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Why structured hiring

Hiring is a high-stakes endeavor with real business consequences 

whether done well or poorly. Through the art of interviewing, 

companies identify the key players who will build new revenue 

streams and drive their competitive advantage. As you launch your 

next search, we strongly recommend taking a more structured 

approach to find the right talent that will amplify your company’s 

outcomes and positively impact your culture. 

Structured hiring is an approach where selection decisions are 

based on evidence, not emotion. Leaders align the role to a business 

objective and build a rigorous and objective interview process, 

through conversations, assignments and the like, that can be used to 

predict job performance. Candidates are asked consistent questions 

that connect back to specific attributes required for the role and 

interviewers evaluate responses against a defined rating system in 

the interview scorecard.  

The structured hiring method eliminates complexity while adding 

value. Studies demonstrate that they have higher predictive validity 

on job performance than traditionally unstructured interviews and 

that they are better at mitigating individual interviewer bias. Thus, 

integrating structure into how a company hires may accelerate efforts 

to hire talent from overlooked groups that can build products and 

offer services in an increasingly diverse global market.
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Why scorecard rubrics

The scorecard is the blueprint of structured hiring, and businesses can 

refine them by adding the criteria that interviewers should be acutely 

observing in their interactions with candidates.

Empowering interviewers with a scorecard rubric can help mitigate the 

need to infer the quality of candidates’ responses or assessments and 

help keep hiring impartial and tied to skills, not instinct.

This guide equips Talent MakersTM  like you with resources on: 

Determining specific and measurable scorecard attributes

Building a selection framework 

Capturing the right evidence in interview notes 

Establishing criteria for who to advance or reject 

We recommend using this resource during your next search to 

accelerate your efforts to select the right talent, every time. 
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Building out scorecards
Scorecards are fundamental to structured hiring. Consistent candidate 

evaluation helps mitigate interviewer bias, reduce total interview time 

and drive a more evidence-based decision framework in selecting 

the right talent. We’ve scoped out the basics of designing scorecards 

below, and also encourage you to review our in-depth on demand 

webinars with more detailed guidance on building scorecards and 

driving adoption at your company. 

 
Creating attributes

Aim for at least 3–6 mutually exclusive and collectively exhaustive 

attributes per category for your scorecards. Consider integrating the 

SMART (Specific, Measurable, Attainable, Relevant, Time-based) 

framework to ensure your interviewers are enabled to measure what 

matters. 

For example, instead of opting for generic attributes like 

“organizational skills,” consider the more targeted “managing multiple 

priorities” that clarifies the competency a candidate would need to be 

effective in the role. 
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https://support.greenhouse.io/hc/en-us/articles/360039613472-Greenhouse-On-Demand-Designing-Scorecards
https://support.greenhouse.io/hc/en-us/articles/360041409012-Greenhouse-On-Demand-Improving-Scorecard-Submission-Rates


Creating interview questions 

Collaborate with hiring managers to design custom interview questions 

for each attribute deemed necessary for success in the role. Aligning 

these questions to your scorecard attributes enables your interviewers 

to make informed decisions that can more accurately predict job 

performance. 
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Decision-making 
framework
After developing your attributes and interview questions, be sure 

to define evaluation expectations for interview teams. Ideally, each 

attribute-aligned question would include a specific rubric that outlines 

what interviewers should look for in candidate answers or assessments. 

The sample scorecard rating system below can be adapted for your 

company. 

A Strong yes is an exemplary response that clearly addresses each element of the question 

with distinct examples (if appropriate).

The interviewer is extremely confident that the candidate’s answer(s) represents their 

capability against the attribute. Based on the answer, the interviewer has enough evidence to 

justify the rating and can record an objective, low-inference summary within the scorecard

If a behavioral question, the candidate’s answer should have a clear beginning, middle and 

end or leverage a technique like STAR (Situation, Task, Action, Result).

If a situational question, the candidate’s answer should address rationale, action plan, 

stakeholder engagement (if appropriate), outstanding variables or missing info and how they 

would measure success.

A Yes is a solid, acceptable response that addresses most or all elements of the question with 

clear examples.

