision makers about their services and in terms of their primary contact. Could you characterize the scope of your CEO clientele and your sphere of influence in dealing with CEOs on a day-to-day basis at your clients?
	Fact-finding for assessing strength of CEO clients and role with CEOs on projects:
· Who makes the decision to use your services?
· What percentage of you work is with the CEO vs. someone else in the organization?
· Who is your typical first contact with at a new client?
· If you were to add up all the organizations you would consider to be clients – what number would be at the CEO level?
· Do a few examples come to mind where you’ve done work directly for a CEO at one of your clients?
· What type of projects/services do you provide? How is the CEO involved in these vs. other members of the management team?
· How would you define having a strong CEO clientele?

	
	Get 2-3 examples of providing exceptional service to CEO clients, particularly where the TA prospect has gone beyond the call of duty.
	

	
	Weak –1
	Fair – 2
	Good – 3
	Very Good
	Excellent – 5
	

	
	Not on the radar screen of CEOs. This individual does not market to, develop, or work closely with CEOs. Works mostly with managers and department heads.
	Inadequate. Can name a few CEOs with whom they have done extensive business. Most work is below the CEO level.
	Solid. Good examples of working with 6-12 CEOs.  Decision maker about services is frequently at the CEO level. Works with CEO on projects at least 50% of the time.
	Excellent group of CEO clients. Strong long-term history of working with CEOs. Usually works with CEO on client projects. Focus is developing CEO relationships.
	Exceptional CEO clientele list. Well-known within the CEO community.  Decision maker is always the CEO. Extensive work with CEO on client projects
	

	
	
	
	
	
	
	

	
	
	
	


	4d
	Considered a Trusted Advisor by CEO Clients

	Score
	Our TA Members are frequently considered to be trusted advisors by their CEO clients. Their CEO clients seek out the TA’s advice and counsel on a broad variety of issues, most of which have nothing to do with the TAs area of expertise. This is particularly relevant when the CEO asks for a referral to another type of consultant or service provider. The TAs recommendation is usually solid gold, and frequently converts into business for the individual being referred.

Do you have any trusted advisor relationships with your CEO clients? Please share a few examples of how these fit the model of a trusted advisor relationship.
	Fact-finding for assessing whether or not the prospect is a trusted advisor:
· How would you define a trusted advisor relationship specifically in your business?
· How many trusted advisor relationships do you have?
· Please share with me a few examples of when you’ve made a significant recommendation and the CEO has followed your advice – how about a few when the CEO has not followed your advice?

· What have you done in the past to create a trusted advisor relationship?

· What would be some examples where you’ve tried and tried – but just could not create a trusted advisor relationship?

· If you had the time and resources, what else would you is doing to foster a trusted advisor relationship with your CEOs?

· Why do some CEOs buy your service – they are happy with it – but they just don’t seek out your advice?
· Does someone come to mind that you know exemplifies this idea of being a trusted advisor to their clients? If so, what is they do that you do not?

	
	Get 2-3 examples of having a trusted advisor relationship with CEOs. Identify the scope of influence the prospect has with the CEO. Specifically get what referrals or recommendations the prospect has made to the CEO – particularly those upon which the CEO has taken action.
	

	
	Weak –1
	Fair – 2
	Good – 3
	Very Good
	Excellent – 5
	

	
	Not a trusted advisor. CEOs rarely seek advice outside of prospect’s area of expertise. No examples of initiative in developing trusted advisor relationships
	Marginal. 1 or 2 weak examples of being a trusted advisor. Could only describe examples where a CEO once or twice asked for some advice.

	Solid. CEO clients occasionally seek advice and counsel from the prospect on a broad variety of subjects, including referrals. Prospect could offer a few examples of where they’ve attempted to build a trusted advisor relationship.
	Very strong set of trusted advisor relationships with CEO clients. Initiative is constantly around building a trusted advisor relationship. Lots of good examples of being sought after for advise.
	A high percentage of CEO clients could be considered trusted advisor relationships. Spends a significant amount of effort helping the CEO in areas outside of personal service expertise.
	

