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A growing body of research shows that most
hiring processes are biased and unfair. Be it
ageism, sexism, racism‚ unconscious biases
end up inﬂuencing the hiring process, albeit
even with the best intentions of not doing so. A
report from Harvard Business Review shows
that 85% of CEOs in large organizations in the
U.S are white men. A discussion paper by Doris
Weichselbaumer, professor at Johannes Kepler
University Linz, in Linz, Austria, sheds light on
the fact that organizations are less likely to hire
women who wear headscarves.
There is a growing focus on diversity and
inclusion in organizations across industries.
McKinsey reports that those organizations
winning on the diversity front outperform their
less diverse peers on proﬁtability. Companies
on the top percentile of gender diversity on
executive teams are 25% more likely to have
above-average productivity. Ethnic and
cultural diversity further make the business
case for increased focus on diversity and
inclusion initiatives. McKinsey reports that
organizations with ethnic and cultural diversity
outperform those that do not have this focus by
36 percent in proﬁtability.
The growing inﬂuence of diversity and
inclusion on the organizational bottom line
reﬂects the need to ﬁne-tune hiring processes
to remove biases at work that inﬂuence these
initiatives. Removing bias in hiring also
becomes critical as unconscious biases impede
objectivity in hiring which contributes to poor
hiring outcomes.
Given the omnipresence of bias, it becomes
essential for organizations to take intentional
steps to eliminate bias to foster diversity and
inclusion since these are now important drivers
of employee engagement and retention.

As we move into a post-Covid world, building a
workforce that brings in a diversity of thoughts
and ideas will become critical for driving
organizational outcomes. Homogeneity in the
workforce is no longer conducive to the
organizational bottom line as businesses
become boundaryless and employees demand
a focus on diversity and inclusion. Glassdoor
reports that 67% of job seekers consider
workplace diversity an important factor when
considering employment opportunities. The
growing importance of diversity and inclusion
thus demands organizations to become
intentional about promoting diversity and
inclusion across all processes and remove all
biases that impede these initiatives. Removing
bias from the hiring process emerges as an
organic need of the time we live in.

Glassdoor reports that
67% of job seekers consider
workplace diversity an important
factor when considering
employment opportunities.
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Hiring Bias - What it is and its impact
Hiring is all about selecting the best person for
a job based on their set of skills, experiences,
and knowledge. But selecting the 'best person
for the job' becomes a question with no perfect
answer since each decision-maker has their
unique opinion. This opinion is based
predominantly on their thoughts, feelings,
belief systems, social conditioning, and life
experiences. While the intention might be to
select the candidate best suited for the job,
biases end up inﬂuencing them to consider
factors that could be irrelevant to the larger
scheme of things.

won Prof Daniel Kahneman, from Princeton
University his Nobel Prize, showed how
“thinking is riddled with systematic mistakes
known to psychologists as cognitive biases.”
The candidate has three kids must mean they'll
be preoccupied more than usual with family
duties. If a candidate leans in towards a more
vernacular education means that they will have
communication challenges and won't be able
to manage clients effectively. These are just
very few examples of biases at work.

An older individual might get passed over
because a decision-maker believes they won't
ﬁt in with a younger demographic. Hiring a
woman in a high-pressure work environment
might not seem like a good idea to many. These
are just a few examples of biases that are at
work constantly, inﬂuencing the hiring process.
Bias is almost hardwired into human nature
since familiarity is comfortable. However,
biases end up hurting the organization and
those working there.
Bias can make it easy to overlook the real
competencies of an individual. It can drive
organizations to select someone who pleases
the sensibilities of the decision-makers rather
than someone who would actually take the
company to success. The unfairness of this
towards the more suitable, and more qualiﬁed
candidate also cannot be undermined here.
Hiring bias is the opinion, inclination, or feeling
that we make about an individual during the
hiring process. These opinions could be on the
basis of their gender, race, appearance, accent,
schooling, and neighborhood they live in…the
list can be long.
Biases inﬂuence our decisions as the brain is
programmed to use the gut instinct or power of
reason to inﬂuence a decision. A study that

