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How first
interviews
become
scalable
The interview before the first interview. Why the
evaluative step happens too late today — and what
changes when it moves up front.
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INTRODUCTION

The interview before the
first interview
Every HR professional and every manager who hires regularly knows the moment:

you are sitting in the third or fourth first interview of the week, listening to the same

opening questions, asking the same follow-ups, and realising after ten minutes that

it does not fit. Not because the candidate is weak. But because the way of working,

the pace, the understanding of ownership, or how they handle pressure simply do

not match your setup.

You could have known beforehand. But there was no signal to tell you. The CV did

not show it. The initial screening did not filter it out. So you held the conversation

and invested an hour you would have been better off spending on a candidate

where it really pays to go deeper.

This paper describes why exactly this break in the hiring process exists, and why

neither CVs nor personality tests close it. The answer is not a better assessment or

a better test, but a new category: the scalable first interview.

Because what actually gets tested in the first conversation — fit with the work

reality, with the manager, with the team environment — is today the only step in

the hiring process that cannot be standardised. CVs can be screened. Skills can be

tested. But the question “Does collaboration work in exactly this setup?” only gets

answered in the personal conversation, and every time from scratch, for every

candidate, without any comparable basis.

∘Yeliq makes exactly this step scalable.
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EXECUTIVE SUMMARY

Five points that carry the entire
paper

Between CV and first interview, an evaluative step is missing.

That is precisely why too many first interviews are conducted that advance

neither the applicant nor the hiring manager.

01

The CV shows the past.

It does not show whether collaboration works in the specific setup.

02

Personality tests describe people in general.

They do not assess whether someone fits the role, the team, and the manager.

03

The real question in hiring is not “Who is this person?”.

It is: “How likely is good collaboration in our setup?”

04

∘Yeliq closes this gap.

Through a structured three-way match of candidate, role context, and manager

— before the first conversation.

05
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CHAPTER ONE

Why first interviews are the
bottleneck

The first interview is the most valuable and, at the same time, the most inefficient step in the

entire hiring process. Valuable, because it is where the questions that really matter are asked

for the first time: How does this person think about responsibility? How do they handle

pressure? Does their way of working fit my team and my leadership style? Inefficient, because

those exact questions today have to be answered individually, manually, and without any

comparable basis for every single candidate.

Picture the typical flow: you receive 80 applications for a key role. In screening, you narrow

down to 15 candidates, based on CV, keywords, and industry experience. You conduct 8 first

interviews. Of those, 3 are genuinely relevant. With the other five, you realise during the

conversation that the fit is not there. Sometimes after ten minutes, sometimes only after thirty.

5 out of 8
conversations you could have spared yourself, had you known beforehand what
you only learned during the interview.

Why this is becoming more and more expensive

Every manager who has built teams knows the pattern: the best people on the team often do

not come from the most obvious background. They are lateral hires whose CV does not

convince at first glance, but whose working style, mindset, and behaviour fit the environment

exactly. Conversely, “golden CV” profiles — plenty of experience, strong employers — fail in the

dynamic scale-up context, even though they were top performers in the enterprise. The person

has not changed. The context has.

On top of that: AI-generated applications make the CV an even less reliable filter. Keywords,

phrasing, formatting. All optimisable without anything about the actual fit changing. ATS

systems are increasingly filtering on signals that are produced artificially.

At the same time, the importance of context fit is rising. In dynamic environments such as

scale-ups, agencies, and consultancies, factors like pace, ownership, tolerance for pressure,

and compatibility with leadership style determine success or failure more strongly than

professional experience on paper.

01

01 · BOTTLENECK
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What this means in practice

All of this is the consequence of a single structural problem:

The decisive evaluation — does the way of working fit the
context, the manager, the team? — happens today only in
the first interview.

That is precisely what makes first interviews unscalable today. And that is precisely where

Work Relationship Intelligence comes in.

