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A guide to inclusive recruitment for managers

Introduction to line manager
support materials

Managers play a vital role in determining the health, wellbeing and engagement of their
team. They also play an essential part in managing people management issues that arise
in their team, such as bereavement, conflict, sickness absence and mental health problems.
These can have a negative impact on employee health, wellbeing and engagement if not
well managed.

CIPD research identified five key behavioural areas that are important for line managers to
support the health, wellbeing and engagement of those who work for them:

0o . . (L] _— .
Being open, fair Building and sustaining
Z and consistent relationship
° @ . .
Handling conflict and. o Supporting development
people management issues

clarity and guidance

.T% Providing knowledge,

A line manager’s behaviour and the culture they create in their team is the biggest
influence on an employee’s work experience. Capability in these five behavioural areas,
underpinned by an attitude of care, respect, compassion, wisdom and kindness, is vital for
line managers to manage the health, wellbeing and engagement of their employees. Such
capability will also provide the foundation to enable managers to take a positive approach,
recognise employee needs and manage these situations in ways that are sensitive,
supportive and inclusive.

The CIPD has created a range of support materials to help you adopt a management
approach that supports good health, wellbeing and engagement in your team by helping
you explore and develop your management capability. Designed for anyone who manages
people, the guidance and exercises are quick and easy to use. They can help you save
time and get better results by managing people well - all of which is good for your own
wellbeing as well as that of your team.

To build on these resources, the CIPD has also created a series of guides focusing on
specific areas of people management. Each of these guides provides practical information
and advice relevant to that particular people management issue, as well as linking it to the
approach covered in the support materials.

You can use the five key behavioural areas as the basis for managing all the issues,

and draw on specific relevant behaviours from within the framework to help with the
particular issue in question. Look out for the icons to understand which of the behaviours
is particularly relevant to the issues being discussed and refer back to the exercises to
develop these behaviours.


https://www.cipd.co.uk/knowledge/fundamentals/relations/engagement/management-guide
https://www.cipd.co.uk/knowledge/fundamentals/people/line-manager
https://www.cipd.co.uk/knowledge/fundamentals/people/line-manager/development-exercises
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(1) Introduction

Managers have a crucial role in supporting inclusive recruitment. Recruitment is about
getting the most suitable candidate into a role. It is critical for employers to deliver their
goals, as well as for employees to find jobs that suit them. However, it is not always clear
what makes a candidate ‘suitable’, and there is potential for bias to creep in when making
these decisions.

Recruitment can be a very subjective process, demanding that managers make complex
and high-stakes decisions, often in limited time. This makes the process susceptible

to unconscious biases and there is strong evidence that marginalised groups face
discrimination in recruitment contexts. We use the phrase ‘marginalised groups’ because
it includes all forms of marginalisation by society. The term ‘underrepresented’ is not
always accurate, since in some cases a marginalised group can be overrepresented but
still disadvantaged, for example, women in nursing or education (where men are often in
positions of leadership). ‘Marginalised’ captures the power differential, which applies to
every context.

Nobody is immune to unconscious bias. Even those of us who strive to make fair and
objective decisions are affected by implicit biases, and increasing awareness of the biases
that affect recruitment is unfortunately not enough to reduce their impact. Instead,
recruitment processes should be redesigned to reduce the influence of bias.

Box 1: What is equality, diversity and inclusion (EDI)?

Equality, diversity and inclusion go hand in hand, but the concepts have important
differences.

Equality ensures that every individual has equal opportunities, regardless of their
background, identity or experience.

Diversity refers to the representation and recognition of people with different
characteristics. In the UK, it is against the law to discriminate against someone with
a ‘protected characteristic’. These include: age; disability; gender reassignment;
marriage and civil partnership; pregnancy and maternity; race; religion or belief;
sex; and sexual orientation. In addition to protected characteristics, employers

may also wish to consider diversity of other characteristics, such as socioeconomic
background, as well as considering intersectionality, wherein people may have
multiple, overlapping identities that can impact their experiences.

Inclusion is about going beyond representation and recognition, to valuing these
differences and enabling everyone to thrive at work. An inclusive workplace is one
where people feel they can perform to their full potential, and that they belong in
the organisation without needing to conform or mask their identities.

For more on equality, diversity and inclusion, go to the CIPD factsheet on Inclusion
and diversity in the workplace.

The CIPD guide to Building inclusive workplaces provides detailed insights on the
value of inclusivity in the workplace and how it impacts employers.

Introduction


https://www.cipd.co.uk/knowledge/fundamentals/people/hr/line-managers-factsheet
https://www.cipd.co.uk/knowledge/fundamentals/relations/diversity/factsheet
https://www.cipd.co.uk/knowledge/fundamentals/relations/diversity/factsheet
https://www.cipd.co.uk/Images/building-inclusive-workplaces-report-sept-2019_tcm18-64154.pdf
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This guide contains practical, evidence-based actions, aligned with international standards
for inclusion and diversity,? and the CIPD’s line manager behavioural framework, to make
the recruitment process more inclusive. The key behavioural areas that will assist you are:

Being open, fair and consistent, which will help you bring respect and openness,
consistency, kindness and fairness to the recruitment process.

L

Building and sustaining relationships, including taking an interest in candidates as
individuals and interacting with them in a friendly and sociable way.

o0®
® % Providing knowledge, clarity and guidance, including demonstrating

understanding of your own and employees’ roles, clarifying expectations and
providing clear feedback during the recruitment process.

Exercises 1, 4 and 5 in the line manager support materials offer advice on how to develop
these behaviours.

We also include some case studies in our employer guide showing inclusive recruitment
in practice, and provide some caution around common actions that may hinder inclusivity.
This guide is aimed at line managers specifically, but draws from a broader guide for
employers on how to promote inclusivity in recruitment.

We provide recommendations for the four main stages of recruitment, including:

role design and the job advert
attracting diverse candidates
the application process

4 how candidates are selected.

«wN -

In larger organisations, some of the actions described may be the responsibility of HR,
while in smaller organisations they may fall to the line manager. This guide covers all of
the relevant actions so that managers are aware of the rationale behind these and can
contribute to inclusive recruitment as relevant.