Statistics show that:
{ Applicants with male names have a 40%
higher chance of getting a callback in
comparison to female names.
{ Job applicants with 'Asian' names are 28%
less likely to be called in for an interview.
{ Indian, Chinese, and Pakistani-named
applicants received fewer call-ins for
interviews than applicants with Anglosounding names, even when their
qualiﬁcations were the same.
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{ Distinctively black names reduce the

probability of employer contact by 2.1
percentage points relative to distinctively
white names.
{ 68% of baby boomers do not apply for tech
jobs based on the assumption of their age.
40% of those who belong to Generation X feel
ageism is affecting their ability to earn a
living. And 29% of all respondents say they've
"experienced or witnessed" ageism in their
current workplace or most recent employer.
Malcolm Gladwell's book Blink reveals that
most CEOs are over 6 feet tall. In fact, he
discovered that 58% of CEOs of Fortune 500
companies were over six feet tall. What's odd

about this statistic is that only 1.4% of men are of
this height. The perceived notion that height
increases a man's attractiveness is biased at
work.
These are evidence of how social conditioning
and belief systems remain at work even today.
In hiring, afﬁnity bias expresses itself as a
preference of one candidate over the other
because of culture ﬁt. Resumes are pushed and
selected since they come from the same alma
m a te r o r e d u c a t i o n a l i n s t i t u t i o n . O r a
candidate simply might be selected because of
their amiable personality and conformity is also
being biased.

Biased hiring hurts organizations

Allowing bias to inﬂuence the hiring process
can hurt the organization and it is detrimental
to an organization's endeavors of driving
diversity and inclusion initiatives.
Diversity across all facets that includes but is
not limited to gender, race, appearance, and
sexual orientation fosters innovations, strategic
thinking, and problem-solving by providing
unique perspectives. HBR repor ts that
companies with greater-than-average diversity
enjoyed 19% higher innovation revenues.
Deloitte states that cognitive diversity

enhances team innovation by almost 20%
Talented candidates are also actively seeking
diverse environments to work in as a Quantum
Workplace Report discovered. According to
this report, 75% of employees think that
organizations need to be more diverse in
gender, race, age, culture, and thought.
Unbiased hiring can help organizations build
exceptional teams by attracting exceptional
talent. While diversity makes organizations
more productive, a lack of diversity can impact
an organization's bottom line.
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Types of Biases to watch out for
In an ideal world, a hiring decision would be
made solely on the ability of a candidate. Hiring
would be approached with complete
objectivity and pragmatism and would be
completely free of unconscious and subjective
or cognitive biases.
Knowledge does not alone protect a decisionmaker against bias. Understanding the
unconscious biases at play can be a great ﬁrst
step to nipping bias in the bud.
It is important to pay close attention to and

Conﬁrmation
bias

Afﬁnity bias

Affect heuristics

Halo and
Horn effect

Conﬁrmation bias
Conﬁrmation bias is trying to look for
or focus on information that supports
the interviewers' initial perception
about a candidate. This bias leads the
interviewer to ask irrelevant questions or
leading interview questions to play up the
strengths of the candidate rather than asking
questions that challenge them to share
relevant and impactful information.
Overconﬁdence bias (the overt conﬁdence of
individual abilities to 'always' make the right

identify the micro biases that make up the
larger bias beast. Constant inﬂuence by a bias
like conﬁrmation bias or afﬁnity bias, for
example, will ultimately contribute to larger
biases such as gender or racial bias where we
reject a trained workforce simply because they
are different than us.
Some of the biases, apart from the obvious
racial and gender bias, that inﬂuence the hiring
process and severely impede organizational
commitment towards diversity, equity and
inclusion can be highlighted as follows.

