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prologue:

Finding the ‘right’ candidate solves the majority of all organizational 
issues

Unfortunately, ‘Recruitment and Selection’ has become a mere ‘bother’, rather 
an opportunity to truly go out on a limb and find the ‘right’ person for the 

organisation and the job. With rather lengthy processes and ever complicated 
forms of tests and assessments, recruitment has become somewhat of a circus 

where we generally tend to bullshit each other and ‘somehow’ get a ‘person’ to 
fill the vacancy. Sadly this has also meant that it is never given the time,

consideration and honesty it deserves by both sides.

To make matters worse, higher educational institutes as well as schools are 
now ‘preparing’ young students on ‘how to face interviews’. Rather than being 

authentic and ‘yourself’ at an interview, many candidates are ‘groomed’ to 
answer ‘popular questions’ in certain ways with the express aim of ‘securing the 

job.’ Sadly, organisations on their part, also rarely have an open mind to truly 
‘find out’ who the candidate ‘really’ is, preferring to ask stock questions, or 
worse still, ‘trick questions’ aimed at ‘stumping’ candidates, which honestly 

serves no purpose. The end result is a ‘Ring-a-ring o' roses’ until actually they 
‘both fall down’: the candidate realising that what was actually ‘sold’ at the 
interview was not actually the truth behind the company or the job, and the 

organisation realising that the candidate was not ‘all that’ he propounded to 
be. Make no mistake, Recruitment and Selection is possibly one of the MOST 

IMPORTANT THINGS you will EVER DO, both as HR as well as a Head of 
Department. It is a grave mistake to make this an administrative chore. A 

mistake in recruitment is a very, very costly mistake, so you are wise to give it 
the focus and attention it deserves.
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Part 1

Someone just handed in their

resignation. Quick!

Get the vacancy advert out!
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Generally there is a scurry of activity to get a vacancy advert going no 
sooner someone tenders their resignation or when a person retires. 

Don’t just go into auto pilot mode with the recruitment process.  Stop 
for a moment and ask some pointed questions first, then take a step 

back and take a look at things anew.

Do you need to replace the person in the first place?
A person leaving a job is, usually, a good moment in time to reevaluate 

at the priorities, tasks and processes around a department or unit. 
Invariably, there is a lot of duplication, non-value adding activities and 
‘fluff’ that gets collected over time, and this is the perfect time to ask 

the question: ‘Can we rethink what we do?’ and restructure the
department. These are times when agility and speed are paramount, 
and there is little room to simply increase costs.  So, take the time to 

really analyse whether a replacement is required in the first place.

However, please don’t get tempted to simply pile work on the poor 
fellows who stayed behind  and save a quick buck. Reimagining the 

workplace and the processes is a serious undertaking that must involve 
all stakeholders.  It must be done systematically, otherwise all you will 
do is overburden everyone resulting in a mass exodus at some point.

• Look at the job that has fallen vacant: What were the key tasks?

• Look at all the other jobs within the unit: Are there duplications?

• Can the tasks of the vacant position be shared without overburdening
 anyone?

• Can all the positions be reassigned, redoing the JDs accordingly, 
 balancing the workload in an equitable manner?

• Can everyone else’s salaries be increased slightly so that there is an 
 incentive to take on the increased workload without increasing
 headcount?
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Is the JD enough as a brief?
Generally, the JD becomes the standard base document to advertise a 

vacancy. Relook at the JD and refine it to reflect the actual job that 
needs to be done rather than merely sticking to the JD. Remember to 
look at the person’s specification carefully and be absolutely certain of 
EXACTLY what you need rather than pitching for idealistic candidates 

that don’t exist.

Vacancy Adverts: what should they be like?
The type of vacancy advert that needs to go out depends a lot on the 

kind of image you want to project as an organisation and the employee 
value proposition that you have as an organisation.

• Don’t oversell the job: this spells disaster during interviews and results 
 in bad faith all round.

• Don’t be verbose: most never read the full advert anyway.

• ‘Keep it Short and Simple’ applies in vacancy adverts too for sure!

• Try and make the advert have ONE central theme

• Don’t have too many jobs in one advert

• Don’t have senior and junior jobs all in the same advert: it takes away 
 from the focus and also, the importance of certain positions advertised.

