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Introduction

It’s not news that hiring great people is very competitive. 

But what exactly do great companies do differently that 

sets the stage for excellent hiring? 

Great hiring isn’t only about highly effective recruiters who 

fill roles quickly with top performers. It’s a company-wide 

commitment, driven by leaders who see talent as

a strategic advantage for their business. 

And the leaders who live this mindset and put it into action 

are called Talent Makers™. 

We developed this guide on ways to be a Talent 

Maker based on our experiences working with hiring 

managers, recruiting teams and business leaders at 

companies of all sizes and industries. This special 

edition includes 11 additional tactics that we’re excited 

to share with you. 

The amazing thing about being a Talent Maker is that 

there are so many ways to put it into practice, and 

individuals and companies are innovating new ways 

to make hiring their competitive advantage every day. 

There’s no expectation to check all the boxes in this 

guide. Rather, we encourage you to select the activities 

that make sense with what you’re already doing. In 

fact, you may spot a few you already utilize – make a 

commitment to do them more frequently, or partner 

with others in your company to make an even bigger 

impact. 
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The Talent Maker mindset 

The most important part of embodying the Talent Maker mindset is 

to prioritize attracting, hiring and developing great talent as a key 

part of your competitive strategy. Talent Makers understand that top 

candidates in today’s market have many options for where they work, 

and talent making is a critical management skill for making your team 

the most attractive option to the right people. 

In this guide, you’ll discover 50 ways to be a Talent Maker (plus 11 

more!). These strategies and tactics have been compiled through 

interviews with people who are already engaging them in their 

organizations. To help you address your talent making needs, 

we’ve organized these practices into three pillars: 

Talent 
leader

A talent leader 
builds a culture of 
hiring, making it 
a priority for the 
whole company.

Talent 
magnet

A talent magnet 
creates an 
environment      
that attracts    
great talent.

Talent 
partner

A talent partner 
ensures everyone 
has the best 
support and tools 
to succeed.
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Talent leader

A talent leader 
builds a culture of 
hiring, making it 
a priority for the 
whole company
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Talent leader

Evaluate 
hiring as 
a key skill

1. Prioritize interview training

Treat interviewing and involvement in the 

recruiting process as an expectation for 

career advancement. A culture-focused 

interview is a great place to start. Teach 

people how to interview well and ensure 

your team has interview training. Some 

companies offer a menu of ways to get 

involved in recruiting with the expectation 

that everyone participates in at least one, 

whether it’s attending recruiting events, 

facilitating interviews or being a buddy to 

new hires.

See more in the bonus tips!

2. Know your team stats

Ask your recruiting partner to share  

statistics about your team’s involvement in 

the recruiting process. How long does it take 

for your team to fill a role and how does that 

compare to the rest of the company? How 

quickly does your team complete interview 

feedback and how does that compare to the 

rest of the company? Consider how you can 

get your team to improve these metrics. 

3. Evaluate hiring as a skill

When interviewing for senior roles, be sure 

to evaluate how much of a talent leader each 

candidate is. Make it an explicit part of the 

interview process. 

Possible questions: 

Tell me about the most challenging role 

you’ve hired for and, if you successfully filled 

it, what made the difference? 

How did you successfully partner with your 

recruiting team?
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4. Build a strong relationship

Work on building a strong relationship 

with your head of people and back them 

up as much as you can by reinforcing their 

priorities throughout the organization and 

in the context of other execs’ priorities. 

Together, you can also discuss what changes 

might benefit your organizational structure 

so that you have more visibility into people-

related challenges.

5. Track your progress

Discuss hiring and progress on open 

roles and diversity goals as a recurring 

agenda item in leadership meetings. That 

perspective should become a fundamental 

principle for your team, department and 

company culture.

See more in the bonus tips!

Talent leader

Expect every employee 
to contribute to hiring
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6. Manage for transparency

Manage for transparency, not consensus. 

Hold off on sharing opinions about a 

candidate until every interviewer has 

recorded their thoughts and is sharing in the 

debrief session. There’s often pressure (both 

consciously and unconsciously) to conform 

or compromise, and we’re more likely to do 

so if our initial feedback isn’t captured on 

record.

