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INTRO
It doesn’t matter if a company has been 
bootstrapped since day one, is on its fourth pivot, 
or is experiencing hockey stick growth -- they 
all share one thing in common: the challenge of 
hiring new talent. 

And when it comes time to hire engineering talent, 
that challenge often turns into a full-on crisis.  The 
stakes are incredibly high: the timeline around 
recruiting and hiring is long; the cost of hiring 
talent is high; and the time that it requires out of 
your core team to help hire the right engineer can 
quickly become onerous.

Of course, it’s not enough to fill seats with warm 
bodies who know Javascript -- the hiring process 
impacts the development of a company’s growth, 
potential, and culture like no other decision you 
will make. 

Tech behemoths like Google, Amazon -- even 
“smaller” companies like Uber -- are able to rely 
on an in-house technical recruiting team, as well 
as impressive employer reputations, to draw the 
top talent. For the rest of the business world, 
however, the task of hiring talented engineers 
who will mesh well with your company culture is 
significantly more of a challenge. 

This guide is for you. 

Andela offers a unique perspective on developer 
hiring -- in four years we’ve screened more 
than 130k applicants and hired more than 1,200 
developers. We’re going to share all that we know, 
and have learned, from the often-exhausting 
process. 



RECRUITING
The dynamic around hiring engineers has changed radically because of 
the scarcity of skilled developers -- now it is employers who often need to 
court potential employees. 

In this section we’re going to cover effective tools for the rest of us when 
it comes to attracting new talent; setting smart recruitment goals; the 
importance of, and challenge in, engineering diversity; and set you up with 
some alternative recruiting methods you might not have tried just yet. 
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Even if you’re not actively hiring, it is crucial to keep the hiring process active. The 
second a new engineering job req opens up, you should have ten able candidates 
on hand. Time and opportunity are of the essence, and you can’t waste any time 
in reaching out to candidates when your company has an engineering need that 
must be filled. 

As Kimberly Peterson, Director of Engineering at Percolate, told us, “One of the 
things we do -- even if we don’t have positions that need to be filled immediately 
-- is keep our hiring pipeline active. A few years ago, our lead talent person left, 
and we let our pipeline go. Building it back up caused us to actually miss out on 
some potentially great hires.” 

Think of it as employer branding. Building your employer brand can be a 
long, steady process, but unless your company’s name recognition is both 
instantaneous and instantly positive, it’s an absolute must. In short, it’s not simply 
a matter of creating a thriving engineering culture. It’s also about letting people 
know about the exciting work that you are doing.

“We can pound the table and scream from a megaphone that we’re the best place 
to work,” Evan Green-Lowe, Andela’s VP of Talent Development, explained. “Or 
we can try and understand what developers and engineers care about, provide it 
to them, and see what happens. Engineers want a handful of things: they want 
access to high-quality training materials that develop skills in the most bleeding-
edge technologies; they want a sense of how those skills are going to connect to 
their career and professional advancement; and they want a sense of community 
where they can share the highs and lows.”

FINDING
NEW 
RECRUITS
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So how do you start getting your company’s name and culture out there? You’ve 
got more than a few options. 

Engineering blogs and Medium posts are a great way to engage with 
engineers who might not have heard of your brand before. If you want 
to let engineers see the kind of work they’ll be doing at your company, 
give them actual insight into a difficult problem or challenge that your 
engineering team has tackled. 

Play host. Whether it’s a hackathon or a SQL Meetup, use your office 
space in the off-hours to get engineers into the space. Take the 
opportunity before a guest speaker or event to let people know about 
what it is that you’re doing. Free beer and pizza can go a long way to 
fostering good will. 

Get out in the world. Your happy engineering employees should be 
your best tool in drawing new talent to your company. Give them the 
opportunity to go to networking events, conferences, and continuing 
education classes with a handful of business cards and their sparkling 
personality. 

Accept resumes all the time. Even if you’re not hiring right now, engage 
with potential candidates who express interest in working with you. 

 
Just as you iterate your product and platform to achieve incremental goals, you 
should also be continuously iterating on your recruitment methods and how the 
public face of your company fits in. Re-evaluate the efficacy of your pipeline at 
regular intervals to see where you can improve. Keep in mind too, that your hiring 
goals will change over time, which means that your recruitment techniques will 
also change. 

Recruiting
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So you’ve got great resumes piled inches thick on your desk (more likely 
your computer desktop), you’ve still got some important questions to 
answer. Will your tech team need a Javascript developer more than a full-
stack engineer in six months time? What kind of experience will you need 
to build out a team? Who can you afford to hire? 

