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Introduction

Dear Talent MakerTM, 

Whether you are a first time manager or have hired over 100 new 

employees in your career, you understand how overwhelming the 

talent acquisition process can be. Between writing a compelling 

job post, creating a scorecard, choosing the right questions and 

scheduling interviews, you have a full plate on top of your other 

responsibilities. 

Hiring is an essential skill for managers and Greenhouse wants to 

ensure that you have the resources you need to become great at 

it. We created this guide with strategies to help you develop an 

intentionally inclusive process necessary for building a diverse 

team. You’ll find over 35 sample interview questions that align 

with common attributes like collaboration, time management 

and measuring growth potential. We introduce the 3Ps (Purpose, 

Process and People) interview question framework that you can use 

to comprehensively evaluate candidates. We strongly recommend 

pairing these questions with the Creating scorecard rubrics 

eBook. And while selecting attributes and interview questions is an 

important first step, choosing the standards and requirements you’d 

like interviewers to hold candidates to can help mitigate biases that 

could curb your diversity efforts. 

We also wrote a companion guide on inclusive hiring for recruiters, 

and suggest you partner with your recruiting team to build a sourcing 

strategy that appeals to a wide audience as well as a selection 

framework that supports equal opportunity hiring. There are no 

shortcuts for integrating diversity, equity and inclusion (DE&I) into 

the talent acquisition process, but these tools can help your company 

build a workforce that more closely mirrors the diversity of our 

communities across job levels.
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Study this guide as you scope out your hires, and evaluate and iterate 

your approach as needed. Doing DE&I work is never easy, but it is a 

shared responsibility that managers like you can use to build stronger, 

more inclusive teams. 

Happy hiring,

Greenhouse Software
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Start with a  
self-assessment
Before jumping into best practices, we encourage you to work through 

this self-assessment. 

Let’s start with a hypothetical scenario focused on inclusion: Imagine 

you are the hiring manager tasked with hiring a head of diversity for 

your company. A finalist candidate asks you the following questions. 

How would you rate yourself and your process on each question asked?

Questions Scorecard rating

Do you have a structured process for differentiating between need-

to-have and nice-to-have attributes?

As the hiring manager, do you encourage hiring decisions based on 

skills and competencies rather than degrees and assumptions?

Do you use work samples in your interview process? If so, do you 

have a rubric for grading to reduce bias in assessment? 

Think of how your team currently solves problems. How do you 

measure which perspectives are missing to balance your team?

If you hire for evergreen roles (sales rep, engineer, etc.), how 

often do you evolve your interview kits (job posts, scorecards, 

requirements, etc.) to fit where your company is now relative to 

where it was with your most recent hire?

As a hiring manager, do you index more heavily on experience or 

education (and institutional prestige)? Based on your answer, what 

evidence do you have from previous hires that this approach is 

effective?
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What types of information are helpful to you in evaluating 

(scorecard) feedback from your hiring team? How do you encourage 

the hiring team to document evidence in a way that positions you to 

make an informed decision?

Similar to the previous question, how do you model what effective/

helpful scorecard feedback looks like?

Based on the attributes and requirements included in your 

scorecards, how do you align interview assessment criteria 

(interview questions, assignments, etc.) to make sure you’re getting 

objective evidence that candidates would perform well at your 

company?

How do you factor scorecard feedback into new hire onboarding?
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Preparing your  
interviewers 
As a hiring manager, have you experienced unclear or insufficient 

feedback from interviewers? Or feedback that wasn’t aligned with 

your expectations of the interview? If that’s the case, even after a 

productive kickoff meeting and training, you mitigate the odds that 

your interviewers will assess your candidates on the wrong criteria and 

you’re left with notes that are not helpful. We recommend creating a 

knowledge bank of attribute-aligned questions and using a defined 

scorecard rubric to measure the quality of candidate answers. Using 

consistent questions and evaluation criteria significantly reduces 

the likelihood that your interviewers will rely on snap decisions 

when interviewing candidates, helping you to make better informed 

decisions about your next hire. 

We created a knowledge bank with behavioral questions that align 

with a wide array of scorecard attributes. We came up with the 

Purpose, Process and People model (see below – question examples 

are included on pages 5–7) with common attributes that can be used 

across your open roles. We suggest taking the following approach: 

1 Select the focus attributes you’d like interviewers 

 to assess.

2 Write custom questions that test for each attribute. 

3 Create rubrics for your interviewers to measure the 

quality of a candidate’s responses. 

4 Train your interviewers on taking notes that are rooted in 

evidence, not inference. 
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3Ps of interviewing 

We created the Purpose, Process and People model to help categorize 

interview questions into three tiers. 

Purpose questions help you identify what motivates a candidate 

and assess alignment with your team and/or company’s values.  

Process questions help you measure how a candidate solves 

problems, thinks creatively and manages projects and deadlines. 

People questions help you determine how a candidate 

would interact with others in your organization and how they 

demonstrate emotional intelligence in the workplace.  
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Measuring what motivates 
a candidate
The questions below will help you identify what motivates a candidate 

and assess alignment with your team and/or company’s values.  