The interviewer is satisfied that the candidate’s answer(s) represents their capability against 

the attribute. Based on the answer, the interviewer has enough evidence to justify the rating  

and can record an objective, low-inference summary within the scorecard.

If a behavioral question, the candidate’s answer should have a logical flow and leverage 

techniques like STAR but may lack specific details that diminish the answer’s overall quality.

If a situational question, the candidate’s answer may (briefly) address rationale or thought 

process but focuses too heavily on action  over-indexes on action, and does not specify how 

they would define or measure success or how they would involve or inform others of their plan.

Strong 
yes

Yes
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A Mixed is an inconclusive response that may partially address the question but does not 

provide the interviewer with evidence about the candidate’s capabilities. A mixed rating does 

not equate to an “I don’t know” and if an interviewer does not have enough evidence, they 

should leave the attribute blank.

Should an interviewer use the mixed category and advance the candidate, they should share 

a low-inference summary/recap in the key takeaways and encourage future interviewers to 

probe more on the specific attribute (if appropriate/relevant).

The interviewer is unsure whether the candidate’s answer(s) definitively represents their 

capability against the attribute. Based on the answer, the interviewer does not have enough 

evidence to justify the rating  but is able to record the answer in the scorecard and include 

medium-to-high inference summaries, as needed/relevant.

A No is an unacceptable response that ignores most or multiple elements of the question.

The interviewer is unsatisfied that the candidate’s answer(s) demonstrates their capability 

against the attribute. Based on the answer, the interviewer can record an objective, low-

inference summary in the scorecard of how the candidate did not demonstrate skill with this 

attribute in the interview.

A Strong no is an extremely unacceptable answer that does not address the question at all 

AND/OR represents a comment that is in conflict with your company’s culture. Beyond culture 

alignment, answers may blatantly disparage others, former employers, communities, etc.

The interviewer perceives that the candidate displayed attributes that directly conflict with 

the attribute being assessed. Based on the answer, the interviewer can record an objective, 

low-inference summary in the scorecard of how the candidate did not demonstrate skill with 

this attribute in the interview.

Mixed

No

Strong 
no
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Scorecard attribute  
and question worksheet
Use and adapt the scorecard attribute question worksheets available in either a spreadsheet 

or document. Sample rubrics are included on pages 13-15 along with sample notes on page 16. 

Is it specific, measurable,  attainable and relevant?

Is it behavioral, situational or otherwise relevant to the role?  

Attribute:  

Interview question: 

Attribute:  

Interview question: 

        Strong no         No         Mixed         Yes         Strong yes

        Strong no         No         Mixed         Yes         Strong yes
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Overall recommendation 
guidelines
Once interviews are done, your team will need guidance on making 

informed, evidence-based recommendations on which candidates to 

advance and reject. To streamline that process, we encourage you to 

consider using a template (see below for an example) to ensure that 

your team can confidently and objectively measure candidates against 

a specific standard.

Candidate DID pass the interview

Candidate ranks in the top 5% of the pool (assuming the interviewer has 

evaluated other applicants).

Interviewer has 0–1 reservations in recommending this candidate for the next 

round in the interview process

Interviewer feels confident that based on evidence the candidate amply 

demonstrates the attributes being assessed in the interview.

If challenged, interviewer can provide 3+ examples of objective evidence 

(such as quotes) to substantiate their position.

Strong 
yes

Candidate DID pass the interview.

Candidate ranks in the top 10% of the pool (assuming the interviewer has 

evaluated other applicants).

Interviewer has 1–2 reservations in recommending this candidate for the next 

round in the interview process.

Interviewer feels confident that based on evidence the candidate sufficiently 

demonstrates the attributes being assessed in the interview.

If challenged, interviewer can provide 1–3 examples of objective evidence 

(such as quotes) to substantiate their position.

Yes
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Candidate DID NOT pass the interview

Interviewer has 2–3 reservations in recommending this candidate for the next 

round in the interview process.

Interviewer feels confident that based on evidence the candidate did NOT 

sufficiently demonstrate the attributes being assessed in the interview.