• Focus more on the ‘kind of person’ you need vs only on the
 qualifications they need to possess.
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Is a normal advert the best way to attract candidates?
Vacancy Adverts are ‘old fashioned’ but are still the primary go-to point 

of reference. However, there are a multitude of online recruitment 
platforms as well. There are also obviously many other forms of
 attracting the talent you want, but if your organisation is rather 
well-known and an ‘employer of choice’ then a simple vacancy 

advertisement will certainly do.

• Employer Branding is critical to get the type of people you want to 
 attract to the organisation, so invest in it.

• Employer Branding cannot be a marketing gimmick; it needs to be 
 authentic.

• You cannot be everything to everybody. organisation is perfect, so  
 don’t pretend to be.
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Part 2

We have not really got the

‘calibre’ of people we want!
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Many a time, the ‘volume’ of CVs you get is never a good enough 
indication of the success of an advert; you need to get the kind of CVs 

you really get excited about to interview. So, be absolutely critical 
about the CVs you get and ask yourself whether it is worth investing 
time on an interview for the particular applicant. Don’t simply have 
interviews for the sake of having them and waste everyone’s time!

Option of Head Hunting
Head Hunting ideally should be for senior and critical positions. Head 
Hunting is possibly one of the most expensive ways of recruiting, but it 
can also be one of the most effective because a good Head Hunter will 
be able to give you the type of CVs that general recruitment advertising

doesn’t attract.

See, good Head Hunters have a group of top candidates they have 
earmarked for certain jobs, and they know them quite well. They

generally don’t go after those ‘looking out’.  Rather, they earmark those 
doing damn well at the time and will ‘convince them’ to take a look at 
your offer. So, chances are the candidates the Head Hunter sends will 

be more demanding, but on the flipside, they’ll be worth your
investment.

However, please note that there are Head Hunters and Head Hunters. 
Not everyone who has the ‘title’ is worth their salt.  So, make sure you 

identify and work with only those who truly are worth working with.
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Placing Focused Adverts on Social Media
Social Media is a great place to look at candidates, especially LinkedIn. 

However, merely placing an advert there will not really generate the 
kind of traffic you want!

• Invest in a Premium Package and connect with the kind of people you 
 are looking for to attract to your organisation.

• Keep a tab of them and see the kind of recommendations they have 
 got.

• Observe WHO ‘endorses’ their skills (vs. how many have endorsed a 
 skill).

• Look at the type of content they put out and how original they are.

• Establish a personal relationship with them so that you have a
 repository of candidates before a vacancy even comes to light.

There are also industry and trade specific groups which are good places 
to ‘troll’ for candidates. So, join groups that might be of use for

recruitment and establish a credible presence in them.

Referrals from within the organisation
Why not ask your own teams to recommend people? You own staff 

know your company the best, and chances are, they will recommend 
only those whom they know will fit in. Remember, however, that they 

need to be vested in the organisation - and think positively of it, before 
they will help you find people to join in. Employees who are absolutely 

disgruntled are never going to recommend the company to others.
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Referrals from fellow HR professionals
Have hegemony of noncompeting organisations to share CVs around. 
For any general vacancy, you tend to get a whole heap of CVs, most of 
which might not fit YOUR purpose, but may well fit someone else’s. So, 

why not collaborate, share and pool CVs. This type of collaboration 
actually helps everyone involved and generally reduces the time spent 

trying to find good candidates. It also generates goodwill both between 
organisations as well as candidates.

Internal Candidates
Another great source of candidates is within your own organisation. 

Many a time, when people want to shift their careers and move laterally,  
most organisations don’t give enough opportunity. So, why not

advertise internally too and see who applies?

No Nonsense Advice - 23
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Part 3

These damn interviews are a pain,

aren’t they? 
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Interviews, for better or for worse, are the primary selection tool that is 
available to most organisations;  and by far, the most widely used tool. 
As flawed as it may well be, it certainly has its advantages. It’s possibly 
not only the easiest and fastest to do, but also possibly, the easiest skill 

to train! So, don’t dismiss interviews - you really can’t!

Preparing for an interview
Most interviews are honestly a damn shame and a waste of everyone’s 
time. The primary reason for this is the clear lack of preparation. Most 

interviews are hastily arranged, hastily done and hastily documented; a 
mere tick in the box exercise!