Keep in mind that “Who do you want to hire” and “who can you hire?” are 
two very different questions. Although there is often a temptation to hire 
the senior-most engineers you can, this is a recipe for failure. First of 
all, you more than likely can’t afford to do this – senior engineers don’t 
come cheap. Secondly, senior engineers are hard to find and even harder 
to catch – you’re going to waste a lot of time trying to chase down often 
unwinnable talent. And thirdly --  perhaps most important – you don’t 
need senior talent.

Developing effective hiring criteria is essential to ensuring success in your 
recruitment goals.   

Will you require an engineering degree?  Experienced engineers often 
have a bias against  bootcamp graduates, for example, thus excluding 

HOW TO SET  
RECRUITMENT  
GOALS

“When I’m first screening candidates, I’m not looking to match 
up a specific list of requirements against a resume. I want to be 
able to check off a few of those skills, but not everything,”

Seth Webster
Director of Engineering, Contently“
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a large population of enormously talented and capable engineers who 
simply don’t have sufficient academic credentials and/or job experience.

While these are natural concerns, neither hurdle should disqualify 
bootcamp grads from being considered for an engineering role. When 
a highly-motivated bootcamp grad is given the right mentorship and 
development opportunities, there’s absolutely no reason s/he can’t 
become a top-performing engineer for your organization. 

“We hire people who are less experienced if we see that they have really 
great problem solving abilities,” Peterson said, “because we know that we 
can just teach them to do what we do. They don’t necessarily have to have 
that right off the bat. 

“Something else that I particularly like about hiring from bootcamps is 
there’s a lot of diversity you don’t tend to see among the usual candidates. 
There are often a lot more women who have very little job experience 
but they’re making a career change, and they’re more than capable of 
handling the work required.” 

What kind of background will you require in specific coding frameworks? 
For many engineers, making the leap from C# to Python, for example, 
requires only a minimum of learning. By placing arbitrary hurdles around 
developers’ experiences, you can lose out on a lot of potential. 

“When I’m first screening candidates, I’m not looking to match up a 
specific list of requirements against a resume. I want to be able to check 
off a few of those skills, but not everything,” Seth Webster, Director of 
Engineering at Contently, told us. “It’s more about finding a general 
aptitude level and not a perfect resume. I’m much more interested in 
checking out some interesting projects they’ve worked on.”
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DIVERSITY
While many companies pay lip service to diversity, there are many good reasons 
that both your company and your users will benefit from having an engineering 
team that reflects a wide swathe of people. But actually following through 
on creating a diverse engineering team can prove difficult for even the most 
determined hiring team. 

There are a variety of methods you can use to increase your pool of talent:

Look outside of your zip code for remote employees who can bring a 
new perspective, along with their talents, to your work

Use non-traditional hiring methods, such as bootcamps or 
apprenticeship programs, to find candidates who are outside the typical 
pool of talent from which you draw

Re-examine your hiring criteria. Often there are invisible barriers to 
entry that you are creating, even if you’re not perceiving them.

HIRING DEVELOPERS

Evan Greenlowe
VP Talent Development, Andela

Recruiting

The Andela Learning Community is a consortium 
of more than 30,000 learners who aren’t ready to 
work with us just yet – they don’t have the baseline 
tech skills. But instead of rejecting them, the ALC 
offers guided mentorship and resources to develop 
their engineering skills. So I was working in Nigeria 
helping to build out the program, and I was arguing 
with one of my program managers about our 
applicant process. 

He’s Nigerian, and he felt strongly that we needed 
to remove one of the questions in order to increase 
the number of applicants. There was an option to 
upload a CV that he felt really shouldn’t be there. 

But it’s optional, right? People don’t have to upload 
it if they don’t have it. “You don’t understand,” he 
told me, “there are people who are going to be 
embarrassed about the fact that they don’t have a 
CV, or they’re ashamed of their CV, and they’re not 
going to apply. And the people who least believe 
in themselves -- people on the margins -- will be 
discouraged from getting access to the opportunities 
that would enable them to develop confidence.”

So I said, “Fine, do what you want.” So he ran an A/B 
test between applications with a resume option and 
those without. And to an extent you would not believe 
-- more than 300% more people applied when they 
got the form without the resume upload option. 



THE INTERVIEW
The interview process is broken – it’s fraught with pitfalls that can lead to 
overlooking a great candidate or pursuing a weaker match for your team. You 
can challenge developers to white board solutions all you want, but at the end 
of the day, that’s not how developers actually work. There’s an artificiality to 
the process that will occasionally lead to false positives or negatives. 

