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Recruitment Guidelines for Non-Recruiters

This guide is designed for casual recruiters, including small business owners and line managers who hire only a few times a year and want a practical, structured approach to recruiting with confidence.
How to use this guide: Work through the recruitment process in order—define the role, plan the process, shortlist against evidence, interview consistently, verify through references, then make and manage the offer—using the checklists and prompts in each section to keep decisions structured, fair and defensible.
Manager Quick-Reference Checklist
Use this table to keep the recruitment process focused, consistent and defensible from role definition through to offer.
	Stage
	Manager action
	Evidence to check
	Done

	Define the role
	Confirm the business need, current responsibilities, essential criteria and desired outcomes before advertising.
	Updated Position Description and agreed success measures.
	☐

	Plan the process
	Agree who will screen, interview, decide and communicate with candidates, and set clear timeframes for each stage.
	Recruitment plan, responsibilities and timeline.
	☐

	Screen objectively
	Shortlist only against documented essential and desirable criteria, recording evidence and reasons for decisions.
	Shortlist notes, criteria matrix and reasons for progression or rejection.
	☐

	Interview consistently
	Use role-related questions, the same core assessment method and factual notes for every candidate.
	Interview guide, scorecard and factual interview notes.
	☐

	Check references
	Verify work performance, conduct and role-relevant evidence using focused questions and appropriate consent.
	Reference questions, consent record and completed reference notes.
	☐

	Make the offer
	Compare the preferred candidate against all evidence, act promptly and keep communication open until onboarding begins.
	Final assessment, approval, offer details and onboarding handover.
	☐





Before You Start
Recruitment is more than the physical process of hiring. 
Offering someone a job can feel straightforward and rewarding, but a poor hiring decision can quickly become costly and disruptive.
Within six months, a poor fit can absorb significant management time, affect team performance and morale, and in some cases lead to probation failure or early resignation.
Successful recruitment depends on a professional, consistent process that identifies a productive, engaged employee who continues to add value well beyond their first day.
The more discipline you apply at the beginning, the more likely you are to make a strong, sustainable hiring decision.
Identify Your Needs
Before starting the hiring process, clarify the business need, the role requirements and the outcomes the successful candidate must deliver.
Even when replacing someone who has left, avoid trying to find a like-for-like replacement; focus instead on what the role now requires.
You are filling a role NOT replacing a person. 
Review each role before recruiting and confirm the responsibilities, skills, experience and success measures required.
· Decision point: Confirm whether the business need, accountabilities, required skills and success measures have changed before advertising the role.
· Action: Update the Position Description before screening applicants so every later decision is based on current role requirements.
The Position Description
A current and accurate Position Description is vital in conducting an effective recruitment. 
A Position Description clarifies the role, its contribution to the business, the required skills and qualifications, and the basis for future performance expectations.
Providing applicants with an accurate Position Description also reduces wasted time by helping them understand the role before they apply or interview. 
(To create a new or revised Position Description you can utilise the Template provided at the Free Document Download section at https://sjbconsulting.com.au/)