• Read the CV carefully and please don’t ask the candidates to ‘tell 
 something about themselves’: you should already know the basics 
 based on the CV.

• Make sure you allocate enough time for a meaningful conversation – 
 five minutes will not cut it unless you can read minds!

• Make sure there is a proper venue and a sound proof one at that. It is 
 really unprofessional for the candidates sitting outside to hear the 
 entire interview.

• Make sure you have trained the interviewers on the basics.  It’s
 annoying (to say the least) to have interviewers ask absolutely
 irrelevant questions like ‘what do you think is the fastest way to solve 
 the poverty issue’ unless you are interviewing for the president of a 
 country!

• Ensure that all phones are on silent; better still, switched off.

• Ensure that no one disturbs when an interview is in progress.

• Make short notes about each candidate for easy reference.

• Write down the questions you want to ask so that you can ask the 
 same questions from –everyone and thereby, compare notes.

• Have a standard format to write down feedback and comments from 
 the panel.

No Nonsense Advice - 23
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First Cut interviews
The first cut interviews are to suss out the true potential and sift the 

‘wheat from the chaff’. These can certainly be handled by your HR team 
and a few mid-tier managers. However, please note that these first 

interviews ARE important and shouldn’t be taken lightly at all.

• Look at finding out whether the candidate actually ‘knows their stuff’.

• Explore why they want to join you.

• Offer a proper appreciation for what is expected of them.

• Clarify anything the candidates may have as questions.

Focused interviews for shortlisted candidates (or final interviews 
as they are popularly known)

Once you have done your first round of interviews, move the selected 
candidates for the final interview. PLEASE don’t have more than two 

rounds of interviews for any other position apart from the CXO levels. 
Having a series of interviews shows the inability to make a decision and 
if you tell a decent candidate you have five rounds of interviews be ok 
about the fact that many of the best candidates will simple tell you to 

shove it.

• Have the key decision makers, and based on the level, at least one 
 skill level senior.

• Focus more on finding the culture fit rather than recycling the same 
 questions that were posed during the first round.

• NEVER ask basic questions here; it’s an insult to your credibility and 
 professionalism as much as an insult to their intelligence.

• Establish expectations from both sides.

• Discuss salary and benefits.

• NEVER offer the job without completing all interviews no matter how 
 much you like the candidate you see.
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Allowing ‘subordinates/peers’ to be part of Interviews
One interesting twist to interviews is to allow the ‘final decision’ to be 
made by the team the candidate is going to come into or the peers 

they are going to work with. This method has been quite controversial 
and is not the accepted norm. However, organisations that have used it
have found it to be extremely effective in finding the right fit. So, if this 
method is adopted, the Senior Managers/HR has the FIRST interview, 
shortlists the candidates they like, and gives the FINAL decision to the 

team the candidate is going to work with as their ‘boss’.

• This way, the team knows their ‘boss’ before they come on board, and 
 is part of the decision making process which dramatically reduces 
 friction later on. 

• Teams truly feel empowered.

• You get a rather unique set of insights because what ‘juniors’ look for 
 in their bosses is different to what seniors expect.

• It takes a whack at traditional hierarchies and helps make a more 
 egalitarian culture overall.

Culture Fit and Job Fit
At interviews, pay equal importance to job fit and culture fit. You need 
the candidate to be able to do the job advertised properly but at the 

same time fit the culture as well. It is wrong to consider one more 
important than the other. NEVER get tempted to look at ‘potential’.  

You don’t hire for ‘potential’, you hire for Attitude and Skill. Potential, 
you can discover later, once they are your employee and grow the 

person based on the potential they display – it should be a
consideration at the interview process.
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Dos and Don’ts during interviews
There are simple rules of engagement during interviews.  Please make 

sure you abide by them.

• NEVER start an interview late.

• NEVER tell the candidate to come on another day after they have 
 arrived at the venue.

• ALWAYS interview each person for the duration allotted to them.  It is 
 extremely impolite to make a judgement call not to talk any further 
 simply because you had a gut reaction against the candidate.

• NEVER answer calls during an interview.  Leave the room if you want 
 to make a call.

• It would be nice to offer candidates a cup of tea or coffee if they come 
 a little early for the interview.

• NEVER tell a candidate to stay back for r interview once one interview 
 is done. Schedule the next one  giving them sufficient time  and 
 notice.  NEVER have two interviews on the same day unless the 
 candidates are informed in advance.

