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Executive Summary
It is absurd that the top ten US recruiting websites rely 
on a job title to pair employers with candidates when 
today’s 21st century students will be competing for jobs 
that don’t currently exist. How can candidates search for 
an opportunity they aren’t aware of, let alone name?

The MasterKey recruiting ecosystem will solve that. 
Masterkey is a web-based recruiting ecosystem where 
candidates are paired with potential employers, inde-
pendent of arbitrary job titles and industry boundaries. 
Instead of monolithic resumes, candidates are repre-
sented by a data record of their perspectives and skills 
that can be matched to an employer’s needs. Skills and 
certain perspectives can be certified by third-party cre-
dentialers.

In the MasterKey application, successful matches are 

visualized as employers and candidates occupying the 
same virtual room in a checkerboard of rooms. Nearly 
matching candidates land in adjacent rooms, where they 
can easily identify the skill or perspective barring them 
from entry. Credentialers can help candidates identify 
skills that will “unlock” rooms leading to new opportu-
nities. Candidates can visualize career advancement as 
a path through a series of rooms.

MasterKey highlights the cognitive diversity of candi-
dates, based on Scott Page’s hypothesis that individu-
als can be characterized by their heuristics (skills) and 
perspectives. MasterKey users can see and react to skill 
gaps in real time, making the entire ecosystem more ef-
ficient, productive, and personalized. The MasterKey 
application runs on a smartphone, a tablet, or a com-
puter. By default, the room the user occupies appears in 
the center of the screen.

MasterKey Recruiting

Figure 1 -In the MasterKey app,  employers and candidates navigate a checkerboard of virtual rooms, each representing a set of desired em-
ployee traits. When candidates and employers find themselves in the same room, they know their acquired and desired traits align respec-
tively. Aided by credentialers, candidates can plan a path to advance their career, “unlocking” nearby rooms with newly certified skills. 

Larry Kearns 
First Place  
Solution 

https://en.wikipedia.org/wiki/Scott_E._Page


Detailed Description
Try this. Pretend you are looking to hire a young 
architect to help grow your architectural practice 
with the help of any of the top ten recruiting websites 
(CareerBuilder, TheLadders, Monster, SimplyHired, 
Recruiter, etc).  You will be flooded with hundreds of 
mismatched references to data architects and other 
software engineers. The inherent limitation of using a 
fabricated job title as shorthand for the complex com-
bination of perspectives and skills a person possesses 
becomes obvious.

Now imagine searching for someone who has a Bach-
elor of Architecture degree, lives near (or will move to) 
a particular metro area, and is credentialed as an ex-
pert in the 3D drawing software your firm uses. Then 
imagine needing that person to speak Italian fluently 
to communicate with a client. MasterKey can help you 
make that match instantaneously, without the false 
leads (Figure 2).

More important, unlike existing recruiting sites that 
return few matches to idealized employer demands, 
MasterKey will allow employers to identify candidates 
who are close fits but are missing one or more speci-
fied skills or perspectives or are marginally overquali-
fied. These candidates will appear in adjacent rooms in 
MasterKey’s visualization (Figure 4). 

Conversely, those candidates can quickly see what 
skills are barring them from entering a room with a 
prospective employer. This two-way transparency ex-
poses skills gaps in real-time marketplace conditions, 
outstripping the prognosticating capabilities of the best 
guidance counselor. When one room is crowded with 
candidates but few employers and an adjacent one is 
crowded with employers but few candidates, a skills 
gap exists. This gap can be quickly identified by cre-
dentialers who can help candidates remediate the gap 
by acquiring a new credentialed skill.

Additionally, an employer may choose to reconsider 
the capacity of a contemplated position after learning 
of nearby candidates originally thought to be over-
qualified. The increased granularity of individually 
credentialed skills will allow employers to reevaluate 
positions typically associated with traditional college 
degrees and resumes. Credentialed skills will fuel a 
more personalized and successful approach to hiring 
while allowing employers to fine tune their company’s 

cognitive diversity.

To protect privacy, employers will only have access to 
information pertaining to candidates. Other employers 
will appear anonymously in rooms (Figure 4).  Similar-
ly, candidates will not have access to information about 
other candidates, but they can investigate all employers 
(Figure 5).

Bridging the Skills Gap with Credentials
With MasterKey, candidates, trade organizations, 
employers, universities, credentialers, and third party 
recruiters will all have a better view of the overall 
recruiting ecosystem. Most important for employers, 
they will have the magnifying glass they need to pick 
the needle out of the haystack. And the needles - the 
candidates - can make themselves more visible by de-
scribing themselves without monolithic resumes.

