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Introduction

Dear Talent MakerTM, 

Let’s be honest: the life of a recruiter can be challenging. On any 

given day, you’re using those “excellent communication skills” and 

your “strong attention to detail” to identify talent who can amplify 

your business. All while vigorously tracking data that positions you 

to deliver a best-in-class experience for your candidates and hiring 

managers. Does that sound familiar to you? 

Nevertheless, you guard the gate for your company’s success. But 

that responsibility – coupled with a whomping to-do list – makes it 

challenging to integrate inclusion and equity into your process. Yet, 

you know your team attracts, recruits and hires a diverse candidate 

set to boost your competitive advantage and solidify your identity 

as a great employer. We know this isn’t an easy task, which is why 

we’re sharing this toolkit. Consider it a guide to help you audit your 

hiring process and pinpoint the effectiveness of your diversity efforts. 

Inside, you’ll find tools to help you use research-informed, data-

driven strategies that add value and eliminate complexity. 

While there are no shortcuts in the journey of embracing and 

operationalizing diversity, equity and inclusion (DE&I), we hope this 

toolkit will be your compass and companion as you begin your work 

in this area. Recruiting, interviewing and selecting talent with a DE&I 

lens will distinguish your company as an employer of choice for talent 

that will come from increasingly diverse backgrounds in the years to 

come. Our charge today is to help evolve your systems so that you 

can recognize and embrace this talent tomorrow. 
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We recommend sitting with this resource for a few days before 

immediately jumping into action. Take time  to reflect on your decisions 

and collaborate with your internal partners in order to create the 

optimal DE&I hiring strategy for your company. 

We are your partners and allies, and we stand beside you in this work 

and will help you as best we can. All of us at Greenhouse are committed 

to bringing about lasting change and we will be your partner in  

creating a more equitable hiring process so you can build more 

inclusive, stronger teams. 

Happy hiring,

Greenhouse Software, Inc. 
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Start with a  
self-assessment
Imagine you are interviewing a candidate for a VP, Diversity role who’s 

curious about how your recruiting function integrates inclusive practice 

into how your team attracts and selects talent. Consider how the 

candidate would evaluate your answers using the sample scorecard 

below to highlight your strengths and growth areas. 

Questions Scorecard rating

Do you actively compare your hiring process for inbound (direct 

applicants) and outbound (sourced passive candidates, referrals) 

talent?

Give a 1–2 sentence definition of “culture fit” and examples of how it 

shows up at your company. If your company indexes hiring decisions 

against this definition, do you educate hiring teams (with examples) 

so that everyone is aligned on what a “misfit” is? If so, how often? If 

not, why not?

How well does the team assess the predictive validity (how 

candidates perform once they join your company) of your interview 

process? How does your team incorporate data or feedback from 

people managers to test how interview methods (questions, 

assessments) correlate with performance and how do you use 

that data to refine processes?

How much of a premium do recruiters at your company place on 

recruiting talent from your industry? How might the lack of diversity 

in your industry reduce the chances of building a diverse pool? 

What does interviewer education look like at your company 

right now? Which components are included? What criteria must 

employees meet to become eligible to interview?
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How does your company define and measure interviewer 

effectiveness? If an employee is not meeting expectations, what 

remediation or learning opportunities does your team offer to 

improve their skills in hiring?

Which hiring source (referrals, your career page, LinkedIn, etc.) 

has the highest yield/conversion for candidates you hire? With that 

source, how does your recruiting team integrate targeted marketing 

to communities that are underrepresented in your company?

How does your recruiting team engage with employee attrition/first-

year churn data? How have you used this to refine your hiring (and 

onboarding, if your team owns it) processes? Do you segment that 

data by demographic (race, gender, etc.) and if so, how does that 

impact your recruitment marketing or sourcing strategy?

