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Interview and Hiring Guide 

Introduction 

Hiring the right employee for the right position is critical to the success of an enterprise.  Poor employee 
selection costs in terms of productivity, staff development, and team morale.  The interview process is 
where hiring starts and proper preparation and execution of the interviews is where success is defined.  

The interview is the point where all candidates are placed on a level field.  After all of the candidates have 
been interviewed, it is time to assess them. If a structure was not put in place that is consistent, then the 
selection process will be compromised at best and fail to identify the candidate who should be hired. 

All interview questions should be focused on the position that is to be filled and should be objective.  The 
interviewer should have a detailed job description of his position before the first candidate is screened, 
much less interviewed.  The job description should state what is required and cover: 

 General working conditions 

 Hours  

 Travel requirements 

 Location 

 Responsibilities 

 Scope 

 Skills required 

 Educational requirements 

 Experience 

During the interview, the interview the interviewer needs to be prepared to give information to the 
candidate about the work environment and expectations that the enterprise will have from them.  Proper 
preparation will ensure a greater likelihood that the right candidate is selected for the enterprise. 
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Process for Hiring the Best People 

Great organizations do not come together by accident.  The right management and staff personnel are the primary 
drivers in most world-class enterprises.  It is no guarantee that the enterprise will thrive, however, the track record 
is that organizations that thrive are driven by their people. 

To be on the path to success, the recruiting and hiring processes in an enterprise should be streamlined and 
focused on hiring the best possible candidate for every position that is filled.   

What follows is a proven process with world-class best practices identified throughout each step.  

Why New Hires Fail  

A recent study found that over half of all hiring failures are due to two factors; interpersonal issues associated with 
the new hire (29 percent) and poor corporate culture fit (28 percent).   

 

To minimize these factors here are 10 tips for things to consider or do in the recruiting process. 

 Do not hire based on an outdated job description.  Times change and jobs change. Update the 
description. The most common mistake is not ensuring that the job posting aligns with the job. 
When filling a role where the former employee was in the role for a while, their duties shift, 
but often job postings don’t accurately represent all the other responsibilities that have been 
added over time, which can end up in misalignment. It’s important to capture all the 
responsibilities of the role before you start the recruiting process so the candidates who apply 
are aware of the role in its true and full form. 

 Look for team players. The single most important quality in an IT hire is compatibility with the 
existing team. A newly hired employee with a “hero mentality” should be avoided. The most 
successful employees bring up their entire teams enabling them to accomplish more than 
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Interviewer Planning  

Proactive management in the recruiting and hiring processes requires that before you begin there is a 
clear understanding of: 

1. The enterprise's expected working style   

 Are the managers hands-on and supervise people closely or do they prefer people who work 
independently? 

 Are regular written status reports from the people expected or is it more of an informal 
atmosphere? 

2. The enterprise’s culture 

 What are the criteria for promotion and bonuses? 

 Are staff expected to be at work at a specific time or is enterprise management more 
concerned that they get their work done within a reasonable time? 

 Does management expect employees to work at home, in the evening, or on weekends and/or 
holidays? 

 Is the dress code formal or informal in the office?  

 Are people expected to compete with peers, work independently, or work in teams?   

 Are employees expected to participate in company social functions?  Are they encouraged to 
develop friendships with co-workers or is social activity not encouraged? 

 Are there specific metrics that must be met?  How closely are these monitored and what is the 
reward or punishment for making or not making meeting objectives? 

 Does the enterprise drag out the interviewing process or do they make fast hiring decisions?  Is 
the Human Resources department involved in screening job candidates or is this handled by 
line managers? 

 What are the top 3 reasons people stay with the enterprise?  What are the top 3 reasons they 
leave? 

3. Expectations of the job position  

 Is there an approved job description for the position?  Does it completely describe what is 
expected?   

 Is this position expected to grow in scope over time? 

4. Expectations of the person who will fill the position 

 Will the person work closely with a team?  If so, plan to give team members a chance to meet 
potential employees before the offer is made.   

 Are there weaknesses on the existing team that the new person should fill?   

 Does this individual meet the long-term staffing goal objectives of the enterprise? Or is this a 
one-time hire for this position only? 
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Preparation  

Before the first interview, the interviewer should review the detailed job description and have a full 
understanding of the position requirements and work environment the candidate will face.   

Besides reviewing the resume provided by the candidate, an important step is deciding on the specific 
questions that are going to be asked of each candidate.  Interviewers should only ask questions that are 
job-related as well as the same for all the applicants. 

The Interview Process 

You may want to use telephone or online interviews for the first contact using a screener from the Human 
Resources department, a professional search firm, or a recruiter.  The first interview should cover basic 
skills and experience before you invest in an in-person interview. 

