
 
 
 

 

Suggested process for improved recruiting outcomes, with or without the use of 

a third party recruiting firm 

Summary:  

Companies who first discuss and document criteria, interview questions, and 

interview process will improve their outcomes, including a shorter time to hire and 

reduced risk/cost of bad hires. Too many companies hire the wrong candidates or 

lose sight of the most suitable candidates because of a lack of advanced planning 

and poor interview execution 

 

Suggested Process: 

Review your most successful existing employees and identify what skills and 

experiences they most frequently access to perform their most critical tasks. 

It’s worth the investment in time and money if you know you have a new 

employee with the correct mix of critical skills (technical and soft), not necessarily 

a lot of technical skills but a deficient amount of critical skills. 

This can be accomplished by assigning personnel with the best observation, 

research, and documentation skills to shadow and interview employees are who 

are functionally effective but lack self-awareness or desire to communicate their 

engaged skills and experiences.   These observers should identify and document 

both technical skills and soft skills. 

Meet with the hiring manager and other critical stakeholders to discuss future 

changes that are required in this role relative to skills and experience. 



 
 
 

Document the discovered skills and experiences, meet as a group, and reduce the 

list to a maximum of five technical skills/experiences.  (Note: The advantage of 

limiting a position’s criteria to only the most critical five attributes is increased 

candidate volume.  However, this increases the focus on a candidate’s ability and 

desire to learn new skills.  Also, additional investment in new hire training may be 

required to insure new employees learn missing secondary skills in a timely 

manner.)    

Spend the equivalent amount of time agreeing upon at least four OBSERVABLE 

SOFT SKILLS.  Define relevant open ended interview questions that will best 

demonstrate evidence of these soft skill and cultural traits. This results in more 

uniform and efficient questions when trying to extract and score soft skills. 

Now that you have a clear and finite list of required attributes your team will be 

time efficient and effective in screening greater volumes of resumes with less 

hesitation as to who should be granted an initial screening.  

The first discussion should be a 30 minute phone interview with a fixed format.  

Your recruiter or your internal scheduling communication should set the 

expectation with candidates of it being a thirty minute discussion.  

Candidates are encouraged to ask two questions at the end of an interview.   If 

you explain the objective, 30 minute time constraint, and mutual question 

allotment up front, it will eliminate confusion and candidate resentment during 

the interview. Inform the candidates that subsequent interviews may have more 

of an open format and opportunities to ask more questions.  A candidate’s 

inability to follow this process (talk too much about irrelevant topics, preventing 

all the questions to be asked) may lower their rating, particularly if informed of 

the format in advance (it’s the interviewer’s choice whether to tell the candidates 

the questions in advance).   



 
 
 

 

 Suggested Guide for successful interview 

 Interviewer spends five minutes with candidate providing company 

overview and finding out his/her reason this company is attractive to them  

 Three open ended questions that enable the candidate to demonstrate 

where he was successful with the required skills and experiences 

 Three open ended questions related to their experiences or viewpoints that 

help the interviewer get a feeling for soft skills and cultural fit 

 A chance for the interviewee to ask questions. The questions’ answers 

should be not be easily available on their web site are ideally thought 

provoking and insightful 

 

At the end of the candidate’s first interview, the interviewer needs to assign a 

score to each of the technical and soft skills. 

The team then asks candidates who score above an agreed upon metric to return 

for an in-person interview ranked in a similar scoring process. 

In-person interviews will provide more time for more in depth technical and soft 

skill questioning.   It is important that a scoring system and planned interview 

process be used for all interviews.  Each interview should be planned so that the 

employer is either 1) purposely asking redundant questions to help validate a 

previous interviewer’s uncertainty or, 2) Ask unique questions to dig deeper and 

wider into a candidate’s skills, experiences, and style.  Asking redundant questions 

without purpose is a waste of everyone’s time and has proven to turn off quality 

candidates.   



 
 
 

The interview team and hiring manager need to agree on a reasonable time 

period to collect the data and scoring, and MAKE A DECISION.  Delays in decision 

making will result in lost talent and significantly lengthen the hiring process (and 

cause more required fire-fights). 

The best candidates prepare for the interview, so do the best employers.    

The employer will ultimately have discovered more candidates who represent a 

higher chance of success in a shorter period of time, resulting in quality hires in a 

timely manner and a speedier path to reaching critical business goals.   
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