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ABOUT THIS GUIDE 

Introduction 
 

 

The global shift to remote work has permanently transformed how technology teams are built. For 

companies that embrace this shift strategically, the opportunity is immense: access to a worldwide talent 

pool, dramatic reduction in hiring costs, faster time-to-productivity, and the ability to build truly diverse 

engineering teams. 

However, hiring remote developers without a structured process is a recipe for costly mistakes. The 

typical company spends $28,000–$45,000 replacing a failed technical hire — a figure that doesn't 

account for lost productivity, team morale, and delayed product milestones. 

This guide was developed by the talent experts at AB7 Solutions, drawing on 10+ years of experience 

placing pre-vetted remote developers for companies across the United States, Europe, and the Asia-

Pacific region. Whether you're hiring your first remote engineer or scaling a distributed team to 50+, the 

frameworks and templates in this guide will help you do it right. 

 

WHY IT 
MATTERS 

Companies using structured hiring processes are 3x more likely to make a successful 
hire and 2x more likely to retain that hire beyond 12 months. (Source: LinkedIn Talent 
Solutions, 2025) 

 

What You Will Learn 

• How to define precise technical and cultural requirements before you post a role 

• Where to source top-tier remote developers (and what to avoid) 

• How AB7 Solutions pre-vetting eliminates 80% of screening work 

• Step-by-step technical screening frameworks for front-end, back-end, and full-stack roles 

• Behavioral and culture-fit interview playbooks (with sample questions) 

• How to structure a competitive offer for remote talent 

• A proven 30-60-90 day remote onboarding programme 

• Checklist templates ready to use immediately 
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CHAPTER 01 

Defining Your Requirements 
 

 

Every successful hire begins with a precise definition of what you actually need. Skipping this step — or 

rushing through it — is the single most common cause of remote hiring failures. Before you open a job 

requisition, answer these foundational questions. 

 

1.1  Role Architecture: Four Dimensions 

Dimension Key Questions to Answer 

Technical Scope What exact technical skills, frameworks, and seniority level are 
required? Be specific — 'JavaScript developer' is not a 
specification. 

Engagement Model Full-time dedicated? Part-time? Project-based contract? Each 
model has different implications for onboarding time, 
commitment, and cost. 

Timezone Alignment Do you need live collaboration overlap of 4+ hours per day, or is 
async-first acceptable? This determines your candidate 
geography. 

Team Integration Will this developer work directly with your team daily, or be 
managed by AB7 as part of a dedicated squad? Define reporting 
lines clearly. 

 

1.2  Writing the Technical Specification 

A technical specification is not a job description. It is an internal document that describes the exact 

technical outputs you need. It should cover: 

1. Primary technology stack (e.g., React 18, Node.js 20, PostgreSQL, AWS Lambda) 

2. Secondary / nice-to-have skills (e.g., GraphQL, Docker, Redis) 

3. Type of work (greenfield product development, legacy modernisation, maintenance & support, 
integration work) 

4. Code quality expectations (test coverage %, CI/CD familiarity, code review culture) 

5. System scale (traffic volumes, data volumes, uptime requirements) 

 

AB7 
TIP 

Share your technical specification — not just the job description — with your AB7 Solutions 
account manager. The more detail you provide, the better calibrated the pre-vetted shortlist 
will be. 

 

1.3  Seniority Matrix for Remote Roles 
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Level Experience Best Use Case 

Junior (L1–L2) 0–3 years Requires mentorship; best in team 
with senior developers. Lower cost; 
longer ramp. 

Mid-level (L3) 3–6 years Can work independently with clear 
specs. Best ROI for most startups & 
SMEs. 

Senior (L4–L5) 6–10 years Leads technical decisions; mentors 
others. Essential for complex 
architecture. 

Staff / Principal 10+ years Defines technical direction across 
teams. Rare; typically sourced via 
specialist networks. 
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CHAPTER 02 

Sourcing Remote Developers 
 

 

The quality of candidates you evaluate is determined entirely by the quality of your sourcing channels. 

Here is an honest assessment of the primary remote developer sourcing channels available to your 

organisation. 