Conformity
bias

Contrast bias

First Impression &
non-verbal bias

Central tendency
bias

decision,) is also a subset of conﬁrmation bias.
This bias uses conﬁrmation bias to justify
decisions based on subjective conﬁdence that
almost always inﬂuences objectivity.
Afﬁnity bias
Afﬁnity bias is also known as similarity
bias. It is the unconscious tendency to
look for people who are like ourselves.
Placing people with similar backgrounds as
ours on a higher level than those that are not, is
afﬁnity bias at work.
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Affect heuristics
Affect heuristics is a bias shortcut that
rushes to conclusions about a
potential candidate without having
complete information. Mentally taking
shortcuts or judging an individual's capability
based on superﬁcial factors that have no sway
on how they will work is affect heuristics in
action. Deciding that someone with tattoos or
overweight people are unreliable is an example
of how heuristics can impact hiring.
Halo and Horn effect
Halo bias is exactly as its name sounds.
This bias comes into effect when a
particular quality of a candidate blinds
us to other indicators. A candidate's education
qualiﬁcation from a top college might become
a halo and can lead an interviewer to miss the
fact that they have held six jobs in three years!
An inordinate focus on isolated positive
attributes of a candidate is a glaring sign of the
halo effect at work. The contrast of the halo
effect is the horn effect. This is when an
interviewer becomes focused on a negative
trait of the candidate and ﬁnds it impossible to
look at anything else. Such biases cloud
judgment and negatively impact hiring
decisions.
Conformity bias
Conformity bias, commonly known as
people-pleasing, is an attitude that we
take to change our opinion to match
those of the larger collective. Based on the Asch
experiment, conformity bias inﬂuences us to
change our approach to ﬁt in or avoid being
thought of poorly by others.
Contrast bias
This judges the candidate's
performance against the individual
that came before them and is not
anchored to the hiring criteria. Looking
favorably at a candidate's CV if it's reviewed

directly after a poor one or scoring a candidate
higher at an interview because the preceding
c a n d i d a te p e r fo rm e d p o o rl y a re s o m e
examples of contrast bias.
First Impression and non-verbal bias:
Prof. Alber t Mehrabian of the
University of California in Los Angeles
research proved that 55% of body
language, for example, how someone looks
and acts, 38% of the sound and tone of
someone's voice are used to form opinions.
Only 7% is based on what they are actually
saying. Non-verbal bias and impression bias are
common biases affecting hiring decisions.
Non-verbal biases are those biases that cause
us to misread body language when we become
overly inﬂuenced by a candidate's personality
and charisma. Non-verbal bias also feeds the
ﬁrst impression bias. This bias enables the
recruiter to make any opinion in the ﬁrst few
moments of meeting someone. This can be
detrimental since nerves can often sabotage a
good candidate's interview.
Central tendency bias
This bias compels the recruiter to place
all assessment items in the middle of a
rating scale and neglect the extremes.
Central tendency bias effectively limits the
range of judgment and makes it harder for the
recruiter to differentiate well between potential
candidates.
Apart from these biases, there are illusory
correlations, similarity attraction, and beauty
bias as well inﬂuencing hiring decisions. These
unconscious biases are just the tip of the bias
iceberg. There are plenty of more biases that
creep into the hiring process unnoticed and
unassumingly. Unless organizations are
mindful of these unconscious biases, the hiring
decisions will also not be in the best interest of
the organization.
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The problem with biased hiring
Allowing biases to creep into the hiring process
ultimately leads to poor hiring decisions. When
biases inﬂuence decisions, it leads organizations
to unintentionally choose candidates who are
right for us, but not for the job role.
Keeping a bias-free hiring process makes sense
because diversity drives innovation and enables
better problem-solving.
Bad hiring decisions, conversely, not only impact
team morale and engagement levels but also can
cost ﬁve times the annual salary of a bad hire. It is
also responsible for 80% of employee attrition.