Too many first conversations with candidates who do not fit the context

Too little depth in conversations with candidates where it really pays off

Decisions that are hard to justify

HR and the business discuss gut feeling instead of traceable differences

01 · BOTTLENECK
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CHAPTER TWO

Why CVs and personality
tests do not close this blind
spot

The CV: past instead of fit

The CV shows stations, not a way of working. It shows experience, not context fit.

Personality tests: person instead of collaboration

Tools like Big Five, DISC, or Hogan answer a different question: how can this person be

described in general?

That is scientifically valid, but it assesses the person in isolation. The result is an abstract

profile that then has to be mapped onto the specific context and interpreted. In practice, that

act of translation is rarely feasible.

The structural reason: personality tests measure stable traits. But whether someone works in a

specific setup depends on the interplay between person, role, team environment, and manager.

The same person can excel under a manager who provides clear structure, and fail under

another who expects maximum autonomy.

What is missing is not better tests. What is missing is a
context match.

The gap between CV and first interview is not a matter of convenience. It is the reason

interview time is systematically misallocated.

02

Whether someone can handle high pace is not in the CV

How someone deals with little structure is not in the CV

Whether the communication style matches that of the manager is not in the CV

02 · BLIND SPOT
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CHAPTER THREE

What really happens in a
good first interview

Experienced hiring managers do not simply review the CV in the first interview. They do

something else — often unconsciously, but with clear logic. That logic can be broken down into

three steps:

01 STEP ONE

Observe

Nuances, priorities, self-image, understanding of responsibility. How does

someone think about conflict? How do they describe pace and pressure? What

do they say about ownership — and what do they not say? These signals

cannot be read from any CV.

02 STEP TWO

Contextualise

Every answer is instantly matched against one’s own context: does this fit my

team? Would this work in my day-to-day? Where would friction arise, and

would that be productive or destructive friction?

03 STEP THREE

Prioritise

A ranking emerges inside the conversation itself: who is worth investing more

of my time in? Where do I still need a second opinion? And whom do I rule out

— not because the person is weak, but because the fit with the setup is not

there?

These three steps — observe, contextualise, prioritise — are the actual value of a good first

interview.

And today, that value only materialises once the conversation takes place. Before that,

there is no comparable signal. Everything that comes earlier — CV screening, brief phone

conversations, standardised assessments — answers a different question than the one

actually asked in the interview.

03

03 · WHAT REALLY HAPPENS
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CHAPTER FOUR

The solution: Work
Relationship Intelligence

The concept behind ∘Yeliq is called Work Relationship Intelligence, and it differs fundamentally

from the approaches that exist today.

Not to evaluate the person in isolation, but to make the
interplay between candidate, role context, and manager
visible — before the first conversation.

That requires three dimensions that today are considered separately or not captured at all:

1. Candidate & role context

Does the way of working fit the environment? Do pace, ownership, task focus,

tolerance for pressure, and need for structure align? Are there systematic areas of

tension that will produce friction in everyday work?

2. Candidate & manager

Does the way of working fit the manager? How much direction does the manager

expect, and how much freedom does the candidate need? How direct is the feedback?

How is uncertainty handled? This dimension is almost never captured in classical

methods, even though in practice it is one of the strongest predictors of collaboration

and retention.

3. The Context Corridor

From the two dimensions a match emerges: the so-called Context Corridor. It maps

where the candidate’s way of working fits the specific setup and where it does not. The

point is not right or wrong, but likelihood of fit: how many relevant points appear

compatible? And at how many points would substantial follow-up still be required in

the interview?

04
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THE CONTEXT CORRIDOR

Position on the band = level of expression. Distance between points = interview hypothesis. No score,

no ranking — only position and distance.

What is new here?

Existing tools evaluate either the past (the CV), the person in the abstract (personality test), or

professional suitability (skill check). None of these tools answers the question actually tested in

the first interview: how likely is durable collaboration in our setup?

Work Relationship Intelligence closes this gap — not through another testing method, but

through a context-based match.