Introduction


https://www.cipd.co.uk/knowledge/fundamentals/people/line-manager/business-case-for-people-professionals#gref
https://www.cipd.co.uk/knowledge/fundamentals/people/line-manager/development-exercises
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(2) Actions to make recruitment
more inclusive

Stages of recruitment and key recommendations

Person
requirements

Job
specification

Target
marginalised
groups to apply

Making the
recruitment
experience
inclusive

Sifting
candidates

Interviews and
assessments

Evaluate
candidates

Post-offer

.

.

.

.

.

.

Make role requirements clear, specific, and behaviour-based.

Remove biased language from job adverts.

Caution: avoid mandating diversity statements.

Caution: avoid a requirement for ‘cultural fit’ or ‘person-organisation fit’.

Offer flexible working by default.
Make salaries non-negotiable and include them in job adverts.
Advertise the specific benefits and policies available.

Place job adverts where they are more likely to be seen by
marginalised applicants.

Use targeted ‘word-of-mouth’ referrals.
Focus outreach efforts on marginalised groups.

Provide candidates with clear expectations, timelines, and
communications.

Proactively ask applicants if they need reasonable adjustments
during the recruitment process.

Anonymise applications.

Caution: avoid asking candidates about the dates of their
employment history.

Reduce bias in automated sifting.
Include more marginalised candidates in the shortlist.
Caution: avoid using social media to sift applicants.

Make scheduling interviews easy, accessible, and flexible.
Use structured interviews.
Use skill-based assessment tasks in recruitment.

Make decisions about candidates in batches.
Use calibrations for hiring decisions.
Caution: avoid mandating diverse interview panels.

Share and collect feedback from and to all candidates.
Proactively offer reasonable adjustments to all new joiners.
Encourage candidates to reapply.

Set diversity targets for recruitment.
Collect high-quality data to monitor inclusion outcomes.
Analyse recruitment data to prioritise inclusion efforts.

Actions to make recruitment more inclusive
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(3) Role design and the job
advert

In designing the role and advertising it, line managers should seek to provide knowledge,
clarity and guidance by setting clear expectations, providing guidance where appropriate,
and by understanding their own and employees’ roles.

ru Providing knowledge, clarity and guidance. Exercise 4 in the line manager

support materials offers advice on how to develop these behaviours.

Person requirements

Make the role requirements clear, specific and behaviour-based

When outlining role requirements, use specific behaviours and competencies that can be
evidenced (see Table 1 below for examples), rather than broad character traits. Have as
few requirements as possible and ensure they are absolutely necessary for the role. When
advertising for existing roles, assess the needs of the role as it stands today, rather than
relying on previous adverts or specifications.

Listing the job requirements in terms of specific behaviours helps applicants understand
what a role will involve and what is expected of them without inside information. Women
and ethnic minority® candidates are more likely to apply for roles where the requirements
are expressed as behaviours rather than character traits.*®

Table 1: Preferred language of behaviours and competencies

Instead of... Try...
You are a natural leader. You have held line management responsibilities.

You are a gifted communicator. You have presented your findings to clients or at conferences.

Remove biased language from job adverts
Use language decoders (which are freely available online, and are very quick to use) to
identify biased language, including:

 stereotypically masculine language (for example words such as ‘ambitious’, ‘hierarchy’,
‘decisive’)

 stereotypically feminine language (for example words such as ‘compassionate’,
‘cooperative’, ‘empathetic’).

It is not always obvious to us which words are masculine-coded; using a language decoder
can be worthwhile.

Biased language in job adverts may lead to women or older people assuming they are less
likely to fit into a team.®”® Line managers with responsibility for drafting or reviewing a job
advert should run adverts through a decoder to reduce the number of masculine-coded
words. Feminine-coded words, in contrast, do not affect the willingness of men to apply
for a role, making the removal of masculine-coded words a greater priority than striving
for balance.’

Role design and the job advert


https://www.cipd.co.uk/knowledge/fundamentals/people/line-manager/introduction-to-support-materials
https://www.cipd.co.uk/knowledge/fundamentals/people/line-manager/introduction-to-support-materials
https://www.cipd.co.uk/Images/line-manager-support-exercise-4_tcm18-87617.pdf
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o Caution: Avoid a requirement for ‘cultural fit’ or ‘person-organisation fit’

Line managers should use objective criteria for hiring instead of selecting based on
how well a candidate would ‘fit’ in their team. Using ‘culture fit’ or ‘person-organisation
fit’ as criteria in recruitment usually involves assessing how well a person’s values align
with those of the company or team.® However, in practice, it often means how similar
candidates are to existing employees.

‘Fit’ can be taken to mean how similar a candidate is to the current members of a team, in
terms of their experiences, how they present themselves, or what they enjoy doing outside
of work." This can worsen an employer’s inclusion and diversity, as it replicates the existing
workforce.”?

Job specification

Offer flexible working by default

When designing a role and drafting a job advert, be careful not to assume that it needs to
be full-time because it was before. Advertise jobs with specific flexible working options,
such as part-time or job-share, wherever possible. Ensure applicants and new starters
know that flexible working is available from day one, rather than requiring a certain
amount of time to be spent on the job before these requests are considered.

Flexible working increases workplace diversity by making roles accessible to those with
caring responsibilities (primarily women), disabled staff, and both older and younger
workers. 31415 |t is particularly important to offer part-time options across all seniority
levels, as part-time workers often get ‘stuck’ due to a lack of quality part-time roles - this
is a key driver of the gender pay gap."'®

See our flexible working case study in our EE
Guide to inclusive recruitment for employers. L_I

Make salaries non-negotiable

Pay should be non-negotiable, although line managers may not be able to influence

this policy. If pay is negotiable, this should be clearly communicated to candidates, and
outcomes from negotiations should be monitored to ensure that marginalised groups are
not unfairly penalised.

Making salaries non-negotiable supports inclusion, as both women and ethnic minority
candidates tend to be penalised when they negotiate.®?° If salaries are negotiable, stating
this in the advert increases the chances that women negotiate.?? However, companies
should ensure that women and other marginalised groups are not unfairly penalised when
they do negotiate.?>?32425 Additionally, stating salary ranges on adverts helps level the
playing field, since marginalised groups are less likely to have connections with existing
staff who could give them information about the actual salary on offer.?