Ideally, 3 or 4 people will interview each candidate.  If possible, have one of the interviewers be a co-
worker or someone in a similar job.  Each person is looking for different things.  For example, for a 
technical position, one person might be assessing technical skills, another is assessing the candidate's 
ability to communicate and their teamwork skills, and another is looking at how well they will fit into the 
company culture.   

Following the interview, a decision should be made as quickly as possible on that person.  Either they are 
being considered for the position or they are not.  Let them know as soon as possible where they stand.  If 
they are not to be considered further, it is better to let them immediately than drag on an unworkable 
situation. 

In fast-paced, well-organized companies, a person leaves their interview with a job offer.  In that 
situation, the last person to interview the person knows the results of the prior interviews and is prepared 
to make an offer that day. 

Do not be afraid to hire the first person if they fit your criteria.  In a tight job market, employers who delay 
may lose their best candidates by delaying. 

Interview Process 

Ask questions about their prior experience.  Use their resume/application for specifics or ask general 
open-ended questions. You may use the following points to develop specific questions or use your 
questions.  

Anyone conducting an interview should be aware of questions that get to the heart of the candidate's 
abilities and how they would fit in the role. For a project manager questions could be: 

 How do you determine the budget?  The answer should include the creation of a WBS (Work 
Breakdown Structure), adding that to the EMV (Expected Monetary Value of risk - or risk 
reserve) plus initiation and planning costs, plus multiplying the number of weeks in the critical 
path by the weekly project management classes, team training costs, recruitment costs 
and procurement   Capacity planning should be examined to determine the effect of 
nonproductive time, holidays and time off. 
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After the Interview 

As soon as the candidate leaves, write out clear notes about your perceptions of the applicant.  Include as 
much specific information as you can about their answers to your questions.  Make sure to reference your 
notes to the correct applicant.  Rate each candidate against the requirements of the position and not the 
applicant.  Do not make an instant decision.  Interview all qualified candidates before deciding on which 
applicant would be best suited for the position. 

A survey by Janco Associates has identified the following techniques used by hiring managers to verify job 
candidates' claims made on their resumes and statements made during the interview process. Of course, 
some of these verification activities can be completed before the interview is even scheduled. In some 
cases, once some of the preliminary information is obtained, like the social media persona, some 
candidates will be eliminated from the recruiting process altogether. 

 

Ignore the information on the resume and check out the company yourself.  Instead of taking what the 
candidate says, Google the company and see what information is out there.  Check the references, 
employment history, and educational claims.  For companies, first, search the Internet to validate that the 
companies exist.  If the search returns no information that can be a bad sign as there now are services 
that people can contact to create bogus references.    
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Screening Resumes Best Practices 

 Define job requirements clearly for recruiters and electronic posting – You do not want to 
waste your time looking at resumes of individuals who are not qualified.  In the current job 
market, some active job applicants apply for anything even when they are not remotely 
qualified for the position that you are trying to fill.  If a recruiter sends you candidate resumes 
that fall into this category – warn them and then stop using them if they continue.  A full job 
description with specific accountabilities, authority, and position requirements should be part 
of the materials that are used in communicating the needs of your enterprise.  
 
For example, “Must have led an e-commerce Internet development team that implements a 
customer WEB 2.0 application…” is much different than “5+ years' experience as a lead 
developer.”  
 

 Use consistent rules to select and reject resumes – Communicate so that the 
screeners/recruiters and hiring managers have the same understanding of the job 
requirements before the screening process starts. For example, screeners/recruiters should 
review a sample of several real resumes – real-time – with the Hiring Manager, who should 
“think out loud” defined the “must-haves” and “nice to have”? Why a resume goes in the yes 
pile, while this similar one goes in the no pile?  
 

 On the first pass spend no more than 20 seconds on any resume – In the current job market, 
it is typical to get 100 to 200 resumes for a single position.  Given that volume, it will take one 
to two hours to get through the first pass.  You want to get through all of the resumes that you 
have and with luck, you should be able to find between 10 to 15 individuals that can be phone 
screened. 
 

 Create a scorecard with the must-have requirements - Create a simple, 10-question-or-less 
checklist to help you stack rank your applicants. Define items for the checklist that highlight 
your requirements for the key experience, skills, and technology. Use this tool on the resume 
and in the phone screening. For example, “How many years of commercial web e-commerce 
experience do you have writing HTML and XML?”  or “What specific application development 
and version control tools have you used”  
 

 Eliminate resumes that are too long and filled with acronyms and buzzwords - Many 
candidates have figured out that if they load up their resumes with more acronyms and 
buzzwords (i.e. technologies) hoping to win an interview. Rather accept resumes that 
communicate the hands-on experience using the technologies listed in your job requirements. 
Focus on resumes that show where and when the technology was used on the job. Keywords 
that show up in the bullets under job history summaries are better than keywords that show 
up at the top or bottom of tech resumes in the skills summary section.  