	
	
	
	
	
	
	

	
	
	
	


	5
	Buy-In Question – Willingness and Commitment to Refer CEOs to Vistage Chair

	Score
	In return for gaining exposure to the Vistage CEO network, exposure to other exceptional TA member CEO networks, receiving the Vistage CEO member similar experience, and the personal growth that comes through the TA program, our expectation is that you will refer your CEO clients as potential Vistage Members. What are thoughts about this mutually beneficial business model?
	Willingness/Commitment to share CEOs:
· Do you have CEOs that might find the Vistage experience valuable?

· Do your CEO clients currently belong to any CEO groups/forums? 

· Share the Vistage business model of how you earn your compensation  

· What would be an example of a significant issue one of your CEO clients are facing right now?
· Share examples of issues your Vistage CEOs have faced in the past
· What issues/problems do you perceive with this business model and sharing of CEO networks?



	
	Conduct a dialogue with the candidate discussing how person would accomplish. Address at least two different types of situations. Push candidate to ask questions. Judge the quality of the questions and answers.  
	

	
	Weak –1
	Fair – 2
	Good – 3
	Very Good
	Excellent – 5
	

	
	Missed the mark. Didn’t really understand customer needs.
	Understood basic needs & differences & developed adequate sales approaches.
	Clearly understood differences & developed solid approaches. Some related experience.
	Quickly understood differences, developed good approach. Much related experience.
	Quickly understood differences, and developed creative new solutions. Has done it.
	

	
	
	
	
	
	
	

	
	
	
	


	6
	Checklist – Make Sure You’ve Covered the Following:

	
	Work history and experience
	Comparable environments
	Probing/Questioning:
Don’t hesitate to urge the prospect to be more clear and open. Try:

· I’m unsure of what you’re saying – please give me an example

· That’s unclear. Please elaborate.
· Based on what you’ve told me, I don’t quite understand your point. Have I missed something?


	
	Review accomplishments
	Initiative, Energy and Drive
	

	
	Review understanding needs
	Motivation for learning/growth
	

	
	Communication skills
	Commitment to refer CEOs
	

	
	Commitment to the expectations
	Extraversion/Approachable
	

	
	Ability to achieve the expectations
	Desire to work “issues”
	


	7
	Recruiting – Determine Interest at the End for a Good Candidate

	Score
	I’m impressed with your background. While I’m speaking with a number of other strong individuals for the TA program, I would like to know what your thoughts about the program are. (pause) What questions do you have about the TA program now?


	Recruiting at end of first interview (for good prospects), obtain:
· How interested on 0-10. Why? 

· Ask, what do you need to know?
· Ask, what do you like/dislike?
· How do you think the TA program meets your needs you mentioned earlier?
· Do you have any questions 

· When can we get together again?
· Let me review with you the next steps



	
	It’s important to demonstrate sincere interest in the candidate. It’s also important to mention that there is competition. This makes the TA role more valuable and compelling in the eyes of the prospect.
	

	
	Weak –1
	Fair – 2
	Good – 3
	Very Good
	Excellent – 5
	

	
	Not interested in considering the job.
	Adequate level of interest, but cautious. Not quick to move.
	Sincerely interested in job. Wants to move to the next step.
	Wants the job for good reasons. Is ready to move forward rapidly. 
	Sees the job as a great fit. Highly motivated. Wants to move rapidly.
	

	
	
	
	
	
	
	


	8
	Measure 1st Impression Again

	Score
	After you’ve finished the interview, rank the prospect’s first impression again after you’ve asked these questions. Has it changed? How would it impact expectations? 


	Measure first impression again

· Did TA prospect get better or worse

· Become more/less nervous

· Open-up more, talk more

· Did you observe true personality in accomplishments?
· Were your biases controlled?
· Did this change your decision?
· Is true personality consistent with TA expectations?
 

	
	It’s always better to measure the impact of first impression again at the end of the interview. This allows the interviewer to better understand how personal biases affected judgment.
	

	
	Weak –1
	Fair – 2
	Good – 3
	Very Good
	Excellent – 5
	

	
	Takes too long to communicate easily. Not friendly or approachable.
	Quiet. Personality okay. Not persuasive. Nothing special. 
	Friendly person. Talks without prompting. Persuasive.
	Outgoing person. Takes the initiative on conversation. Convincing. 
	Strong presence. Outgoing. Engaging. A major strength. 
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