Role design and the job advert


https://www.cipd.co.uk/Images/inclusive-recruitment-employers_tcm18-112787.pdf
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@ Attracting diverse candidates ﬂ

Building and sustaining relationships with employees begins with showing concern and
consideration for candidates, particularly those from marginalised groups.

ﬁ Exercise 5 in the line manager support materials offers advice on Building

and sustaining relationships.

Target marginalised groups to apply

Use targeted ‘word-of-mouth’ referrals with your team

Encourage your team to share vacancies with underrepresented groups in their networks.
This could take the form of challenging members of your team to share a vacancy with a
certain number of people from a marginalised group (for example sharing a job posting
with five women they know) to boost referrals.

Hiring through word of mouth or personal recommendations remains popular, despite
being criticised as ‘anti-diverse’.?7?82° Targeted referrals can help alleviate this by reaching
marginalised groups.

o
@
(2
O,
@
&
0,
@

ﬁ This relates closely to the behaviour area Being open, fair and consistent.
L

Look at Exercise 1 for advice on how to develop this area.

Make outreach efforts transparent and focused on marginalised groups

Outreach can involve visiting a school or university and hosting events, offering work
experience or internship opportunities, as well as more general career support such as
providing help with CV writing and interview preparation. Many line managers offer these
opportunities through informal networks, and it’s useful to consider how best you can
support marginalised groups when doing so.

Outreach programmes have been associated with increasing the numbers of candidates
from marginalised groups who apply to roles, and eventually rise to management
positions.®3" While the evidence doesn’t tell us if the outreach programmes were a key
factor in increasing inclusivity, or whether they are more likely to have been undertaken by
companies that had other programmes in place to support marginalised groups, outreach
efforts are likely to support an employer’s overall inclusivity goals.

Make the recruitment experience inclusive

Provide candidates with clear expectations, timelines, and communications
Throughout the recruitment process let candidates know as much as possible about the
next steps. For example, outlining the stages of an interview at the beginning, when
decisions will be made, and how soon they can expect to hear back after interviews.

An employer who is seen as being timely is more attractive to candidates.*? Setting clear
expectations can also support candidates with caring responsibilities or unpredictable
work hours, who may have less time to prepare for interviews, as well as relax candidates
during interviews and recruitment tasks.

Attracting diverse candidates



https://www.cipd.co.uk/knowledge/fundamentals/people/line-manager/introduction-to-support-materials
https://www.cipd.co.uk/Images/line-manager-support-exercise-5_tcm18-87618.pdf
https://www.cipd.co.uk/Images/line-manager-support-exercise-1_tcm18-87614.pdf
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[ ) qﬂ The behavioural area that is particularly important in this context is
Providing knowledge, clarity and guidance. Exercise 4 in the line manager
support materials offers advice on how to develop these behaviours.

Proactively ask applicants if they need reasonable adjustments during the recruitment
process

Instead of waiting for applicants to request reasonable adjustments to the recruitment
process, explicitly and proactively ask all applicants if they would like to request any

once applications have been submitted. One approach could be to send a survey with a
checklist of options as well as an open-text box for any adjustments that are not captured
by the options provided (see Box 2 below).

Offering reasonable adjustments at the recruitment stage can support a more diverse
range of candidates to participate in the recruitment process. Although this has not been
studied, we believe it is good practice to promote inclusivity. In larger organisations this
is likely to be the responsibility of HR, but managers should understand which reasonable
adjustments have been agreed and ensure this fits in with the interview plan.
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Box 2: Example reasonable adjustments for the recruitment process3?
Do you require any of the following adjustments to the interview process?

D extra time during tasks or video applications

D assistance if the test or assessment is on a computer, such as closed captions
[ ] option to interview without the camera on

D have an accessible car parking space reserved

D hold the interview at a specific time of day [please suggest]

[ ] a British Sign Language interpreter

Anything else - please describe:

1]'Qe
]

I
< m—)

(5) Application process =

In navigating the application process, it is important for line managers to support
candidates by providing knowledge, clarity and guidance, and keeping the inclusivity
goals of the organisation at the forefront when doing so.

Application form

Maintain the anonymisation of applicants

Anonymising applications, which involves the removal of identifying information, extending
from name and contact details to ‘cues’ such as schools or universities attended, can
support inclusivity in recruitment. Line managers should take care to support this. Getting
in touch with candidates or looking at CVs too soon in the process can compromise

these efforts. During the interview, focus on understanding what skills the applicant can
demonstrate, rather than, for example, where they went to university.

Application process



https://www.cipd.co.uk/Images/line-manager-support-exercise-4_tcm18-87617.pdf
https://www.cipd.co.uk/knowledge/fundamentals/people/line-manager/introduction-to-support-materials
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Women are more likely to progress through the recruitment process when their gender
is obscured in the application process, although anonymising applicants may hinder an
employer’s ability to target women, since employers may not be able to set a target for the
number of women to be shortlisted if all applications received are gender blind 34353637

See our case study on anonymising job applications in our
Guide to inclusive recruitment for employers.

How using CVs can get in the way of inclusive recruitment

Work experience

Lack of anonymisation —a [Name]
We can infer personal
characteristics from the
name - for instance,

Senior HR adviser, Management Consultants
(September 2020-present)

race and gender. This
can trigger explicit and
implicit biases. For
example, candidates

e Led an HRBP team...
e Increased business productivity...

with black-sounding
names are less likely to
be invited for interview
than candidates with
white-sounding names.

HR adviser, Google e
(September 2015-September 2018)

¢ Provided support to the HR manager...
¢ Reduced absence rates...

Education

e Associate Member of the CIPD
e CIPD Level 7 Advanced Diploma in HR
Management at UCL (2014-2015)

Stereotype bias

She attended UCL and
Cambridge University,
so she must be a strong
candidate.

Resources (2:1) at Cambridge University
(2011-2014)

Professional courses
Looking at the dates,

she might be too young « Associate Professional in Human Resources

for this role. * Certificate in Human Resource Management o—

Application process

* BA (Hons) in Business Management and Human

EE

Employment gap
Employment gap is
made more salient
because experience is
listed in terms of dates,
rather than years.