7. Show your excitement

Once you’ve made an offer at the end of the 

hiring process, get your team to engage with 

the candidate. Don’t be shy about leveraging 

the interviewers the candidate met or people 

they will be working closely with as a new 

hire – it reinforces how excited the team is 

for them to join. 

8. Hold hiring managers accountable

If you have direct reports with open positions, hold weekly meetings to review recruiting progress and 

hold yourself and your team accountable to filling these open roles. 

From a global head of recruiting operations: 

“When I was hiring for my first open role on my new team, my boss invited me to a recurring meeting with 

our recruiter. When it came time to share what had happened in the past week, I looked at the recruiter, 

but my boss looked at me. I was expected to drive the process with the support and input of our recruiting 

partner. In those meetings, the hiring managers were responsible for reporting on hiring progress – how 

many people were interviewed, what the challenges were – and being prepared with suggestions to keep 

things moving.” 

See more in the bonus tips!
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10. Ask everyone to refer

Schedule a recurring meeting with your team 

for everyone to share referrals and reach out 

to contacts, especially in anticipation of 

high-volume hiring. Lead by example by 

diving into these activities yourself.

From a sales leader: 

“I literally block off time on my account 

executives’ calendars to spend time looking 

through LinkedIn and reaching out to 

prospective candidates. I want everyone       

to keep an eye out for great talent.” 

9. Survey all candidates

Actively examine what great talent in 

your industry values in a job by inviting 

candidates to share feedback on their 

interview experience with you (we suggest 

sending a survey after the interviews 

are complete). Use this feedback as a 

competitive advantage to improve your 

interview process and candidate experience.

See more in the bonus tips!
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Talent leader

Train everyone 
on interview 
best practices

11. Think long term

Think long term about the skills your team 

will need. Rather than hiring precisely for an 

open role, what experiences do you want the 

person to bring that will benefit your team in 

the next year or two? Or your company over 

the next few years? 

12. Sync hiring to goals

Connect business strategy to talent strategy 

by tying hiring needs to the goals that will be 

reached by making great hires.

For example: 

“We have aggressive sales goals for this 

year and three open account executive roles. 

Without these people hired and onboarded 

by July, we’ll struggle to make our numbers 

by the end of the year.”
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Talent leader

Build 
expertise 
around 
hiring

13. Look at the big picture

Connect the jobs you’re hiring for with the 

strategic goals of the company. How will 

a person in this position contribute to the 

overall progress of your department, your 

company and your industry? Meaning and 

purpose are hugely influential for candidates 

when evaluating job opportunities, and you 

may have a different perspective on the 

“right” candidate when considering the role 

through this lens. 

14. Diversify referrals

To make sure referrals aren’t making your company more homogenous, and to increase referral volume 

and engagement, use a rotating variety of prompts when asking for referrals. Make it a point to solicit 

referrals from colleagues, particularly those outside of your department. In standing meetings, have an 

item to review open roles and share candidates who could be a good fit. People often find jobs through 

“loose networks” – second degree connections – and people who may not be in your field but work with 

people in your industry may have leads on talented people from previous roles. 

Prompt people to think more broadly when giving referrals by asking questions like: 

We’re looking to diversify our engineering team – who are the best women you’ve worked                        

with in technical roles?

Who is a military veteran you know doing amazing work in a sales role at a retail company?

See more in the bonus tips!
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Talent leader

View hiring as a critical 
business function
See more in the bonus tips!

15. Share ideas to promote 
hiring

Discuss the actions you’re taking to promote 

open positions and the company as a talent 

brand. If you reach out to your alma mater to 

promote the internship program, share this 

step with colleagues and encourage them to 

do the same.

16. Show your commitment

Do the “manual work” of recruiting – going 

to career fairs, interviewing candidates,     

share open roles on LinkedIn, etc. – to show 

your organization what you value. If you do it, 

they will, too.
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17. Make it fun

Build a fun culture around hiring – and 

actively participate. 

From a head of talent acquisition: 

“We recently handed out Talent Maker 

Awards at our company’s annual kickoff 

week. There were three categories to 

acknowledge how hiring managers, leaders 

and employees support recruiting for the 

company. It was a great way to publicly 

celebrate great hiring practices and reinforce 

the expectation that this is something that 

everyone participates in.”