Limitations of interviews
Interviews have many, many limitations. Understand the limitations in 
order to ensure they don’t become impediments to your judgements.

• Be wary of personal biases.  Counter this by ensuring you have a 
 diverse panel as interviewers.

• Be conscious of group think at interviews. Counter this by asking each 
 member of the panel to make INDIVIDUAL notes and comments and 
 NOT DISCUSS candidates until they have finished their duties as panelists.

• Interviews CANNOT TEST SKILLS, so don’t even try.

• Interviews CANNOT PREDICT BEHAVIOR, so don’t try this either.

Interviews are generally just ONE TOOL in a selection process, and if 
you are using ONLY interviews for whatever reason, understand there is 

a significant ‘hit or miss’ in the success rate.
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Part 4

Are interviews enough?
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It is advisable to not over rely on interviews as the only tool for selecting 
employees unless they are internal candidates. You KNOW internal 

candidates intimately well, so their performance, integrity, behaviour, 
allegiances, etc., are all in the ‘known domain’, which is not the case 
with external candidates. So, supplement interviews with a few other 

tools based on the time and resources you have. 

Practical Tests
If the job requires a specific technical competency, try and design 

practical tests to elicit the technical knowhow. This may not be possible 
for ALL jobs but it IS certainly possible for MOST jobs. Designing 

practical tests takes time but it is well worth the time and effort you put 
into them. Ensure that you make the practical test as close to the real 
job that needs to be performed rather than an ‘academic’ exercise!

Language Proficiency Tests
Certain jobs require a certain level of language proficiency. Don’t use 

language tests as a standard; use them only if the job requires it. Under-
stand what type of language proficiency is required and mimic this in 

the test. Decide the levels of written or spoken bias and then design the 
tests accordingly. Don’t have ‘standard’ tests; mimic the type of work 

that needs to be done.

Psychometric tests and Personality Tests
These are gaining popularity, but please don’t make the fundamental 

mistake of making such tests the core of the decision to recruit. We are 
wired to answer these tests with a predisposition of thinking of what is 

EXPECTED of us, and as such, most tests of this nature done with 
recruitment in mind tend to be ‘biased’, in that, candidates don’t often 
tell the ‘truth’; and in fact, candidates who are familiar with tests of this 
nature can easily manipulate them. The best practice would be to have 
shortlisted candidates take the test.  When doing psychometric tests, 
have the ‘personality job fit’ assessment done first, so that you have a 

comparator rather than trying to figure out the ‘ideal’ personality.

No Nonsense Advice - 23
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IQ Tests
IQ tests are not really the best tool to use, and genuinely, unless the job 
requires ultra-intelligent people, it is a waste of time. Most jobs require 
basic IQ – basic common sense, really.  Sadly, there doesn’t seem to be 
a way to test common sense! IF you are administering IQ tests, run the 
same test on your Senior Management and Middle Management both.

First, so as to understand the current average intelligence; after all, what 
are you going to benchmark against?

EQ tests
There is enough evidence to prove that EQ matters more than IQ to be 

an effective employee. However, most EQ tests done during recruit-
ment and selection suffer the same biases as psychometric tests. EQ 

tests are best left to be done AFTER recruitment using 360 based
feedback tools.

Case Studies
Another rather popular tool used during selection is case studies. Case 
studies are really good at assessing how people think, but they need to 
be supplemented with a Q&A session to validate whether the candidate 
can defend their ‘recommendations.’ Merely having a written case study

honestly is a flawed assessment methodology. IF you are using case 
studies, after the written submission is completed, have a detailed and 
rather intense Q&A session where the candidate is REALLY DRILLED on 

their answers. Remember to train your panelists on behavioural
interviewing techniques beforehand.
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References
ALWAYS, ALWAYS get references. We recommend doing this even 

before interviews are done. Don’t rely on the references on the CV. Talk 
to people the candidates have worked with, with their permission if 

required, but, talk to a wide group of people or at least 2 to 3. If you are 
hiring management positions, make sure you talk to at least one or two 
subordinates the candidates have worked with, and get their insights. 

Often, asking for a ‘written’ recommendation or having a series of 
pointed questions will mean that they don’t ‘fudge’ the process. If 
people don’t want to actually write on behalf of one of their former 

bosses, it DOES say something about the person, doesn’t it?

