The How-To Guide For
Fair Recruitment




INTRODUCTION

Fair Recruitment Is Not About
Checking Boxes

Fair recruitment isn't about ticking off a checklist or following rigid
rules. It's about shifting mindsets, challenging assumptions, and em-
bracing diversity as a strength rather than an obligation.

True fairness in hiring requires more than compliance—it
demands a conscious effort to recognize biases, question
the status quo, and foster an inclusive process from start to
finish.

Whether we like it or not, bias is part of being human. It shapes how
we perceive the world and influences our decisions, often without us
realizing it. But acknowledging this isn't an admission of failure—it's
the first step toward change. A fair recruitment process is not about
erasing bias entirely but about being aware of it, mitigating its impact,
and ensuring that every candidate gets a fair opportunity based on
their skills, potential, and qualifications.

This guide will provide Part 1 with practical steps for building an
inclusive strategy, from recognizing bias and suggesting different
steps in your recruitment process to highlighting an inclusive strategy
for the company. In Part 2, we break the barriers further and explore
the challenges in fair recruitment and how to navigate them.
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PART 1

Essential Steps For Fair
Recruitment Practices

Every change begins with a first step, and your journey toward fair
recruitment starts here. In part one, we'll outline four key steps to
create a more inclusive hiring process, while part two delves into
deeper challenges that can impact recruitment fairness.

Recognizing And Reducing Bias

To achieve fair recruitment, we must start by looking inward

and honestly examining our biases. It's easier said than done.
Biases aren't like a light switch that you can simply flip on or off—
they blend, overlap, and adapt depending on our environment and
situation.

The truth is, there's nothing inherently wrong with being biased.
Biases help us make decisions; they're part of navigating the world.
But here's the catch: a way of seeing is also a way of not seeing.
Imagine working in a place where everyone thinks the same way.
Would that inspire you? Would it push you forward? If we think about
it, most of us crave colleagues who challenge our ideas, broaden our
perspectives, and nudge us toward growth.

Instead of getting lost in endless "what if" scenarios, let's cut to the

chase and explore three specific biases to watch out for in the
recruitment process:
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1 Gender And Racial Bias In Resume Screening

It is about how, sometimes, without even realizing it, people reviewing resumes might
lean toward or away from candidates just because of their gender or ethnicity. It's unset-
tling to think that a name or a detail in a resume could influence decisions that much. It
highlights how human biases can sneak into hiring processes, often in ways that can
shape entire workplaces.

2 Gatekeeper Effect And Bias In Pre-Selection

The gatekeeper effect is about how the first steps in hiring - like pre-screening resumes
or candidates deciding whether to apply - can set the tone for who even gets a shot. It's
kind of wild when you think about it: decisions made so early in the process can acciden-
tally (or sometimes not so accidentally) reinforce biases. It's a reminder of how important
it is to keep an eye on fairness from the start.

3 Bias In Algorithmic Recruitment

You'd think that algorithms and Al would be fair, right? But the truth is, they can reflect the
same biases as the humans who build them - sometimes even amplifying those biases. If
the data they're trained on isn't perfectly neutral, they can make hiring decisions as
biased as a human.

Recognizing biases takes time. But if you can catch that first thought
- the one where you sense a bias slipping in - write it down. Over time,
you might start to spot patterns, giving you a clearer picture of where
to improve. The same approach applies to teams involved in
recruitment. Sit down together and have an open conversation about
biases.

These discussions can be uncomfortable, no doubt. But trust is key to
moving forward. When the team understands where their biases tend
to show up - and when they need a moment or two to acknowledge
them - the next step is to develop a plan or strategy for how you can
start to change those habits together. It's about awareness and taking
actual, practical steps as a team.
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PRACTICAL STRATEGIES

Helping Recruitment Teams Address Their Own
Biases

To move from talk to action, consider implementing blind recruitment
practices. Strip away identifiable information such as names,
genders, or educational institutions from resumes. When the focus is
only on skills and experience, it becomes easier for the team to make
fairer decisions.

Another powerful approach is to rethink where you source
candidates. Instead of relying solely on traditional job portals, try
contacting different communities, universities, or industry groups.
The goal is to break away from the same talent pools and challenge
the team's comfort zones.