Bias-free hiring - what does it mean?
The business case of bias-f ree hiring
established gets us to the next question - what
is bias-free hiring?

process even-handed and balanced. It ensures
that all candidates are assessed as equals and
in the same manner across set criteria.

Bias-free hiring is a structure that does not
allow personal inclinations or preferences to
inﬂuence hiring judgment and keep the

It involves creating a structure that delivers
equal opportunities to all candidates to
demonstrate their knowledge, skills, and
qualiﬁcations for the role.

A bias-free hiring structure is:
Merit-based
It places all candidates as equals and
evaluates candidates on their job-related
skills and associated qualiﬁcations.

Structured
The hiring process follows a clearly deﬁned
s t r u c t u re t h a t m a ke s s u re t h a t a l l
candidates are assessed in the same
manner and against the same criteria
including skills, knowledge, and
qualiﬁcations.

Objective
All questions are objective to the job role
and the candidate is assessed on the
speciﬁc job criteria

Inclusive
The hiring process is inclusive and welcomes
those f rom diverse backgrounds,
communities, and identities. Bias-free hiring
structure also ensures representation from
diverse backgrounds in the recruitment
panel to reduce bias in the hiring process.
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Preventing hiring biases
Organizations are working hard to eliminate bias from the hiring process.
Some of the things being actively done to combat bias are:

Blind
resumes

Pre-hiring
screening

Diversity
in the hiring
panel

Blind resumes:
Some organizations look at removing
biases by eliminating the information
that leads up to them. This includes
things like name, age, gender, interests, or
hobbies. Since these information sections are
of no value in predicting performance,
removing these can be useful to prevent bias
from seeping into the pre-interview process.
Pre-hiring screening:
Resumes are one of the lowest
predictors of performance.
Complementing manual resumes
with job-relevant pre-hire assessments brings
greater objectivity, efﬁciency, and fairness into
the hiring process. Research such as "The
Future of University Credentials" shows that
technology-based pre-hire assessments can
reduce employee turnover by 39%.
Diversity in the hiring panel:
Diversity in the hiring panel is essential
to push diversity in the workforce. Each
interviewer has their own mental
model that deﬁnes how the world works for
them. With a diverse mix, organizations can be
a s s u re d o f d i f f e re n t p e r s p e c t i ve s a n d
approaches to hiring by keeping biases in
check. This approach is a great way to remove
bias blind spots and the indices of decision
making are based on competence and not on
individual differences.
Airtight job descriptions and standardized
processes: Mindful choice of the words used in

Eliminating
biased
questions

Recruitment
process
outsourcing

job descriptions also helps in reducing hiring
bias. Job descriptions inﬂuence both the hiring
process and candidate perception of the brand.
Job-speciﬁc, and standardized job descriptions
that seek to eliminate the use of biased words,
language, and tenor ensure a fairer hiring
process. That apart, standardized hiring
processes and using the same questions and
processes to screen candidates contributed to
bias-free hiring.
Eliminating biased questions:
Becoming aware of the unconscious
biases at work solves one part of the
puzzle. That apar t , it is equally
essential to cull all questions that are unrelated
to the job role and do not help in assessing
whether someone can manage the job
function effectively or not. Culturally and
gender-biased questions, questions on
personal ﬁt, irrelevant questions that are
impossible to score such as questions on
personal interests and inclinations, etc. are
some steps that organizations use to eliminate
bias from the hiring process.
Recruitment process outsourcing:
Many organizations are also looking at
Recruitment Process Outsourcing to
eliminate hiring bias. RPOs manage
end-to-end hiring and act as an extension of a
company's HR or resourcing function. However,
given that they are too human and prone to
bias, making sure that the RPO unit’s hiring
process is seamless, standardized and bias-free
is also critically important for bias-free hiring.
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Beneﬁts of removing bias
Everyone is afﬂicted with some bias or the other given we are human.
However, how we respond to bias matters. Building awareness of our
biases helps organizations recognize them and interrupt those behaviors.
With time, bias then starts fading out of the hiring process.
One of the ways to remove biases is to review the potential beneﬁts that it
brings to the table.