People are problem solvers offering specific heuristics 
and perspectives. Heuristics include problem solving 
skills like knowing calculus, the ability to speak Span-
ish, and knowing how to weld metals. Perspectives are 
derived from life experiences and can include growing 
up in poverty, having leadership experience, or living 
in a specific geographical area. Together, a person’s 
skills and perspectives constitute a set of unique traits 
that are optimized to solver certain problems.

MasterKey allows for these unique traits to be high-
lighted and rapidly augmented with credentials to 
respond to demands in the recruiting ecosystem. The 
latency embedded in the traditional post secondary 
education system prevents it from responding quickly 
to market demands for emerging skills. A traditional 
education provides a solid foundation for any can-
didate but needs to be continually augmented. Can 
anyone with thirty years of workplace experience also 
be expected to have a college degree that validates their 
fluency with social media? Of course not. This is where 
credentialing is vital.

Once employers repeatedly register a demand for a 
skill on MasterKey, it will be immediately discoverable 
to third-party credentialers and trade organizations 
who can react with minimal latency to certify cor-
responding skills. The life-long learner will be able to 
visualize, monitor, and credential an ascending career 
path like never before.



Figure 2 - The Traits Screen - This is how an employer specifies traits for a future employee.  In the parent screen shown above, traits are 
specified and weighted in three tiers.  The child screen below drills down on a particular skill, including requirements for credentialing.
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Trait screen summarizes Perspectives and Skills that an 
Employer is looking for to fill a particular position

Traits can be filtered to show just Perspectives (click green 
button), Skills (click blue button) or both (click plus sign).

Perspectives are shown in green; Skills are shown in blue; 
When clicked, employers can specify more details on a 
subsequent child screen.  See below and Figure 3.

Traits can be categorized into three tiers of priority so that 
employers can filter results quickly.  Clicking this button 
will toggle through all three tiers

As an option, importance of traits can be weighted with 
sliders. By default, a slider is set at 100 percent.

Employers can specify that Skills be credentialed by a 
third-party.  When specified, a “C” icon appears. Clicking 
on the button will show the child screen below.

By clicking this button, an employer specifies that a third-
party credential is required. This corresponds to the “C” 
icon that appears in the screen above

Multiple radio buttons can be clicked to indicate which 
languages are desired.

Clicking this button will toggle from Fluent, to Proficient, 
to Basic;

The elevator slider allow an employer to access a long list 
of possibilities. Both candidates and employers can add 
to the list of possibilities

The Skill or Perspective being drilled down references the 
parent screen



Just like stock market analysts pursue the growth of 
monetary capital by noting trends, Credentialers will 
be able to identify trends in skill demand across indus-
tries that will grow human capital with just-in-time de-
livery. Artificial boundaries of industry can be ignored 
in favor of cross-fertilized talent pools that benefit 
their employer with the cognitive diversity tailored to 
solve their problems. Instead of the blunt instruments 
to recruit, employers will now have surgical ones.

Employers would rather spend their time developing 
their current staff to advance within their organiza-
tion’s culture rather than training universal, portable 
skills. Rapid identification and credentialing of these 
portable skills will allow employers to reliably out-
source their training, reserving their time to focus on 
the strategic development of promising employees.

Data-rich credentialing of most skills is straightfor-
ward. Credentialing of perspectives can be a bit more 
complicated. Some life experiences will necessarily 
remain subject to an honor system. However, struc-
tured long term service activities in organizations like 

the military, Teach For America, or the Peace Corps 
are easily credentialed and can include a data-rich 
chronicle and measures of achievement.

Anticipating Future Needs
Workers in the US economy can be categorized in 
three broad groups - manufacturing, service, and Rob-
ert Reich’s “creative class”.  Companies needing talent 
in all three categories develop strategic plans with five 
and ten year horizons, sometimes longer.  MasterKey 
could be leveraged by these companies to register a fu-
ture demand for traits now. Once the practice is widely 
adopted, it can lead to a virtuous circle, with all partici-
pants in the ecosystem benefiting. 

If a company plans to build an advanced manufactur-
ing plant in five years, the company knows what num-
ber of staff it will need and the skills and perspectives 
they will need to operate that plant. Rather than wait 
four and a half years to search for candidates, the com-
pany could occupy rooms in MasterKey declaring their 
intentions so that universities, credentialers, and those 
just starting their post-secondary education could re-

Figure 3 - The Traits Screen - This is a child screen where an employer specifies credentials desired to certify a skill. MasterKey will populate 
the screen with possibly credentials, whether known to the employer or not.  
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An employer can check multiple credentials that they will 
accept as certification.  Candidates and recruiters will be 
able to track these requests, creating a market for them. 