Role-playing exercises or bias training workshops can help
recruitment teams recognize scenarios where biases might influence
their decisions. These practical exercises make it easier to detect
biases in real-time and build strategies to counteract them.

Fair Recruitment and Diversity with ERE
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Step 2
A How-To For A Fair Recruitment Process

We believe a great way to learn and improve the recruitment process
is to set up a scenario or example and review it together as a team -
think of it as an inspirational list. This list is concise, offering
actionable steps without going too deep, as every company is unique
and must find its approach.

We will present a specific step in the recruitment process, outline the

actions you and your team can take, highlight key things to watch for
and provide a helpful tip to guide you along the way.

Provide Bias Awareness And Unconscious Bias Training

Action to take: Tip:

Ensure your team is regularly trained on recognizing and If you have been through
addressing unconscious biases before you start a recruit- bias training, refresh on it
ment process. once in a while before your

next recruitment.
What to look for:

« Conduct training sessions that cover the different types
of biases and their impact on the recruitment process.

« Provide tools for recognizing and combating biases
during the hiring process. (+)

Review The Job Description And Posting

Action to take: Tip:

Ensure the language in the job description is inclusive and For more thorough tips on

free from gender or ethnicity biases. language, read the chapter
‘The Power of Language in

What to look for: Hiring' in the second part of

- Remove gendered or exclusive language. this whitepaper.

« Assess if all requirements are vital to perform the job

effectively. e
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Widen Your Sourcing Channels

Action to take:

Look beyond traditional job boards to attract a diverse
group of candidates.

What to look for:

« Post on niche job boards focusing on diversity.

« Participate in diversity-driven job fairs or collaborate
with universities that emphasize inclusivity.

Implement Blind Recruitment For Initial Screening

Action to take:

Remove identifiable information such as names, photos,
and gender from resumes and applications.

What to look for:

« Ensure that candidate selection is based on skills or
motivation.

Use Structured Interviews

Action to take:

Standardize the interview process by creating a list of
questions and using a scoring guide for evaluations.

What to look for:
« Ensure all candidates are asked the same questions.

« Evaluate answers based on a consistent scale or rubric.

Tip:

Look for local programs or
companies that offer work-
shops and collaborations to
connect candidates and
businesses beyond tradition-

al hiring.
o

Tip:

Create a scoring system to
rate candidates based on
skills and experience rather
than personal details.

Tip:
Avoid subjective or

open-ended questions that
allow room for bias.



Debrief As A Team And Share Insights

Action to take:

After interviews, have the recruitment team discuss the
candidates and their assessments.

What to look for:

« Encourage team members to share their thoughts and
challenge each other's assessments.

« Focus on evaluating candidates based on objective
criteria.

Reflect And Adjust Your Process Regularly

Action to take:

Regularly evaluate the effectiveness of your recruitment
process in achieving diversity and fairness.

What to look for:

« Collect data on the diversity of applicants and hires.

+ Review recruitment metrics to identify areas for
improvement.

Tip:

Make it a habit to check for
biases during the debrief.
Pause and reflect before
finalizing your assessment.

Tip:

Schedule regular check-ins
with your team to assess
your strategies' effective-
ness and make necessary
adjustments.

What's better than a list? Sharing your experiences with others -
beyond your company. If there's no existing network, why not start
one? Create a space where you and others working in recruitment can
discuss challenges, successes, lessons learned, and more.



Step 3

An Inclusive Strategy Is Not Just About
Recruitment

It should come as no surprise: You can't claim to be a diverse
workplace on paper and operate in a setting where everyone is the
same. Words and actions must align.

While this paper focuses on an inclusive recruitment strategy, it's
equally important to emphasize the value of fostering a truly diverse
workforce. There are many ways to cultivate an inclusive workplace

culture.

Take a look at our suggestions. The box is
divided into four squares, each representing
a specific category. Making changes
together as a team is a great way to foster
workplace inclusivity. You can start by
focusing on one square at a time or
mix-and-match approaches to find the best
for your company's needs.