 

Victor
Sample Insert



 Interview and Hiring Guide 
 

 - 23 - 
© 2023 Copyright Janco Associates, Inc. – e-janco.com 

 

Phone Screening Best Practices 

 Before starting, see if anyone knows the potential candidate – Many candidates in the market 
have either a great reputation or a poor one. Time is precious and if someone is not “hirable” 
by your enterprise then do not waste your time. 

 Rank the candidates before they are phone screened – Use the scorecard to rank the resumes 
and any known history about the candidates and then budget your time to spend enough time 
on a phone screen to find the hirable candidates. 

 Know what the deal-breakers are for the hiring manager - The focus of a phone screen is to 
weed out the unqualified applicants while selling the enterprise to the top candidates so that 
you invest time with onsite interviewees who are most likely to get offers. Validate that each 
candidate you pass on to the interview has the required capabilities, meets the salary and 
eligibility requirements, and wants to do this type and level of work.  

 Experience counts - Focus on on-the-job skills and job-specific accomplishments. What have 
they done, in what industry, with which technologies, on what kind of resources and team, and 
over what kind of timeline?  

 Motivation and mindset - In this economy, there is a greater risk of having candidates who just 
want or need “a job” and will say or do anything to get a position. Gain an understanding of 
what they loved about their current and past jobs and what they hope to find if they join your 
enterprise.  Ask this before you tell them all about your culture and resources.  

 Protect your enterprise reputation - Just because there may be hundreds of applicants for 
every opening you have, build your reputation as an employer – one candidate at a time. Even 
though you may be in the driver’s seat, treat every candidate with respect. Follow the basics: 
start your phone interviews on time, ask fair, relevant questions, let them ask you a few 
questions, and always follow 
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Top 10 Interview Best Practices 

Even in a bad employment market, candidates still need to say yes when they are offered a position.  It is up to 
the company and its recruiters to create a situation that will assure that when they provide an offer it is 
accepted. Here are the top 10 things that recruiters need to do when they are hiring. 

1. Make the right first impression -- Job candidates know to put their best foot forward, 
but companies in the hiring mode can forget to do the same. That includes everything 
from seeing that the office receptionist greets the candidate and treats them with 
respect, to company employees smiling and saying hello as the candidate walks to and 
from the interview.  Creating a recruitment-friendly atmosphere is the job of the whole 
company. You should never underestimate how important compelling company culture 
is to the overall hiring process. 

2. Have a complete and accurate job description – If the position is not clear to the hiring 
manager, they will not be able to explain it to the candidate.  The description should 
have a good summary that is posted or placed in the ad in addition to the full one which 
would be understood before the interview starts. 

3. Have the candidate review the job description before the interview – if the candidate 
knows the roles and responsibilities of the position they will be much more likely to 
provide a better picture of how they could fill the role. 

4. Communicate to the candidate what the interview will entail – Let the candidate know 
that they will be spending x time in the interview.  If there is any testing of any sort they 
should be aware of that especially if there is a personality or physiological testing 
process. 

5. Be prompt – if the interview is scheduled for 3:00, start it at that time. Have a 
replacement interviewer ready in case the scheduled recruiter is called away for any 
reason. 

6. Allow no interruptions – Focus on the candidate.  Turn off your cell phone and email 
notifications.  Put your office line on Do Not Disturb. Do not have anything between you 
and the candidate like a computer display. 

7. Prepare for the interview – Know who the candidate is and have a set of questions 
ready to be asked. 

8. Have materials to be provided to the candidate available – If the recruiter is going to 
provide any materials see that it is on hand.  Put a post-it note on the materials with the 
candidate’s name on the materials.  That will show the candidate that they were 
important enough to cause the company to have materials pre-prepared. 

9. Be enthusiastic – The recruiter should be positive and enthusiastic not only about the 
job that is being filled but also about the company. 

10.  Provide a set of next steps at the end of the interview – Tell the candidate what will 
happen next and when.  Do not take too long to decide on hiring or removing from 
consideration and or schedule a follow-up interview. 
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Background Check Process 

This process should not be taken lightly and needs to be coordinated with both the Human Resource and the legal 
departments of the enterprise1.  Note: we are not attorneys and are not providing any legal opinion on what the 
enterprise can or cannot do.  Please consult with your legal and Human Resource staff on this process. 

Companies should document who they are going to conduct background checks, what they are going to check 
about them, and how they are going to consider the information in the background report. This helps ensure that 
when the company performs a background check, it is done consistently and information gathered is used 
appropriately for employment decisions.  