 “One of the analogies I like to to use is to imagine you wanted to commission 
an artist to create a masterpiece,” Green-Lowe said. “And Picasso comes 
in to interview. Can you imagine bringing him into a room and saying, ‘So I 
hear you’ve worked with the color blue before. Tell me about that.’? Instead 
what you’d do is ask him to paint something. You would get a sense of what 
his process is, what the possible outcomes looks like, and whether or not it 
reflects what you need.”

Still, if you’re building your team in-house, the interview process must be 
done. So how do you sift out the Picassos from the putzes? There are several 
ways to effectively identify a great match for your needs and your team -- 
while it’s not necessary to introduce every one of these hurdles, each stage 
offers a unique insight into a candidate’s capabilities. 
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The Interview Process

The goal of the first candidate screening: to assess an individual’s interest level 
and their basic capabilities. There are typically two stages in the first phase of 
developer screening:

A phone or video screening with a recruiter, that will assess a 
candidate’s interest, or disinterest, in the role that you are hiring for.   

An at-home coding challenge that will ensure a base level capability 
for the developer. There are a variety of different ways you can execute 
and assess the coding challenge, largely based on what you’re most 
comfortable with and the nature of the role that you’re hiring for.

ROUND ONE
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The Interview Process

ROUND TWO
The goal of the second set of candidate screenings: to pursue a deeper 
understanding of the candidate’s abilities and assess whether s/he will be 
a good fit with the team (aka “soft skills”).

“The goal of these interviews, especially for junior roles, is often more 
about understanding a candidate’s willingness to learn instead of their 
ability to handle a systems design, for example” Peterson said. “We want 
to make sure they can write code, of course, but candidates who are good 
at asking for feedback, who are coachable, who ask ‘Can you show me a 
better way to do this?’ -- they’re the people we look for.”  

Review of the candidate’s work on the earlier coding 
challenge. An excellent opportunity to see how the candidate 
works in response to criticism, integrates new ideas, and 
understands his or her mistakes. 

A code-pairing challenge offers the chance to see how a 
candidate works in a team setting. “We’ll do a code pairing 
exercise on something that’s not architecturally sound,” 
Webster said, “to see how that collaborative experience works. 
And then we’ll throw some stuff in there that are not the best 
suggestions to see how well a candidate can respectfully push 
back on a bad idea. 

A white-board challenge to see how well a developer can 
tackle new problems. While results-oriented assessment is 
understandable, the whiteboard challenge should be more 
about assessing a developer’s potential and the way they 
approach problems, not his/her current status. For this reason, 
it’s important to choose the nature of the whiteboard challenge 
well, opting to have candidates solve within larger frameworks 
rather than specific problems. 

“We’re looking far more at a hire’s ability to communicate 
during a whiteboarding session more than anything else,” 
Webster explained. “What kind of ability to learn do they have, 
rather than any specific knowledge. We’re constantly advancing 
as an industry, so looking for the right skills right now is going 
to stifle innovation. We place a far greater premium on the 
ability to learn.”

The interview is a chance to offer the candidate an opportunity 
to learn about the company goals, as well as learn about the 
candidate’s understanding of your company’s mission. More 
than anything the interview setting should allow the candidate 
to direct the conversation to get a better grasp on how your 
company, and your company’s engineering culture, work. 
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The Interview Process

Despite the best efforts to get to know a candidate, actually making a decision on 
whether or not to hire an engineering candidate can prove remarkably difficult. 
After all, the risks of a bad hire are remarkably high - you’ll either have to fire 
someone who’s not the right fit, spend a great deal of time dealing with an 
underperformer, or overextend other team members because your new hire isn’t 
up to the task. 

By systematizing decision making as much as you can, it’s possible to assuage 
these anxieties and, hopefully, speed the process along. 

Assess the results of your screenings against the needs of 
your company
Measure a candidate’s current abilities against what you perceive to 
be their future potential. If you’re truly invested in building a lasting, 
effective engineering culture, it’s often better to hire someone whose 
current skills may be lower on the slope currently, but has the capacity 
to move higher within several months. 

Create a scorecard
Unconscious biases are also at work, no matter how much we are 
vigilant against them. And while we can’t always erase them completely, 
we can anticipate the impact that they will have on how we choose 
candidates. By establishing a set of predetermined criteria or objectives 
for your new hire, it’s possible to help fight bias. 