18. Prioritize affinity groups

Be an executive sponsor of affinity groups, 

such as Women in Tech. 

From a chief marketing officer: 

“I make it a point to show up for all affinity 

group events and meetings no matter how 

busy my schedule is. I find time no matter 

what because it encourages others to 

attend.”

19. Support your team

Commit to being a great manager yourself. 

The experience people have working 

with and for you speaks volumes in the 

marketplace – word of mouth is often the 

best way to get attention. Consider what 

you’re doing to help your team make the 

most of their careers. It will help build a 

stellar reputation that precedes you.
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Talent magnet

A talent magnet is 
proactive in finding 
and nurturing 
great talent
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Talent magnet

Highlight 
your values

20. Put yourself out there

Engage in events in your industry or function. 

Speaking at meet-ups and conferences, 

and participating in webinars and virtual 

roundtables, elevates your personal        

brand and your company.

21. Get clear on your value

Create a playbook for your talent brand – start by considering what you are curious about when joining a 

new team or company. Train your staff and talent acquisition team on this content to build up everyone’s 

understanding and create alignment. 

Possible questions:

What is the value proposition for joining this team? 

What does career progression look like here?

Some questions prompt deeper conversations before a team can reach a consensus on an accurate 

answer, which will help you convey value and opportunity more clearly to candidates. 
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22. Develop your employer 
value proposition

As with sales and marketing, talent 

acquisition and employer branding starts 

with understanding your core mission 

and values and using them to build your 

messaging. Consider an exercise to formally 

develop an employer value proposition.

23. Give candidates something 
cool

Offer swag from your company to everyone 

who interviews, whether it’s your actual 

product or a cool keepsake. This helps build 

your company’s brand impression, even if 

they don’t get hired. Branded items such as 

tote bags, water bottles and socks work well.

See more in the bonus tips!

 

24. Invite outsiders

Consider the hiring culture on your team. 

Do you welcome people from outside the 

team or company to join team events and 

get a sense of the work and culture? 

From a sales leader:

“Sales has a regular meeting when people 

from other teams come to speak about their 

career path and work. It gives employees 

exposure to possible next steps and is 

a great way to retain people who are 

considering their next move.”

25. Build your blog

Develop your blog to showcase your

company’s perspective and the work

you do. Treat the blog like real work. 

Build a 12-month rolling content calendar.

Track the writing and posting of blogs in

your formal project management process.
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26. Get known as a thought 
leader

Personal visibility helps. Don’t be afraid to 

put yourself out there as a thought leader in 

your area of expertise to help expand your 

footprint and visibility. You can lead talks, 

blog, speak at conferences, arrange meet-

ups, etc. Ask current employees how they 

joined the company and what convinced 

them to accept an offer. 

27. Share with your network

Share stories about what your company is 

doing and how different functions contribute 

to the mission. You may have someone in 

your network who would be great for another 

department within your company.

Talent magnet

Advocate 
for your 
company

28. Share roles outside your 
team

Share roles in your company outside of your 

immediate department on LinkedIn, Twitter 

or other public channels. Your network is 

much wider than your closest circle and if 

you are clear about why your company is a 

great place to work, people may tap an even 

wider community on your behalf. 
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Talent magnet

Align business priorities 
with talent practices

See more in the bonus tips!

29. Host employees and their 
friends

Are there opportunities to include great 

potential candidates in company events? 

Try weekly 1.5-hour remote happy hours 

with a standing invitation for everyone in the 

company to join and invite others to “come 

and meet amazing people every week.” 

Getting employees to invite their friends 

and other great people/future talent in their 

network is a fun and engaging way to do 

social interviewing.

30. Stay in touch

Maintain ongoing conversation with great 

people you’ve worked with in the past. 

Whether you interact with them on a         

one-on-one basis or through alumni events, 

being open about the fact that you’d love to 

work with them again could increase their 

likelihood of engaging with your company as 

a candidate and get you a faster time to hire. 
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32. Consider contractors

If you meet someone great, find a way to 

work with them, even if you don’t have the 

exact role for them now. It may help to bring 

them on board as a contract or freelance 

employee, rather than hiring them for a 

traditional full-time position.