Workplace Relationships And
Community

Celebrate Diverse Holidays:

Recognize and celebrate holidays and
cultural events from different back-
grounds to create a sense of community
(e.g., Christmas, Eid, Diwali, Pride Month).

Team-Building Activities:

Organize regular team-building activities
to encourage cross-cultural understand-
ing and strengthen relationships among
diverse colleagues.

Mentorship Programs:

Establish mentorship programs that pair
employees from different backgrounds,
fostering collaboration and cultural
exchange.

Leadership And Management
Practices

Inclusive Leadership Training:

Offer regular training for leaders on
unconscious bias, cultural competence,
and fostering an inclusive environment.

Diverse Leadership Teams:

Actively ensure that the leadership team
reflects the diversity of the workforce and
has representation across various
groups.

Feedback And Transparency:

Promote a culture of open feedback
where employees can share their con-
cerns and suggestions regarding inclusiv-
ity without fear of retaliation.

© HR-ON

Workplace Environment And
Accessibility

Inclusive Workspace Design:

Create workspaces accessible to every-
one, including ramps, wide doorways, and
accessible restrooms.

Meditation Or Relaxation Rooms:
Establish designated spaces for employ-
ees to take breaks and practice mindful-
ness or relaxation, fostering mental
wellness.

Comfortable Facilities:

Ensure that hygiene products are provid-
ed in restrooms to cater to all employees
(e.g., sanitary pads, tampons, and hand
sanitizers).

Communication And Language

Inclusive Language In Communication:
Ensure that all communication (internal
and external) is inclusive and does not
exclude any groups.

Active Listening And Respectful
Dialogue:

Foster a culture where employees feel
heard and respected and differing opin-
ions are valued in discussions.

Regular Communication On Inclusion
Efforts:

Transparently share the company's diver-
sity and inclusion initiatives, ensuring
employees understand how to contribute
and support these efforts.



Is Your Team Ready To Foster An Inclusive Work
Culture Together?

Strategies, goals, and teamwork only succeed when the people
behind them unite. But does this mean all colleagues need to be best
friends? Not at all. What matters is that colleagues respect and trust
each other. A united team is one where differences are accepted and
seen as a strength.

A team's success depends on a continuous process of building trust.
This can be challenging, especially in fast-paced workplaces with
large teams, constant customer demands, and diverse work
preferences. Inclusivity is not just a team effort - it's also a personal
responsibility. Each individual must contribute to creating an
environment where everyone feels valued and heard.

While working on building an inclusive work culture and refining
recruitment processes, another crucial focus area is workplace
well-being. Earlier, we discussed how employees should openly
address and be mindful of their biases. But think about it - would you
feel comfortable discussing biases with a random colleague, or
would you prefer to talk to someone from your team whom you see
and interact with daily? The truth is, colleagues - whether they interact
daily or not - need to feel safe with one another to have honest and
sometimes difficult conversations about biases.

Well-being plays a significant role in achieving this level of openness.
For an inclusive strategy to truly take root, workplace well-being must
be a priority. But how do you make time for it when everyone is
already busy? One practical approach is introducing Employee
Well-Being Cards, which use fictional scenarios to encourage open
dialogue about well-being.

By fostering well-being alongside inclusivity, you ensure that

recruitment is the first step in creating a welcoming environment and
that this mindset extends throughout the company.

[
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Step 4

Fostering Diversity In Recruitment With
HR-ON Recruit

Creating a diverse and inclusive workplace takes time and offers the
chance to develop strategies that truly fit today's needs. But let's be
honest - an extra helping hand never hurts. With HR-ON Recruit,
support is always within reach, guiding you at every step in the
recruitment process.

A Structured And Unbiased Recruitment Journey

HR-ON Recruit offers tools that help standardize the recruitment process, keeping it
focused on skills, qualifications, and potential rather than subjective impressions. Hiring
teams can consistently evaluate candidates by setting objective criteria.

Reaching Diverse Talent Pools

Sometimes, diversity starts with where you look for candidates. HR-ON Recruit makes it
easier to expand your reach beyond the usual channels. You can integrate job postings
across various platforms, including niche job boards, helping you connect with candi-
dates from different backgrounds.

