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About
this
eBook

Companies world-wide
are cancelling all onsite interviews and are
now doing all their
interviews completely
virtually. The obvious
trigger for this is the
continuing COVID-19
pandemic which has
made face-to-face
interviews functionally
impossible in most
countries.

As the virus forces
a large-scale freezing of
hires, there are still
many companies
out there who need to
fill out critical roles.
With a sudden glut of
high-quality candidates
in the market, and a
deep strategic need to
up-level existing teams,
the response from
recruiters has been to
pivot to video
interviews.

A Comprehensive Guide
To Video Interviewing
Although mainly driven as a response to the requirements of social
distancing, there are still benefits to be had from video interviewing when
hiring that can extend across “normal economies” too.
In this eBook we will set out the strategic business benefits that can be
leveraged from video interviewing, the common challenges that must be
overcome, and the best-practice guidelines to ensure the proper
application of video interviewing as a key part of your recruitment
strategy.

The Benefits Of Video Interviewing

Extract the maximum business
benefits from video
interviewing for all economies

Qualitative prescreening

Reduce time to
hire 50%

If you’re using quantitative
testing as part of your preselection process, then the
natural extension of that is to
use one-way virtual interviews
to gather and incorporate
qualitative data. When it
comes to assessing intangible
skills which can’t be easily
assessed in a written format,
or judging if a candidate has
oversold themselves in their
CV, video interviews offer a
great solution to effectively
evaluate a potential employee.

Streamlining the interview
scheduling process and
eliminating phone screenings
can reduce the time to hire
by a up to 50%. It’s a
substantial advantage when
you’re working in a crisis
which makes virtual interviews
a great tool. By bulk
scheduling candidates in a
narrow window for example,
you can move onto the next
hiring stage much quicker.

Record and save
interviews

Calendar-friendly
global outreach

With permission from the
candidate, video interviews
can be a great resource to a
hiring team. On the one hand,
a recorded interview makes it
easier to improve the
performance of interviewers
and add continuous
improvements in the
recruitment process. It can
also accelerate future hiring
decisions by allowing you to
instantly assess a previous
candidate for a new role that
might come up.

One-way video interviews
can be delivered and reviewed
whenever time permits, while
conducting two-way
interviews from candidates in
different time zones and
geographies is obviously
much easier when occurring
online. For anyone embracing
a distributed and remote
workforce, this means that you
can truly act globally to secure
the best talent
in an agile way.

Reduce
unconscious
bias
Diverse workforces add a
variety of extra value to a
company’s bottom line, but
unfortunately recruiters
and hiring managers often
mismanage the early stages of
their hiring process by
not addressing the
consequences of unconscious
bias. Video interviewing
provides an excellent
opportunity to counteract this
with strong, consistent
and standardised interview
processes. Creating universal
formats for all
interviewees gives them a
greater chance to make a
compelling case as to why
they should be hired.

Improve the costper-hire
When done right, video
interviewing can save time
and effort when it comes to
things like manual screening
efforts. If you’re looking to
screen numerous candidates
within a short time frame,
then video interviews have a
dramatic effect on the overall
efficiency of the hiring
manager, which in turn
translates to real savings on
the cost of hiring.

Improve quality
of hire
As a combination of all the above factors, you can also be confident
in getting a better quality of candidate. By identifying deal-breakers
and pre-requisites early in the process, and being able to make
better comparisons among the potential employees, you can reduce
the possibility of making a bad hire, and losing money.

Overcoming
the challenges

Enjoying the benefits of video interviewing is not as
straightforward as subscribing to a platform and sending
someone a link. There are some common obstacles that if not
addressed will have a negative outcome on your talent
strategy.

Technical difficulties
Even if you have the most reliable video platform around,
something will eventually go wrong. A well-prepared candidate
might find they suddenly have a poor connection, or a recruiter
might find that the recording function has stopped working. These
issues of course make the post-interview evaluation harder, but it
also impacts on the actual quality of the interview as it happens. A
stop-start flow, delays between questions & answers, and constant
interruptions can all add to the stress of the candidate and give a
false impression of their personality and competency.
Where possible, always try to schedule a quick follow-up phone call
to go over the ground you missed the first time round.

Unconscious bias
We already covered that video
interviews can reduce unconscious
bias, but it can never eliminate it.
Even with the best structures in place
to make the hiring process more
objective and structured, you can
easily let in new subtle influences to
undo your good work.
It can be hard to guard against being
influenced by a nice-sounding voice
(or even a well-arrange background
shot).
Aim to keep your evaluation strictly
job-related with a uniform and
closely-followed system for assessing
candidates and documenting the
post-interview feedback. Create and
distributed among interviewers a
common script for interview
questions and assessments.