31. Set aside time

Have a standing appointment to engage with 

people in your network. 

From a CEO:

“Our CTO regularly meets with engineers 

near the office, even if there isn’t an opening 

at the moment.” 
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33. Rethink referral rewards

Revisit your referral program to ensure it is 

rewarding desired behavior. For instance, 

many companies recognize hires rather than 

referrals (even though employees have little 

control over how far in a process their referral 

will go). 

34. Respond to proactive 
candidates

Have a process for handling candidates 

who proactively reach out to you about 

opportunities. 

From a marketing director:

“We get a lot of inbound candidates from 

our CEO’s Twitter engagement. He forwards 

candidates to recruiting all the time.”

Talent magnet

Create a 
structured 
hiring 
process

35. Make referring fun

Run and participate in referral parties to get 

people excited about recommending great 

candidates for both open roles and future 

opportunities. 

From an engineering leader:

“We host sourcing parties to leverage the 

greater org to help access talent from their 

networks. Everyone gathers in a conference 

room with their laptops or virtually, enjoys 

food and shares details about the roles   

we’re hiring for with their networks.” 
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36. Overshare – in a good way

With senior hires, be super honest and share 

more information than they might expect. 

Get them excited about the company and the 

brand first. Then get a little more granular 

and give them a sense of what the company 

is doing and what projects they could look 

forward to working on. Be open about 

challenges they may face in the role and 

give them an opportunity to think through 

whether it’s a good fit for them. 

37. Close the deal

Take responsibility for closing the offer. 

There’s value in someone senior taking time 

with a candidate. This is a great time to sell 

candidates on how you’ll help them grow in   

a new role.

Talent magnet

Value 
individuals 
at every 
stage of the 
process
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Talent partner

A talent partner 
ensures everyone has 
the best tools and 
support to succeed
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Talent partner

Get to know 
your talent 
team

38. Get friendly

Nurture a strong relationship with your head 

of human resources to help with marketing, 

outreach, metrics and pushing the talent 

program overall. 

39. Know your recruiters

Get involved in recruiter hiring and 

onboarding. 

From an engineering manager:

“Every time we hire a new recruiter for 

tech hiring, engineering is involved in the 

interview process for the role. Some of our 

questions relate to actual hiring challenges 

we’re having. We ask them how they’d 

respond and innovate with them as a 

teammate.” 

40. Celebrate wins

Celebrate wins as a team with your recruiting 

counterparts. This includes celebrating offer 

accepts and new hires as well as team wins 

thanks to an excellent new hire. 
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41. Work together

Meet with your recruiting partners to discuss 

the profile of the person you’d like to hire. 

Clarify whether attributes are non-negotiable 

or nice-to-have, while being open-minded to 

nontraditional profiles. Advise on companies 

or industries you’d like to source from, 

all while keeping conversation with your 

recruiting partner two-way – they probably 

have valuable, informed opinions about the 

talent market to share. 

42. Share your metrics

Share departmental performance reports 

and metrics with the recruiting team to show 

them what “great,” “good” and “needs 

improvement” look like. Then they can 

screen for those metrics in their preliminary 

interviews.

Talent partner

Give everyone in the 
company access to the 
tools they need to make 
good hiring decisions
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43. Embed recruiters within 
the team

Include your recruiting partners as members 

of your team, especially to learn about 

challenging roles. 

From a CEO: 

“Our recruiting partner comes to our all-

hands and other meetings, talks to the 

interviewers afterward and checks metrics. 

We have our recruiting partner sit with the 

team they are hiring for, and they often have 

a role at team meetings.” 

Talent partner

Create 
thoughtful 
candidate 
profiles

44. Prioritize experience, not 
requirements

Rather than sharing a list of attributes 

you’d like in your next hire, share three to 

five example profiles of ideal candidates. 

Recruiters often struggle to find candidates 

who match a list of 20 “requirements” – 

sharing examples of skills and experiences 

can foster a more creative approach to 

searching. 