Collaborative Decision-Making

HR-ON Recruit's collaborative features allow recruitment teams to share notes, compare
evaluations, and discuss candidates within the platform. This transparency helps teams
stay aligned with diversity goals and encourages more balanced decision-making by
reducing the influence of any single individual's bias.

Data-Driven Insights To Improve Diversity

HR-ON Recruit also provides analytics that can offer insights into your recruitment prac-
tices. Having a broad understanding of statistics enables you to refine your recruitment
process for next time, allowing you to recruit even more effectively and maintain your
goal of building a diverse workforce.
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PART 2

In part one of this guide, we covered the steps you can take to begin
building a more inclusive recruitment process. Now, let's explore
deeper challenges that can affect fairness in recruitment, and how to
navigate them to ensure your hiring practices are genuinely inclusive.

Step 1

It's easy to assume that inclusion begins as soon as a candidate
applies for a job, but in reality, the journey to a truly inclusive
recruitment process starts much earlier. Bias and exclusion don't
simply appear in hiring - they've been ingrained in society for
generations, influencing everything from educational opportunities to
workplace dynamics.

Hiring doesn't exist in a bubble separate from the world we live in. It
reflects broader societal patterns, many of which have historically
favored certain groups while creating barriers for others. For real
change to take place, we need to understand how these systemic
factors shape workplace experiences and adjust our hiring practices
accordingly.

11
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Systemic barriers are structures, policies, and norms within society
that affect groups of people differently. These barriers aren't just
individual attitudes; they're embedded in the very fabric of our culture
and organizations. There are three key levels at which these barriers
manifest:

Individual Level

The conscious and unconscious biases we carry, which influence how we perceive and treat
others.

Cultural Level

Social norms, public perceptions, and media representations that shape what people believe
to be acceptable, desirable, or "normal."

Institutional Level

Organizational practices, policies, and laws that reinforce inequities, such as hiring proce-
dures, pay scales, and performance evaluation systems.

These levels don't operate in isolation. They reinforce one another,
creating a complex web of exclusion that is not easily unraveled.
Addressing systemic barriers requires more than just tweaking
policies - it involves changing mindsets, rethinking workplace culture,
and shifting societal expectations about who belongs and why.

12
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Biases can subtly seep into every stage of the hiring process, often in
ways that are hard to spot. For example:

® Job descriptions: Overly rigid requirements, such as a specific number of years of experi-
ence, may unintentionally exclude candidates from non-traditional backgrounds.

¢ Gut-based hiring decisions: Relying on intuition rather than objective criteria can lead to
biases affecting who gets hired.

¢ Referral programs: Hiring through existing networks tends to favor people with similar back-
grounds, making it harder to diversify teams.

* Language requirements: Requiring "native-level" language proficiency can set unnecessary
barriers for non-native speakers, even when strong communication skills would suffice.

These biases can be so ingrained in hiring practices that even
well-meaning recruiters and managers may fail to recognize them. A
more inclusive approach requires digging deeper into the subtle ways
that exclusion occurs.

It's tempting to focus only on policies, but true inclusivity requires a
broader view. Biases operate at multiple levels. For instance, a
recruiter may unconsciously favor male candidates (individual bias),
unchecked assumptions shape hiring practices (institutional bias),
and cultural norms may discourage women from tech careers
(cultural bias).

To create a more inclusive hiring process, recognize systemic
barriers. Reflect on your company’s practices and ask if they
unintentionally exclude certain groups. This allows for meaningful
steps toward fairness. By shifting practices, you not only foster
workplace diversity but also drive broader cultural change toward
equity and inclusion.

13
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Step 2

Language is more than just a tool for communication - it shapes how
people perceive the world and their place in it. When candidates first
come across your organization, the language you use in job
descriptions, company bios, and social media posts sets the stage
for how they view your workplace. Does it seem like a place where
they can thrive, or do they feel excluded from the start?

Even if you don't intend to exclude anyone, unconscious bias can still
creep into your job postings. These subtle biases may go unnoticed,
but they can discourage a wide range of candidates from applying.
The real impact of these biases is significant, as they can
unintentionally narrow your talent pool and reinforce stereotypes.