No Nonsense Advice - 23
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Part 5

Phew - we have finally got the

right candidate – when is this

person coming in? 



Finally, the arduous task of finding the ‘Goldilocks Candidate’ who is 
just the right fit with just the right skill sets and just the right potential, 
has been accomplished. Honestly, this is just the tip of the iceberg in 

the HR lifecycle. You have nailed the attraction, toiled through
recruitment and now for onboarding and orientation which in itself is a 

process.  Here are some expected fundamentals: 

Having the basics ready on the new hire’s first day
Several departments converge to make this happen successfully. For 

instance, if the recruit is filling a preexisting role, there would be a 
workstation already setup; if not, procurement and maintenance along 
with IT would need to work to setup a workstation for the new position. 
This means mobilization will have to happen in advance of 2 weeks at 

least to avoid scrambling around in front of the new recruit recruit, and 
the basic infrastructure will have to be in place to avoid losing face.

  
Induction and Orientation Process 

Ideally, every organization, without exception, needs to have an
induction and orientation programme. While some organizations make 

an elaborate production of this process, which is fine; here are a few 
basics that you would want to include to ensure your new recruit is 

feeling welcome, settled and able to find their feet.

A non-comprehensive check list:

• Basic office equipment:  Office Space, Desk, Chair, Computer, Phone, 
 SIM card and perhaps mobile device (as required)

• Employee handbook, code of conduct, IT security and access policies, etc.

• Contract letter, statutory requirement documentation; this includes a 
 representative from HR carefully explaining terms of the agreement, 
 insurance and other benefits as well as timelines, to avoid
 misunderstandings in the future. Answer any questions immediately if 
 possible and complete documentation for the staff files.

• Employee ID, Passwords for system and email access, and stationery 
 (business cards if necessary)

• Provide an initial point of HR contact.
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• Arrange for an office tour, ensuring main areas like the canteen, 
 restrooms and fire exits are included.

• Provide a list of useful contacts:  IT, Maintenance, Security, etc.

• Handover to Manager/Team Leader or Trainer.

• Manager to introduce new hire to the immediate team, explain team 
 structure (name, job roles, etc.), job objectives, main responsibilities, 
 team objectives, and job specific tools

• Consider introductions to other team leaders they may liaise with.

• Assign trainer and work buddy; and a nice way to help a new joinee fit 
 in would be to assign a team member per day to take them out to 
 lunch or coffee

• Check back at the end of the first day to find out whether they fared 
 well or have any concerns. 

• Provide training plan, learning curve documents, checklists and
 updated policy manuals.

• Finally, review weekly and then monthly, against the learning
 objectives and learning curve to address any training issues at the 
 outset and retrain as necessary.

Making sure the new hire is given the right training
Identifying a trainer, and having a training plan and learning curve are 

essential when training a new hire.  Leaving them to their own resources 
would be setting the wrong precedence and also leaving room for bad 
practices to set in. So, ensure that you identify training resources well in 

advance, with a comprehensive task list, refreshed manuals and
updated check lists so you know that all process changes are current, 
revisions and policy changes have been included, and you are training 

the new joinee accurately. Remember it’s easy to learn, but much 
harder to unlearn. Incorrect training has severe repercussions.
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Part 6

Professional Courtesies

as an Employer
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Professionalism is a two-way street, if you expect it from an employee 
you also need to extend it as an employer. This needs to resonate in 

every organizational process too, especially when there is a first
impression involved, like during the recruitment cycle. This will not only 
increase your image as the employer of choice but also attract the right 

caliber of employee, making your selection process efficient.

Getting back and acknowledging CVs 
Unless your organization still encourages CVs to be sent it by post, you 

can incorporate acknowledging a submitted CV. This can be easily 
implemented with an auto generated message when a CV is submitted 

with a simple two-line message indicating receipt.

Having the interviews on time 
The worst possible impression, unless you are incorporating a ‘stress 

test observation’, is to make your candidate wait. You wouldn’t expect 
the candidate to keep an interview panel waiting, and if this did 

happen, you would have already formed a poor impression of the 
candidate – right? Moreover, if you are expecting an interview to run 

late owing to an emergency or unavoidable circumstance, indicate the 
same to the candidate ahead of time if possible or once they arrive. 