Candidates returning to
the labour market after
a break face bias from
employers.

Halo effect

Google is a well-known
employer, so she must

be good if she worked

there.

Affinity effect

We prefer people like
ourselves, eg have
completed similar
qualifications to us.


https://www.cipd.co.uk/Images/inclusive-recruitment-employers_tcm18-112787.pdf
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@ Selection process Ig.'l—_l J.ij

When it comes to selecting candidates, line managers have a critical role to play in
ensuring they are being open, fair and consistent to the candidates in order to support
getting the right person into the right role.

Sift

o Caution: Avoid using social media to sift applicants

Avoid looking through candidates’ social media profiles prior to the interview. This can
include looking at their Facebook or Twitter profiles, or going through their LinkedIn
profile before interviewing or shortlisting them (even if these profiles are listed in the CV or
application). If needed as a pre-employment check for safeguarding or other reasons, this
search could be undertaken by an external agency and after an offer has been made.

Incorporating social media searches into the screening process undoes any efforts taken to
anonymise the application process. This can result in candidates from marginalised groups
being screened out. Employers looking at candidates’ Facebook pages while screening
applications, for example, led to marginalised applicants of foreign origin receiving far
fewer call-backs for interviews.®

Interviews and assessments

Make scheduling interviews easy, accessible, and flexible

Offer interviewees a range of dates, to accommodate them with earlier or later slots than
the typical working day if needed, and offer reasonable adjustments as required. As far
as possible, the person arranging the interviews should not be on the interview panel and
should keep these arrangements confidential.

Candidates may have different needs depending on the space and equipment they
personally have available, or their other responsibilities. Offering both in-person and
remote interviewing options, for example, could increase access. However, there is a risk
that in-person interviewees may be inadvertently favoured if both options are offered,
although this has not been studied. Employers should monitor outcomes to look for any
evidence of bias.

J % Exercise 4 in the line manager support materials offers advice on
T Providing knowledge, clarity and guidance.

Use structured interviews

Structured interviews involve asking a predefined set of questions, in the same order, to
all candidates. Candidate responses are then scored using consistent criteria against a

set of pre-agreed criteria for each question. For example, a question might test whether

a candidate is knowledgeable about the risks of a particular process. They could then be
scored based on how many risks they identified, whether they covered key stakeholders in
their risk assessment, or similar factors.

Selection process


https://www.cipd.co.uk/knowledge/fundamentals/people/line-manager/introduction-to-support-materials
https://www.cipd.co.uk/Images/line-manager-support-exercise-4_tcm18-87617.pdf
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Using structured interviews is an effective way to minimise bias and ensure there is a
level playing field for candidates. They make it easier for the panel to make direct and fair
comparisons between candidates, using objective criteria. There is high-quality evidence
that there are no differences in interview scores for candidates based on gender or
ethnicity when structured interviews are used.324°

@ This relates closely to the behaviour area Being open, fair and consistent.
QL

Look at Exercise 1 for advice on how to develop this area.

Box 3: Elements of a good structured interview
A structured interview should incorporate the following elements:

¢ Develop a set of questions and scoring criteria for use in the interview. During
the interview, ask all candidates the same questions in the same order and score
responses according to the objective criteria. This makes responses comparable
and makes it less likely that decisions will be based on personal biases. Some
evidence suggests that using a rubric which sets out the scoring criteria and
how to judge each response increased the likelihood that black women will be
selected for a role by 21%.4

¢ Conduct interviews using a panel rather than a sole interviewer. Having multiple
interviewers in the same interview has been shown to lead to fairer and more
accurate results than having multiple interviews with only one interviewer.*?

¢ Prepare interviewers for consistent interviewing. Provide them with the
questions and criteria ahead of time, and highlight the need for consistency in
the interview. Encourage the panel to meet in advance to assign questions to
individual members and take independent notes.

 Interviewers should assign scores to each candidate response independently
before discussing them as a group. Discussing the candidates before this point
means interviewers are more likely to be influenced by other interviewers’
opinions, and potentially by the opinion of the most senior person there.*?

To learn more: How to run structured interviews - An implementation guide.

Use skill-based assessment tasks in recruitment

Skill-based assessments are a form of assessment that assess skills and abilities relevant to
the role the employee is applying for. They can include sample tasks, situational judgement
tests, simulation exercises, or assessment centres. Skill-based assessments should resemble
real tasks in the job as much as possible.

Skill-based assessment tests have been found to be better predictors of performance

on the job when compared with traditional approaches such as tests, reviewing job
experience, education, or unstructured interviews.** There is no difference in scores
between men and women on skill-based assessment tasks.*>“® However, care must be
taken to design them well or they will result in an ethnicity gap.*“® To reduce the ethnicity
gap, use a number of tasks to assess a variety of skills and abilities and closely simulate a
real-life situation on the job.#°

Selection process


https://www.cipd.co.uk/Images/line-manager-support-exercise-1_tcm18-87614.pdf
https://www.bi.team/wp-content/uploads/2021/07/BIT_How_to_improve_gender_equality_guide_RSI.pdf
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Box 4: Designing a skill-based assessment

» Use tasks that assess a mixture of skills, for example technical skills and
people management skills. This makes it more likely that a single task does not
disadvantage some groups, while helping others.>">?

« Using tasks that simulate real-life situations makes it more likely to select
candidates who go on to perform well and reduces the ethnicity gap.>*>*

* Encourage candidates to reflect on why they want to apply for this role to
improve performance. A randomised control trial with a UK police force found that
prompting applicants to reflect on why they valued becoming a police constable
led to a 50% increase in the probability of passing a situational judgement test for
ethnic minority applicants and closed the gap with white applicants.

Box 5: Examples of work sample tasks

* For a customer-facing role, role-play a situation that requires the candidate to
resolve a challenging customer interaction.

* For arole that requires data analysis, ask candidates to analyse a dataset and pull
out key summary statistics and trends.

e For a role that requires stakeholder management and communication skills, ask
candidates to write a brief email to a potential client.

To learn more: How to use skill-based assessment tasks - An implementation guide.