 

2.1  Sourcing Channel Comparison 

Channel Quality Signal Time-to-Hire 

Job Boards (LinkedIn, Indeed, Dice) High volume, low signal. Effective 
for brand-name companies only. 

Slow; 6–12 weeks to hire 

Freelance Platforms (Upwork, 
Toptal) 

Variable quality. Hourly rates can 
be competitive but hidden costs add 
up. 

Medium; 2–4 weeks 

Recruiters / Staffing Agencies Quality depends entirely on the 
recruiter's network and vetting 
rigour. 

Medium; 3–6 weeks 

AB7 Solutions (Pre-Vetted Talent) Candidates already screened: 
technical assessment, 
communication, references, 
background. 

Fast; 7–60 days 

Employee Referrals Highest quality signal, but limited to 
your network. Excellent for senior 
hires. 

Variable 

GitHub / Open Source Communities Niche but effective for specialist 
roles. High engineering credibility. 

Slow; 8–14 weeks 

 

2.2  What to Look for in a Remote Developer Profile 

• Portfolio of real shipped products (not just tutorials or toy projects) 

• Demonstrated async communication skills (written, clear, proactive) 

• Prior experience in remote-first teams — a significant predictor of success 

• Open source contributions, technical blog posts, or conference talks 

• Measurable impact statements in their work history (not just responsibilities) 

• References from previous remote employers — and the willingness to provide them 
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CHAPTER 03 

The AB7 Solutions Pre-Vetting Advantage 
 

 

The most time-consuming part of hiring a remote developer is the screening process. AB7 Solutions has 

invested 10+ years building a rigorous multi-stage vetting pipeline that eliminates that burden from your 

team. 

 

Our 7-Stage Pre-Vetting Process 

Every AB7 candidate completes all 7 stages before you see their profile 

 

Stage 1 — Application & Resume Screening 

Every incoming candidate profile is reviewed against a 42-point checklist covering role relevance, 

experience authenticity, and profile completeness. Only candidates who clear 38+ points advance. 

Stage 2 — Technical Skills Assessment 

Candidates complete a role-specific online technical assessment administered through our proctored 

platform. Assessments are designed by senior engineers and updated quarterly to reflect current 

industry standards. Pass threshold: top 20th percentile. 

Stage 3 — Live Technical Interview 

A 90-minute live coding and systems design interview conducted by a senior AB7 engineer with 8+ years 

of experience in the candidate's domain. Covers: data structures, algorithms, system design, code 

quality, and practical problem-solving. 

Stage 4 — Communication & English Proficiency Evaluation 

For roles requiring client-facing communication or daily collaboration with US/UK/Australian teams, 

candidates complete a structured communication assessment evaluating written clarity, verbal fluency, 

and response quality. 

Stage 5 — Reference Verification 

A minimum of two professional references are contacted and interviewed by our talent team. We verify 

employment dates, role scope, performance, and remote work compatibility. References from direct 

managers are preferred. 

Stage 6 — Background Verification 

Identity, education, and employment history verification is completed for all candidates. For healthcare 

and fintech roles, enhanced background checks including criminal record screening are conducted. 
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Stage 7 — Cultural & Remote Readiness Assessment 

A final 30-minute structured conversation assessing remote work maturity, communication discipline, 

time-zone management, and alignment with client team culture norms. 

 

7 

Screening Stages 

<20% 

Pass Rate 

90%+ 

12-Month Retention 

60 Days 

Avg. Deployment 
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CHAPTER 04 

Technical Screening Process 
 

 

Even when working with pre-vetted candidates from AB7 Solutions, your technical team should conduct 

a final validation interview to confirm role-specific fit. This chapter provides the framework for that 

interview. 

 

4.1  Technical Interview Structure (90 Minutes) 

Time Block Activity 

0–10 min Introduction & role context-setting. Candidate describes most 
recent technical project in detail. 

10–35 min Data structures & algorithms problem (1 medium-difficulty 
problem appropriate to seniority level). 

35–55 min System design exercise: design a system relevant to your 
product (e.g., URL shortener, notification service). 