45. Be open to new 
perspectives

Consider cross-functional skills that would 

be attractive in the role. Rather than getting 

hung up on bringing in someone who has 

done the exact job before, you may benefit 

from an outside perspective. Opening this 

up also gives the recruiter room to consider 

a broader candidate pool and tap surprising 

sources of talent. 
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Talent partner

Make the criteria 
for candidate 
selection clear

46. Create a hiring scorecard

Regularly review your hiring process from 

end to end. All interview questions should 

be targeting the technical and interpersonal 

skills you need. Once completed, use a 

scorecard to guide the final decision.

Create a question bank that corresponds 

to each skill to ensure that interview 

conversations are productive and recruiters 

get the information they need to make a 

decision. 

47. (Re)evaluate candidates

Task your hiring managers with reviewing 

pipeline data with their recruiters to 

understand why candidates are falling out 

of your interview process. Recruiters should 

also be involved in discussing opportunities 

for better candidate evaluation and 

engagement based on these trends.

See more in the bonus tips!
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48. Consistency is key

Develop your hiring processes: interviewing, 

grading, scorecards, feedback, service-

level agreements and having a template for 

interviews and panels are all important.

Schedule a debrief to make sure your 

process is producing the results you want. 

Did the participants in the process match 

your expectations? Is there any way to 

re-engage the top talent who didn’t get 

hired?

Talent partner

Ensure everyone involved 
in hiring understands the 
business impact 
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50. Define service-level 
agreements

When a resume is sent to hiring managers, 

they should respond the same day. Pay 

attention to the pipeline all the way through 

to close rates so that you can identify 

problems and continuously iterate. Ask 

yourself the following questions: Are the pass 

rates in each stage of your interview process 

surprisingly low or high? Do they indicate 

strong alignment between you and your 

recruiting partner? Are you setting a strong 

example by promptly providing interview 

feedback to your greater interviewing team?

49. You are the host

When someone is interviewing on-site for a 

role on your team, think of yourself as their 

host. Do they know what to expect? Do they 

know where the bathroom is? Do they have 

food and drinks? Do they have an agenda for 

the day and who they will be meeting? Don’t 

leave them alone wondering what’s next. 

See more in the bonus tips!
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Talent Maker

Bonus tips

1. Provide unconscious bias 
training to all interviewers

Now that you’ve established and prioritized 

interview training, add unconscious bias 

training to your interviewing roster for all 

employees who participate in interviews. 

Creating an equitable and consistent 

experience for every candidate starts with 

the ability to identify unconscious bias, and 

training will help interviewers at all levels 

and stages of the hiring process mitigate 

unconscious bias at every turn.

2. Consistently measure 
against key KPIs

Progress is what everyone is striving for 

in great hiring – consistent, measurable 

and repeatable progress. Not sure what to 

measure? Start here with the 5 KPIs you 

need to track to make hiring a competitive 

advantage at your company. Dig into this 

detailed guide to learn more about 

1) time-to-hire 2) candidate satisfaction 

3) offer acceptance rate 4) hires-to-goal 

and 5) cost-per-hire.
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3. Structure interview team 
accountability

Hold all hiring managers accountable in a 

concrete way by assigning everybody on the 

interviewing team a role at the kickoff stage. 

Make sure to document all of the details as 

well, and keep them in a central location 

that’s easily accessible to all involved. By 

setting specific tasks and goals that each 

individual is responsible for (using a RACI 

or DACI model for example), everyone will 

be aligned and clear on what they need to 

do and what the focus of their interview 

conversations are. 

4. Diversify interview panels

Let people imagine themselves as part of 

the company. The best way to do this is to 

diversify your interview panels. This has the 

double benefits of reducing unconscious 

bias and bringing together a diverse set of 

perspectives to weigh in on prospective 

candidates. Think beyond race and 

gender – include working parents, people 

from different teams within the org and age 

groups, etc. This not only showcases the 

authentic makeup of your workforce, but also 

gives potential candidates a sense that they 

will be welcome, too.

