What Hiring Managers Actually Look Forx

19 out of 20 portfolios show WHAT they
built.
Not HOW it would run in pzroduction.
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The Problem

95%

Show demos, not production
thinking

Why portfolios get rejected:

— Show features, not architecture decisions
— Demos work, but no deployment strategy

—~ No error handling, cost tracking, orx
observability

— Missing: "How would this run in production?”
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What I See vs What I Want

What They Show

"Built a RAG chatbot”
"Created multi-agent system”
"Implemented LangChain agents”

"Deployed on Streamlit"

How do you handle retries?
Where's the cost tracking?
What's the error strategy?

How do you deploy 1it?
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Common Portfolio Mistakes

Mistake i1

Only Showing Features
"My agent can do X, Y, Z" - Okay, but how?

Fix: Show architecture decisions & trade-offs

Mistake 12
No Production Context
Demo works on localhost, but what about 1,000 users?

Fix: Include deployment, scaling, monitoring

Mistake 73
Missing Impact Metrics
No latency, success rate, cost per request data

Fix: Show P95 latency, error rates, costs
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Show Architecture Decisions

[ |
Why this pattern over alternatives?

[ |
What trade-offs did you make?

[]
How does it scale to 10x traffic?

[ |
Why did you choose this tech stack?
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Production Readiness Checklist

[ |
Retry strategy (exponential backoff)

[ |
Circuit breaker implementation

[]
Cost tracking per request

[ |
Logging, metrics, tracing setup

[]
CI/CD pipeline documented

[ |
Rollback strategy defined
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Show Impact Metrics

Latency (P95)

350ms

Success Rate

99.2%

Cost per Request

$0.03

Daily Active Users

2,400
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Portfolio Structure

Section 1: The Problem

What problem does your agent solve? Who is it for?

Section 2: Architecture Decisions
Why this approach? What did you consider and reject?

Section 3: Production Details
Exrror handling, cost tracking, deployment, monitoring

Section 4: Impact & Metrics
Latency, success rate, cost, user satisfaction
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The Difference

Junior: "I can build 1it"

Senior: "I can ship it and
malntain 1t"
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Demos get you junilor
interviews.

Production thinking
gets you senior offers.

—
Portfolio Templates
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