You may have heard of "masculine-coded" or "feminine-coded"
language in job descriptions, but a more effective way to think about
this is in terms of "agentic” versus "communal” language. Agentic
words are assertive, confident, and ambitious - qualities often
associated with leadership positions. Communal words, on the other
hand, emphasize supportiveness, compassion, and collaboration -
traits typically linked to roles focused on caregiving or teamwork.

Job postings for senior roles often rely heavily on agentic language,
reinforcing traditional stereotypes about who is suited for leadership
positions. This can unintentionally create a barrier, making leadership
roles seem less accessible to people who don't fit the stereotypical
mold of what a leader should look like. Over time, this results in a
cycle where leadership positions appear increasingly out of reach for
many candidates.

14
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It's well-documented that replacing “masculine-coded” language with
inclusive alternatives can significantly increase application rates.
Research by He and Kang in 2024 found that making small changes
to the wording in job ads can have a profound effect - not only
encouraging women to apply but also attracting men who don't
necessarily identify with traditional masculine traits.

Shifting to inclusive language isn't just about gender. It's about
making sure your job postings are accessible to a broader range of
candidates. This approach can help attract neurodivergent
candidates and individuals from different backgrounds, creating more
opportunities for more people.

Diversity goes beyond race, gender, and disability - it's also about the
way people think. Neurodivergent candidates face unique challenges
when it comes to job descriptions. Our research has shown that
nearly 50% of job ads are non-inclusive for neurodivergent
candidates, and the problem worsens as roles become more senior.

For neurodivergent individuals, traditional hiring processes - from
vague job descriptions to unstructured interviews - often pose
significant barriers. Some of these candidates may struggle with
ambiguous requirements, unclear expectations, or an environment
that doesn't accommodate their needs. By recognizing these
challenges, companies can work to create a more inclusive hiring
process that allows neurodivergent candidates to shine.

15
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If your organization is struggling to attract qualified, diverse
candidates, it may be time to move beyond simple tweaks to your
hiring process. A more thoughtful approach can help you build a truly
inclusive recruitment strategy. Here are a few steps to get you
started:

Define What Actually Matters For The Role

Focus on essential skills and qualifications instead of idealized traits. Challenge assump-
tions like "ambition" or "drive" - what does this look like for someone with a non-traditional
career path? Focus on practical abilities and how they align with the role’s requirements.

Watch For Hidden Red Flags

Some job descriptions unintentionally signal exclusion through cultural references (like
happy hours), industry jargon, or superficial perks. These small details can make some
candidates feel like they don’t belong. Being mindful of these subtle cues can ensure that no
one feels excluded from the start.

Be Aware Of Practical Barriers

Consider the real-world challenges candidates face. Not everyone can apply immediately,
and some may need more time to prepare for interviews. By offering flexibility and under-
standing, you can open the door to more qualified applicants who may otherwise be over-
looked.

The language you use in your hiring process matters far more than
you might realize. By shifting to more inclusive language,
acknowledging the unique needs of diverse candidates, and actively
working to eliminate unconscious biases, you can create a hiring
process that is not only fairer but more effective in attracting talent
from a variety of backgrounds.

16
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Step 3

Despite the increasing commitment to diversity, equity, and inclusion
(DEI) initiatives, resistance continues to pose a significant challenge.
While many organizations support the idea of diversity, translating
that support into meaningful action often encounters both internal
(and external) pushback.

So, what makes people resistant to DEI, and how can organizations
overcome these challenges?

Resistance to change is a natural human response. People tend to
resist changes that challenge their established beliefs or disrupt their
comfortable routines. In the case of DEl initiatives, resistance often
stems from a sense of cognitive dissonance - people may feel
uncomfortable confronting the reality of systemic biases that affect
hiring and promotion.

Resistance can manifest in several ways, including:

e | eaders not prioritizing DEI efforts.

® Team members feeling uncomfortable or defensive when DEI topics arise.
e Competition with other strategic priorities that push DEI to the back burner.
¢ Unwillingness to adopt new hiring or interviewing processes.