How does your recruiting team determine, articulate and 

differentiate minimum and preferred qualifications in your job posts?
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Legal considerations
Born out of the United States’ Civil Rights Movement, the Equal 

Employment Opportunity Commission (EEOC) is charged with 

preventing and remedying unlawful employment discrimination and 

advancing equal opportunity for all in the workplace. They enforce 

legislation that makes it illegal to discriminate against candidates 

and employees because of their race, color, religion, sex (including 

pregnancy, gender identity and sexual orientation), national origin, 

age (40 or older), disability or genetic information. Read more about 

prohibited practices here. 

 
What should I know about setting “requirements” 
when sourcing talent?

In 2019, a tech company included “preferably Caucasian” in the 

job post. Although this is an extreme example, companies include 

seemingly innocuous “requirements” in their job posts like the 

examples below: 

“Recent college graduates” may represent a bias against  

older workers 

“Bachelor’s degree or higher from a top national university or 

liberal arts college” excludes candidates who did not attend such 

schools (or non-degree holders), particularly if attendance is not 

predictive of successful job performance
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Age “How old are you?”

“What year did you graduate college?”

Arrest record “Have you been arrested?”

Birthplace/citizenship “I love your accent – where are you from?”

“What language(s) do you speak at home?”

Disability status “Do you have any physical or mental disability?”

Language “What is your native language?”

Marital status “Are you married?”

“What is your maiden name?”

Military experience “Do you have military experience?” 

“Will you be called for active duty in the future?”

Parenting status “Are you pregnant?”

“Do you have children?”

“How many children do you have?”

Race “What’s your nationality?”

“What a beautiful name. What is your heritage?”

“Where are your relatives from?”

Religion “What religious holidays do you observe?”

“What religion do you practice?”

Interview questions to avoid
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Recognizing biased behaviors
While unconscious bias is prevalent within hiring, we must also draw attention to the blatant practices that 

preclude efforts to build a diverse workforce. As gatekeepers, recruiting professionals have the opportunity 

to disrupt organizational customs that interfere with attempts to ensure that employee populations mirror 

the population of the communities in which they are based, across job level. 

We encourage you to read through all of these resources as a way to recognize/become aware of the 

practical biases that exist throughout many hiring processes. This may surface some unintentional bias that 

exists in your process. 

Sourcing
Job posts can stymie gender diversity with jargon and 
superficial language that can discourage women from 
applying and perpetuate inequality.

Over-indexing on referrals from a homogeneous workforce 
(typically with less-diverse networks) can close the door for 
people of color and women.

Measuring talent through academic or employer history 
(that have low predictive validity on job performance) limits 
access for candidates excluded from those networks.

People of color or women are more likely to receive offers if 
another finalist shares their identity (underscoring the need 
for diverse pools at the outset).  

Screening
Low-diversity interview teams may signal larger issues 
for candidates from underrepresented groups.

Resumes with more “White-sounding” names are 
more likely to be advanced in the hiring process,  
demonstrating disfavor for communities of color.

Candidates are evaluated by their perceived ease in 
assimilating or fitting into the culture, rather than their 
capacity to perform in the role and add to a company’s 
culture.

Selecting
Traditional, unstructured interviews are highly vulnerable 
to bias. Poorly trained interviewers make impulse-driven 
decisions and evaluate candidates without consistent 
criteria (attributes and questions) or rubrics.

Interview notes are either scant, high-inference or based on 
likeability, rather than objective with examples to validate 
advancement or rejection. 

Hiring
Pay gaps by gender persist, in part because women 
fear reprisal for initiating salary negotiation (from other 
women and men). 