55–75 min Code review exercise: candidate reviews a real code snippet 
containing 4–6 intentional issues. 

75–85 min Scenario-based questions on debugging, deployment, and 
incident response. 

85–90 min Candidate Q&A. Evaluate quality of their questions — senior 
engineers ask excellent questions. 

 

4.2  Evaluation Rubric (1–5 Scale) 

Criterion Description Score (1–5) 

Problem Decomposition Can break complex problems into 
manageable components without 
guidance. 

 

Code Quality Writes readable, maintainable, 
idiomatic code with appropriate 
abstractions. 

 

Communication Explains reasoning clearly while 
coding. Asks clarifying questions 
before solving. 

 

Systems Thinking Considers scale, failure modes, 
observability, and trade-offs 
proactively. 

 

Debugging Approach Systematic and methodical. Forms 
hypotheses and validates them 
efficiently. 
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Criterion Description Score (1–5) 

Culture Signals Growth mindset, collaboration 
orientation, intellectual curiosity. 

 

 

SCORING 
A total score of 22+/30 (73%+) is recommended for mid-level hires. 26+/30 (87%+) for 
senior roles. Discuss any criterion scoring below 3 with your AB7 account manager 
before declining. 
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CHAPTER 05 

Screening Templates 
 

 

The following templates are ready to use. Customise the shaded fields with your role-specific 

requirements. 

 

Template A — Job Description Framework 

Use this structure to write job descriptions that attract qualified candidates and filter out poor fits at the 

application stage. 

 

JOB DESCRIPTION TEMPLATE 

ROLE TITLE: [Senior / Mid-Level] [Specialisation] Developer 

ENGAGEMENT: Full-time Remote | [Company Name] via AB7 Solutions 

TIMEZONE: [e.g., US EST ± 3 hours overlap required] 

THE OPPORTUNITY 

[2–3 sentences describing company mission and the developer's impact on the product. Avoid generic 
descriptions — be specific about the technical challenge.] 

WHAT YOU WILL BUILD 

• [Specific feature / system / integration] 
• [Specific feature / system / integration] 
• [Specific feature / system / integration] 

REQUIRED SKILLS 

• [Language/Framework] — [X]+ years 
• [Language/Framework] — [X]+ years 
• Experience with [Architecture Pattern / Cloud Platform] 

STRONG ADVANTAGES 

• [Nice-to-have skill 1]  •  [Nice-to-have skill 2]  •  [Nice-to-have skill 3] 

 

Template B — Candidate Scorecard 

Distribute this scorecard to every interviewer before the interview. Collect completed scorecards within 

24 hours of the interview. 

 

Field Response 

Candidate Name  

Role Applied For  

Interview Date  

Interviewer Name  
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Field Response 

Technical Score (from rubric)     / 30 

Communication Score (1–5)  

Remote Readiness Score (1–5)  

OVERALL RECOMMENDATION ☐ Strong Hire  ☐ Hire  ☐ Hold  ☐ No Hire 

Key Strengths  

Key Concerns  

Questions for Next Round  

 

Template C — Reference Check Questions 

Use these questions when contacting a candidate's professional references. Always speak to at least 

one direct manager. 

 

6. In what capacity did you work with [Candidate Name], and for how long? 

7. What were their primary technical responsibilities on your team? 

8. On a scale of 1–10, how would you rate their technical skills? What would it take to get to a 10? 

9. How did they handle working remotely? Were they proactive with communication? 

10. Describe a challenging technical problem they solved. What was their approach? 

11. How did they respond to code reviews and constructive feedback? 

12. Did they ever miss a deadline or underdeliver? How did they handle it? 

13. Would you hire them again if you had an appropriate role? Why or why not? 

14. Is there anything else I should know that would help us set them up for success? 
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CHAPTER 06 

Interview Frameworks 
 

 

A consistent interview framework ensures that every candidate is evaluated on the same criteria, 

reduces unconscious bias, and makes the hiring committee discussion far more productive. 