Attribute Sample questions

Learning and continuous 
improvement

Name three things you’ve done in the last few years to grow in your career.

Describe a time when you proactively sought out feedback to improve your productivity 
or effectiveness in a role.

• What led you to seek that feedback? 
• How did you determine the appropriate individuals to ask? 
• How did you apply feedback the feedback you received? 
• How do you keep those learnings in mind in how you work today?

Discuss an example of feedback you received with which you did not agree.

• What was the feedback?
• Why did you disagree?
• How did you communicate with the person that shared it with you?

Organizational stewardship Provide an example of a time when you demonstrated good judgment about your 
company’s resources (data sharing policies, equipment management, finances, etc.). 

Describe a time when you were able to promote or support the well-being of your team 
or company at large. 

Tell me about a time when you made a decision that was positive for your organization 
but not necessarily positive for you or your team. 

Creating vision/
Setting direction

Describe a time when you established a clear vision for a project (or stream of work) 
that was aligned to your company’s goals. 

• How did you determine the right metrics or goals to monitor success?  
• What unintended outcomes emerged and how did you pivot or refine the vision to 

stay on track of your goals?

Share an example of a time when you had trouble communicating your vision for a 
project to a person (or audience) not familiar with your subject matter.

• How did you determine the appropriate information to share? 
• What was the outcome? 

Give of an example of a time when you needed to quickly pivot or refine your vision 
on a project after discovering that you were not on track toward reaching a goal or 
performance indicator. 
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Growth mindset Tell me about a time when you were assigned a project outside of your purview with 
little to no coaching or support. 

• How did you respond and what steps did you take to set yourself up for success? 

Describe a situation where you needed to adapt to a new system, software or process 
that was significantly different than what you were used to. 

• What circumstances led to the shift? 
• What did you do to adapt? 

Provide an example of a time when you successfully converted something ambiguous 
into action. 
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Measuring how a candidate 
gets things done 
The questions below will help you measure how a candidate solves 

problems, thinks creatively and manages projects and deadlines. 

Attribute Sample questions

Organizing and executing Describe an experience that caused you to refine your approach toward managing time 
more effectively and efficiently. 

Tell me about a time when you were able to transform a vague or ambiguous idea or 
concept into a plan that you could execute.

• Who generated the original idea and what about it was unclear? 
• How did you measure the success/impact of the actions you took?

Give an example of a time when your work helped eliminate a roadblock for someone 
else on your team. 

• What roadblock did your work address or mitigate? 
• How did you determine that your work would be helpful? 
• How did you know your work was effective? 

Conducting analysis How have you used data in a previous role to solve a problem or define an opportunity 
for your team or company? 

Describe a time when you needed to evaluate and integrate multiple mutually exclusive 
data sources to make a decision or build a strategy. 

• How did you determine which data was relevant?
• How did you know the approach you took was relevant? 

Give an example of a time when you incorrectly interpreted information or data that fed 
into a larger strategy. 

• How did you discover your initial approach was wrong? 
• What did you do to pivot your approach? 
• What was the result? 

Managing multiple 
priorities

Describe a time when you needed to delegate a project or task to someone on your 
team who you did not trust, in order to prioritize something else on your list. 

• What was the deliverable and why did you need to delegate it? 
• What made you skeptical about this person’s ability to execute? 
• How did you navigate the tradeoff between delegating and completing it on your 

own?
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Give me an example of a time when you needed to manage up because your workload 
had become unreasonable. 

• What circumstances led to this? 
• How did you negotiate which deliverables needed to be prioritized or shared with 

someone else? 
• Did you encounter any pushback? If so, how did you manage it? 

Give us an example of a time when you were trying to meet a deadline, but were 
interrupted and did not make the deadline.

• How did you respond?

Strategic thinking/
Innovative problem solving 

Describe a time when you had to convince a manager or senior team member that a 
change in process or approach was necessary for success. 

• What made you think that your new approach would benefit the company? 
• What was the outcome?

Give me a specific example of a time when you used good judgment and logic in solving 
a problem.

What steps have you taken during your career to become a more strategic thinker? 
What measures or indicators do you have for growing this skill?
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Measuring how a candidate 
interacts with others 
The questions below will help you determine how a candidate would 

interact with others in your organization and how they demonstrate 

emotional intelligence in the workplace. 

Attribute Sample questions

Relationship building Describe a scenario where you needed to establish credibility with stakeholders quickly. 

• What steps did you take? 
• How did you know your actions were impactful?

Discuss a situation when you successfully reversed a relationship that had become 
negative. 

Give an example of a time when your empathy helped resolve an issue or solve a 
problem at work. 

Collaboration Describe a situation where you and your manager (or a leader at your company) 
disagreed on the approach to take on a project or deliverable. 

• How did you evaluate the strengths/weaknesses of both approaches? How did 
you know yours was the better option?

• How did you communicate your position to your manager? How did they 
respond? 