Some of the reasons why companies can
no longer afford to ignore bias in the hiring process are:

Diversity promotes innovation and creativity. McKinsey reports show that
diverse teams are 33% more proﬁtable. Unconscious bias can ruin the
organizational reputation. Focusing on building a diverse workforce and
creating a bias-free hiring process attracts better talent. A negative
employer brand potentially drives away good talent.

Bias-free hiring ensures that organizations get the best talent for the job.
It also opens up access to more talented resources that organizations
would otherwise overlook owing to the biases at work.

Diversity and inclusion initiates are becoming critical for organizational
success. Biased hiring processes are counter-productive to this cause.
With millennials making up 75% of the workforce by 2025, focusing on
eliminating bias from hiring becomes essential since this demographic is
heavily focused on diversity and inclusion.

Bias can create decision-making blind spots and can lead to bad hires.
Bias-free hiring enables more robust and fact-based decision-making
and better hiring outcomes.
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The Tech-focused approach to preventing
hiring biases

Organizations are now turning to technologyenabled solutions to rid their hiring process of
human biases. Technologies such as AI are
being used extensively by recruiters to tackle
discrimination and bias from impacting the
hiring process.
However, AI solutions have to be designed
perfectly to ensure bias-free hiring. Amazon
discovered this the hard way when they
realized that their recruiting system was
downgrading certain resumes and favoring
others owing to speciﬁc terminology. Resumes
with "women's club' were downgraded while
the system showed bias towards male
candidates with verbs such as 'captured' and
'executed'. It was not a clean algorithm and was

built in a manner that related 'men' with 'good'.
The recruiting system, predictably, was not
rolled out company-wide.
Amazon had built the algorithm with biased
data in the ﬁrst palace. As such, expecting
unbiased outcomes was an unrealistic
expectation.
AI can help organizations reduce, if not
eliminate, hiring bias. For that, however, the
organization has to implement the AI solution
consistently across the recruitment process.
They also have to educate hiring managers and
recruiting teams on how AI will help in
improving their diversity goals.

A survey conducted by consulting ﬁrm Korn Ferry discovered
that out of 770 personnel surveyed,
63% claim
that AI changed the
manner recruiting
was conducted
across the
organization.

69% stated
that they found
higher-quality
candidates
using AI.

51% said
that using AI
helped them
ﬁll positions
faster.

40% stated
that AI made their
roles easier by
providing deep
insights to improve
recruitment
outcomes.

AI-powered recruiting solutions can help organizations build a qualiﬁed talent
pool of candidates by identifying CV relevance and enabling predictive
performance and predictive loyalty.
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Conclusion
Addressing hiring bias and nipping it in the bud is essential as the
world of work becomes more global and multi-cultural than ever
before. Eliminating bias from the hiring process just makes good
business sense in a world where talent wars are intensifying with
every passing day.
Hiring bias can directly impact the organizational culture, values,
and beliefs. Organizations are working hard to eliminate racial and
gender bias. Along with these, eliminating unconscious biases that
run deep becomes critical to driving diversity and inclusion across
the organization. Organizations that are committed to their diversity
and inclusion initiatives are intentional about eliminating bias in
their recruiting efforts. By doing so, they get access to excellent
candidates out there in the job market.
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About X0PA
X0PA is an AI powered end-to-end B2B platform that helps in streamlining
hiring and selections, from sourcing potential candidates, screening
objectively and at scale, virtual and asynchronous interviews / assessments
and ﬁnal selections and onboarding.
Connect with us to see how our AI-powered recruitment platform adds
velocity to the recruitment process while eliminating bias.
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