 

6.1  The STAR Behavioural Interview Framework 

STAR stands for Situation, Task, Action, Result. Use this framework for all behavioural questions to 

ensure answers are specific, verifiable, and comparable across candidates. 

 

Component What to Listen For 

S — Situation The specific context or background of the example. A real 
scenario, not a hypothetical. 

T — Task The specific challenge or responsibility the candidate owned in 
that situation. 

A — Action Exactly what the candidate personally did. Probe for 'I' vs 'we' — 
you want individual contribution. 

R — Result The measurable outcome. Always ask for metrics: time saved, 
revenue impact, error rate reduced, etc. 

 

6.2  Remote-Specific Behavioural Questions 

These questions are specifically designed to evaluate a candidate's remote work maturity — a critical 

predictor of success that generic interviews miss entirely. 

 

• Tell me about a time you had a critical dependency on a colleague in a very different timezone. 
How did you manage it? 

• Describe your personal remote work setup. What tools and habits have you developed to stay 
productive and accountable? 

• Give me an example of a miscommunication that happened because you were working 
asynchronously. What did you learn from it? 

• How do you decide what to communicate via Slack vs. email vs. a video call? Walk me through a 
recent example. 

• Tell me about a time you proactively identified and flagged a technical risk before it became a 
problem. What happened? 

• Describe how you handle feelings of isolation or disconnection when working remotely for 
extended periods. 

• Give an example of when you had to onboard yourself onto an unfamiliar codebase with minimal 
guidance. What was your approach? 
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WHAT 
TO 

LISTEN 
FOR 

Strong remote candidates speak specifically about systems they've built for themselves: 
dedicated workspace, structured daily routines, proactive async updates, and deliberate 
social connection with teammates. 

 

6.3  Technical Deep-Dive Question Bank 

Select 3–4 questions appropriate to the role. Always ask the candidate to walk you through their 

reasoning in real time. 

 

Front-End / React Specialists 

• Explain the React reconciliation algorithm. How does diffing work, and when does it break down? 

• Walk me through how you would implement optimistic UI updates with proper rollback on error. 

• How do you approach performance profiling in a React application? Show me your process. 

• Explain the difference between useMemo, useCallback, and React.memo. When do you reach for 
each? 

 

Back-End / Node.js / API Specialists 

• Walk me through how you would design a rate-limiting system for a public API handling 50,000 
RPS. 

• Explain the N+1 query problem. How do you detect and fix it in a production ORM-based 
application? 

• How do you approach database indexing strategy for a query that needs to filter on 4 columns? 

• Describe how you would implement an idempotent payment processing API. What are the failure 
modes? 

 

Full-Stack & Systems Design 

• Design a real-time collaborative document editing system (like Google Docs). Focus on conflict 
resolution. 

• Walk me through how you would build a distributed job queue that guarantees exactly-once 
processing. 

• How would you approach migrating a monolith to microservices? What do you do first, and what 
mistakes do teams make? 

• Design the data model and API for a healthcare appointment scheduling system with HIPAA 
compliance requirements. 
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CHAPTER 07 

Evaluating and Selecting Candidates 
 

 

Making the final hiring decision is where structure matters most. Gut feel has a poor track record. Data-

driven evaluation dramatically improves outcomes. 

 

7.1  The Hiring Committee Debrief Protocol 

15. Each interviewer submits their completed scorecard independently before the debrief — no 
discussion before submission. 

16. The hiring manager opens the debrief by stating the business need (not their preferred outcome). 

17. Each interviewer shares their overall recommendation first, before discussing details. 

18. The committee discusses areas of disagreement only — agreement doesn't require discussion. 

19. Final decision is made against the original role specification, not relative to other candidates. 

 

AVOID 
The 'airport test' ('Would I enjoy being stuck at an airport with this person?') is a bias 
amplifier. Evaluate against your documented criteria only. 

 

7.2  Common Hiring Mistakes and How to Avoid Them 

Mistake Correction 

Overweighting pedigree A developer from a famous company may have been shielded 
from complex problems. Evaluate demonstrated output. 

Underweighting remote signals A brilliant developer who struggles with async communication will 
underperform. Weight remote readiness equally. 