An employer could choose to accept all possible creden-
tials by clicking here

When its corresponding radio button is clicked, this but-
ton will activate and toggle between Expert, Proficient, 
and Basic.

The Employer in this example is specifying credentials to 
certify Communication Skills

The Employer chooses the appropriate radio button to 
identify the type of Communication



Figure 4 - The Search Screen - The parent screen above allows employers to quickly sort candidates based on specified traits. The child screen 
below allows an employer to drill down to learn more about or communicate with individual candidates. 
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Sorting of candidates is visualized as a checkerboard of 
rooms.  The center room contains the user (employer) and 
candidates that possess the specified traits.  The num-
bered icon in each room indicates the number of candi-
dates occupying the room.  Other employers are currently 
hidden in this view.

Matches in Perspectives are visualized on a vertical axis, 
with overqualified candidates occupying the room on 
top, and underqualified candidates in the room below.

Matches in Skills are visualized on an horizontal axis, with 
overqualified candidates occupying the room to the right, 
and underqualified candidates in the room to the left.

Traits can be filtered to show just Perspectives (click green 
button), Skills (click blue button) or both (click plus sign).

Traits, categorized into three tiers of priority by the Em-
ployer, can be toggled on and off, allowing the employer 
to filter results quickly.  

After Zooming and Panning to a particular room, icons 
representing individual candidates can be clicked to allow 
a drill down

Clicking the Credentials button will allow the employer 
to  inspect  a candidate’s third-party digital credentials.  
Candidates can allow employers to link to their creden-
tials during setup.

Clicking will allow the Employer to send an application 
specific message to the Candidate 

Clicking the Profile button displays a concise summary 
written by the candidate



spond.  Rather than just promoting vague descriptions 
of STEM careers, actual posted future positions would 
provide the ultimate career guidance.

As a critical mass of companies grew to cooperate and 
realize the mutual benefits, both traditional colleges 
and third-party credentialers could help their students 
and clients identify skills and perspectives that will be 
in demand when they enter the job market.  

Not as simple to acquire as skills, perspectives can be 
gained intentionally sometimes, too.  For instance, 
immersing yourself in another culture for an extended 
period of time could yield a perspective useful to a 
company that is looking to expand into that culture.  
Perspectives like this that result from globalization 
may be most relevant to the creative class, but are likely 
to affect all categories of workers. Even acquiring per-
spectives can be intentional and planned.

Of course, the most common perspective is work ex-
perience, which is subject to the tyranny of time.  But 
time can be spent more wisely if a map is in front of 
you. MasterKey can provide that map into the future.

Impact and Measurable Outcomes
Mathematicians know hiring to be a classic “stopping 
problem”.  Known colloquially as the “secretary prob-
lem”, the question for the employer is how to optimize 
the time they spend identifying the best candidate.  
They can fail in two ways -  stopping too early before 
the best candidate is discovered or stopping too late 
after realizing they passed on the best candidate. The 
most effective way to improve their chances is to give 
them more yardsticks with which to evaluate each 
candidate.

MasterKey will provide a plethora of yardsticks with 
which to measure, aided by third-party credential-
ers who can rapidly roll out a certification of a new 
emerging skill in demand. Consequently, employers 
will realize higher satisfaction with the fit of matched 
candidates identified in less time.  

This more efficient matching may negatively impact 
recruiters, who largely exist to compensate for the 
shortcomings of today’s hiring ecosystem. Rather than 
eliminating the need for recruiters, though, MasterKey 
is more likely to merely streamline the process, mak-
ing it more effective and less costly for employers who 

want to continue to outsource the search for candi-
dates.

Once a critical mass of users on both sides adopts 
MasterKey, employers will see immediate benefit from 
a larger pool of crossover candidates immigrating from 
other industries. Soft skills, like effective communica-
tion, are universally sought after and can easily breach 
industry boundaries. Without these artificial impedi-
ments, employers will be able to satisfy demands for 
skills and perspectives faster than before and with 
more accuracy.

From a candidate’s point of view, they will be able to 
leverage their uniqueness. In a recruiting market place 
centered on job titles and descriptions, there is too 
much overlap between competing candidates. High-
lighting an individual’s unique set of perspectives will 
allow them to become discoverable and differentiated. 
If a candidate is mobile and willing to relocate, they 
can almost certainly optimize their value in a wider 
marketplace.