If a Position Description already exists, review it for accuracy and update any changed responsibilities, requirements or accountabilities before advertising.
Treat the Position Description as the foundation for screening, interview questions, assessment and final selection.
Step 1 – Create a Recruitment Plan
Create a recruitment plan to use time efficiently, coordinate everyone involved and give candidates a clear, professional experience.
· Set aside enough time to manage the end-to-end process and give candidates appropriate attention.
· Choose the most effective channels to advertise the role, such as internal advertising, job boards, agencies or social media.
· Determine who will review resumes, schedule interviews, interview candidates and make the final hiring decision.
· Allocate timeframes, deadlines and responsibilities for every step so the process remains timely and efficient.
· Communicate regularly with candidates about the process, timelines and outcomes, including when they are not successful.
Step 2 – Screen and Shortlist Candidates
Resume screening is a critical stage that many non-specialist recruiters find time-consuming, but skipping or rushing it often leads to weak shortlists and wasted interviews.
Failing to invest effort at this stage often leads to a poor recruitment outcome.
A professional, methodical screening process helps ensure you interview only candidates with credible evidence of meeting the role requirements.
How to Effectively Screen and Shortlist Candidates
Prior to proceeding with any recruitment action you must have very clear, prioritised and documented ‘essential’ and ‘desirable’ requirements for the role against which candidates can be assessed. The Position Description for the role will provide this information.
Start by retaining only applications that clearly meet the minimum essential requirements, such as mandatory qualifications, experience or skills.
This is an effective way to reduce a large applicant pool quickly, while still allowing you to focus on the strongest applicants when the pool is already manageable.
Use judgement so you do not overlook an outstanding applicant, but as a first-cut approach this method is highly effective.
Phone Interviews as a Screening Tool
When there are many applications, avoid using phone interviews as a substitute for proper screening; they can consume time and still produce poor decisions.
Phone interviews are useful when distance, availability or practical constraints make them necessary, but they should be used deliberately and consistently.
Where possible, do not rely on phone interviews as the primary method for screening applicants.
Creating a Shortlist
Next, sort resumes that meet the minimum requirements by qualifications, relevant experience, expertise, technical competencies and other essential skills identified for the role.
If the initial shortlist is still too large, apply a stricter review against all essential and desirable criteria to identify the strongest candidates.
Again use common sense in this process in proportion to the resources available and relevant time constraints. 
If only a small, manageable number of applicants apply and each broadly meets the minimum requirements, you may choose to move them all to the next stage.
Once the shortlist is finalised, flag any concerns or questions in the shortlisted resumes so they can be clarified during interview.
· Checklist: Record the essential criteria used, the evidence found in each application and the reason each candidate is shortlisted or not progressed.
· Compliance prompt: Apply the same criteria to every applicant and avoid assumptions that are not supported by the application materials.
Time spent on a professional, targeted screening and shortlisting process improves the use of resources and increases the likelihood of selecting a strong candidate.
Step 3 – Interview Candidates
Shortlisted candidates now move to interview, where preparation, consistency and objective assessment are essential to a reliable selection decision.
Only candidates assessed as meeting all the previously identified requirements of the role and assessed as capable of undertaking the role should be interviewed.
Telephone Interview
There are circumstances where a phone interview is necessary, such as distance, availability or practical constraints.
Recognise the limitations of phone interviews: they are best for clarifying factual information and less effective for assessing broader communication, presence or workplace fit.
If you use a phone interview as a meaningful step in the recruitment process, prepare thoroughly and treat it as professionally as a face-to-face interview.
Where possible, meet a strong candidate in person or through an appropriate live interview format before making a final hiring decision.
Face-to-Face Interviewing
Face-to-face interviews are a critical step, so complete the earlier screening work well and allocate enough time to conduct them properly.
Ideally, your screening process will produce a shortlist of no more than three to five candidates who appear to have the experience, skills and expertise required for the role.
At a minimum, interviews should follow these principles:
· The interview format may vary depending on the business, role and policy context, but it should always be welcoming, comfortable and professional.
· Ask legally appropriate, role-related questions and use a consistent assessment method for each candidate.
· Take professional notes on each candidate’s responses so they can be reviewed during final assessment.
· Do not record inappropriate observations or irrelevant personal comments about the applicant.
· Compliance prompt: Ask only role-related questions and apply the same core questions and assessment method to each candidate.
· Note-taking prompt: Record factual responses, examples and evidence only; avoid personal observations that are irrelevant to the role.
Use the interview to test the assumptions made during screening, explore role-relevant behaviours and identify any gaps that require clarification.
A simple scorecard can help reduce bias and keep assessments consistent, especially when interviewing multiple candidates in one day.
Depending on the process you choose, final interviews may be conducted by a senior manager and should usually be limited to one or two standout candidates who meet the role requirements.
Interview Tips
Interviews are a two-way process: candidates are also assessing whether the role and organisation are right for them, so be courteous, professional and clear about the benefits of the opportunity.
The Basics
Prepare Your Questions
· Define exactly what you are looking for before the interview so your questions test the right requirements.
· Write questions down and use a consistent base so you can compare candidates fairly.
· Avoid abstract or irrelevant questions; keep each question connected to the role.
Reduce Stress
· Recognise that interviews can be stressful and that stress may affect how candidates perform.
· Where possible, tell candidates in advance which topics you would like to discuss so they can prepare.
· Offer reasonable scheduling flexibility and explain practical expectations such as dress code where relevant.
· Aim to create a comfortable setting that supports a productive, professional conversation.
Involve Others
· Limit interview panels to the people who need to assess the candidate, such as the hiring manager, their manager and an HR or recruitment representative.
· A peer interviewer can provide realistic insight into the role and help assess how the candidate may work with the team.
Assess Potential
· Assess whether the candidate can perform the role now and continue to adapt as the role and business needs change.
· Ask how the candidate learns and how they think the industry may evolve to understand their curiosity and forward thinking.
Ask for Real Solutions
· Construct questions that reveal how the candidate would handle realistic situations related to the role.
· Use behavioural-based questions for non-technical areas; suggested questions are included below.
Consider Cultural Fit Without Overemphasising It
· Look for evidence that the candidate can work effectively within your organisation’s values, environment and expectations.
· Ask role-relevant questions about work preferences, collaboration and planning style without treating cultural fit as a substitute for capability.
Sell the Job
· A strong candidate may already have researched the role, the organisation and the interviewers.
· If the interview is going well and the candidate is worth pursuing, spend time explaining the value of the role and organisation.
· Because interviews are mutual assessment processes, it is reasonable to explain why the candidate may be a strong fit for the role and organisation.
Use these tips as a flexible guide, but always anchor your questions in the Position Description, role requirements and evidence needed to make a fair hiring decision.
Step 4 – Complete Reference Checks
Reference checking should be proportionate to the role, but at minimum should seek relevant feedback from a recent direct manager where appropriate.
Keep reference questions concise, specific and tied to the Position Description, interview evidence and any areas requiring verification.
It is appropriate to ask referees to confirm examples of achievements, behaviours or concerns identified during the interview, provided the questions remain relevant to the role.
Use reference checks to strengthen—not replace—your assessment by confirming evidence, clarifying concerns and supporting a well-informed hiring decision.
· Checklist: Prepare reference questions from the Position Description, interview notes and any specific claims or concerns that need verification.
· Compliance prompt: Seek consent where required and keep reference questions focused on work performance, conduct and role-relevant evidence.
Step 5 – Evaluate and Make the Offer
At the final stage, confirm the preferred candidate against the full evidence base and move quickly to maintain momentum.
Stay engaged with the preferred candidate throughout the offer process, as acceptance is only one step toward a successful start.
· Decision point: Compare the preferred candidate against the role criteria, interview evidence and reference feedback before confirming the offer.
· Action: Keep the preferred candidate informed, issue the offer promptly and maintain communication until onboarding begins.
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