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How to Get the Best Hire 
AND Improve Diversity!

Hiring choices are incredibly important to the functioning and culture of your company. 
Unfortunately, hiring is also an area where unconscious bias is most likely to sneak in, preventing 
you from selecting the best candidates. Research has repeatedly shown, for instance, that simply 
having a typically female or a black-sounding name can reduce a candidate’s chances of getting an 
interview.1 

Even at the interview stage, research has found that judgments about candidates made in the first 
10 seconds can predict the interview’s outcome.2 These gut instincts, often based on unconscious 
bias, occur when an interviewer unconsciously tries to confirm an initial judgment rather than 
truly assessing the candidate. This has been shown to be true even at companies that are actively 
looking for diversity in their recruitment.   

The most effective way to discourage interviewers from focusing on gut instinct impressions 
is to implement a well-designed, structured interview process. This significantly increases the 
likelihood of hiring diverse candidates,3 doubles the chances that you will hire the best person for 
the job,4 and can save you time and money because your hiring team will know exactly what to 
look for. 

 Ӳ Identify the 3-5 hard skills critical for the job.  
Research shows that women and people of color are less likely to apply for jobs unless 
they meet all the criteria, whereas Caucasian men will apply if they meet slightly over 
half the criteria. Shorten lists, or divide the specifications into “required” and “nice to 
have.”5 

Steps to a well-designed 
interview process

Define what you are looking for.1
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 Ӳ Articulate what “culture fit” means.  
Identify 3-5 values that work well with your company or team. Perceptions of culture 
fit strongly shape hiring decisions and should not translate to “similar to me” or “I could 
hang with this person.”6 Basing decisions on a willingness to socialize with someone 
allows bias to enter into hiring and does not indicate whether the candidate is right for 
the job. 

 Ӳ Write an inclusive job description that features your desired skills and 
values. 
Research has shown that words like “rockstar,” “hunter mentality,” or “best of the best” 
can signal to women and people of color that they may not fit in.7 Textio.com offers a 
platform to assess the inclusiveness of your job descriptions.  

Structure the interview process.2
 Ӳ Match your questions to predetermined hard skills and values.  

Understand the skills and values you seek in a candidate and make sure each question 
targets those specific skills and values. Responses to random, “trick,” or brainteaser 
questions are not indicative of potential to succeed in the job.8 

 Ӳ Create a rubric for evaluating candidates’ responses.  
Before interviewing, evaluate and put in writing what a strong, average, and weak 
answer to each question would look like for each of your predetermined skills and 
values.8 Thus, when the time comes to rate each candidate’s responses, an objective 
benchmark is in place.  

 Ӳ Assign a set of skills and values to each interviewer. 
Keep interviewers independent of one another. Different data points from a number 
of interviews will provide a less biased assessment than one data point from a single 
collective interview.9 

 Ӳ Ask all candidates the exact same questions.  
Consistent questions will prevent interviewers from unconsciously giving their 
preferred candidates easier questions and will provide a standardized way to evaluate 
candidates and assess who is the best fit for the job.3 

 Ӳ Ensure work sample tests are aligned to job performance.  
If you ask for work samples make sure the test does not include a different type 
of challenge to those candidates can expect to encounter on the job. For example, 
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“whiteboarding,” or writing code on a whiteboard, is very common in technical 
interviews. The performance element of whiteboarding is not what will be asked of 
most successful candidates, and it can cause skilled candidates, especially those from 
underrepresented groups, to perform poorly.10 Consider coding exercises that are less 
anxiety-provoking and more aligned with the actual requirements of the position.11  

 Ӳ Give your candidates a great experience.  
The interview process reflects your company’s values and sets the tone for what is 
to come. Be supportive, kind, and avoid “gotchas.” Similarly, invest in training your 
interviewers. Experienced interviewers can offer a more positive experience, and know 
how to probe and inquire into responses when needed. Create an experience that will 
make candidates want to work for you.8 

 Ӳ Before evaluating candidates, remind yourself of potential for bias.  
“Confirmation bias” — the tendency to search for or interpret information in a way 
that confirms our existing beliefs  — is common during the hiring process.12  Another 
common bias is the automatic tendency to favor people who remind us of ourselves 
— the “similar to me” bias.13  These tendencies disproportionately discriminate against 
women, people of color and other underrepresented groups. We may also have 
biases that are unique to our own history and experiences. By asking yourself a few 
questions, you can be more conscious of your decision-making processes. For example: 
Does this person remind you of yourself? Does the person remind you of somebody 
you know? Is that association positive or negative? What aspects of the resume 
particularly influence your impression (good or bad), and are they relevant to the job? 
What assessments have you already made about the person? Are your perceptions 
grounded in solid information? 14  

 Ӳ Consider blind resume reviews for the initial resume screenings. 
Some companies choose to remove from resumes the applicant’s name (which can 
indicate sex and ethnicity), graduation year (which can reveal age), college and address 
(potential indicators of socio-economic class) and previous company (many qualified 
applicants haven’t had a chance to break into tech15), and choose instead to focus 
solely on skills and values.16 For example, if you would like “prior start-up experience,” 
are you really looking for someone who has experience working in a fast-paced 
environment?  

Evaluate candidates the research-based way.3
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 Ӳ Record feedback as soon as possible after the interview.  
Real-time feedback reduces bias because our memory is fresh and we are less likely to 
unconsciously “fill in the blanks” with stereotypes or be influenced by other peoples’ 
views.10 

 Ӳ Share feedback only after everyone provides their independent 
evaluations. 
To reduce group-think and other biases, evaluate candidates before sharing feedback 
with the interview team.17 

 Ӳ Make your feedback transparent to the interview team. 
Knowing that other people will see your scores and that you’ll have to justify your 
ratings helps keep everyone accountable and reduces bias.18 

 Ӳ Consider comparing candidates’ responses horizontally. 
Compare candidates’ answers to the first question, then their answers to the second 
and so on, rather than assessing one candidate’s complete set of responses and then 
moving on to the next candidate. Research shows that evaluators are less likely to rely 
on (unconscious) stereotypes when evaluating several candidates simultaneously and 
comparing them in a systematic way.9 Grade their responses according to the rubric 
you constructed before the interviews.   

 Ӳ Collect and monitor hiring data. 
Collecting data on the diversity of your applicants will enable your company to 
measure progress and identify where the team can improve its recruiting and hiring 
methods. Recommended metrics to track diverse candidates (e.g., women, people 
of color) include analyzing: (1) Percent who apply.  (2) Percent who are offered 
an interview. Consider asking recruiters that a certain proportion of short-listed 
candidates they present to the hiring manager be diverse. The more diversity there 
is at this stage, the more likely you are to hire diverse talent.19 (3) Percent who are 
offered the job. (4) Percent who take the job. (5) Percent who are successful on the job 
6-12 months later. 

Track your hiring data. 4
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