The absence of
social cues
In a video interview, both parties lose
the ability to read and react to the
subtle social cues that drive lots of
interactions. Given the stakes
involved, this makes it essential that a
recruiter has a guide on building
rapport immediately from
introduction, to put candidates at
ease.
In a one-way interview, the potential
lack of any human interaction at all
can be especially prejudicial. As such,
don’t rely exclusively on the video
format. Make sure you exchange
personal emails before and after each
stage, and supply resources that
ensure candidates get a feel for
company in terms of cultural fit.

How to put the right
framework in place

As a completely distributed recruitment company,
Recognition One has direct first-hand knowledge on
making remote hiring as efficient as possible.
Our guide takes you through each stage of the
recruitment process covering:
-

Pre-Interview
How to start a call
What to do during a call
How to end a call
What you can do to improve and review

Pre-Interview

How to make sure everyone is
fully prepared for a video
interview

Success in a video interview starts well before the interview actually
begins. In terms of your communication with the candidate, make sure
to share as much information as possible before the interview.
Beyond agreeing on a schedule, participants and platform, we have
found that you will gain more desirable outcomes by sharing a full
agenda of the interview ahead of time. This makes the candidate feel
more comfortable in what might otherwise be an unfamiliar process so
that they can truly do justice to their career, but also holds recruiters
accountable to a standardised set of evaluation across the board.
Make sure to include information like:
- The reasons for recording and storing the video
- The technology to be used
- The ground rules for things like dropped connections or asking
questions when there is a lag
- Appropriate dress code and background shots
- The plan b for if the technology fails
If you are taking part in a panel interview , there will be some extra
steps to take. You need to set out and agree on a procedure for all
participants to cover things like:
- Rules for ad-hoc and follow up questions
- Best-practices for panellists speaking too quickly, or intervening too
fast with follow-up questions.
- Who will take the lead at which stages of the interview

Beginning of the call

How to start a successful
video interview

Without the explicit opportunity for social ice-breakers and small
talk, a video interview can turn into an intense session where both
parties are ready to go from minute one.
Take the beginning of the interview as an opportunity to go over the
agenda covered in the pre-interview email, as well as making
introductions to put the candidate at ease. If multiple people will
be on the call, explain what will happen during the gap until all
participants are online.

During the call

How to conduct a video
interview for optimal
outcomes
The important thing here is to stick to the structure explained at
the beginning of the call. As far as the agenda is concerned, a oneway pre-screening interview should be short and straight to the
point . As a replacement for a phone screening, you need to make
sure your list of questions are relevant to the role and that you’re
collecting the feedback that you know ahead of time will add value
to your process.
In a two-way or panel interview, follow a list of questions that
guide the discussion. This has the benefit of making comparisons
easier, streamlining selections processes and reducing unconscious
bias.

Throughout the experience, there are also a variety of practices to
keep in mind:
- Try to focus on your camera as much as possible and avoid looking
at notes in order to simulate eye-contact with the candidate and
build rapport. Move the application window to the top of your
screen near your camera to help with this.
- Keep in mind that the candidate might not have heard or
understood a question, or had time to answer properly, and adjust
your responses accordingly.
- In a panel interview, make sure everyone is assessing the
candidate according to a common score card to make comparisons
and debates on interpretation easier.

End of the call

Best-practices for ending
a video interview

With reduced opportunity for small-talk and no chance of the candidate
having experienced the culture of your office, it is essential to dedicate the
end of the call to exploring the questions of the candidate. To avoid the
costs of hiring a bad fit, you need to be sure that the candidate had valuable
insight into the culture of your
organisation.
Make sure you and anyone else on the call does the following:
- Include candidate questions in the original agenda to ensure there will be
enough time at the end of the call
- Make sure no questions have been left unanswered and keep track of
questions as they arise
- Schedule a follow-up call if necessary should connection or other issues
cause communication issues during the video interview

After the call

How to review and
improve your video
interview processes

Tech companies should already be aware of the
benefits of conducting reviews for continuous
improvements and post-mortems for addressing
failure. Their recruitment polices should be no
different. Depending on the resources and time
available, you should aim to be reviewing in
intervals that could range from after each round
to each eventual hiring cycle.
Re-watch the videos, assess the performance of
the interviewer(s) and then analyse it against the
end-result. Video interviews provide a great
resource in deciding which traits or actions need
to be replicated or avoided in the future.
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