Get feedback from other engineers
You can’t involve everyone in the hiring process, but it’s important to 
receive, and acknowledge, feedback from your team.

DECISION
MAKING
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Your company’s coffers will likely never be as deep as Google or Apple, so 
how can you effectively set compensation for an engineering hire? 

Keep in mind: compensation is more than just salary, and monetary 
reward is not a developer’s sole consideration when thinking about 
compensation. Think of what your company can offer that will distinguish 
itself from the competition. Distributed workplaces, for example, are 
among developers’ most prized benefits. 

Of course, that doesn’t mean you can completely neglect an engineer’s 
salary because of your unlimited snack bar. And while you want to 
stay competitive with comparable companies in your space, don’t feel 
the need to dazzle prospective hires with an inflated salary that will 
hamstring your ability to make new hires in the future. Few people are 
ever completely satisfied with their salary, and salary alone will not make 
a new hire happy. Build in a system where a new hire can revisit salary 
once a year, as well as thinking of the compensation package as more 
than just a paycheck.  

The Interview Process

COMPENSATION
MAKING AN OFFER



ALTERNATIVE

We never told you this was going to be simple -- even the biggest companies 
in the world struggle with recruiting and hiring developers. And if you’re still 
small and scrappy, still bootstrapping your product, it’s going to be incredibly 
difficult to dedicate the time and resources required to do this on your own. 
There are other options. 
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Alternative Hiring Methods

Freelancers
The advantages of hiring a freelance engineer are straightforward: 
there’s no lengthy hiring timeline; personnel costs are cut; and you’re 
only paying for the work that needs to be done. But there are good 
reasons most professional dev teams aren’t bringing on freelancers 
to solve their needs. It’s difficult and time-consuming to fully vet an 
engineer’s skill level, which means the quality of work you receive from 
a freelancer is far from guaranteed. Nor do short-term arrangements 
lend themselves to accountability, which means many teams face 
freelancers who have gone MIA in the middle of a project.

Outsourced projects
For many, the ability to outsource engineering work to low-cost, 
low-overhead teams is simply too good an opportunity to turn down, 
especially when a project will only require a temporary staffing uptick. 
However, even in short-term circumstances, outsourcing talent can 
bring hidden costs that render any potential savings moot over time. 
If you cannot place blind trust in your overseas team to get the work 
done, your managers be spending a disproportionate amount of time 
ensuring the work gets done correctly and on-time.  

ALTERNATIVE
HIRING
METHODS

Staffing agencies
Staffing agencies are often a quick fix for companies when they need 
to hire someone for a specific role fast – the economics of agency 
recruiters tends to favor speed over fit. And while recruiters often act 
as excellent salespeople for your company, their understanding of your 
business’ long-term needs is typically minimal. And the cost of relying 
on recruiters to make a lot of hires can quickly grow steep, particularly 
when commissions include a bonus structure. 
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Alternative Hiring Methods

In-house recruiting team
This approach likely won’t work for anyone but the most cash-flush 
businesses, but for those companies capable of supporting an in-
house team, there are distinct advantages: on-the-ground familiarity 
with your company’s needs and culture; avoiding recruitment costs 
(which can become substantial in high-growth phases; and the ability 
to develop a long-term roadmap for your company’s hiring needs.

Build distributed teams
The scarcity of qualified engineers is often a geographical problem 
-- recruiting talented people in a job market as cutthroat as San 
Francisco is far more difficult than finding qualified leads in Salt Lake 
City. As a result companies will forgo building one team in one place, 
opting instead to build up resources from a patchwork of countries and 
time zones. Distributed teams are often highly effective engineering 
resources, but successfully onboarding and integrating many different 
off-site employees into your development environment can prove a job 
unto itself, involving language barriers, time differences, and the need 
for constant communications.

ALTERNATIVE
HIRING
METHODS
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Alternative Hiring Methods

While staffing agencies and outsourcing can be the right solution for many 
companies, we’re naturally inclined to believe that Andela’s approach to 
distributed engineering teams is perfect for many teams in need of talent. 
We’re already working with companies like Starcity, Percolate, and Coursera to 
accelerate product development by building agile, distributed teams quickly and 
cost-effectively. 

Andela developers seamlessly integrate with tech teams, using the same 
software development tools while also adhering to a company’s SDLC and 
development process. Working from one of our tech campuses in Lagos, Nairobi, 
Kampala, Kigali, and Cairo, Andela’s engineers represent the top engineering 
talent found on the African continent. 

If you want to learn more about partnering with Andela, get in touch!

PARTNER 
WITH ANDELA




