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�# Jhw#sdlg#idluo|

�# Jhw#surprwhg

Lq#rwkhu#zrugv/#jhqghu#dqg#udfldo#eldv#zdv#uhsruwhg#lq#doo#vhyhq#edvlf#zrunsodfh#

surfhvvhv1
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\rx#Fdq�w#Fkdqjh#Zkdw#\rx#Fdq�w#Vhh# <

Women of color often reported the highest levels of 
bias of any group
Lq#doprvw#hyhu|#zrunsodfh#surfhvv/#zrphq#ri#froru#uhsruwhg#wkh#kljkhvw#ohyhov#ri#

eldv1#Iru#h{dpsoh=

�# Zrphq#ri#froru#uhsruwhg#wkdw#wkh|#kdg#htxdo#dffhvv#wr#kljk0txdolw|#dvvljqphqwv#

dw#d#ohyho#5;#shufhqwdjh#srlqwv#orzhu#wkdq#zklwh#phq1

�# Zrphq#ri#froru#uhsruwhg#wkdw#wkh|#kdg#idlu#rssruwxqlwlhv#iru#surprwlrq#dw#d#

ohyho#56#shufhqwdjh#srlqwv#orzhu#wkdq#zklwh#phq1

Dv#d#wuhqg#wkurxjkrxw#wkh#uhsruw/#zh#riwhq#irxqg#wkdw#zrphq#ri#froru#uhsruwhg#wkh#

kljkhvw#ohyhov#ri#eldv#ryhudoo1

Bias in compensation
Wkh#jhqghu#sd|#jds#lq#odz#kdv#uhfhlyhg#vljql"fdqw#phgld#dwwhqwlrq/#exw#pxfk#ohvv#

dwwhqwlrq#kdv#ehhq#sdlg#wr#eldv#lq#frpshqvdwlrq#v|vwhpv1#Odujh#dprxqwv#ri#eldv#zhuh#

uhsruwhg#e|#erwk#zklwh#zrphq#dqg#zrphq#ri#froru/#dqg#wkhvh#zhuh#vrph#ri#wkh#

zlghvw#jdsv#lq#h{shulhqfh#ghvfulehg#lq#wkh#uhsruw=

�# Zrphq#ri#froru#djuhhg#wkdw#wkhlu#sd|#lv#frpsdudeoh#wr#wkhlu#froohdjxhv#ri#vlplodu#

h{shulhqfh#dqg#vhqlrulw|#dw#d#ohyho#64#shufhqwdjh#srlqwv#orzhu#wkdq#zklwh#phq>#

zklwh#zrphq#djuhhg#dw#d#ohyho#57#shufhqwdjh#srlqwv#orzhu#wkdq#zklwh#phq1

�# Vlploduo|/#zkhq#uhvsrqghqwv#zhuh#dvnhg#li#wkh|#jhw#sdlg#OHVV#wkdq#wkhlu#fro0#

ohdjxhv#ri#vlplodu#h{shulhqfh#dqg#vnloo#ohyho/#zrphq#ri#froru#djuhhg#dw#d#ohyho#

64#shufhqwdjh#srlqwv#kljkhu#wkdq#zklwh#phq/#zkloh#zklwh#zrphq#djuhhg#dw#d#

ohyho#57#shufhqwdjh#srlqwv#kljkhu#wkdq#zklwh#phq1

Wkh#udfldo#hohphqw#ri#wkh#jhqghu#sd|#jds#lv#uduho|#glvfxvvhg#dqg#ghpdqgv#forvhu#

dwwhqwlrq1

Lq#dqrwkhu#vxusulvlqj#"qglqj/#lq0krxvh#zklwh#zrphq#uhsruwhg#urxjko|#wkh#vdph#ohyho#

ri#frpshqvdwlrq#eldv#dv#wkhlu#odz#"up#frxqwhusduwv1#Zlwk#vr#pxfk#dwwhqwlrq#sodfhg#

rq#wkh#sduwqhu#sd|#jds/#lq#krxvh#lv#wkrxjkw#wr#eh#d#pruh#htxlwdeoh#hqylurqphqw#iru#

zrphq#lq#whupv#ri#sd|1#Wkhvh#gdwd#vxjjhvw#wkdw#pd|#qrw#eh#wkh#fdvh1

Differences between law firm and in-house lawyers’ 
experiences reported
Zrphq#ri#doo#udfhv#dqg#phq#ri#froru#uhsruwhg#orzhu#ohyhov#ri#eldv#lq#krxvh#wkdq#lq#odz#