Evaluate candidates

Make decisions about candidates in batches

Review multiple candidates in parallel, rather than one-by-one, comparing them with each
other before making a decision about an individual. For example, score all candidates’
applications and then compare applications and scores to decide who will be invited to
interview, rather than deciding whether to invite each candidate as individual applications
are reviewed.

Batch evaluation may help reviewers to compare candidates according to objective criteria
and their actual performance, rather than comparing them with stereotypes (such as
gendered stereotypes).>®

m This relates closely to the behaviour area Being open, fair and consistent.
i

Look at Exercise 1 for advice on how to develop this area.

Use calibrations for hiring decisions

Calibration involves having multiple decision-makers come together to jointly review hiring
decisions. For example, after a recruitment round, everyone involved could participate in a
wash-up meeting to discuss each candidate and the different scores managers assigned to
them. This helps to ensure that managers’ assessments are standardised.

Selection process


https://www.bi.team/wp-content/uploads/2021/07/BIT_How_to_improve_gender_equality_guide-SBAT.pdf
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Calibrations can help overcome bias by standardising and calibrating manager responses
across employees.” They create accountability because managers review each other’s
decisions and ask for justifications for them. When individuals know their decisions may
be reviewed by others, they ask for more information to base their decision on,*® and make
less biased decisions.®

Post-offer

Share and collect feedback from all candidates

After a recruitment round, provide all interviewees with timely feedback on their
performance. Make sure this follows a standardised format that aligns with the key
objective requirements for the role. Make feedback as specific as possible. If you continue
to interact with candidates after the interview, collect feedback on the recruitment process
through an anonymous survey and ask about inclusion.

While this has not been studied empirically, providing clear feedback after interviews is
likely to increase accountability for hiring decisions. When people know that their decisions
will be reviewed, or that they would have to justify their decision to others, both gender
and racial disparities decrease.®%® Collecting feedback anonymously would help to identify
and resolve problems in the recruitment process, including inclusion challenges that may
not have been obvious otherwise.

Proactively support any reasonable adjustment requirements for new joiners

All new joiners should be offered reasonable adjustments to meet their individual needs.
While reasonable adjustments (see Box 6 below) should be prioritised for disabled staff,
non-disabled employees could also benefit from such job modifications. Line managers
have a crucial role to play in supporting arrangements that have been agreed with
employees and ensuring their needs are met.

While adjustments would benefit most employees, legislation only requires employers to
do so for disabled staff.®? Reasonable adjustments are particularly important for increasing
the recruitment and retention of disabled staff.6364

Box 6: What are reasonable adjustments?

Reasonable adjustments are workplace and job modifications that support disabled
employees to perform their job roles.

Reasonable adjustments provided by employers can include (but are not limited to):6>¢¢
* making adjustments to workplace facilities (for example accessibility ramps)

¢ allocating some duties to another worker

* enabling flexible working

* allowing absences for rehabilitation, treatment, or assessments

* purchasing specialised equipment (for example assistive technology)

e providing a support worker to assist

e providing transport to the workplace

 adjusting working hours

* phasing a return to work.

There is no set definition for ‘reasonable’. Employers can conduct a health
assessment that will give them an overview of individual staff members’ needs.®’

Selection process
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Encourage candidates to reapply

When a candidate narrowly misses out on being appointed, encourage them to reapply
the next time there is a suitable vacancy. For example, following each recruitment round,
call or email appointable candidates to specifically let them know how well they did and
encourage them to reapply to other relevant roles.

Women are less likely to reapply for roles, particularly for senior roles, when compared
with men.®® If candidates were close to being successful, they are likely to be highly
qualified already, and encouraging reapplications is a cost-effective way to boost
inclusivity in the next round of recruitment.®®

See our case study on encouraging unsuccessful candidates to reapply in our EE
Guide to inclusive recruitment for employers. |_V_|

o This relates closely to the behaviour area Supporting development. Look
at Exercise 6 for advice on how to develop this area.
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Consider using the full range of support materials

If reading this guide has highlighted areas of people management capability that
you would like to develop, why not use the full range of support materials to help
you adopt a management approach that supports good health, wellbeing and
engagement in your team?

You can get insight into your management capability across all five behavioural
areas by completing the quiz and then use the step-by-step guidance to help
you get feedback, identify strengths and areas to develop, and plan the action
you will take. There is also an action plan sheet, which can be used to note down
and track your actions; a quiz to help you identify potential barriers and develop
strategies to overcome them; and a series of exercises to provide ideas and
inspiration relevant to each of the behavioural areas, some of which have already
been highlighted above.

Selection process



https://www.cipd.co.uk/Images/inclusive-recruitment-employers_tcm18-112787.pdf
https://www.cipd.co.uk/Images/line-manager-support-exercise-6_tcm18-87619.pdf
https://www.cipd.co.uk/knowledge/fundamentals/people/line-manager/introduction-to-support-materials
https://www.cipd.co.uk/knowledge/fundamentals/people/line-manager/behaviour-framework-alignment-quiz
https://www.cipd.co.uk/knowledge/fundamentals/people/line-manager/step-by-step-guidance-for-support-materials
https://www.cipd.co.uk/knowledge/fundamentals/people/line-manager/development-exercises
https://www.cipd.co.uk/knowledge/fundamentals/people/line-manager/overcoming-barriers-quiz
https://www.cipd.co.uk/knowledge/fundamentals/people/line-manager/development-exercises

o
@
(2
O,
@
&
0,
@

A guide to inclusive recruitment for managers

(7) Endnotes

' CIPD. (2021) Inclusion and diversity in the workplace. Factsheet. London: Chartered
Institute of Personnel and Development.

2 1SO 30415:2021(en) Human resource management - Diversity and inclusion.

3 Sometimes research combines multiple diverse ethnicities to compare with outcomes
for white people. Where this is the case, we use the collective term ‘ethnic minority’,
recognising that there are challenges with this term (Malik et al (2021) BAME: A report
on the use of the term and responses to it. Terminology Review for the BBC and Creative

Industries.

4 Wille, L. and Derous, E. (2017) Getting the words right: When wording of job ads affects
ethnic minorities’ application decisions. Management Communication Quarterly. Vol 31,
No 4. pp533-558.