• What was the outcome? 

Provide an example of a time when you worked on a project and a peer(s) was not 
meeting expectations. What actions did you take?

• How did you balance the tradeoff between holding the person accountable vs 
completing the work yourself?  

Share an example of a time when your emotional intelligence helped you in 
collaborating with someone who had a completely different communication style. 

Communication Tell me about a time when you were teaching someone something and they struggled 
to understand. How did you adjust your approach? 

• What was the result?

Give an example of a time when you were successful in translating technical concepts 
into something more understandable for a particular audience. 

Discuss steps you took to establish open and honest two-way communication with your 
most recent manager. 
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Motivating others to 
achieve outcomes

Describe a situation where you were tasked with inspiring a team member or several 
members of your company. 

• How did you get your colleagues excited about the project or the task at hand?

Give an example of a time when you were able to influence a person (or team) with 
whom you did not regularly work to pursue an idea or a project that aligned with your 
company’s mission. 

Share an example of a time when you were able to gain support from someone who was 
unsympathetic or disinterested toward your work. 

• Why were they skeptical and how did you navigate relationships or structures to 
gain their trust? 

Championing diversity, equity 
and inclusion  

List two characteristics you feel you possess that make you a sensitive, effective leader. 
Give a specific example for each to show how you applied them in your work setting.

Please give 1–2 examples of ways that you have fostered or supported inclusion in a 
past work setting.

• What led you to choose the particular approach? 
• What impact did it have on your peers or team? 
• What would you do differently now? 

Give an example of a time when you demonstrated allyship for a different group in a 
work setting. 

eBook     |     Inclusive hiring strategies for managers 14



Maximizing inclusive 
behavior in Greenhouse 
Recruiting 
As a hiring manager, you are uniquely positioned to model how an 

inclusive mindset can build a diverse and balanced team. You can 

integrate the Greenhouse features below (see more in this DE&I 

Guide) with strategies that have the potential to improve diversity 

in your talent pipelines and refine your company’s approach to 

structured and inclusive hiring. 

Kickoff meeting

Answer these questions: What types of perspectives are missing 

on my current team? How could different points of view help the 

department reach its goals? 

Collaborate with your recruiter to build a compelling, outcome-

driven job post that isn’t loaded with too many must haves. 

Select a diverse interview team and work with your recruiter to host 

a kickoff meeting to align on the interview plan, timeline and goals. 

Get feedback from your manager, direct reports and/or peers with a 

360 review to better understand where you excel and can grow as a 

people manager.

Select focus attributes for each interview, use custom behavioral 

or situational questions and give your interviewers a rubric for 

candidate evaluation. 

Set expectations for interviewers on what you can or cannot coach, 

taking effective notes on how to base their decisions on evidence, 

not inference. 

eBook     |     Inclusive hiring strategies for managers 15

https://docs.google.com/presentation/d/1OYeHfiucBewtjqjvTK-gIaUCec3-f7tp-5ckff5F8Wk/edit#slide=id.g7f562ab453_0_21
https://docs.google.com/presentation/d/1OYeHfiucBewtjqjvTK-gIaUCec3-f7tp-5ckff5F8Wk/edit#slide=id.g7f562ab453_0_21
https://support.greenhouse.io/hc/en-us/articles/360007247092-Structured-Hiring-Role-Kick-Off-Meeting
https://www.thebalancecareers.com/what-is-a-360-review-1917541
https://support.greenhouse.io/hc/en-us/articles/360018399451-Scorecard-Focus-Attributes
https://docs.google.com/presentation/d/1U3Etrk4kbj5aZ72jYz0_1zd2NeAxrqX8FgesXhVKhVY/edit#slide=id.p1


Sourcing

Set the expectation that recruiters need to source talent from a 

variety of backgrounds, focusing on talent with direct or transferable 

experience from different industries. If your company uses LinkedIn 

Recruiter, share sample Boolean searches for finding talent from 

overlooked groups. 

If your company has employee resource groups, consider leveraging 

their networks for referrals, as talent from overlooked groups are less 

likely to be hired by referrals. Conversely, consider not accepting 

referrals altogether to give talent with no connections to your company 

an opportunity to apply directly. 

Screening

Encourage interviewers to structure their conversations with brief 

intros (the longer the intro, the greater the odds that an interviewer 

will base their decision on likeability rather than merit). Explain to 

your team that they are evaluating candidates based on what they can 

contribute, not popularity. 

Hold interviewers accountable to capture detailed, objective notes 

from interviews. Review their feedback and ask probing questions 

about any comments that are vague or excessively inferential. 

Encourage them to anchor decisions in the key takeaways in your 

interview rubric.

Selection

Base your decision on the original criteria you outlined in the kickoff 

meeting and in the scorecard. Read every note and probe interviewers 

to clarify anything that may be confusing or represent a potential bias.

Ensure that the compensation package is at or above market rate and 

either encourage candidates from overlooked groups to negotiate OR 

do not accept negotiation for all candidates. 
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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


