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Before you talk to your first candidate, it’s important to think through 
your goals. Take time to plan up front, you’ll be glad you did.   
 
q  Answer this question first: What does success for this role look like 

in 3 months, 6 months and 12 months? 
 
q  Create SMART (Specific, Measurable, Achievable, Realistic, Timely) 

goals for the role. For example:  
ü  A Senior Developer will be fully versed on our entire code 

base in 2 months. 
ü  A Scrum Master will be running Sprint Planning Sessions in 1 

month. 
 

q  What are your company values?                                                   
What does your ideal candidate have                                            
to display in terms of their values to                                              
tie in to success in the role?  

 
 
 

	  
	  
	  
	  
	  

Craft SMART Goals:

    Specific

   Measurable

   Achievable

   Realistic

   Timely

Phase 1: Develop a Strategic Plan 
 
Step 1: Specifically Define Success 
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q  Identify Elimination Factors*. For example: 
q  Is working experience with a particular tech stack an elimination 

factor, or is it something you can teach the candidate? 
q  Does your company sponsor H1B visas? 
q  Is working remotely an option? 
 
* Be careful here with illegal interview questions. For example, you 
can’t hire based on age, race, religion.  

Step 2: Create the Perfect Job Description 
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The job description should sell the definition of success you have 
created. 
 
Include: 
q  Success Factors 
q  Elimination Factors 
q  Why the individual should choose                                                     

your company 
q  Compensation/Benefits 
q  Be interesting AND sincere 
q  Have a person that’s currently filling this role or an adjacent one 

write/edit it if possible 
 
It’s a good idea to have multiple versions of your job description. Use 
different titles and lengths.  
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The critical interview path is a list of activities required to complete one hire. 
Map out the critical path BEFORE you post your job ad and before you have 
your first conversation with a candidate. 
 

q  List all activities (see sample map below) 
q  Estimate the time that each activity will take to complete. 
q  Identify the dependencies between the activities. 
q  List idle time between each step. Try to minimize all idle time. 
q  Goal: Get candidates from start to finish as quickly as possible. 
q  Ensure your most “expensive” part of the interview is attended by only 

the most qualified candidates. “Expensive” can be measured in both 
hours and dollars. 

Step 3: Map Out the Critical Interview Path 
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Sample Map: The Critical Interview Path 
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Define the 
Role 

Define 
Success 

Write Job 
Description 

Phone 
Screen 

Take Home 
Code 

Exercise 

Post Job 

In-Person or 
Remote Pairing 

Session 
Filter 

Resumes 

Job Offer Acceptance Background 
Screen 

Contact 
Headhunters 

Enroll in Job 
Fair 



Each activity in the Critical Path Map that you completed should teach you 
at least one thing about the candidate.  
q  Brainstorm with the team a list of skills required for the role. Include 

hard and soft skills. 
q  Prioritize the skills. 
q  Create a 1:1 Map: For each skill, write next to it which step of your 

Critical Path Map specifically helps you evaluate this skill. 

Step 4: 1:1 Mapping 
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Sample Map: 1:1 Skills Map 

Skill Priority Critical Path Step

Ruby on Rails High Pairing Session 

Integrity High Phone Screen 

Motivation High Phone Screen 

Javascript Medium Pairing Session 

End User Interaction Medium ?* 

Works Well With Others High Pairing Session 

Can Work in NYC High Phone Screen 

Learns New Things Quickly Medium ? 

Can Implement Continuous Deployment 
Independently 

Low ? 

Compensation and Benefit Needs are 
Aligned with What We are Offering 

High Phone Screen  
and Offer 

* You will likely find that some things aren’t currently specifically evaluated in any activity. This tells you 
that you must create an activity that will evaluate this skill. 
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Everyone who participates in the interview process should know the 
scoring system before the interview starts.


q  Pick a scoring system. Scoring systems 
        to choose from:

q  Thumbs up/thumbs down
q  Grade 1-10
q  Yes/No/Maybe
q  Pass/Fail


q  Decide if you are using single elimination or not. That is, if a 

candidate gets a “No” score, do they continue in the interview 
process until they get multiple “No” scores, or do they get 
eliminated?


q  Track scores. Excel or Google Docs is fine. Keep a history. You’ll 

be happy you did. Once you have enough data, you’ll be able 
to analyze it, see trends, learn from it.