> Wille, L. and Derous, E. (2018) When job ads turn you down: How requirements in job ads
may stop instead of attract highly qualified women. Sex Roles. Vol 79, No 7-8. pp464-475.

6 Bian, L., Leslie, S.J., Murphy, M.C. and Cimpian, A. (2018) Messages about brilliance
undermine women’s interest in educational and professional opportunities. Journal of
Experimental Social Psychology. Vol 76. pp404-420.

7 Gaucher, D., Friesen, J. and Kay, A.C. (2011) Evidence that gendered wording in job
advertisements exists and sustains gender inequality. Journal of Personality and Social
Psychology. Vol 101, No 1. p109.

8 Centre for Ageing Better. (2021) How age-biased are job adverts in the UK, and what can
we do about it?

% Gaucher et al (2011) (note 7).

10 CIPD. (2019) Diversity management that works: An evidence-based view. London:
Chartered Institute of Personnel and Development.

" Rivera, L.A. (2012) Hiring as cultural matching: The case of elite professional
service firms. American Sociological Review. Vol 77, No 6. pp999-1022. https://doi.
org/10.1177/0003122412463213

2 Linos, E., and Reinhard, J. (2015) A head for hiring: the behavioural science of recruitment
and selection. Research report. London: Chartered Institute of Personnel and Development.

13 Baltes, B.B., Briggs, T.E., Huff, JW., Wright, J.A. and Neuman, G.A. (1999) Flexible and
compressed workweek schedules: A meta-analysis of their effects on work-related
criteria. Journal of Applied Psychology. Vol 84, No 4. p496.

4 Gajendran, R.S. and Harrison, D.A. (2007) The good, the bad, and the unknown about
telecommuting: Meta-analysis of psychological mediators and individual consequences.
Journal of Applied Psychology. Vol 92, No 6. p1524.

5 Department for Work and Pensions. (2013) What works for whom in getting disabled
people into work?

Endnotes


https://www.cipd.co.uk/knowledge/fundamentals/relations/diversity/factsheet
https://bcuassets.blob.core.windows.net/docs/csu2021325-lhc-report-bbchighres231121-1-132828299798280213.pdf
https://bcuassets.blob.core.windows.net/docs/csu2021325-lhc-report-bbchighres231121-1-132828299798280213.pdf
https://bcuassets.blob.core.windows.net/docs/csu2021325-lhc-report-bbchighres231121-1-132828299798280213.pdf
https://ageing-better.org.uk/publications/ads-for-all-ages
https://ageing-better.org.uk/publications/ads-for-all-ages
https://doi.org/10.1177/0003122412463213
https://doi.org/10.1177/0003122412463213
https://www.cipd.co.uk/Images/a-head-for-hiring_2015-behavioural-science-of-recruitment-and-selection_tcm18-9557.pdf
https://www.cipd.co.uk/Images/a-head-for-hiring_2015-behavioural-science-of-recruitment-and-selection_tcm18-9557.pdf
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/266512/wp120.pdf
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/266512/wp120.pdf

o
@
@
©)
@
&)
0,
@

A guide to inclusive recruitment for managers

16 Martin, B.H. and MacDonnell, R. (2012) Is telework effective for organizations? A
meta-analysis of empirical research on perceptions of telework and organizational
outcomes. Management Research Review. Vol 35, No 7. pp602-616. https://doi.
0rg/10.1108/01409171211238820

7 Jones, L. (2019) Women'’s progression in the workplace. London: Government Equalities
Office.

8 Costa Dias, M., Joyce, R. and Parodi, F. (2018) Wage progression and the gender wage gap:
The causal impact of hours of work. London: Institute for Fiscal Studies.

¥ Leibbrandt, A. and List, J.A. (2014) Do women avoid salary negotiations? Evidence from a
large-scale natural field experiment. Management Science. Vol 61, No 9. pp2016-2024.

20Hernandez, M., Avery, D.R., Volpone, S.D. and Kaiser, C.R. (2019) Bargaining while black:
The role of race in salary negotiations. Journal of Applied Psychology. Vol 104, No 4. p581.

2 Leibrandt and List (2014) (note 19).

2Bowles, H.R., Babcock, L. and Lai, L. (2007) Social incentives for gender differences in the
propensity to initiate negotiations: Sometimes it does hurt to ask. Organizational Behavior
and Human Decision Processes. Vol 103. pp84-103.

2 Hernandez et al (2019) (note 20).

2 Gligor, D., Newman, C. and Kashmiri, S. (2021) Does your skin color matter in buyer-seller
negotiations? The implications of being a black salesperson. Journal of the Academy of
Marketing Science. pp1-25.

2 Hernandez et al (2019) (note 20).

%6 ]oannides, Y.M. and Datcher Loury, L. (2004) Job information networks, neighborhood
effects, and inequality. Journal of Economic Literature. Vol 42, No 4. pp1056-1093.

7 Winterbotham, M. et al (2020) Employer skills survey 2019. Government Social Research.

2 Tipper, J. (2004) How to increase diversity through your recruitment practices.
Industrial and Commercial Training. Vol 36, No 4. pp158-161. https://doi.
org/10.1108/00197850410542392 29

2Hoffman, M. (2017) The value of hiring through employee referrals in developed countries.
IZA World of Labor. 369 doi: 10.15185/izawol.369

0Dobbin, F. and Kalev, A. (2017) Are diversity programs merely ceremonial? Evidence-free
institutionalization. In: Greenwood, R., Oliver, C., Lawrence, T.B. and Meyer, R.E. (eds). Sage
handbook of organizational institutionalism. London: Sage.

31 Social Mobility Employer Index (2021).

32 Carless, S. A. and Hetherington, K. (2011) Understanding the applicant recruitment
experience: Does timeliness matter? International Journal of Selection and Assessment.
Vol 19, No 1. pp105-108. https://doi.org/10.1111/j.1468-2389.2010.00538.x

33 While adjustments would benefit most employees, employers’ legal obligations under the
Equality Act 2010 relate specifically to disabled job applicants.

34 Johnson, S.K. and Kirk, J.F. (2020) To reduce gender bias, anonymize job applications.
Harvard Business Review. 5 March.