 Check Address History and Social Security Number - A list of your candidate’s current and past 
addresses obtained through an address history check, usually based on his or her Social 
Security Number (SSN), is the foundation for a thorough background check. 

 Verify Past Employment - Some past employers may decline to provide any information 
without first reviewing the candidate’s written release, so be prepared with a copy of the 
candidate’s written release authorizing disclosure of his or her information. Also, be aware 
that not all past employers can be found because some may have gone out of business or 
moved and others may have merged or been acquired. In such cases, an option is to ask the 
candidate to provide copies of the first and last pay stubs and W-2 forms. 

 Verify School Attended and Degrees Obtained - When degrees or education are important for 
a position, consider validating your candidate’s claims by contacting listed educational 
institutions. 

 Conduct a Comprehensive Criminal Check – If the position deals with financial, sensitive, 
intellectual property, or confidential information consider also expanding the geographic scope 
of your search by adding a national criminal search to your screening package. While not 
comprehensive of all records in all jurisdictions, a national criminal database search can help to 
locate additional records in places a candidate may have visited, or their places of residence 
and employment that were not revealed or otherwise searched. 

 Review social media presence - Conduct reviews of Facebook, Twitter, Instagram, LinkedIn, 
and other social media networks to validate both the resume and the "character" of the 
candidate.  

 

 

 

1 Note: we are not attorneys and are not providing any legal opinion on what the enterprise can or cannot do.  Please consult with 
your legal and Human Resource staff on this process. 
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Candidate Best Practices 

Review Interviewer’s Best Practices 

In this Hiring kit, there are Best Practices and processes designed for the interviewer.  Review them and 
adjust your materials and presentations appropriately. 

Create a well-designed, well-written résumé   

Start with a word processor like Microsoft Word to make a professional-looking résumé that catches a 
recruiter’s eye. 

Word’s free résumé templates are well-designed and customizable, giving any job seeker a great starting 
point to stand out from the competition. Let the word processing program take care of the formatting – 
the candidate should focus on the content. That’s where the tools come in when you have a word-
processing subscription. For example, integrated as a panel in Word as you edit your file, the tool enables 
you to look up roles in specific industries to see top skills related to that role. 

You can then use them as inspiration for your description. For example, if you’re seeking a role as a 
project manager in marketing, you can use Resume Assistant and LinkedIn to receive suggestions 
regarding work experience summaries, skills, and other relevant content available. 

Once you’ve built your résumé, you can use a spell and grammar checker to scan your résumé for 
mistakes. The tools look out for style issues such as first-person references, vague verbs, awkward 
expressions, and more. Remember: When it comes to presenting your best self, polish is vital. 

Build your professional identity with a great LinkedIn profile 

Recruiters and hiring managers often search the internet for your name when they receive your résumé 
or are considering you for a role. Make sure they like what they see by making your LinkedIn profile as 
compelling as possible. 

Sure, you may know how to make a résumé. But the next step is about telling a story that says you’re the 
perfect candidate for the job. What better platform to broadcast it to potential employers than LinkedIn? 
With 690 million members (and counting), it’s the world’s largest professional network by far. And it’s the 
first stop for many who want to get connected, stay informed, and get hired. 

Add a photo that suits your profession. Did you know adding a photo results in 21 times more profile 
views and nine times more connection requests?  

 Draft a compelling summary. This is not only an opportunity to tell your story but also to 
weave in searchable keywords based on the job you want.  

 Detail your work experience. Profiles with more than one position listed are 12 times more 
likely to be viewed.  

 List your skills. Including at least 5 of your skills gets you up to 31x more messages from 
recruiters and others who can help you get ahead.  
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Appendix 

Forms 

Attached are forms which are in the subdirectory titled forms 

Interview Questionnaire Form 

Background Check Authorization 

Job Descriptions 

Attached are job descriptions which are in the subdirectory titled Job Descriptions 

Manager Human Resources 

Human Resources Generalist 

Human Resources Specialist 
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Version History 

Version 2023 

 Added section on why new hires fail 

 Updated all included forms 

 Updated all included job descriptions 

Version 2022 

 Added Section for Candidate Best Practices 

 Updated all included forms 

 Updated all included job descriptions 

Version 2021 

 Added questions that should be answered if WFH is an option for the position to be filled 

 Addressed Work From Home issues 

 Updated all included forms 

 Updated all included job descriptions 

Version 2020 

 Added detailed job description Human Resources Generalist 

 Updated to address “Me too” issues 

 Updated to be gender-neutral 

Version 2019 

 Added specific questions that well-qualified candidates would ask about long-term 
employment and career considerations 

 Updated all of the electronic forms and included them as separate documents 

 Added two detailed job descriptions 

 Manager Human Resources 

 Human Resources Specialist 

 Added Section on Questions that the interviewee should ask 
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