Compensation disparities are wider for women of color.
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https://www.sussex.ac.uk/webteam/gateway/file.php?name=gendered-wording-in-job-adverts.pdf&site=7
https://www.sussex.ac.uk/webteam/gateway/file.php?name=gendered-wording-in-job-adverts.pdf&site=7
https://www.payscale.com/data/job-referrals
http://citeseerx.ist.psu.edu/viewdoc/download?doi=10.1.1.172.1733&rep=rep1&type=pdf
https://hbr.org/2016/04/if-theres-only-one-woman-in-your-candidate-pool-theres-statistically-no-chance-shell-be-hired
https://hbr.org/2016/04/if-theres-only-one-woman-in-your-candidate-pool-theres-statistically-no-chance-shell-be-hired
https://www.workingmother.com/diverse-interview-panels-may-be-key-to-workplace-diversity
https://www.uh.edu/~adkugler/Bertrand&Mullainathan.pdf
https://www.forbes.com/sites/larsschmidt/2017/03/21/the-end-of-culture-fit/#3be2289b638a
https://msu.edu/~morgeson/levashina_hartwell_morgeson_campion_2014.pdf
https://msu.edu/~morgeson/levashina_hartwell_morgeson_campion_2014.pdf
https://www.payscale.com/data/gender-pay-gap
https://europepmc.org/article/med/28234860
https://europepmc.org/article/med/28234860


Sourcing
Consider partnering with text augmenting software like 
Textio, TapRecruit or Gender Decoder to expose and 
change the words that may disrupt diversity at the top of 
your funnel. 

Soliciting referrals for underrepresented talent (with 
added financial incentive, if possible) is an important DE&I 
initiative that can also lead to greater retention and lower 
reports of workplace inequity.

The recruiting platform GEM recommends using diversity 
salient strategies like targeting talent from bootcamps, 
affinity-based organizations like TransTech Social or the 
National Society of Black Engineers.

Screening
Train members of employee resource groups (ERGs) 
to participate as interviewers to ensure a balance of 
perspectives. 

Evaluate whether leveraging skills-based hiring make 
sense for your company. Work samples or assessments 
have the highest predictive validity for job performance 
and grading them anonymously can help mitigate bias. 

Assessments like Predictive Index can be helpful in 
balancing out your team for candidates at later stages in 
the process. 

Selecting
Establish clear, consistent candidate evaluation criteria 
for your interviewers to adhere to as a part of a structured 
hiring process. Train your interviewers with proper 
interview prep material, use focus attributes to eliminate 
redundancy and require detailed, low-inference and 
objective interview notes for every attribute assessed.

Hiring
Be transparent about your compensation philosophy and 
consider not allowing anyone to negotiate compensation 
to drive pay equity. 

Addressing biased behaviors  
Bias is a mental algorithm that can be disrupted through conscious behavior change. Effective and inclusive 

hiring isn’t so much a skill as it is a collection of habits that can enable outcomes and change company 

cultures. 

Integrating inclusive practices into the talent acquisition process promotes equity and can help employers 

access talent from a diversity of backgrounds. Recall your responses to the scorecard on page 3 and reflect 

on how you can begin operationalizing them into how your team identifies and selects talent today. 
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https://textio.com/
https://taprecruit.co/
http://gender-decoder.katmatfield.com/
https://www.kaporcenter.org/tech-leavers/
https://www.kaporcenter.org/tech-leavers/
https://www.kaporcenter.org/tech-leavers/
https://blog.gem.com/sourcing-diverse-talent/
https://blog.gem.com/sourcing-diverse-talent/
https://www.shrm.org/hr-today/news/hr-magazine/0318/pages/hiring-for-skills-not-pedigree.aspx
http://citeseerx.ist.psu.edu/viewdoc/download?doi=10.1.1.172.1733&rep=rep1&type=pdf
https://www.predictiveindex.com/software/hiring/
https://docs.google.com/presentation/d/1U3Etrk4kbj5aZ72jYz0_1zd2NeAxrqX8FgesXhVKhVY/edit#slide=id.p1
https://support.greenhouse.io/hc/en-us/articles/360018399451-Focus-Attributes-on-Scorecards


Maximizing inclusive 
behavior in Greenhouse 
Recruiting
As a recruiting professional, you are uniquely positioned to steward 

your company’s adoption of an inclusive mindset as you increase 

your workforce. You can integrate the Greenhouse features below 

(see more in the DE&I guide) with strategies that have the potential 

to improve diversity across your pipeline and refine your company’s 

approach to structured and inclusive hiring. 