As the currency and portability of credentials becomes 
commonplace, candidates can plan to leverage the long 
term benefits of short term skill attainment. Creden-
tialers can track the efficacy and attendant rewards of 
credentials held by their clients or their beneficiaries.  
Candidates can also target their skill development to 
mirror the demands of companies they want to work 
for.

By being able to tally other candidates, who remain 
anonymous, individuals can assess the relative rare-
ness of their skill set and value themselves accord-
ingly. Employers able to tally fellow employers, who 
remain anonymous, in the same room competing for 
their matching candidates, will understand the overall 
demand for the occupying candidates. Although some 
employers may first bristle that this transparency could 
raise compensation, it will also yield a greater amount 
of trust that will attract more and better candidates.

In trust-based societies, linking wide-ranging people 
to form large networks is easier and ultimately costs 
less. The need for trust will only increase as industries 
need to solve more difficult problems with a wider 
range of cognitive talent.

MasterKey will include a mutual rating trust system for 



Figure 5 - The Unlock parent screen above allows the candidate the same visualization as an employer - the candidate can see all employers 
that occupy the same room they do.  The child screen below allows the candidate to drill down on prospective employers and contact them.
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Sorting of employers is visualized as a checkerboard of 
rooms.  The center room contains employers that are 
seeking the traits of the candidate.  The numbered icon in 
each room indicates the number of employers occupying 
the room.  Other candidates are hidden in this view.

Matches in Perspectives are visualized on a vertical axis, 
with employers seeking more scarce perspectives occu-
pying the room on top, and more common perspectives 
in the room below.

Matches in Skills are visualized on an horizontal axis, 
with employers seeking an skill yet to be obtained by the 
candidate in the room to the right.  The room to the left 
is occupied by employers seeking positions for which the 
candidate is overqualified.

Traits can be filtered to show just Perspectives (click green 
button), Skills (click blue button) or both (click plus sign).

Traits, categorized into three tiers of priority by the 
Employer, can be toggled on and off, allowing the user 
candidate to filter results quickly.  

After Zooming and Panning to a particular room, icons 
representing prospective Employers can be clicked to drill 
down for more information

This icon shows the number of employers the candidate 
can match by obtaining an additional skill.  These skills 
represent the gap between the Candidate and a next pos-
sible step in their career.  

Clicking will show, in the window below, how closely 
the Candidate’s skills and perspectives align with those 
sought by the Employer. Missing traits will highlight in 
red along with credentialing requirements

Clicking the Overview button will display a concise sum-
mary of the Employer in the window below

This window displays the contents pertaining to which-
ever button above is clicked

Clicking on this button allows the Candidate to send an 
application specific message to the prospective Employer. 
This is only active for Employers occupying the Candi-
date’s room



both candidates and employers, similar to those used 
in sharing economy applications. These reciprocal as-
surances are testaments to the increased need for trust 
in  wide ranging networks of strangers. 

In summary, key metrics to evaluate MasterKey’s suc-
cess from an employer’s frame of reference will in-
clude:

1. Time required to post a single position
2. Time elapsed from posting to first candidate interac-

tion
3. Success rate of candidates identified to candidate 

hired
4. Number of posted positions specifying a third party 

credential in the first, second, or third tier
5. Percentage of identified candidates with a third 

party credential
6. Number of screen views per posted position
Key metrics from a candidate’s frame of reference will 
include:
1. Time required to post skills and perspectives
2. Number of candidates including a third-party cre-

dential for a skill
3. Number of candidates including a third-party cre-

dential for a perspective
4. Number of screen views by employers or recruiters
5. Time elapsed from posting to first employer interac-

tion

Capturing and Conveying Skills 
Most search engines are actually sort engines that re-
turn the truncated top of a long sorted list. Unlike the 
economy of scale familiar in business, the larger the 
pool of items to be sorted, the higher the unit of cost 
per item sorted is.

Fast “bucket” sorting algorithms will underlie Mas-
terKey’s main architecture, succeeded by slower but 
more accurate “insertion” sorts when needed. In-
stead of sorting data with the same priority, skills and 
perspectives will be specified in three tiers. The first 
tier includes required traits, the second tier includes 
desirable traits, and the third tier includes bonus traits. 
During active searches, these tiers can be toggled on 
and off, resulting in different number of matches. The 
user can compare results in real time.

Additionally, each skill and perspective, regardless of 
tier, can be weighted in importance to further tailor (or 
relax) the results to reflect the intent of the employer 
(Figure 2). Currently, the binary matching algorithms 
of recruiting sites have no ability to weight constraints 
and consequently disregard possible fruitful matches.