Assess if the interview will need to be rescheduled or if the candidate is 
willing to wait. This will mitigate a poor impression and unwanted 

anxiety, which will amount to a poor interview overall. Same goes for 
cancellation; the worst is having an interviewer waiting on a candidate 

who never shows – likewise for a candidate who shows up to an
interview which has been cancelled.
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Getting back after interviews - to EVERYONE
A PARTICULARLY important step in the recruitment cycle is

corresponding to candidates after the interview. This is a crucial step, 
not only for the few you have been selected for the next rounds, but 

more so to the candidate who did not advance to the next round. It can 
be a simple call to thank the candidate for applying to the organization 
and inform them, politely, that they did not qualify to proceed further. 

To be extra helpful, you can indicate an honest reason such as, ‘we were 
looking for more experience in (specific/relevant) areas’ or ‘the key skill 
we were looking for was (expected competency)”.  This would help the 
individual improve further and indicate the fair and unbiased nature of 
your selection process. Yes, this step is ALWAYS overlooked; but it is 

one that defines a great employer. 

Being truthful about the job, the kind of work and work
environments at the interview 

If the job is in a high stress environment – say it! If it requires some 
travel – say it! If a person is expected to lift, carry and stack, which is not 

imminently obvious – say it! If there is shift work – say it! If there are 
long hours associated – say it!

Don’t leave out information which is crucial for an employee to make a 
choice at the outset. It also saves an employer a ton of effort, cost and 
time, not to mention the possible disengagement and disputes in the 
long run. For example, a single parent or mothers with young children, 

are likely to opt out if the job required long working hours, short
weekends and travel. Being forthright eliminates uncomfortable

conversations with an employee later on.
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Giving the letter of appointment on time and making sure all 
conditions and terms are as per the agreements made during the 

interview
Closing the interview process promptly and accurately is important, and 

is one of the most pivotal elements of the recruitment process. If you 
have committed to a date of issue for the letter of appointment, stick to 

it. Point to note: an offer letter and a letter of appointment are two 
different documents. An offer letter is issued before the start date with 
an indication of the start date, agreed salary, designation and location 

to report to on the said date whereas a letter of appointment is
generally issued on the day of reporting to work or the day before and 

is all encompassing: designation, salary, statutory deductions, leave 
entitlements, probationary period, insurance, additional benefits, 

sometimes even an NDA and non-compete clause.

An organization can choose to directly issue an appointment letter. 
Whichever process is chosen, ensure that you issue the same, on time 

and with accurate details as negotiated and agreed during the final 
stages of hiring. Leave no room for surprises or changes as this will only 

give rise to distrust right at the outset.
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Epilogue: Do you have to
wait till someone has left

the organisation to ‘recruit’?
Sadly, many organizations take a reactive approach to recruitment. 

This perhaps stems from inadequate capacity planning, and at times, plain 
ignorance. Often, managers wait till an employee has resigned to begin the 

process. In an ideal situation, based on the relationship between an
employee and the employer/manager, when an employee decides to leave, 
you will know before that letter comes through. Either way, when the notice 

is given verbally or in written form, the process must begin to identify a 
replacement. Whether this is an internal or an external recruitment, it must 
be planned and executed well. Remember there will always be work that 
has to be now distributed or handed over to someone else. Leaving the 

work unattended will create a mess in the long run or it would have to be 
dumped on your team, which would inevitably create disengagement and 

frustration within the team.  

The other extreme, where recruitment comes into play is where there is an 
anticipated influx of work volumes (seasonal peak) and the current team is 
operating at maximum capacity. Or when a good performer is on the cards 

for a promotion. Either way do not take it for granted. Plan for proper 
recruitment. 

Yes, recruitment is costly.  Yet, we approach it haphazardly. The recruitment 
process takes time, and this is to ensure that the ‘right’ candidate is

recruited. A rushed job in recruitment, without proper planning, will only 
deliver poor results. It’s important to recruit for potential, so a candidate 

has room to learn and grow, rather than join and stagnate.

There is no perfect candidate but there are always potential ones with the 
right attitude. The only way forward is through a fine-tuned, unbiased, 

equitable recruitment process which identifies potential and attitude, as 
well as competency and qualifications. 

If we are always careful of whom we let into our home, should we not 
extend the same caution in the case of our organization?

Happy Recruiting!
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