Phase 2: Implementation 


At the completion of Phase 1, you’ll have a great plan that’s ready to be put into 
action. Phase 2 is about finding good matches and increasing your chances of 
making offers that will be accepted.
 
Step 1: Create a Scoring Mechanism 
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Looking for  

candidates? Try these  

3 Recruiting Tactics 

You’re Probably Missing 

Out On 
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q  Create the entire interview process  
       before you interview the first person. 
       Use the 1:1 map you created above  
       to guide you here. Make sure you  
       have an interview step to test each  
       skill you need to assess. 
 
q  “Take Home Exercises” - These are very useful because they allow you 

to compare apples to apples. Having all candidates complete some 
sort of homework, an assignment that they do at home on their own 
time, is a great tool…if used correctly. 

 
q  Do NOT use it as a first step in your interview process. This will 

weed out too many candidates. Do a phone screen or something 
similar first, and use this as a second or third step.  

 
q  Ask: “What do we want to learn from the take home exercise?” I 

find 2 things useful: 1. How the candidate approaches problem 
solving and 2. How the candidate receives feedback. To test 
these: 
q  Problem solving - give clear instructions in the exercise so 

that the candidate knows how they should approach it. 
q  For candidates that pass and make it to the in-person 

interview, spend time reviewing the exercise, and ask them 
3-5 questions that force them to alter or change their work. 
See how they react when given the requirement of changing 
something they’ve created. For example: You sorted by date, 
now sort by first name. 

 

Step 2: Interview Process 
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q  Avoid batch processing. When a candidate makes it through the 
entire process, let them know that day and make them a job offer. 

 
q  Present the entire offer and benefits package to them as a 

complete offering. 
 
q  Find out what it would take for them to say yes. 

q  Put a deadline on the offer, don’t make it open ended. 
 

Step 3: Make Same Day Job Offers 
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q  As soon as you identify that someone isn’t a match, stop the 
interview process.  

 
q  If someone is at your office and you think they are not a match, 

it’s ok to have them wait in a room while you talk about them in 
another room. They know they are there to be evaluated.  

 
q  Offer to help try to make one connection for candidates that 

aren’t a fit for you. 
 
q  For candidates that you like but that stop your process midway 

through, create a process to follow up and keep in touch down 
the road. 

 
q  Give honest feedback on why a candidate isn’t a fit.  

 

Step 4: Help Candidates That Aren’t a Fit 
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q  Set Tripwires (From the book Decisive - something that snaps us to 
attention when a decision needs to be made). This forces us to ask 
“How are things going”, and allows us a starting point for iterating.  

 
       For example: 

ü  Set calendar reminders every month to ask yourself how the 
process is going 

ü  Schedule a retrospective for after the first offer, regardless  
      of if it got accepted 
 

q  Use the same processes you’d use with a software team to iterate on 
interviewing. Agile isn’t just for software. For example, have stories, 
daily standups, and iterations. 

Step 5: Iterate on the Process 
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For more perspectives on Agile development, business, and strategy, check out our recommended reading 
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Email us today at 
info@stridenyc.com 

to learn more. 

Need Help? 
 
Stride offers 2-hour facilitated “Hiring Agile 
Team Members” sessions.  
 
 
We’ll walk you and your team through this process, and 
help you craft a winning plan that fits your needs.  

mailto:info@stridenyc.com


About Stride 
 

Stride helps development teams be their best. A high-performing team is 
an effective team. We help your team find its stride.  
 
Optimized Teams 
We embed seasoned Agile developers with you to help you work at your 
highest level, optimizing and improving your team and code.  
 
Predictable Delivery 
Software delivery is about more than high-quality code. It’s about creating 
a high-performing team that consistently delivers superior products on 
time and within budget. Stride helps you, and your team, both inside and 
outside the code.  
 
Application Development 
We are among the first pioneers of Agile in 2001.  We are seasoned, full 
stack developers. We love greenfield application development, legacy 
system migrations/upgrades, and fixing broken software. We work across 
many tech stacks, including Ruby on Rails, Java, Scala, Python, Node.js, 
Javascript, HTML5, CSS, Backbone, and AngularJS. 
 
At Stride, we truly believe that improving software is a craft. 
Reach out today for a free consultation to find out what Stride can do for 
you.  
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