


• 23+ years of sales, operations and 
leadership experience

• Hardware, software, SaaS, and 
services

• Various industries & sizes (SMB to 
F100)

• Domestically and globally

• Worked at 6 startups

• 2x CEO 

• Currently the Co-Founder of SmartRank

• Hired hundreds of people over 2 decades

• Love to travel, learn, and anything sports-
related

• 1 wife, 1 dog, 2 kids





?

What does 
“familiarity with” or 
“knowledge of” or 

“experience in” 
mean?

What do these 
words mean?

Actual Résumé Actual Job Description

Average time to scan a 
résumé: 6 seconds



Above the Surface Summaries

The Data Needed 
to Match 

Effectively is 
BELOW the 

Surface

Résumés
Job 

Descriptions
Intake 

Meetings



If you don’t get this part 
correct…

…then good luck with this 
part!

If you don’t INVEST your 
time here…

…then you will WASTE 
more of your time here!





Hiring managers define EXACTLY 
what they need through multiple-
choice / multi-select Q&A

Score every answer Automate the delivery of the Q&A

Automate the scoring, 
stack-ranking, and filtering 

of every applicant





This is not it! This is it!





• Identify “screening” vs. 
“interview” questions

• No “Yes”/”No”

• The more specific, the better

• Define ambiguous words

• Give definitions (i.e., …..)

• Give examples (e.g., …..)

• Create full-spectrum answers 
so any applicant can answer

• Try to have different types of 
questions: years of 
experience, proficiency, tools, 
etc.



• Define ambiguous phrases 
such as “experience with” 
“knowledge of” “familiar 
with” etc.

• Define ambiguous words, for 
example, what does 
“enterprise sales” mean to 
you?

• Give specific definitions

• Give specific examples



• Almost no reason to use “Yes” 
and “No” type questions

• Yes/No questions create low 
signal

• Figure out how to reverse 
engineer the question to be 
more specific.  Instead of “Are 
you…?” use “Which of the 
following….?”

• Give specific definitions

• Give specific examples



• Try to avoid 1 or 2 word 
answers

• Ask yourself “what is an 
applicant going to think when 
they read this?”

• Figure out how to reverse 
engineer the question or 
answer options to be more 
specific

• Give specific definitions

• Give specific examples



• What is the minimum and 
maximum possible answer?

• Make sure answers in the 
middle don’t overlap. For 
example, “1-2 years” and then 
“2-3 years”…which option do 
they choose if they have “2 
years experience”?

• Keep in mind you get all types 
applying for roles

• Use “other” when creating 
multi-select questions and 
decide if you want to give 
points to that answer or not



• Try to mix up the questions to 
cover multiple areas such as 
skills, knowledge, experience, 
etc.

• Years of experience?

• Recency of experience?

• Level of proficiency?

• Tools worked with for X years?

• Technical knowledge?

• Education/Certifications?





• Education 

• Licensure & Certifications

• Job Requirements

• Years of Experience

• Tools and/or Processes

• Proficiency

• Skills Assessment

• Situational



• Minimum education?

• Ideal education?

• Highest level?

• Field of study?

• Are there true “knock-outs” 
here?

• Explain what will happen 
with a “knock-out”

• No Yes/No questions

• Answer options should 
cover all potential scenarios



• Required certifications?

• Preferred certifications?

• Are there true “knock-outs” 
here?

• Explain what will happen 
with a “knock-out”

• No Yes/No questions

• Answer options should 
cover all potential scenarios



• More specific the better

• Parenthesis (i.e., and e.g.,) 
are your friends

• Are there true “knock-outs” 
here? Don’t need to KO!

• Almost never any Yes/No 
questions

• Answer options should cover 
all potential applicants



• These questions identify the 
specific experience that the 
applicants have

• Usually, the first question to 
be created

• More specific the better

• Parenthesis (i.e., and e.g.,) 
are your friends

• Are there true “knock-outs” 
here?

• No Yes/No questions

• Answer options should 
cover all potential scenarios



• Identifies specific level of 
expertise in a particular 
area

• Excellent for separating 
applicants

• Provide levels, definitions, 
and examples

• More specific the better

• Parenthesis (i.e., and e.g.,) 
are your friends

• Are there true “knock-outs” 
here?

• No Yes/No questions



• These are quick assessment 
questions to identify if the 
person “knows their stuff”

• More specific the better

• Parenthesis (i.e., and e.g.,) 
are your friends

• Are there true “knock-outs” 
here?