5. Measure your process on fairness

Don’t just create a great candidate experience, create an equitable experience. One way to begin to do 

that is to measure pipeline parity. We’ve identified this metric that measures the bias in an interview 

process by comparing the aggregate demographics of applicants to those who actually got hired. As 

companies mature and adopt structured hiring practices, their pipeline parity improves, demonstrating 

that they are making decisions based on a candidate’s ability to do the job rather than the applicant’s 

identity. By improving pipeline parity, your organization is creating more opportunities for people you 

might previously have left behind.
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6. Focus on quality, not just 
speed

In any business function, it’s important 

to remember that efficiency is speed and 

quality combined. Speed alone won’t get you 

where you want to go and you likely won’t 

hit your business goals if you’re just trying 

to hire more folks faster. Think about your 

long-term business objectives and create 

an incredible hiring experience to bring in 

the right candidates for priority roles. By 

focusing on quality (within the key roles you 

need to fill) in the short term, you can move 

candidates through the hiring process more 

efficiently. This ultimately ensures you hit 

your team, department and business goals 

at the same time. 

7. Impress candidates with 
thoughtful interview perks

Swag will always have a special place 

in employer branding and employee 

morale, but we’re most impressed by 

the companies going above and beyond 

to deliver an amazing, equitable hiring 

experience to all candidates. All-remote 

Greenhouse customer GitLab offers a wide 

range of interview support, including 

reimbursement for childcare, office rental, 

laptop/computer rental, transportation to 

a facility with internet access, translation 

services and even loss of hourly pay. Clearly 

documented on their interviewing page, the 

company communicates its candidate-first 

hiring approach and creates empathy from 

the very first touchpoint. 
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8. Optimize the hiring 
experience for virtual interviews

It can feel challenging to create a meaningful, 

human and exciting interview experience 

virtually, but there are a number of best 

practices you can learn right now. Video 

interviewing is here to stay and virtual 

workplace practices are the new reality, so your 

efforts will be worthwhile. Stick to a structured 

hiring process, test technology, automate 

pre-interview reminders and drive company 

behavior change toward video interviews. 

Dive deeper into these 8 tips for a better 

virtual interviewing experience.

9. Make the most of remote 
hiring

Virtual interviewing saves time and money 

for your company. Strategically reallocate 

that budget to sending meaningful swag to 

candidates, redesigning your career page 

or providing coffee delivery gift cards to 

candidates as an extra special touch. Not 

only can you create a unique experience that 

shows candidates just how much they’re 

valued, remote hiring also means you can 

offer more flexibility, expedite the hiring 

process and minimize the time candidates 

need to book off to interview. 

10. Reconsider previous 
candidates on an individual 
basis

Utilize your candidate relationship 

management (CRM) system to reconsider 

silver medalists and others who are no longer 

actively interviewing. They may be perfect for 

a new role or need on the team, especially if 

the reason they didn’t make it to offer or new 

hire status was due to outside forces. This 

reinforces a great candidate experience and 

sets a high standard of employer brand. And 

since the silver medalists in your CRM have 

already been assessed by your team, you have 

the opportunity to close roles quickly.  

11. Showcase your company’s 
world, even while remote

Think of unique ways to engage candidates, 

such as giving them a virtual tour of your 

tech stack so they understand “where” they 

would be working at your company (map out 

how your team stays connected virtually with 

the likes of Zoom, Slack, Google Drive, etc.). 

Share photos or screenshots from a recent 

virtual event or even a video of employees 

connecting from home during team-bonding 

activities or all-hands meetings. The 

possibilities of bringing your working world 

to life, even virtually, are endless.
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Conclusion

We hope these 61 actionable tips have sparked your interest and will 

serve as a catalyst for you to take on new ways of bringing the Talent 

Maker mindset to life at your company. 

Be sure to share with us the unique things you’re doing to be a Talent 

Maker for your business by emailing tmbook@greenhouse.io.

 

Attract talent and build your competitive advantage – Talent Makers 

is the ultimate guide to creating a world-class hiring system at your 

company. Get the book at talentmakersbook.com.
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Greenhouse is the hiring software company. 

We help businesses be great at hiring through 

our powerful hiring approach, complete suite of 

software and services, and large partner ecosystem – 

so businesses can hire for what’s next. 

To learn more, visit

greenhouse.io


