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RESOURCE GUIDE:
Where to Use Assessments in the Hiring Process

Hiring Managers:  
The Weakest Link in the Hiring Process

Over the past 20 years, many tools have claimed to be 
the silver bullet to making better hires, but one thing has 
remained painfully constant when hiring new employees. 
The hiring manager continues to be the weakest link in 
the process. Why? - because of two common trends that 
are part of human nature. 

1. Most hiring managers decide in the first 30 seconds 
of meeting someone whether or not they like the 
person, and that often determines if they will hire 
them. Even when doing behavioral interviews, after 
the first 30 seconds, many spend the next 60 minutes 
justifying their decision as to whether or not they will 
hire the person. Most will literally steer the interview 
the direction they want it to go to achieve the 
outcome they have already decided is appropriate.

2. Hiring managers tend to hire people who remind 
them of themselves without looking objectively 
at what is actually needed to be successful in the 
role. Hunters hire hunters, farmers hire farmers, etc. 
Because this decision-making process is subjective 
to each person, even if done well, it is difficult to 
duplicate successful hiring practices across the board 
at many organizations because the process is unique 
to each hiring manager. People hire the person they 
want, not necessarily the person who is needed.

One of the most commonly asked 

questions by hiring managers is 

where to use assessments in the 

hiring process. The purpose of this 

white paper is to help you better 

understand the most frequent 

methodologies that the best 

companies use, as well as the pros 

and cons of each. Assessments can be 

a tremendous value-add tool to your 

selection process if used properly, but 

in many cases a company’s internal 

processes limit the effectiveness of 

the assessment results. The following 

will help you identity how you can 

better use assessments to make the 

best fit hires for your organization 

moving forward.
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Timing: When to Use Assessments in the 
Selection Process

So if it’s clear what the weakest link in the hiring 
process is, the question begs how do we correct it? 
The answer is the timing of when the assessments 
are used. The timing is critical because it directly 
impacts the effect the hiring manager has on the final 
candidate hired. If we know hiring managers are the 
weakest link, the goal is to put them in a position to 
make the best possible hire. Let’s take a look at the 
two most common practices when using assessments:

Assess Your Final Candidates

Typically this type of assessment is done AFTER the 
hiring managers have already met the candidates 
and have decided whom they want to hire. The hiring 
managers may have narrowed the field down to 2-3 
candidates and now want to assess them to see if they 
can hire from the pool they have selected. The pros 
and cons are as follows: 

Pros: Fewer assessments might mean lower cost on 
the front end.

Cons: Because the hiring managers made their 
selection without using the assessment results to 
“screen in” the best candidates, the hiring managers 
may have already screened out more qualified 
candidates due to their personal subjectivity. This is 
doing little to improve the process because the hiring 
managers still have control of which people make 
it to the assessment process. In essence, it is fine 
tuning a bad process in an attempt to make it better, 
but can ultimately create more challenges. If the final 
candidates do not do well on the assessment you 
may have to start the recruiting process all over, or 
the hiring managers may ask to make a tough choice 

and hire the candidate they already selected, despite 
assessment results, thereby defeating the goal of 
making better hires.

Assess Earlier in the Process – before Hiring 
Managers have Access to Candidates 

If you’re looking to really improve your hiring 
processes, assess your candidates BEFORE they get to 
the hiring managers if possible. Assess 6-10 candidates 
before they ever meet the hiring manager, and then 
pass the 2-3 most qualified candidates on to the hiring 
managers. You are now ensuring hiring managers 
only see qualified candidates, and they can use the 
assessment results to help them delve deeper into 
which candidate might be the best fit for the role they 
seek to fill. In fact, even if you pass on the entire group 
to hiring managers, at least now they have assessment 
results to help frame their thought process before they 
interview.

Pros: The purpose of assessing more people earlier in 
the process is to put hiring managers in a much better 
position to make good hires. By assessing candidates 
before they see the hiring managers, we are limiting 
the extent to which a hiring manager has free reign to 
hire the person of their choice, and potentially make 
a subjective, poor hire. This also enables the hiring 
manager to have access to a candidate’s assessment 
results before the final interviews, thus allowing the 
hiring manager to drill deeper into the candidate’s 
potential when there are perceived areas of concerns 
with an external candidate. Lastly, by assessing more 
people earlier in the process, we are ensuring that we 
are not wasting time, and resources, on candidates 
who are not a good fit for the role. 

Cons: You may have to assess more people on the 
front end.

Conclusion: Assess More Candidates Earlier in the Process for Success

If you really want to drive better hiring practices through your organization, you simply need to put your hiring 
managers in a better position to be successful. This may mean a little more work on the front end by assessing more 
candidates, but the goal is to eliminate subjectivity and put in place processes that can be duplicated across the 
organization. Assess earlier, provide those results to hiring managers to help them better understand their candidates, 
and provide hiring managers behavioral-based interview guides that will help them drill deeper into areas of concern 
for each candidate. The end results: your hiring managers will make more informed and successful hiring decisions.
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