Role context

Manager

Candidate

Pole A Pole B
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CHAPTER FIVE

What ∘Yeliq does in
practice

∘Yeliq operationalises Work Relationship Intelligence as software. The flow:

01 STEP 1

Capture the context

The work context of the role is defined once: how does the team operate? What

pace, what degree of structure? What does the manager expect? Feedback style,

intensity of direction, degree of autonomy. Which areas of tension shape everyday

work? Customer pressure, prioritisation conflicts, ambiguity.

Duration: under 60 minutes.

02 STEP 2

Candidates respond

Candidates receive a link to a short questionnaire. No abstract personality

questions, but situational, role- and context-specific ones: how would you prioritise

in this situation? How do you handle it when expectations are unclear? What do you

do when a project comes under pressure? Answers are captured on a bipolar Likert

scale — there is no right or wrong, only differences in approach.

03 STEP 3

Three-way match

From the responses, the match emerges along the Context Corridor: candidate ×

role context × manager. The result is not a score and not a personality description,

but: Fit indicator for role and manager. Where does the way of working fit, and

where does it not? Areas of tension with context. Where is friction likely, and

why? Interview recommendations. Which questions should you ask, and what

should you watch for?

This way, a hiring manager knows before the first conversation which
candidates are likely to fit well, where they should probe specifically,
and which profiles probably do not match the context. The decision
remains 100% with the human. There is no auto-decisioning — only
better signals.

05
05 · ∘YELIQ IN PRACTICE

HOW FIRST INTERVIEWS BECOME SCALABLE 10



CHAPTER SIX

∘Yeliq is not a personality
test

The distinction from personality tests or classical psychometric assessment is not a matter of

wording — it is methodologically fundamental. ∘Yeliq asks a different question. Not: who is this

person in general? But: how likely is collaboration to work in exactly this setup? The questions

are not abstract, but situational and context-specific. The analysis incorporates the manager

and the work reality. The result is not a profile that must be interpreted, but a directly usable

output: fit indications, areas of tension, interview recommendations.

The difference in practice

PERSONALITY TEST

“High conscientiousness”

The test tells you that a candidate shows

a particular trait strongly. What that

means for your role, your team, and your

manager — you have to translate yourself.

∘YELIQ

A concrete friction point plus
the question

∘Yeliq tells you that the same candidate

will probably have friction with your

leadership style at certain points in your

fast-moving, loosely structured scale-up

environment — and which questions you

should ask in the interview to clarify it.

∘Yeliq does not replace interviews. Nor does it replace personality tests where they are

used meaningfully. What ∘Yeliq does: it makes the proven core of the first interview — the

context match — available before the conversation. So that interview time is invested

where it has the greatest value.

06

06 · NOT A PERSONALITY TEST
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CHAPTER SEVEN

What HR and managers
actually gain

When the first evaluative step moves in front of the interview, it is not only the order of the

process that changes. It also changes how HR and the business work together — and how

confident both feel in their decisions.

WHAT MANAGERS GAIN WHAT HR GAINS

IN SUMMARY

∘Yeliq closes the gap between CV and first interview. Not through another

test, but through a context-based three-way match of candidate, role

context, and manager.

Many unclear conversations become few, targeted ones. Gut feeling

becomes a shared basis for decisions. Interview time becomes genuine

depth of conversation.

07

Earlier clarity on which conversations

are really worth having

Fewer interviews that lead nowhere

Concrete hypotheses for each

conversation instead of open-ended

orientation rounds

Faster, defensible decisions instead

of a stack of “maybes”

A traceable basis for pre-selection

that goes beyond the CV

More focused alignment with the

business, because differences

become visible and discussable

Less interview time spent without a

clear signal

Prioritisation that can be explained —

to managers, team, and candidates

07 · WHAT YOU GAIN
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FOR FEW, GOOD CONVERSATIONS

You decide who fits. Not
the model.
Work Relationship Intelligence makes the context match

available before the first conversation — structured,

traceable, and psychologically grounded.

WORK RELATIONSHIP INTELLIGENCE yeliq.com
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