"upv/#zkhuhdv#zklwh#phq#uhsruwhg#orzhu#ohyhov#ri#eldv##lq#odz#"upv#wkdq#lq#krxvh1

Sexual harassment
Derxw#58(#ri#zrphq#exw#rqo|#:(#ri#zklwh#phq#dqg#44(#ri#phq#ri#froru/#uhsruwhg#

wkdw#wkh|#kdg#hqfrxqwhuhg#xqzhofrph#vh{xdo#kdudvvphqw#dw#zrun/#lqfoxglqj#

xqzdqwhg#vh{xdo#frpphqwv/#sk|vlfdo#frqwdfw/#dqg2ru#urpdqwlf#dgydqfhv1#Vh{lvw#

frpphqwv/#vwrulhv/#dqg#mrnhv#dsshdu#wr#eh#zlghvsuhdg#lq#wkh#ohjdo#surihvvlrq=#pruh#

wkdq#:3(#ri#doo#jurxsv#uhsruwhg#hqfrxqwhulqj#wkhvh1#Ilqdoo|/#derxw#rqh#lq#hljkw#zklwh#
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43# \rx#Fdq�w#Fkdqjh#Zkdw#\rx#Fdq�w#Vhh

zrphq/#dqg#rqh#lq#whq#zrphq#ri#froru/#uhsruwhg#kdylqj#orvw#fduhhu#rssruwxqlwlhv#

ehfdxvh#wkh|#uhmhfwhg#vh{xdo#dgydqfhv#dw#zrun1

Although implicit bias is commonplace, it can be 
interrupted
Lpsolflw#eldv#vwhpv#iurp#frpprq#vwhuhrw|shv1#Vwhuhrw|sh#activation#lv#dxwrpdwlf=#zh#

fdq�w#vwrs#rxu#eudlqv#iurp#pdnlqj#dvvxpswlrqv1#Exw#vwhuhrw|sh#application#fdq#eh#

frqwuroohg=#zh#fdq#frqwuro#zkhwkhu#zh#dfw#rq#wkrvh#dvvxpswlrqv1#Zh�yh#glvwloohg#wkdw#

uhvhdufk#lq#rxu#Eldv#Lqwhuuxswhu#Wrronlwv/#dydlodeoh#dw#wkh#hqg#ri#wklv#uhsruw1#Wkhvh#

Wrronlwv#surylgh#hdvlo|#lpsohphqwdeoh/#phdvxudeoh#wzhdnv#wr#h{lvwlqj#zrunsodfh#v|vwhpv#

wr#lqwhuuxsw#udfldo#dqg#jhqghu#eldv#lq#odz#"upv#dqg#lq0krxvh#ghsduwphqwv1#Pdq|#eldv#

lqwhuuxswhuv#zloo#khos#lqglylgxdov#zlwk#glvdelolwlhv/#surihvvlrqdov#iurp#qrqsurihvvlrqdo#

idplolhv#+�fodvv#pljudqwv�,/#dqg#lqwuryhuwhg#phq/#lq#dgglwlrq#wr#ohyholqj#wkh#sod|lqj#"hog#

iru#zrphq#dqg#dwwruqh|v#ri#froru1
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45# Eldv#Lqwhuuxswhuv