Ignoring reference checks References are the highest-signal data point. Weak references 
kill strong technical scores. 

Moving too slowly Top remote developers receive 3–5 offers simultaneously. 
Decision cycles > 14 days lose candidates. 

Mismatched seniority Hiring a senior developer for work that doesn't need senior 
judgement leads to boredom and churn. 
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CHAPTER 08 

Making the Offer 
 

 

A strong offer is fast, clear, and structured. Delays and ambiguity at the offer stage communicate 

organisational dysfunction and cause candidates to withdraw. 

 

8.1  Offer Components for Remote Developers 

Component Guidance 

Base Compensation Research market rates for the role, seniority, and timezone. Use 
tools like Levels.fyi, Glassdoor Remote, and AB7's salary 
benchmarking data. 

Engagement Model Clearly state: full-time dedicated, part-time fixed hours, or project-
based. Specify weekly hours and core overlap hours. 

Equipment Stipend Offer $500–$1,500 one-time equipment stipend for remote-first 
hires. This signals professionalism and commitment. 

Internet/Connectivity Monthly internet/connectivity allowance of $50–$100 is standard 
for fully remote roles. 

Professional Development Annual L&D budget of $1,000–$2,000 is increasingly expected by 
senior developers. 

PTO & Leave Policy Be explicit. Ambiguous 'unlimited PTO' policies often result in 
developers taking less leave, not more. 

 

TIMELINE 
Best practice: verbal offer within 48 hours of final interview decision. Written offer within 
24 hours of verbal acceptance. Start date agreed within the written offer — no 
ambiguity. 

 

8.2  Offer Letter Checklist 

✓ Offer Letter Checklist 

☐ Role title and seniority level explicitly stated 

☐ Monthly / annual compensation in the correct currency and payment cadence 

☐ Engagement type (full-time / part-time) and expected weekly hours 

☐ Start date and onboarding schedule attached 

☐ Reporting structure and direct manager named 

☐ Equipment stipend amount and procurement process 

☐ Confidentiality and IP assignment clause included 
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✓ Offer Letter Checklist 

☐ Dispute resolution and governing law specified 

☐ Signature lines with deadline date (recommended: 5 business days) 
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CHAPTER 09 

Onboarding Remote Developers 
 

 

Poor onboarding is the primary cause of early attrition in remote engineering roles. A structured 30-60-90 

day onboarding plan dramatically improves retention and time-to-productivity. 

 

9.1  The 30-60-90 Day Remote Onboarding Plan 

 

Phase Key Activities Success Indicator 

Days 1–7 (First Week) Setup & Access: All accounts, 
VPNs, and tooling provisioned 
before Day 1. Welcome video from 
team lead. 1:1 with direct manager. 
Introduction call with the full team. 

 

Days 8–30 (Month 1) Codebase immersion: Complete 
first meaningful PR (starter task). 
Complete internal documentation 
review. Shadow 3 planning/standup 
meetings. Identify one process 
improvement. 

 

Days 31–60 (Month 2) Independent contribution: Own a 
small feature end-to-end. First solo 
code review of a peer's PR. Mid-
point check-in with manager — 
documented goals review. 

 

Days 61–90 (Month 3) Full velocity: Deliver a meaningful 
feature independently. Lead one 
team discussion or planning 
session. 90-day formal review: 
adjust goals for next quarter. 

 

 

9.2  Day One Checklist 

✓ Day One Checklist 

☐ Laptop / equipment received and configured 

☐ All SaaS accounts provisioned (email, Slack, GitHub, Jira, etc.) 

☐ Codebase access granted and local dev environment working 

☐ Welcome message from hiring manager sent day before start 

☐ 1:1 with direct manager scheduled (first week, daily) 

☐ Team introduction call on Day 1 (informal, 30 minutes) 

☐ Onboarding buddy assigned from existing team 
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✓ Day One Checklist 

☐ First starter task assigned (scoped to 2–4 days) 

☐ Documentation reading list sent (architecture, conventions, runbooks) 
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CHAPTER 10 

Managing Remote Developer Teams 
 

 

Managing a high-performing remote engineering team requires deliberate systems, not wishful thinking. 

