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	Panel Preparation Guide
A practical guide for hiring managers


How to use this guide
Prepare the panel, agree how candidates will be assessed and support a fair, well organised interview process.
Use this guide alongside the role brief and recruitment plan. Complete the prompts, share the panel pack in advance and use the suggested scripts to brief panel members and welcome candidates. Adapt optional stages to the role and follow current University recruitment guidance.
1 Prepare the panel
Complete these steps before the interview day. The hiring manager may also chair the panel; if not, agree responsibilities with the Chair.
Confirm the Chair, panel members and anyone providing administrative support. Check availability, relevant recruitment and EDI training, and any conflicts of interest; resolve concerns before assessment.
Agree the criteria each stage will assess, the core questions, question owners and any presentation or task. Confirm the scoring scale, what each score means and how appointability will be judged. (link to guide to interviewing and templates)
Confirm the interview schedule, venue or online link, breaks, accessibility arrangements and a contact for candidates. Allow time for individual scoring and the final panel discussion.
Where stakeholder or other panels are used, give each a clear remit and common recording approach. Agree who will present their evidence, when they will join and how their feedback will inform the decision. (Link to guide to panels)
Panel pack checklist
Send the pack securely with enough time for panel members to prepare. Ask them to flag missing information before the briefing.
☐ Job description, person specification and agreed assessment criteria
☐ Candidate applications and any relevant material from earlier stages
☐ Schedule, panel membership, question allocation and candidate instructions
☐ Presentation or task brief, interview questions, scoring guidance and individual record sheets
☐ Relevant adjustment arrangements and practical information needed by the panel
	Role and interview date
	[Role title]   [Date]

	Chair and coordinator
	[Names and responsibilities]

	Briefing and decision meeting
	Briefing: [time / location]   Decision meeting: [time / location]




2 Brief the panel
Hold a short briefing before the first candidate. The Chair should confirm the process, responsibilities and approach to assessment.
Welcome and purpose
“Thank you for joining the panel for [role title]. Our task is to assess each candidate against the agreed criteria and reach an evidence-based appointment decision. Please introduce yourselves and confirm your role today.”
Selection process and contributions
“Candidates will take part in [stages]. This panel will assess [criteria]. [Names or panel Chairs] will join us at [time] to share evidence from [other stages, if applicable]. We will consider that evidence against the agreed criteria when making our decision.”
Panel pack and individual records
“You have received the schedule, role information, applications, questions and assessment records. Please use the record sheets to make your own factual notes and scores for each candidate. Any central note-taking supports, but does not replace, your individual records.”
Inclusive assessment
“We share responsibility for a fair and inclusive process. Please assess evidence against the agreed criteria, remain aware of assumptions and bias, and respectfully challenge comments that are not supported by evidence. Avoid relying on familiarity, personal similarity or general impressions of fit. Give each candidate a fair opportunity to demonstrate their suitability.”
Questions and scoring
“We will use the same core questions and agreed scoring approach for every candidate. Follow-up questions can clarify the evidence or explore an answer in more depth. Please focus on the candidate’s own contribution and outcomes. Complete your initial scores independently before we discuss them as a panel.”
Timing and candidate experience
“The interview will include [stages and timings]. [Name] will monitor time, and I will manage transitions and any interruptions. We will allow time for candidate questions and explain when they can expect an update. Please follow the agreed adjustment arrangements and raise any practical concerns with me.”
Confidentiality and practical arrangements
“Please keep applications, assessments and our discussions confidential and use the agreed secure location for records. Before we begin, please flag any conflict of interest or prior connection that has not already been discussed.”
For an in-person panel, confirm the venue’s actual alarm arrangements, evacuation route and assembly point. For an online panel, confirm the backup contact and what to do if the connection fails. Do not copy venue-specific details from a previous campaign.
Final confirmation
Confirm question owners, scoring, adjustments, timings and who will join the decision meeting. Check that all panel members understand the process before inviting the first candidate in.