17
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Successfully navigating resistance requires patience, empathy, and
open communication. Here’'s how to approach resistance head-on:

Lead With Curiosity

Instead of presenting facts and figures right away, start conversations by asking open-ended
questions that encourage self-reflection. For example, ask, "What would a diverse, represen-
tative team look like in this role?" This encourages a more open discussion about the value of
diversity.

Use Data To Drive Change

Sometimes, resistance stems from misconceptions. Bring in data that supports the benefits
of diversity - whether it's improving innovation, enhancing problem-solving, or expanding
market reach.

Provide Clear Guidance

Resistance can also stem from a lack of clarity. Ensure that your teams know exactly how to
implement new DEI processes. Provide explicit instructions and resources that guide the
transition.

Overcoming resistance to DEl initiatives is a process, not an overnight
transformation. It's natural for people to feel uneasy when change
challenges their current understanding or disrupts their routines. But
by leading with curiosity, providing clear guidance, and using data to
highlight the value of diversity, you can shift the conversation and
move forward. The key is to create a space where people feel heard,
supported, and empowered to embrace new ways of thinking and
working.

18
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Step 4

Merit-based hiring is often viewed as the ideal approach: selecting
candidates based solely on their abilities, skills, and qualifications.
But what does “merit” truly mean, and how can we ensure that it
doesn't inadvertently reinforce bias?

At first glance, merit-based hiring may seem fair - after all, it's about
evaluating candidates based on their skills. However, unconscious
biases can still creep in, leading to unfair hiring decisions. We may
unconsciously favor candidates with familiar names, backgrounds, or
similar experiences, which can undermine true merit-based hiring.

Merit should not just be about degrees or years of experience. It's
about a candidate’s ability to contribute to the role and adapt to the
company'’s needs. By broadening the concept of merit, organizations
can foster a more inclusive and equitable hiring process, recognizing
the value of diverse skills, lived experiences, and potential for growth.

Here's how organizations can make their hiring process more
equitable and truly focused on merit:

Write Inclusive Job Descriptions

Craft job postings that appeal to a broad range of candidates by using inclusive language.
Avoid jargon or requirements that might unintentionally turn people off, especially underrep-
resented groups. Focus on the skills and qualifications that are truly essential for the role,
and make sure your job ad reflects what success looks like, not some idealized version of it.
Tools like Develop Diverse can help you write job descriptions that appeal to a wider pool of
talent.
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Broaden Recruitment Channels

Don't just stick to the same job boards and networks every time you post a position. Partner
with organizations, colleges, and professional groups that represent diverse communities.
This approach helps you tap into a wider talent pool, reaching out to people who may bring
fresh perspectives, unique problem-solving skills, and diverse experiences that can strength-
en your team.

Evaluate Skills Fairly

Instead of relying solely on resumes, consider incorporating structured assessments, work
samples, or skill-based tests into the hiring process. This approach helps you focus on candi-
dates’ actual abilities, not just what's on paper. It also helps reduce bias because everyone is
evaluated based on the same criteria. This gives people from non-traditional backgrounds a
fair shot at showing their potential.

Train Hiring Managers

Bias doesn't always show up on the surface, so it's essential to provide implicit bias training
for hiring managers and recruiters. This ensures that evaluations are consistent, fair, and
based on more objective criteria. By increasing awareness of potential biases in hiring deci-
sions, you can help your team make better, more equitable choices.

Redefine Merit

Traditional views of merit often place a heavy emphasis on formal education, past experi-
ence, or specific credentials. But merit can be much more than that. It includes things like
adaptability, potential, and the value of lived experiences. The best candidates aren't always
the ones with the most conventional backgrounds. By expanding our definition of merit, we
open the door to a wider range of talent and a more diverse workforce.

By redefining “merit,” we create a fairer hiring process that uncovers
top talent, even from overlooked communities. Prioritizing skills,
potential, and adaptability allows candidates outside the traditional
mold to shine. This shift bridges the gap between fairness and
potential, ultimately building stronger teams.

Inclusive recruitment isn't about lowering the bar but removing
barriers that deter candidates from applying. By addressing these
barriers, using inclusive language, and redefining merit, organizations
create a hiring process that values all candidates—leading to a more
diverse, innovative, and successful workplace.
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