To populate the robust MasterKey database, employers 
and candidates will be required to identify and de-
scribe traits individually. This initial effort will be more 
laborious than required by existing recruiting websites, 
but the payoff will be much greater. Where relevant,  
credentialed traits (See Figure 3) can be relied on, 
allowing a link to elaborate evidence of the skill or 
perspective.  

Ownership and Portability of Credentials 
As credentials increase in popularity due to the assur-
ance and granularity they offer employers, so will the 
number of possible credentials.  As depicted in Figure 
3, MasterKey can present a list of potential credentials 
for a skill that employers may be completely unaware 
of. Consequently, employers will gain familiarity with 
credentials as they select and research possibilities.  

Like any education market, the business press and 
other  organizations will eventually start compar-
ing credentials for reliability. This exposure will only 
improve competition for the number and quality of 
available credentials.

As employers drill down on a candidate’s credentialed 
skill, MasterKey will link to the source of the credential 
for more scrutiny.  MasterKey does not need to em-
body the credential but only reference it. The creden-
tial will remain owned by the candidate and licensed 
by the provider.

Navigating the Job Market with Credentials 
Since MasterKey will allow a candidate, or a creden-
tialer assisting them, to create a map of a journey to 
advance their career and earnings, the journey can be 
broken down in incremental credentialed steps, like 
the old American Automobile Association (AAA) Trip 
Ticks.

Instead of facing inscrutable hurdles, candidates can 
plan and track their progress, continually evaluating 
their current value and demand in the marketplace. 
Candidates can prioritize acquisition of the most valu-



able skills, which will open the most rooms, followed 
by those that open fewer but more targeted rooms.

Candidates can evaluate how crowded rooms are in 
comparison with the employers that occupy them. 
They can “war game” different scenarios for advance-
ment and evaluate possible branching opportunities.  
All of this is impossible with the current recruiting 
ecosystem.  

Overview of Roll Out 
The first steps in the development of MasterKey in-
clude reviewing existing recruiting software, vetting 
the contemplate product with stakeholders (employ-
ers, credentialers, universities, candidates), and then 
developing  pro forma  financial calculations. After 
an ownership organization is created and capitalized, 
confidentiality agreements will need to be signed along 
with governance agreements. Ironically, the first staff 
or consultants will need to be recruited and hired the 
old fashioned way.

Marketing materials will need to developed as the 
alpha versions of the MasterKey software modules 
are developed and trademarked. User feedback will 
tracked and responded to with database application 
that will also populate a first generation Customer 
Relations Management (CRM) system.

A website will then be created with Google analytics 
installed and optimized for search engines. A product 
announcement will then be made during a launch 
event.

The product will then be developed through its beta 
phase, likely in a major metro market in the US, with 
cooperative early adopters. Testimonials will be col-
lected and videos made describing the interface of the 
product for all prospective users.

Additional staff will then be required to start selling 
the MasterKey software as a service (SaaS). Ads must 
be then developed and tracked, along with the cost 
of leads per channel. The lifetime value of a customer 
(LTV) will be calculated.

A social media strategy will be developed and be coor-
dinated with major conference events.

An inhouse wiki will be developed along with a digital 

company handbook as accounting systems are memo-
rialized.

After demonstrating financial return potential, more 
capital will be raised to scale operations. Presentations 
will be made to multiple partners, culminating in the 
negotiation and signing of a term sheet.

Then the hard work of growing MasterKey will begin.

Interest in Implementation
I have run a business for over 30 years and have per-
sonally developed software on a small scale. I have 
hired employees over those thirty years and under-
stand the shortcomings of existing recruiting systems. 

I’m at the point in my career where I could devote 
large chunks of time to collaborate on MasterKey. I am 
interested in solving this problem and see the transfor-
mative potential of credentialing.

I am not a newbie to innovation and have successfully 
solved six Innocentive challenges in multiple industries 
over a two year period. Hopefully, I will be able to add 
a seventh and devote time to its implementation.

Conclusion
MasterKey makes sense.

1. Personalization - It optimally pairs the problem 
solving skills and perspectives of candidates with 
an employer who needs to solve specific problems, 
saving everyone time. 

2. Visual - On a smartphone, tablet, or computer 
the intuitive visual interface allows candidates and 
employers to easily find each other.

3. Discovery - It allows all stakeholders to identify 
and remediate skill gaps that are obstacles to ad-
vancement and productivity.

4. Planning - It allows third-party credentialers to 
incrementally map a path of advancement for a 
candidate, tailored to maximizing their value while 
optimizing their time.

5. Data-Rich - It allows prospective employers access 
to a fine granularity of skills assessment by linking 
to portable digital credentials.
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