• No Yes/No questions



• Adds an element of 
subjectivity to the questions

• Used to understand how 
they view/think

• Ask them which example 
most closely aligns to how 
they would handle 
situations

• Provide “good” responses 
for all answer options

• Are there true “knock-outs” 
here?

• No Yes/No questions





• Bad questions = Bad 
outcomes

• This is usually seen in the 
distribution of scores for 
applicants
• Many of the same scores is 

not good

• Causes for “Bad” questions:
• Too few questions

• Not specific enough

• Yes/No questions

• Same question types

• Scoring is not weighted 
properly



• The more specific, the 
better the outcomes

• Use (i.e. and e.g.) to provide 
additional specificity

• Avoid using words like the 
following unless they are 
defined further:
• “Experience in…”

• “Expertise with…”

• “Understanding of…”

• “Ability to…”

• “Familiar with…”



• Good questions = Good 
outcomes

• This is usually seen in the 
distribution of scores for 
applicants
• Many different scores is a good 

thing

• Causes for “Good” questions:
• 8 – 12 questions

• Very specific questions/answers

• Different question types

• Proficiency questions

• Scoring is equally distributed



• 136 Applicants

• 50: Knocked Out = 37%

• 21: 0% Match Score = 15%

• 23: <50% Match Score = 17%

94 (69%) of applicants do NOT 
Need Review

• 32: 50-72% Match Score
• This equals 24% of the total

• Rankings from 11-38

• 10: 76-93% Match Score
• This equals Top 7%

• #4 (83% score) was hired



Top-Ranked: 8%
Lower-Ranked: 24%
Knocked Out: 43%
Incomplete: 25%



Outstanding Résumé…Right?







ChatGPT is an LLM (Large Language Model) chatbot developed by OpenAI and 
launched on November 30, 2022.

It will pull data from across the internet, synthesize the information, and produce 
content that reads as if a human wrote it.

• Has an IQ of 155 (Steven Hawking and Einstein: 160, Marilyn vos Savant: 228)

• Used by 1 million people in 5 days (Facebook took 2 months, Netflix 3.5 years)

• Analyzed 570 GB of text (1.3M books, 3x Library of Congress) to learn language

• Is used to create content in virtually every discipline

• ChatGPT-4 is 10x more advanced than its predecessor, GPT-3.5





4 levels of Zendesk proficiency with specific examples of understanding for each level in first 
person, and each level increasing in proficiency. Put these tasks inline for each level of 
proficiency so they are each a paragraph instead of bullets. A similar example would look like 
this: Which of the following best describes your level of proficiency with Ruby on Rails? 
Familiar - I am familiar with Ruby on Rails but never used it on a work project Proficient - I can 
build non-trivial queries with ActiveRecord model associations and scopes, am comfortable 
with rspec and dynamic test fixture generation, and able to write HTML, CSS and JavaScript 
Expert - In addition to the above, I have used ActionCable, ActionMailer, ActiveJob, and 
ActiveStorage on various projects, can develop complex and efficient queries involving inner 
and outer joins on multiple models, and am able to implement custom UI behavior using 
Javascript Guru - In addition to the above, I have built single-page applications using Javascript, 
used advanced SQL features (e.g. CTEs, window functions, triggers), and can analyze and 
profile an application for performance and memory issues



• Try to be very specific (e.g., 4 levels of proficiency in XYZ)

• Tell ChatGPT what you want the content to be (e.g., 4 answer options, with specific 
examples and tasks, with each answer option increasing in proficiency)

• Tell ChatGPT what person you want it to present the information in (e.g., 1st person, 
3rd person, etc.)

• Tell ChatGPT how to organize the content (e.g., put answer options inline so they are 
each paragraphs instead of bullets)

• Provide an example so ChatGPT knows what you want the end-product to look like

• If you don’t like the result, you can “Regenerate” which will create a similar response 
but in a slightly different format

• If you want to result to have something else, then reference the last answer ChatGPT 
provided

• Ask ChatGPT to write them in first or second person (e.g., “I can….” or “you can…”)



Create a question and answer 
options that allow the user to 
select multiple options 
regarding welding certifications

Which of the following welding certifications do 
you current have? Please select ALL that apply.