Sourcing

• Clarify the attributes you’re looking for (capabilities, performance 

objectives, etc.) during your kickoff meeting using a structured 

hiring template.

• Audit your job posts to determine which requirements are essential 

and which are extraneous. Remove jargon and focus on producing 

(and disseminating) content that appeals to the widest net possible.

• Use Boolean searches in LinkedIn to find overlooked talent by 

searching for alumni of colleges with high diversity indices or 

affinity-based organizations like fraternities, sororities and cultural 

interest groups.

• Use insights from the candidate quality by source report 

to determine the top 1–3 sources that usually yield the best 

candidates. With that in mind, identify ways that you can integrate 

your DE&I vision into how you recruit. For example, if a significant 

number of hires come through job boards, consider building 

pipeline partnerships with local affinity-based organizations like 

Women in Product, Out in Tech, or local MeetUps. 
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https://docs.google.com/presentation/d/1OYeHfiucBewtjqjvTK-gIaUCec3-f7tp-5ckff5F8Wk/edit#slide=id.g7f562ab453_0_21
https://drive.google.com/file/d/1fzupPVyOKU6fwUMCDJmQ0jXyJ1_T4F1p/view?usp=sharing
https://drive.google.com/file/d/1fzupPVyOKU6fwUMCDJmQ0jXyJ1_T4F1p/view?usp=sharing
https://business.linkedin.com/talent-solutions/blog/diversity/2018/diversity-sourcing-strategy-3-linkedin-search-tips-from-boolean-master-glen-cathey
https://support.greenhouse.io/hc/en-us/articles/203940929-Candidate-Quality-by-Source-Report
https://www.womenpm.org/
https://outintech.com/


Screening

• Based on your structured hiring template, design an effective 

scorecard and create clear evaluation criteria your interviewers 

can discuss in their roundups when assessing candidates to 

make an informed, objective decision. Ensure your attributes are 

specific, measurable, attainable and relevant to the role(s) for which 

you recruit. Consider integrating your company’s performance 

management competencies (if possible) when determining 

attributes if you have difficulty developing new ones.

• Using the performance outcomes for the role, develop a bank 

of behavioral and situational interview questions that match 

the complexity of the role. Define the range of answers for your 

questions, from exemplary to unacceptable, and train your 

interviewers on how to document their evidence in the scorecard.

• Mitigate opportunities for late-stage interviewers to be influenced/

biased by previously submitted scorecards.

Selecting

• Hold interviewers accountable to capturing detailed, objective 

notes from all interviews. Review feedback following interviews 

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. 

Candidate experience

• Cultivate inclusion and belonging in your candidate experience. 

Empower candidates to pre-record their correct name pronunciation 

and share their personal pronouns so they feel acknowledged, while 

allowing the hiring team to engage in an inclusive hiring culture.
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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/360039613472-Greenhouse-On-Demand-Designing-Scorecards
https://docs.google.com/presentation/d/1U3Etrk4kbj5aZ72jYz0_1zd2NeAxrqX8FgesXhVKhVY/edit#slide=id.p1
https://support.greenhouse.io/hc/en-us/articles/115002687363-Is-there-a-way-to-prevent-scorecards-from-being-edited-after-submission-
https://support.greenhouse.io/hc/en-us/articles/115002687363-Is-there-a-way-to-prevent-scorecards-from-being-edited-after-submission-


Reporting

• Get more accurate reports on the demographics of your candidate 

pool, so you can better assess how your diversity, equity and 

inclusion (DE&I) efforts are going when it comes to recruiting 

and hiring. Make custom demographic questions required for all 

job applicants to increase the amount of data collected. This will 

improve the quality and richness of your reporting, give you better 

insights into DE&I and help you improve your process.

Hiring

• Audit your compensation structure to ensure that salaries are at 

market rate and determine your thresholds for salary negotiation, 

regardless of the candidate.

• Review comments from the candidate survey to measure candidate 

experience and leverage the data to make iterations where 

necessary throughout your process. 
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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