3 Run a consistent candidate interview
Use the same core structure for every candidate, with agreed adjustments and relevant follow-up questions.
Suggested candidate welcome
“Welcome, [candidate name], and thank you for joining us to discuss the [role title] opportunity. I’m [name], Chair of the panel. I’ll ask my colleagues to introduce themselves. We have [duration] together, covering [presentation or task, if applicable] and questions about your experience and approach. We will also leave time for your questions.”
“We will take notes to help us assess everyone consistently. Please take a moment to think before answering, or ask us to repeat or clarify a question. Before we begin, is there anything about the arrangements we need to check with you?”
Example interview structure
This 60 minute format is illustrative. Adjust it to the role, assessment needs and agreed candidate arrangements before sending invitations.
	Stage
	Example time
	Panel action

	Welcome and introductions
	5 minutes
	Explain the format and check arrangements.

	Presentation if required
	5 minutes
	Use the agreed brief and time limit.

	Presentation follow-up
	5 minutes
	Clarify evidence against the relevant criteria.

	Core interview questions
	40 minutes
	Use allocated questions and focused follow-ups.

	Candidate questions and close
	10 minutes
	Answer questions and explain next steps.


If a presentation is not required, remove that stage and agree the revised duration. Schedule separate time after each interview for notes and initial scoring.
During the interview
The Chair keeps the process focused and gives every panel member space to contribute.
Ask clear questions, one at a time. Where useful, ask about the situation, the candidate’s responsibility, the action they took and the result.
Use follow-up questions to test or clarify evidence. Avoid leading the candidate towards the answer or introducing new assessment criteria.
Keep questions relevant to the role. If a question or comment is inappropriate, the Chair should intervene and redirect the discussion.
Record examples, outcomes and gaps in evidence. Avoid speculative comments or judgements based on presentation style alone unless it is relevant to an agreed criterion.
If an interruption or technical problem affects the assessment, pause and agree a fair way to continue. Record any material change to the process.
Suggested candidate close
“Thank you for your time and interest in the role. We expect to update you by [date], and [name or team] will contact you about the outcome and feedback. If that timing changes, we will keep you informed. Is there anything else you would like to ask before we finish?”


4 Lead the panel discussion
Assess each candidate individually before comparing those who meet the requirements of the role.
Confirm the evidence is ready
Allow panel members to finish their own notes and initial scores before discussion. Invite the agreed contributors from other stages to share criterion-based evidence. Keep their input distinct from unsupported impressions or preferences.
Discuss each candidate in turn
“Let us consider [candidate name] against the agreed criteria first. What evidence supports the assessment, where are the gaps, and do they meet the requirements for appointment? We will discuss each candidate on this basis before comparing them.”
Invite each panel member to contribute, with the most senior members sharing their views last to reduce the risk of influencing others. Explore different scores by returning to the evidence and scoring guidance. Record the agreed rationale and any unresolved differences.
Compare appointable candidates
“Having considered each candidate individually, which candidates are appointable? Among those candidates, whose evidence best meets the requirements and priorities of this role? Please make the reasons for your recommendation explicit.”
Use the agreed decision method. Do not introduce new criteria or treat an average score as a substitute for discussion. If evidence is insufficient or the panel cannot reach a supported decision, record the issue and agree the appropriate next step through the University’s recruitment process. Do not force an appointment.
5 Record the decision and next steps
Agree responsibilities before the panel leaves. Keep candidate-specific decisions and assessment records in the approved secure location.
	Action
	What to confirm
	Owner and deadline

	Appointment recommendation
	Preferred candidate, rationale and any required approval. Record other appointable candidates only where relevant.
	[Name / date]

	Candidate feedback
	Evidence-based strengths and development points against the criteria; who will communicate them.
	[Name / date]

	Outcome communications
	Who contacts each candidate, by when and how any delay will be explained.
	[Name / date]

	Offer handover
	Approved terms, offer authority and the person or team processing the offer.
	[Name / date]

	Assessment records
	Where individual notes, scores and the decision record are stored and who completes the recruitment system updates.
	[Name / date]


Final Chair checklist
Check these points before closing the meeting.
☐ Each candidate assessed against the same agreed criteria
☐ Relevant evidence from all assessment stages considered
☐ Appointment recommendation and rationale recorded
☐ Candidate feedback, communication owners and dates agreed
☐ Offer handover and secure record storage confirmed
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