If challenged, interviewer can provide 1–3 examples of objective evidence 

(such as quotes) to substantiate their position.

No

Candidate DID NOT pass the interview

Candidate demonstrates significant, uncoachable behaviors that would not 

support the team’s goals (interviewer to elaborate in comments).

Interviewer has significant reservations in recommending the candidate for 

the next round in the interview process.

Strong 
no
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Sample scorecard rubric
An attribute is a specific, defined skill or trait that has been deemed necessary for success 

in the role. Each attribute should be evaluated using consistent criteria or a rubric to help 

mitigate bias. 

Communicating effectively with others 

Tell me about a time when you were communicating with someone and they did 
not understand you. What did you do?

Attribute:  

Interview question: 

        Strong no          No          Mixed          Yes         Strong yes

Provides an unclear 

description of the 

relationship dynamic/

context and struggles to 

outline their summary 

of the situation to the 

interviewer.

Offers an indistinct 

summary of the 

intended message to the 

interviewer and does not 

acknowledge any unique 

relationship dynamics/

added context that 

may have contributed 

to the communication 

breakdown.

Does not take 

accountability for their 

role in the communication 

breakdown (for example, 

“I don’t see why they 

didn’t understand”) and 

has not demonstrated 

how they learned from 

this situation in future 

conversations with this 

person or others within 

the workplace.

Offers a vague depiction 

of the situation (the 

message they were 

looking to convey, the 

relationship with the 

other person and where 

the miscommunication 

occurred).

Provides a loose outline 

of the steps taken to 

identify a plan to remedy 

the communication 

breakdown OR a cursory 

summary of what 

they learned from the 

experience.

Demonstrates empathy 

for the other person 

but does not leverage 

it in articulating their 

strategy to revise their 

approach for the follow-

up conversation.

Clearly defines the 

intended vision of 

the message for the 

stakeholder to the 

interviewer and discusses 

where/how the message 

was lost in translation.

Acknowledges any unique 

or relevant relationship 

dynamics that might 

have contributed to 

the message being 

interpreted clearly.

Demonstrates empathy 

in identifying the source 

of the communication 

breakdown and holds 

self accountable for 

identifying an alternative 

pathway to communicate 

with the stakeholder.

Clarifies any subsequent 

steps in preserving 

and/or growing the 

relationship with the 

stakeholder and added 

measures taken in 

adjusting communication 

(delivery, style/approach) 

for other conversations.

Clearly defines the 
intended vision of 
the message for the 
stakeholder to the 
interviewer and discusses 
where/how message was 
lost in translation.

Acknowledges any unique 
or relevant relationship 
dynamics that might have 
contributed to (or from) the 
message being interpreted 
clearly.

Demonstrates empathy 
in identifying the source 
of the communication 
breakdown and holds self 
accountable for identifying 
an alternative pathway 
to communicate with the 
stakeholder.

Clarifies any subsequent 
steps in preserving and/
or growing the relationship 
with the stakeholder and 
added measures taken in 
adjusting communication 
(delivery, style/approach) 
for other conversations.

Considers the experience 
a learning opportunity to 
iterate and situate their 
communication style to 
match the expectations of 
the audience.
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Sample scorecard rubric
An attribute is a specific, defined skill or trait that has been deemed necessary for success 

in the role. Each attribute should be evaluated using consistent criteria or a rubric to help 

mitigate bias. 

Strategic thinking & reasoning 

What’s the most difficult decision you’ve made at work? How did you come up 
with your decision?

Attribute:  

Interview question: 

        Strong no          No          Mixed          Yes         Strong yes

Cannot articulate a clear 

answer with respect to 

what led them to consider 

making a decision and 

the complexity/difficulty 

of the decision they 

ultimately made.

Does not offer context 

about the decision or 

outline why they needed 

to make the decision.

The level of difficulty in 

the decision posed by the 

candidate does not align 

with the level of difficulty 

in decision-making that 

the role will entail.

Does not articulate 

variables considered in 

their decision-making. 

Displays limited concern 

or consideration for those 

impacted by the decision. 

Offers limited context 

of the state prior to the 

decision and what drove 

the candidate to make a 

decision that would lead 

to an aspirational state 

AND the implications 

(why the decision was 

difficult).

