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Evaluating your candidates further
with other tools

When evaluating candi-
dates in order to deter-
mine which ones are the 

top talent that you want on your 
team, you will need to use some 
additional methods before making 
the final decision. The truth of the 
matter is that the more testing you 
do the better assured you can be of 
your decision before ever making 
it.

EVALUATING ALL COMMU-
NICATION FROM THE CANDI-
DATE

Every piece of communication that you 
receive from the candidate should be 
evaluated and highlighted, red flagged, 
and otherwise marked to ensure that 
they are included in the evaluation pro-
cess. This includes the resume, cover let-
ters, emails, the Skills Survey, and any 
other correspondence.
Any communication received from a 
candidate should be looked at as an-
other piece in a puzzle that presents a 
little clearer piece of the picture. From 
a resume, for instance, you can get a 
glimpse of the level of professionalism 

the candidate has, as well as whether or 
not they have an eye for detail. Always 
keep an extra unmarked copy of all of 
the candidate’s communications so that 
team members can get copies without 
your notes on them.
As your team approaches the time to 
make a selection, you will have a file full 
of information on each candidate you 
are seriously considering. Just prior to 
the decision meeting, you should take 
another look at the candidate’s mate-
rial and run it through the Candidate’s 
Scorecard one more time to ensure an 
up-to-date grading of the candidate. 
This will help to ensure that you are 
looking at the candidate through eyes 
that have all the facts – and not on any 
subjective opinion.
Another thing that you want to include 
in the candidate’s evaluation is their “so-
cial networking” presence – their online 
reputation. This will enable you to see 
another side of the candidate that may 
not be visible in the communications 
they have already had with you. Since a 
candidate is going to post personal ma-
terial about himself online, it is worth it 
to you to learn what you can about the 
candidate to determine if his or her char-
acter is something you want in this role. 
It will also help you see other dimen-
sions of their character that you would 
not otherwise see – such as how funky, 
weird, or how extreme the candidate can 
be. It is likely that it will let you see more 
about whom and what they really are 

more than a carefully crafted and sani-
tized resume could provide.
The additional information that you will
receive about the candidate from sites 
like Facebook, LinkedIn, Twitter, You-
Tube, MySpace, etc., means that you 
need to print out everything you find 
about the candidate. Then, mark it with 
your red pen and highlighters the same 
as you did the other documents. If you 
find red flags, then this is the time to in-
form your team members – not after the 
candidate has started the job.  

IDENTIFY THE BEST

Benchmarking enables you to have an 
ideal that you will compare others to in 
order to determine if your candidate is of
the same quality. In this case it refers to 
getting an individual with an ideal re-
sume to fit a specific job description. At 
the Ropella Group, clients often say, “If 
you can find us a person with a back-
ground just like Bob’s, he’s exactly what 
we are looking for.”
The next step is for us to get Bob’s re-
sume from our client and use it as a 
benchmark with which to compare other
candidates to. When a candidate does 
not come up to the benchmark standard 
– figure out from your client why not. 
Have your client point out specific infor-
mation that indicates why the candidate 
does not measure up or what more infor-
mation would be needed to make a fuller
assessment.
If there is a benchmark resume involved, 
then use it along with your Smart Can-
didate Scorecard to compare resumes 
and sort them into A, B, and C piles. 
Remember that a resume does not need 
to scream out “Hire me!” in order to be 
considered as an A candidate. Upon first 
glance, you may realize that if you knew 
more about a person, that they could eas-
ily become an A candidate.
Create a separate pile of resumes where 
more information is needed that might 
let you move them into the A or B level. 
You can then use the Skills Survey, a cov-
er letter, or a phone interview, to learn 
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more. Do not assume anything. Also, if 
red flags pop up on candidates that look 
potentially good, you do not want to re-
ject them outright without giving them a 
chance to explain.
Another mistake you do not want to 
make is to assume that, if information 
about a particular skill is not present on 
the resume, they do not have it. If the in-
dividual otherwise looks good, then at 
least do a quick phone screen and ask 
the candidate to prepare a Skills Survey 
to answer any questions.
As you use the Skills Survey and the
Candidate Scorecard, you need to con-
tinue to make notes and adjust your 
evaluation. When it comes time to make 
a final decision, these data will enable 
you to make wise decisions in your hir-
ing choices.

SETTING A STANDARD AND 
USING IT AS PART OF THE HIR-
ING PROCESS

Many companies have certain behavio-
ral or performance standards that are 
part of the organizational culture. All 
employees need to agree to those stand-
ards after they are hired. Quint Studer, 
in his book, Hardwiring Excellence: Pur-
pose, Worthwhile Work, Making a Dif-
ference, recommends using your com-
pany’s standards as part of the screening 
process. You can do this by having po-
tential candidates read and sign these 
standards before they enter into the in-
terview stage. The document needs to 
say that they understand and will agree 
to abide by those standards.
– To download the sample SMART Per-
formance Standards Agreement Card 
for Prestige Medical Center in com-
plete form, please go to The Right Hire 
ResourcePage at www.ropella.com/
therighthire. By using this process, it 
informs prospective employees that you 
only want those who will agree to the 
values of the company, and are willing 
to align themselves with those values.
Having them read the document and 
signing it lets them see exactly what you 
expect in terms of behavior and perfor-
mance, and also lets you see if they are 
willing to agree to it. The same time that 
you give a candidate your standards 
of behavior, you want to also let them 
know that they can ask any questions 
they want about it. This will encourage 
them to discuss issues that they might 
have, and it may even cause them to 