Endnotes


https://doi.org/10.1108/01409171211238820
https://doi.org/10.1108/01409171211238820
https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/840404/KCL_Main_Report.pdf
https://ifs.org.uk/uploads/publications/bns/BN223.pdf
https://ifs.org.uk/uploads/publications/bns/BN223.pdf
https://doi.org/10.1108/00197850410542392
https://doi.org/10.1108/00197850410542392
https://doi.org/10.1108/00197850410542392
https://www.socialmobility.org.uk/index/
https://www.socialmobility.org.uk/index/
https://doi.org/10.1111/j.1468-2389.2010.00538.x
https://hbr.org/2020/03/research-to-reduce-gender-bias-anonymize-job-applications

o
@
(2
O,
@
&
0,
@

A guide to inclusive recruitment for managers

35 Aslund, O. and Skans, O.N. (2012) Do anonymous job application procedures level the
playing field? /LR Review. Vol 65, No 1. pp82-107.

%6 Goldin, C. and Rouse, C. (2000) Orchestrating impartiality: The impact of ‘blind’ auditions
on female musicians. American Economic Review. Vol 90, No 4. pp715-741.

37 Krause, A., Rinne, U. and Zimmermann, K.F. (2012) Anonymous job applications of fresh
Ph.D. economists. Economics Letters. Vol 117, No 2. pp441-444.

%®Manant, M., Pajak, S. and Soulié, N. (2019) Can social media lead to labor market
discrimination? Evidence from a field experiment. Journal of Economics & Management
Strategy. Vol 28, No 2. pp225-246. https://doi.org/10.1111/jems.12291

%L evashina, J., Hartwell, C.J., Morgeson, F.P. and Campion, M.A. (2014) The structured
employment interview: Narrative and quantitative review of the research literature.
Personnel Psychology. Vol 67, No 1. pp241-293.

4OMcCarthy, J.M., Van Iddekinge, C.H. and Campion, M.A. (2010) Are highly structured job
interviews resistant to demographic similarity effects? Personnel Psychology. Vol 63, No 2.
pp325-359.

“NEOGOV. (2021) Diversity in public sector hiring report.

42Huffcutt, A.l., Culbertson, S.S. and Weyhrauch, W.S. (2013) Employment interview
reliability: New meta-analytic estimates by structure and format. /nternational Journal of
Selection and Assessment. Vol 21, No 3. pp264-276.

43The Behavioural Insights Team. (2017) A review of optimism bias, planning fallacy, sunk
cost bias and groupthink in project delivery and organisational decision making.

44Schmidt, F.L. and Hunter, J.E. (1998) The validity and utility of selection methods in
personnel psychology: Practical and theoretical implications of 85 years of research
findings. Psychological Bulletin. Vol 124, No 2. pp262-274. https://doi.org/10.1037/0033-
2909.124.2.262

4>Ployhart, R.E. and Holtz, B.C. (2008) The diversity-validity dilemma: Strategies for
reducing racioethnic and sex subgroup differences and adverse impact in selection.
Personnel Psychology. Vol 61, No 1. pp153-172.

46Harari, M.B., Viswesvaran, C. and O’Rourke, R. (2014) Gender differences in work sample
assessments: Not all tests are created equal. Journal of Work & Organizational Psychology.
Vol 30. pp29-34.

47Ployhart and Holtz (2008) (note 45).

“8Dean, M.A., Roth, P.L. and Bobko, P. (2008) Ethnic and gender subgroup differences in
assessment center ratings: A meta-analysis. Journal of Applied Psychology. Vol 93, No 3.
p685.

49Ployhart and Holtz (2008) (note 45).

0De Soete, B, Lievens, F., Oostrom, J. and Westerveld, L. (2013) Alternative predictors
for dealing with the diversity-validity dilemma in personnel selection: The constructed
response multimedia test. International Journal of Selection and Assessment. Vol 21, No 3.
pP239-250.

Endnotes


https://doi.org/10.1111/jems.12291
https://www.bi.team/wp-content/uploads/2018/02/Lit-Review-exploration-of-behavioural-biases-in-DfT-PD_July_2017.pdf
https://www.bi.team/wp-content/uploads/2018/02/Lit-Review-exploration-of-behavioural-biases-in-DfT-PD_July_2017.pdf
https://doi.org/10.1037/0033-2909.124.2.262
https://doi.org/10.1037/0033-2909.124.2.262
https://doi.org/10.1037/0033-2909.124.2.262

o
@
@
©)
@
&)
0,
@

A guide to inclusive recruitment for managers

3 Ryan, A.M,, Ployhart, R.E. and Friedel, L.A. (1998) Using personality testing to reduce
adverse impact: A cautionary note. Journal of Applied Psychology. Vol 83, No 2. p298.

>2Ployhart and Holtz (2008) (note 45).
53 De Soete et al (2013) (note 50).

> Lievens, F., De Corte, W. and Westerveld, L. (2015) Understanding the building blocks of
selection procedures: Effects of response fidelity on performance and validity. Journal of
Management. Vol 41, No 6. pp1604-1627.

% Linos, E., Reinhard, J. and Ruda, S. (2017) Levelling the playing field in police recruitment:
Evidence from a field experiment on test performance. Public Administration. Vol 95,
No 4. pp943-956.

%6 Bohnet, I., van Geen, A. and Bazerman, M. (2016) When performance trumps gender bias:
Joint versus separate evaluation. Management Science. Vol 62, No 5. pp1225-1234.

% Demeré, W., Sedatole, K.L. and Woods, A. (2018) Why managers shouldn’t have the final
say in performance reviews. Harvard Business Review. 11 June.

%8 Bol, J.C., Aguiar, A.B., Lill, J.B. and Coelho, A.C. (2018) Peer-level calibration committees.
Available at: SSRN 3161692.

2 Ford, T.E., Gambino, F, Lee, H., Mayo, E. and Ferguson, M.A. (2004) The role of
accountability in suppressing managers’ pre-interview bias against African-American
sales job applicants. Journal of Personal Selling & Sales Management. Vol 24, No 2. pp113-
124.

60 Self, W.T,, Mitchell, G., Mellers, B.A., Tetlock, P.E. and Hildreth, J.A.D. (2015) Balancing
fairness and efficiency: The impact of identity-blind and identity-conscious accountability
on applicant screening. PLos One. Vol 10, No 12. p0145208.