A) AWS Certified Welder (CW)

B) Certified Welding Inspector (CWI)

C) ASME Section IX Welding Qualification

D) European Welding Engineer (EWE)

E) OSHA Certified Welding Specialist (CWS)

F) American Welding Society (AWS) Certified 
Robotic Welding Operator (CRWO)

G) None, I do not currently have any welding 
certifications



It might not have the information



It might produce a “Hallucination” (i.e., generates factually incorrect or nonsensical 
information that may look plausible)



ChatGPT can produce long-winded answer options which can be especially long on 
a mobile-device

Tip: just ask ChatGPT to use the previous answer provided but shorten the answer 
options to two sentences while continuing to provides specific examples



ChatGPT can produce vague and ambiguous words in the description like 
“familiarity with” “knowledge of” like JDs that you want to stay away from

Tip: just ask ChatGPT to describe the specific tasks and/or activities that the 
applicant is capable of doing or has done in the past



Replacement for the Hiring Manager!

If you only use ChatGPT and don’t consult the Hiring Manager, then:

• Your hiring manager can always blame you or ChatGPT (i.e., take zero accountability 
for the results since they weren’t involved)

• ChatGPT could be wrong





Pros

• Cheap
• UI is easy

Cons

• Time intensive
• Creating 

Questions
• Managing 

Questions
• Applicant UX
• Hiring Man. UX
• Data Integration 

& Management



Jack of all trades, 
master of none

Won’t solve the 
biggest hiring 
problems

All in one

Costs can be 
lower than 
point solutions

HRIS PROS

HRIS CONS

Better than HRIS 
ATS modules

ATS PROS

Haven’t changed 
much in 25 years

Won’t solve the 
biggest hiring 
problems

ATS CONS



Challenges

• Usually only Yes/No and fill-in-the-
blank questions used

• No answer score = no ranking
• Subjectively review all answers 

which wastes more time
• Applicant UX – more than 15 min 

you’ll lose 50%+ of applicants
• No solution for creating very 

specific questions



Issues

• Comparing JDs to résumés
• Wrong inputs = bad outcomes
• Keywords = word association…not 

matching
• No human or AI on the planet can 

tell you what someone meant 
when they wrote “proficiency in” 
or “familiarity with”

All “matching” tools are NOT 
created equal



Manage specific HM question per each role

Organize Hiring Managers AND Roles Automatically bring in the correct HM/Role specific questions



Provide guidance / examples for creating 
good questions

Easy UI/UX for creating and scoring 

Allow users to select from pre-existing questions

If needed, use AI to help generate questions



Requisition Data Candidate Data



Screening 
Answers

Quality of 
Hire

Good Hires

Bad Hires

CORRELATION

GOOD HIRE #1 GOOD HIRE #3GOOD HIRE #2







Mobile-First Applicant 
Experience

Based on Qualifications

Applicants Answer 
Highly Specific Multiple-
Choice Questions

Tells you what YOU want 
to know instead of what 
the résumé wants you to 
know



Applicants Stack-Ranked 
by Match Score

Every Applicant 
Receives a Match Score

All Applicants Answer the 
Same Set of Questions



Better & Faster 
Decision Making

Accurately Predict 
Applicant Outcomes

Below the Surface Data 
Enables Unprecedented 
Insight



26%
25%

38%

11%
I N C O M P L E T E K N O C K E D  O U T L O W E R - R A N K E D T O P - R A N K E D

ALL APPLICATIONS

16 
Days

44 
Days

SMARTRANK INDUSTRY AVG.

TIME-TO-HIRE

9%
Sent for 
Review

77%
Liked or 

Loved by HM

74%
8%

S M A R T R A N K I N D U S T R Y  A V G .

COMPLETION RATE

Vs. Industry 
Averages20%+ ~14%









Typical Intake Meeting Questions



Manage applicants 
one at a time

Manage requisitions 
one at a time

Review résumés one at a time



Hiring managers have been 
conditioned to provide ambiguous 
language around qualifications

Identifying specifics around 
each qualification is a very 
productive exercise (for 
EVERYONE)

IF hiring managers 
don’t know what 
they need…then how 
on earth can you find 
that person?





“Businesses have never done as much 
hiring as they do today. They’ve never 

spent as much money doing it. And 
they’ve never done a worse job of it.”  

-Peter Cappelli, Professor at Wharton
      Harvard Business Review



January 2017

October 2022

September 2022

February 2022

January 2023

May 2022

November 2022

November 2022

March 2023

May 2022





This is not it! This is it!



There are 50,000+ online job boards! Challenges

• Too many job boards
• Too many applicants
• “Online résumés” (too vague)
• One-click apply (too easy)
• Expensive
• Time consuming
• Not good at matching…



Bus Driver?
Surveyor?
Steamcleaner?
Aircraft Fueler?
Groundsperson?
Stretch Provider?
Escort…Poly??



2x CEO
20+ years Sales & Operational Leadership
20+ years Software Experience
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