Comparing candidates
A skills-based process
for selecting the right
person for the job.
Skillful.com

Selecting candidates based on their skills requires a process using quantitative
measures by which to compare candidates. Once you have defined the competencies
for your position and have built an evaluation process to distinguish between skill level
of candidates, you should create guidelines and expectations for the selection process.
Guidelines should be crafted for the realistic and specific skill level for the position and
should provide quantitative scores for the skills of candidates.
Scores come from online assessments that provide quantative outcomes or subjective
evaluation of candidates during interviewing. Applicant scores should be evaluated
against set standards in addition to a comparison between applicants.

If you haven’t defined the competencies needed or
developed your evaluation process, download the
Identify Competencies and Candidate Evaluation
process guides at Skillful.com/employers

Knowledge, skills,
and abilities:
The competencies it takes
to do the job.

Finding the people
who get the job done.
Skillful.com

Key considerations when
evaluating candidates.
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Scoring Candidates
Evaluating candidates against set expectations increases the likelihood you hire the best candidate for the
job and provides metrics to identify and rectify any issues of bias that may be present in your hiring process.
For each competency, create a scale (e.g., from 1-5) and define in clear terms the expectations for the position.
Also define exactly what a score of, say, “3” means as compared to a score of “5,” so you and your team know
precisely what to look for.
Scores should be reflective of the expectations of the job. For instance, communication for an entry-level
position should have a different expecations for a “3” and a “5” score than for a manager. The need for strong
communication is higher for a manager. See example scoring guidelines below:

COMPETENCY: WRITING
1 – Has unclear disorganized writing and contains a high amount
of mistakes
3 – Has clear, somewhat organized writing that has a few typos,
but is unoriginal
5 – Has clear organized writing, with no or little typos and a
creative way of expressing content

COMPETENCY: COMPUTER LITERACY
1 – Is unsure how to operate simple functions on a computer
such as opening programs and saving documents
3 – Is competent at using most programs used on the job
(e.g., email, Excel, and Adobe) but has issues solving technical
problems
5 – Is competent in using all programs required for the job and
has technical aptitude to solve technical issues and provide
guidance to others
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SETTING STANDARDS
Some companies expect candidates to be the most
highly skilled and experienced person in all of
the tasks done on the job. This approach leads to
disappointment with available candidates and often
results in fully capable candidates not being hired
for the job.
Instead of identifying the most ideal candidate,
standards are a way to determine a minimum
skill level required to successfully perform the
job. Standards flag possible issues or areas for
development for candidates.
If candidates do not meet the standard for required
skills, they do not meet the minimum skill needs
for the job. If candidates do not meet standard for
preferred skills, they need skill development to meet
the expectations of the job.
On the scale you set up for scoring (e.g., 1-5)
determine which level is the minimum you would
need candidates to meet for the position.
Example:
In the case of writing, entry-level communications
staff might have a standard of 4, but entry-level
retail workers might have a standard of 2 or 3 due to
different skill demands for the job.

THE SELECTION PROCESS
1. Eliminate candidates that do not meet your
standards for required skills. These candidates
are missing crucial skills needed for the position.
You may consider investing in this skill if the
candidate is otherwise highly competent.
2. Facilitate discussion with everyone involved in
the hiring process about the highest scoring
candidates. What are the advantages and
disadvantages of each candidate? Where are
the gaps in their skills? If they do not meet the
standard for a preferred skill, will you invest in
training?

Note: If you have numerous high scoring
candidates, you should not depend on their
competency scores alone to make decisions.
You should consider other factors that have
implications for retention, such as their passion
for your mission or how their personality
matches the job needs (e.g., if the candidate
will enjoy being on the phone all day.)
3. Select the best candidate based on skills, how
their values match your company, and how well
their personality fits the needs of the job.

NEXT STEPS:
• Review and align across your team the hiring process and expectations for the position.
• Draft scoring guidelines and standards to be used by all those involved in the hiring process.
• Download tools from Bias Interrupters for data-driven methods that identify and remove bias
from your hiring process
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