back away and not agree – ending their
candidate position. It is better to have 
them back out now, rather than find 
out after they are hired that they won’t 
live up to it. Make it known to the can-
didate when the standards document 
is handed to them that it does not mean 
that you are going to hire them. Rather, 
it is another step you are going to use 
in aligning expectations to ensure that 
you make the right hire and the right 
fit. Many professional groups use per-
formance standards as part of the daily 
regimen of the way they conduct their 
business. This would include profes-
sional licensing associations such as 
the legal and medical professions. In 
those groups, candidates must agree in 
advance to the required ethical and be-
havioral standards, and it also applies 
to groups of police and other law en-
forcement agents, to nurses, attorneys, 
and many others. There are also state 
agencies that have standards as well, 
and each association also has in place a 
way to address complaints and remove 
those who do not conform to the stand-
ards. Churches and civic organizations 
also have doctrinal statements and 
charters that must be followed – and 
agreed to before becoming a member.

Regardless of what you want to call 
them, whether they are your perfor-
mance standards, your core beliefs, 
or your guiding principles, they serve 
to establish a baseline for company 
expectations. Koch Industries, which 
is one of the world’s largest privately 
held companies, has built their core 
values into what they call their Market-
Based Management (MBM) Guiding 
Principles.Their principles are one of 
the best examples I have seen of how a 
company can drive its core values into 
a management system. Charles Koch 
says: “The need for talent is obvious. 
However, as Thomas Jefferson noted, 
virtue is at least as important as tal-
ent. To be a truly successful organiza-
tion, one that excels and stands the test 
of time, virtue as well as talent must 
be emphasized.” He adds, “For a free 
society to function, beneficial norms 
of behavior, such as honesty, respect 
for others and their property, making 
a contribution, being responsible, and 
taking initiative must be widely prac-
ticed.” 

Here is a sample of one hospital’s 
standards of behavior. Aspen Medical 
Group Behavior Standards

•	 I am focused on our patients/cus-
tomers/clients.

•	 In every interaction, I acknowledge 
the patient, introduce myself, pro-
vide explanations, set expectations, 
and thank them.

•	 I protect their personal privacy and 
information privacy.

•	 I make every effort to address their 
needs and wants while promoting a 
positive Aspen experience.

•	 I show them that I care by express-
ing concern, empathy, and taking 
initiative to solve their problems.

•	 I conduct myself professionally.
•	 I take responsibility for my work 

and follow through with all tasks.
•	 I show respect by actively listening, 

showing empathy, and being con-
siderate.

•	 I support and recognize positive 
qualities of Aspen providers and 
staff.

•	 I come to work on time.
•	 I follow the Aspen dress code.
•	 I wear my name badge at all times 

while working.
•	 I hold in confidence all private in-

formation and interactions.
•	 I recognize and reward the contri-

butions of others.
•	 I treat everyone with respect.
•	 I respect diversity.
•	 I value the contributions of all 

members of the team regardless of 
job, role, or title.

•	 I recognize and encourage positive 
behaviors.

•	 I passionately pursue excellent per-
formance.

•	 I bring enthusiasm to the work I do.
•	 I show that I enjoy my work.
•	 I perform my job with excellence.
•	 I seek out learning opportunities to 

enhance my skills & ability to serve.
•	 I share my knowledge with others.
•	 I follow all policies and procedures.
•	 I recognize that change for im-

provement is necessary.
•	 I ask for help if a concern is beyond 

my knowledge, ability, or scope of 
authority.

•	 I accept ownership of the organiza-
tion’s success.

•	 I work towards Aspen’s financial 
success.
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•	 I use resources (time, personnel, 
equipment) wisely.

•	 I am a positive member of my 
team.

•	 I take personal responsibility for 
Aspen’s successful fulfillment of 
its mission and goals.

•	 I stay current with Aspen commu-
nication.

•	 I promote cooperation between 
departments/sites.

•	 I take the initiative in maintaining 
the cleanliness and safety of As-
pen’s facilities.

•	 I communicate effectively.
•	 I listen openly and acknowledge 

others’ ideas and concerns.
•	 I smile, make eye contact, greet 

others, and speak in ways that are 
easily understood and show con-
cern and interest.

•	 I recognize that body language 
and tone of voice are as important 
as verbal communication.

•	 I remain calm and caring when 
dealing with pressure situations.

The benefit of having performance 
standards for your organization is that 
the organizations that are performing 
the highest have them. If your organi-
zation has some kind of standards, 
then you want to make sure that they 
are well integrated throughout your 
company and hiring process. Every 
candidate should be made aware of 
them and then sign the statement to in-
dicate their compliance.