Outlines the framework/

calculus (focus groups, 

data analysis, budget 

review, etc.) used to 

evaluate solutions and 

the elimination process 

used to arrive at a final 

decision on how to move 

forward. 

Articulates 

clear rationale, 

communications 

approach and defense 

of decision to impacted 

audience(s) and how 

they assessed/managed 

feedback for revisions (if 

appropriate). 

Situates the experience 

by providing relevant 

context of the state prior 

to the decision and what 

drove the candidate 

to make a decision 

that would lead to an 

aspirational state (why 

the decision was difficult).

Outlines the framework/

calculus (focus groups, 

data analysis, budget 

review, etc.) used to 

evaluate solutions and 

the elimination process 

used to arrive at a final 

decision on how to move 

forward. 

Articulates 

clear rationale, 

communications 

approach and defense 

of decision to impacted 

audience(s) and how 

they assessed/managed 

feedback for revisions (if 

appropriate). 

Clearly situates the 
experience by providing 
relevant context of 
the state prior to the 
decision and what drove 
the candidate to make a 
decision that would lead to 
an aspirational state (why 
the decision was difficult).

Outlines the framework/
calculus (focus groups, 
data analysis, budget 
review, etc.) used to 
evaluate solutions and the 
elimination process used 
to arrive at a final decision 
on how to move forward. 

Articulates clear rationale, 
communications approach 
and defense of decision 
to impacted audience(s) 
and how they assessed/
managed feedback for 
revisions (if appropriate). 

Clarifies their approach 
in measuring the impact/
success of the decision 
and what they’ve learned 
from it. 

Highlights adjustments 
or changes they would 
make if presented with the 
challenge again. 
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Sample scorecard rubric
After assigning rubrics to your interview questions, we recommend equipping your 

interviewers with guidance on how to document their interactions with candidates. Detailed, 

low-inference interview notes are essential to structured hiring and serve as evidence to help 

hiring managers make informed decisions. See an example on the next page of how to capture 

notes on the aligned question for the “Managing multiple priorities” competency below. 

Managing multiple priorities

Tell me about a time when you had to juggle several projects at the same time. 
How did you organize your time? What was the result?

Attribute:  

Interview question: 

        Strong no          No          Mixed          Yes         Strong yes

Fails to articulate how 

they were able to organize 

their time in a way that 

supported their ability 

to manage multiple 

projects. 

When probed, cannot 

clarify how (or if) they 

were successful in 

ensuring that project 

deliverables were 

completed.

Offers an unclear recap 

of different projects 

they managed. Unclear 

as to how (or if) the 

system/plan they 

created to manage 

project deliverables was 

effective.

Offers a limited summary 

of different projects they 

were expected to manage 

and a loose summary of 

how they outlined a plan 

to balance their workload. 

Highlights steps they 

took to prioritize their 

schedule and workload 

but does not share 

any rationale that 

would suggest that the 

approach they took was 

effective or sustainable. 

Provides a clear summary 

of a situation where 

they were expected to 

agilely manage multiple 

workstreams and the 

systems (organizing 

software/tools, effective 

delegation, etc.) used to 

keep them on track for 

success.

Discusses the 

methodology used to 

assign daily/weekly/

monthly priorities, how 

they knew priorities were 

appropriate and how they 

were able to pivot (as 

required). 

Provides a clear summary 
of a situation where 
they were expected to 
agilely manage multiple 
workstreams and the 
systems (organizing 
software/tools, effective 
delegation, etc.) used to 
keep them on track for 
success.

Discusses the 
methodology used to 
assign daily/weekly/
monthly priorities, how 
they knew priorities were 
appropriate and how they 
were able to pivot (as 
required). 

Clarifies who they 
communicated their 
priorities to and how they 
remained organized if/
when things went awry.