The following practices are observed in the highest-performing distributed teams globally. 

 

10.1  Communication Architecture 

• Async-first: Default to written documentation for decisions, context, and updates. Reserve 
synchronous meetings for high-complexity discussions only. 

• Documented decisions: All non-trivial technical decisions recorded in a decision log (ADR format) 
accessible to the full team. 

• Weekly written updates: Each developer submits a brief written update every Friday: what was 
shipped, what's blocked, what's coming next week. 

• Overlap hours: Agree on 3–4 core overlap hours per day during which the team is synchronously 
available. Protect this time zealously. 

• Camera-on culture: Video calls with cameras on build faster trust in distributed teams. Establish 
this norm in week one. 

 

10.2  Performance Management for Remote Teams 

Practice Implementation 

Outcome-based goals Define 2–3 clear quarterly goals per developer. Measure delivery, 
not hours logged. 

Weekly 1:1s (30 min) Non-negotiable. Covers: project progress, blockers, wellbeing, 
and professional development. 

Quarterly reviews Formal written review covering goal attainment, technical growth, 
and team collaboration. 

Prompt feedback Address underperformance within 48 hours of observation. 
Delayed feedback is ineffective remotely. 

Recognition Public recognition in team channels for good work. Distributed 
teams need deliberate appreciation signals. 
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CHAPTER 11 

Why AB7 Solutions? 
 

 

Hiring remote developers is complex. Partnering with AB7 Solutions removes the most time-consuming 

and error-prone parts of the process — so your team can focus on building great products. 

 

"We hired 3 senior developers through AB7 
Solutions in 60 days. All three are still with us 

2 years later." — VP Engineering, US 
HealthTech Company 

 

Services We Offer 

Service Description 

Dedicated Remote Developers Pre-vetted full-time developers integrated directly into your team. 
Monthly engagement, cancel with 30 days notice. 

Healthcare Virtual Assistants HIPAA-trained VAs for medical practices, telehealth companies, 
and health systems. 

AI Data Labelling Teams Specialised annotation and labelling teams for ML training 
datasets across modalities. 

Revenue Cycle Management End-to-end RCM services including medical billing, coding, and 
AR management. 

IT Staffing Flexible IT support, infrastructure, and DevOps staffing for 
growing technology companies. 

Recruitment Process Outsourcing Full-cycle recruitment for companies scaling teams rapidly 
without in-house TA capacity. 

 

Get Started in 3 Steps 

20. Schedule a 30-minute discovery call with your AB7 Solutions account manager. 

21. Share your technical specification and team context. We'll build a shortlist within 5 business days. 

22. Interview pre-vetted candidates. Make your first hire in as little as 7 days. 
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APPENDIX 

Quick Reference Checklists 
 

 

Pre-Hire Checklist 

✓ Pre-Hire Checklist 

☐ Technical specification document written and approved 

☐ Seniority level and engagement model confirmed 

☐ Budget approved and offer parameters agreed 

☐ Timezone overlap requirement defined 

☐ Interview panel assembled (2–3 interviewers minimum) 

☐ Scorecard template distributed to all interviewers 

☐ AB7 Solutions account manager briefed with full specification 

☐ Reference check plan confirmed (minimum 2 references) 

 

Offer & Onboarding Checklist 

✓ Offer & Onboarding Checklist 

☐ Verbal offer made within 48 hours of final interview 

☐ Written offer letter sent within 24 hours of verbal acceptance 

☐ Start date agreed and confirmed in writing 

☐ All accounts and access provisioned before Day 1 

☐ Equipment shipped and confirmed received before Day 1 

☐ 30-60-90 day onboarding plan documented and shared 

☐ Onboarding buddy assigned from existing team 

☐ First starter task selected and scoped 

☐ 30-day check-in meeting scheduled on Day 1 

 

Ready to Hire Your First Remote Developer? 

Contact AB7 Solutions today and receive a curated shortlist of pre-vetted candidates within 5 
business days. 
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