
How to build 
an inclusive 
recruiting process
It’s a given that adding structure to any process enables efficiency – 

and that having better data leads to better decision-making. 

But have you ever thought about how structure and data can 

work together to create opportunities to reduce bias and enable 

more inclusive practices?



“Structured interviewing is just
  good interviewing.”

Michael Kyle
Head of Talent and Belonging at Planet

Introduction

When you add structure and data to your hiring process – whether it’s 

defining the qualities you’re looking for or formalizing the questions 

you ask and the rubrics you use to assess answers – you’re placing 

all candidates on equal footing. This limits biased and gut-based 

decision-making. It means you’re assessing all candidates against the 

same criteria, using data instead of emotions and opening up more 

opportunities for those from underrepresented backgrounds. 

So how do you get there? 

Go through the activities on this worksheet to bring inclusive 

structured hiring best practices to your team.
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Recruiter/
hiring 
manager 
alignment

 F Structured hiring starts with recruiter/hiring manager alignment. 
Define how you will achieve this, whether it’s with a kickoff meeting, 
asking hiring managers to fill out a template or both.

List the steps you’ll take to achieve alignment with hiring managers.

Define 
the need

 F Before opening a role (or even writing a job description), start by defining the 
need. Why are you hiring for this role? What will success look like for 
this person in the first 30, 60 and 90 days in the role?

Here’s a simple template you can use to help with role kickoff. Work with 
your hiring managers to finish  each sentence.

We are hiring a [ROLE NAME] to… [LIST OBJECTIVES]

In the first 30 days, this person will…

In the first 60 days, this person will… 

In the first 90 days, this person will… 
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Create a 
hiring plan

 F Outline who’s involved in the interview process, which attributes you’re 
assessing and any other relevant information.

Ask your hiring managers to answer these questions to create the hiring plan. 
They should be able to do this on their own, but you can offer to review or help 
them if they get stuck. 

Hiring plan for [ROLE NAME]

Which attributes are you looking for? 

What are the steps of the interview process? 

Who’s on the panel for each interview? If there’s a take-home assessment, 
who will review it?

Which questions are you asking? 

How will you assess candidates’ answers? (What constitutes an 
unacceptable, acceptable and exceptional answer for each question?)
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Set the hiring 
team up for 
success

 F Work with your hiring managers to set the hiring team up for success. 
Train interviewers on interviewing best practices and how to assess 
candidates’ responses.

List out the interview training all interviewers have to go through at your 
company. If you don’t currently have training for interviewers, outline the 
steps you’ll take to help interviewers adopt best practices. For example, you 
can ask interviewers to write candidate feedback as soon as possible after 
conducting an interview while everything is fresh in their minds.

Define 
the need

 F Ask for feedback from everyone: candidates, interviewers and hiring 
managers.

If you haven’t already, set up a candidate survey to collect feedback from 
candidates. Ask them how they felt about the hiring process. Did they know 
what to expect in each stage? Is there something you could do to better 
prepare them?

Make a commitment to hold debriefs with the interviewing team at the end 
of each hiring process. Do interviewers think the questions and assessment 
criteria were clear? How do hiring managers feel? Are there any clear wins 
or areas for improvement?
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Diversity  F Consider how to bring diverse candidates into your pipeline.

List out the steps you’ll take to welcome diverse candidates throughout 
the hiring process. This might involve committing to source or interview 
a minimum number of candidates from specific groups before an offer 
can be extended.

Inclusivity  F Examine your hiring process for inclusivity. How will you ensure candidates 
from underrepresented backgrounds are included?

List out the steps you’ll take to promote inclusion at every step of the 
hiring process. You will likely need to work with your HR or people team 
and company leadership to discuss the best actions to take. Possible 
steps include eliminating degree requirements, allowing extra time 
or accommodations for take-home assessments and instituting a 
non-negotiation policy so everyone has a consistent offer process.
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Bailey Douglass
VP of People at Places at Mode

“We don’t negotiate on salary.
We have very clear, structured
levels with appropriate
compensation at each level.”
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Make data 
a regular 
part of the 
conversation

 F Use what you learn to make changes and improvements.

List out the metrics you’re currently tracking and how often you’re tracking 
them. What does this data tell you? For example, you can look at pipeline, 
conversion and sourcing data to understand where candidates are coming 
from and how they’re moving through your process. Interviewer calibration 
data can help you determine whether more training or support is needed 
for your interviewers. Candidate survey data will help you pinpoint bright  
spots or areas for improvement in your communication and interaction 
with candidates.

Manage your 
expectations

 F Perfection isn’t possible, but being open to feedback and improvements is.

Who can you turn to for advice and support? This might be a manager, 
leader, peer in another department or even someone from your network. 
Create a regular schedule for checking in on how you’re progressing and 
discussing your next steps.
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“You don’t have to do everything 
at once. Start small, find an 
internal champion and build 
from there.”

David Delaney
Senior Manager of Recruiting at Cockroach Labs

Additional resources

Looking for even more actionable tips and insights?

Hear from several talent leaders who have proven track records of 

inclusive and structured hiring. Check out the “Enabling belonging 

through structured hiring” panel discussion from Open Forum. 
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https://www.greenhouse.io/guidance/build-an-inclusive-recruiting-process
https://www.greenhouse.io/guidance/build-an-inclusive-recruiting-process


Greenhouse is the leading hiring software company. 

More than an ATS, we help businesses be great at  

hiring through our powerful philosophy, complete 

suite of software and services, and large partner 

ecosystem – so businesses can hire for what’s next.

To learn more, visit

greenhouse.io


	Text Field 6: 
	Text Field 7: 
	Check Box 1: Off
	Check Box 2: Off
	Text Field 9: 
	Check Box 3: Off
	Text Field 10: 
	Text Field 11: 
	Check Box 4: Off
	Check Box 5: Off
	Text Field 13: 
	Text Field 14: 
	Check Box 6: Off
	Check Box 7: Off
	Text Field 15: 
	Text Field 16: 
	Check Box 8: Off
	Check Box 9: Off