Clarifies how their 
approach was able to meet 
or exceed expectations 
and how the experience 
has influenced their 
approach toward 
executing. 
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Sample scorecard notes

Janet discussed her experience in her current role as Director, People where she is currently responsible 

for recruiting/hiring (8 roles to be filled within the next 2 months in their DC, Ohio and Atlanta markets), 

coordinating logistics (flights, lodging, meals, programming) for an upcoming national new hire 

orientation (15 attendees) and planning for the company-wide (150 ppl) offsite retreat. For hiring, she 

mentioned how she schedules phone screens at various intervals throughout the day and commits 

to taking notes on the call and scheduling next-round interviews with hiring managers. Structures 

days around certain “work blocks” where she knows what needs to get done but will communicate if 

things are either taking longer than expected or if there roadblocks, and collaborates as needed to find 

solutions. Mentioned that she is a huge fan of automation (Google Calendar’s DNS blocks) and keeps 

a scrolling list of to-do items. Shared that strong relationships with hiring managers made things a lot 

easier with scheduling/process and that the orientation went off without a hitch. Team retreat was a 

multi-month effort and, programmatically and logistically, team enjoyed the experience more than the 

previous year. 

Strong 
yes

Morris shared about their time working as a Program Manager with a youth-development nonprofit and 

how they were tapped to work on special projects from the Chief Program Officer on top of navigating 

a complex situation with their school partner and how they’ve been “getting their feet wet” with 

working with the development team on an upcoming funding proposal. Their answers lacked some 

detail (didn’t provide a backstory about the relationship with the school partner “things had always 

been tense but I’ve been trying to remain positive”) but were overall solid in how they’d tried to use 

time-tracking software to set alarms for when it was time to pivot and focus on a different task. They 

did mention that the team was short-staffed and that was the reason why they decided to step up and 

take on more responsibility even though they knew it would require additional work on their end, and 

being more organized. Talked about how they have regular syncs with the CPO to offer updates on their 

progress. Also set up a weekly 2-hour block to work on/edit the funding proposal as they’re interested in 

“developing muscle” in fundraising.

Yes

I gave Lucia a “mixed” here because I wasn’t convinced that their approach toward balancing multiple 

projects was actually impactful or effective, despite them laying out all the different steps they took. 

We talked about their experience as a second-year teacher (at a brand new school) juggling making 

parent calls, grading, lesson planning and balancing responsibilities as a self-appointed sponsor for 

the school’s LGBTQ+ student association. They talked about how they were able to use a calendar and 

alerts in their phone but when probed, admitted to having dropped a lot of balls with grading student 

assignments since she was more focused on lesson planning and being present for the student group. 

Admitted that she could have done a much better job with balancing her schedule and being more 

realistic with her bandwidth but also shared that she got feedback from her Assistant Principal that she 

may need to scale back with the student group. Again, she’s capable of being proactive with taking on a 

lot but I don’t think I have enough evidence to say yes or no on her ability to manage it all effectively and 

course correct as needed.

Mixed
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José shared an example of a time when, as an Account Manager, he had to navigate renewal 

conversations with three different customers but spent the majority of the time discussing how he 

wasn’t able to secure two of the renewals after focusing too heavily on one customer. I probed to learn 

more about his approach/technique but he said that “everything was urgent, so I didn’t really have 

an opportunity to prioritize as much as I could have.” I probed more and learned that he’d forgotten 

to respond to key emails from his customers by virtue of assuming that since they’d renewed in the 

previous year that they would do so again. Did admit to learning from the experience but I’m not 

convinced that this example showcased his ability to do this with ease.

No

Damon struggled giving a clear response but from what I could glean, he had a difficult relationship with 

several hiring managers (HMs) in his most recent role as a full-cycle recruiter and would often drop balls 

(forgetting to add notes, double scheduling phone screens and not turning around job posts quickly to 

match manager expectations). He mentioned how in one scenario, he had challenges working with one 

HM and blamed them for the issue. When I probed, I learned that Damon had neglected to ask about the 

candidate’s salary requirements, placing the HM in a tough situation where they had to communicate 

that the candidates’ expectations were 20% higher than the budgeted amount. Damon attributed the 

breakdown as an “oversight” and shared that James (the HM) was “not very likeable, according to other 

recruiters that had worked with him before” and that he “knew it would be an issue” working with him on 

this new req.

Strong 
no
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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