8 Ford et al (2004) (note 59).

62 Citizens Advice. Duty to make reasonable adjustments for disabled people.

8 DWP (2013) (note 15).

64 eonard Cheshire. (2019) Reimagining the workplace: Disability and inclusive employment.
London: Leonard Cheshire.

65Wong, J., Kallish, N., Crown, D., Capraro, P, Trierweiler, R., Wafford, Q.E. ... and Heinemann,
AW. (2021) Job accommodations, return to work and job retention of people with physical
disabilities: A systematic review. Journal of Occupational Rehabilitation. Vol 31, No 3. pp474-
490.

6 Equality and Human Rights Commission. (2021) Reasonable adjustments in practice.
67 Scope. (2021) Reasonable adjustments at work.

8 NSW Government. (2019) Applying behavioural insights to drive public sector diversity.

9NSW Government. (2020) Simple behavioural insights interventions significantly reduce
the gender gap in recruitment.

Endnotes


https://hbr.org/2018/06/why-managers-shouldnt-have-the-final-say-in-performance-reviews
https://hbr.org/2018/06/why-managers-shouldnt-have-the-final-say-in-performance-reviews
https://www.citizensadvice.org.uk/law-and-courts/discrimination/check-what-type-of-discrimination-youve-experienced/duty-to-make-reasonable-adjustments-for-disabled-people/#:~:text=The%20Equality%20Act%20says%20there's,more%20than%20minor%20or%20trivial.
https://www.nsw.gov.au/sites/default/files/2021-05/Applying-behavioural-insights-to-drive-public-sector-diversity.pdf
https://www.nsw.gov.au/behavioural-insights-unit/blog/reducing-gender-gap-recruitment
https://www.nsw.gov.au/behavioural-insights-unit/blog/reducing-gender-gap-recruitment

CIPD

Chartered Institute of Personnel and Development

151 The Broadway London SW19 1JQ United Kingdom
T +44 (0)20 8612 6200 F +44 (0)20 8612 6201

E cipd@cipd.co.uk W cipd.co.uk

Incorporated by Royal Charter

Registered as a charity in England and Wales (1079797)
and Scotland (SC045154).

Issued: November 2022 Reference: 8294 © CIPD 2022




	Report title
	Contents
	Acknowledgements
	1 Section

	Introduction
	Actions line managers can take to make recruitment more inclusive
	Role design and the job advert
	Attracting diverse candidates
	Application process
	Selection process
	Endnotes

	Button 46: 
	Page 3: 
	Page 7: 
	Page 9: 
	Page 11: 
	Page 13: 
	Page 15: 
	Page 17: 
	Page 19: 
	Page 21: 

	Section/Button 19: 
	Page 3: 
	Page 7: 
	Page 9: 
	Page 11: 
	Page 13: 
	Page 15: 
	Page 17: 
	Page 19: 
	Page 21: 

	Section/Button 20: 
	Page 3: 
	Page 7: 
	Page 9: 
	Page 11: 
	Page 13: 
	Page 15: 
	Page 17: 
	Page 19: 
	Page 21: 

	Section/Button 27: 
	Page 3: 
	Page 7: 
	Page 9: 
	Page 11: 
	Page 13: 
	Page 15: 
	Page 17: 
	Page 19: 
	Page 21: 

	Section/Button 21: 
	Page 3: 
	Page 7: 
	Page 9: 
	Page 11: 
	Page 13: 
	Page 15: 
	Page 17: 
	Page 19: 
	Page 21: 

	Section/Button 28: 
	Page 3: 
	Page 7: 
	Page 9: 
	Page 11: 
	Page 13: 
	Page 15: 
	Page 17: 
	Page 19: 
	Page 21: 

	Section/Button 22: 
	Page 3: 
	Page 7: 
	Page 9: 
	Page 11: 
	Page 13: 
	Page 15: 
	Page 17: 
	Page 19: 
	Page 21: 

	Section/Button 24: 
	Page 3: 
	Page 7: 
	Page 9: 
	Page 11: 
	Page 13: 
	Page 15: 
	Page 17: 
	Page 19: 
	Page 21: 

	Button 80: 
	Button 81: 
	Button 82: 
	Button 83: 
	Button 84: 
	Button 85: 
	Button 86: 
	Button 88: 
	Section/Button 14: 
	Section/Button 17: 
	Section/Button 35: 
	Section/Button 36: 
	Section/Button 37: 
	Section/Button 38: 
	Section/Button 39: 
	Button 87: 
	Section/Button 25: 
	Section/Button 26: 
	Section/Button 30: 
	Section/Button 31: 
	Section/Button 32: 
	Section/Button 33: 
	Section/Button 34: 
	Button 47: 
	Page 6: 
	Page 8: 
	Page 10: 
	Page 12: 
	Page 14: 
	Page 16: 
	Page 18: 
	Page 20: 

	Section/Button 10: 
	Page 6: 
	Page 8: 
	Page 10: 
	Page 12: 
	Page 14: 
	Page 16: 
	Page 18: 
	Page 20: 

	Section/Button 11: 
	Page 6: 
	Page 8: 
	Page 10: 
	Page 12: 
	Page 14: 
	Page 16: 
	Page 18: 
	Page 20: 

	Section/Button 12: 
	Page 6: 
	Page 8: 
	Page 10: 
	Page 12: 
	Page 14: 
	Page 16: 
	Page 18: 
	Page 20: 

	Section/Button 18: 
	Page 6: 
	Page 8: 
	Page 10: 
	Page 12: 
	Page 14: 
	Page 16: 
	Page 18: 
	Page 20: 

	Section/Button 13: 
	Page 6: 
	Page 8: 
	Page 10: 
	Page 12: 
	Page 14: 
	Page 16: 
	Page 18: 
	Page 20: 

	Section/Button 15: 
	Page 6: 
	Page 8: 
	Page 10: 
	Page 12: 
	Page 14: 
	Page 16: 
	Page 18: 
	Page 20: 

	Section/Button 16: 
	Page 6: 
	Page 8: 
	Page 10: 
	Page 12: 
	Page 14: 
	Page 16: 
	Page 18: 
	Page 20: 