Lqfuhphqwdo#vwhsv#fdq#lpsuryh#odz#"up#dqg#lq0krxvh#glyhuvlw|#lq#zd|v#wkdw#|lhog#

zhoo0grfxphqwhg#exvlqhvv#ehqh"wv1#Uhvhdufk#vkrzv#wkdw#glyhuvh#zrunjurxsv#shuirup#

ehwwhu#dqg#duh#pruh#frpplwwhg/#lqqrydwlyh/#dqg#or|do14#Jhqghu0glyhuvh#zrunjurxsv#

kdyh#kljkhu#froohfwlyh#lqwhooljhqfh/#zklfk#lpsuryhv#wkh#shuirupdqfh#ri#erwk#wkh#

jurxs#dqg#ri#wkh#lqglylgxdov#lq#wkh#jurxs/#dqg#ohdgv#wr#ehwwhu#"qdqfldo#shuirupdqfh#

uhvxowv15#Udfldoo|#glyhuvh#zrunjurxsv#frqvlghu#d#eurdghu#udqjh#ri#dowhuqdwlyhv/#pdnh#

ehwwhu#ghflvlrqv/#dqg#duh#ehwwhu#dw#vroylqj#sureohpv16#Eldv/#li#xqfkhfnhg/#diihfwv#

pdq|#gliihuhqw#jurxsv=#prghvw#ru#lqwuryhuwhg#phq/#OJEWT#shrsoh/#lqglylgxdov#zlwk#

glvdelolwlhv/#surihvvlrqdov#iurp#qrqsurihvvlrqdo#edfnjurxqgv#+fodvv#pljudqwv,/#zrphq/#

dqg#shrsoh#ri#froru1#Zh�yh#glvwloohg#wkh#kxjh#olwhudwxuh#rq#eldv#lqwr#vlpsoh#vwhsv#wkdw#

khos#|rx#dqg#|rxu#"up#shuirup#ehwwhu1

Zh#nqrz#qrz#wkdw#zrunsodfhv#wkdw#ylhz#wkhpvhoyhv#dv#ehlqj#kljko|#phulwrfudwlf#

riwhq#duh#more#eldvhg#wkdq#rwkhu#rujdql}dwlrqv17#Uhvhdufk#dovr#vkrzv#wkdw#wkh#xvxdo#

uhvsrqvhv�rqh0vkrw#glyhuvlw|#wudlqlqjv/#phqwrulqj/#dqg#qhwzrunlqj#surjudpv�

w|slfdoo|#grq�w#zrun18

What holds more promise is a paradigm-changing approach to 

diversity: bias interrupters are tweaks to basic business systems 

that are data-driven and can produce measurable change. Bias 

interrupters change systems, not people.

Sulqwhg#khuh#duh#wzr#wrronlwv/#rqh#iru#odz#"upv#dqg#rqh#iru#lq0krxvh#ghsduwphqwv/#

zlwk#lqirupdwlrq#iru#krz#wr#lqwhuuxsw#eldv#lq#wkh#iroorzlqj#exvlqhvv#v|vwhpv=

41# Klulqj

51# Dvvljqphqwv

61# Shuirupdqfh#Hydoxdwlrqv

71# Frpshqvdwlrq

81# Vsrqvruvkls#Ehvw#Sudfwlfh#Uhfrpphqgdwlrq

Iru#dgglwlrqdo#zrunvkhhwv#dqg#lqirupdwlrq#ylvlw#EldvLqwhuuxswhuv1ruj1

Rxu#wrronlwv#wdnh#d#wkuhh0vwhs#dssurdfk=

41# Use Metrics:#Exvlqhvvhv#xvh#phwulfv#wr#dvvhvv#wkhlu#surjuhvv#wrzdug#dq|#vwud0

whjlf#jrdo1#Phwulfv#fdq#khos#|rx#slqsrlqw#zkhuh#eldv#h{lvwv#dqg#dvvhvv#wkh#

hiihfwlyhqhvv#ri#wkh#phdvxuhv#|rx�yh#wdnhq1#+Zkhwkhu#phwulfv#duh#pdgh#sxeolf#

zloo#ydu|#iurp#ilup#wr#ilup#dqg#iurp#phwulf#wr#phwulf1,

51# Implement Bias Interrupters:"Eldv#lqwhuuxswhuv#duh#vpdoo#dgmxvwphqwv#wr#|rxu#

h{lvwlqj#exvlqhvv#v|vwhpv1#Wkh|#vkrxog#qrw#uhtxluh#|rx#wr#dedqgrq#|rxu#fxu0

uhqw#v|vwhpv1

61# Repeat as Needed:#Diwhu#lpsohphqwlqj#eldv#lqwhuuxswhuv/#uhwxuq#wr#|rxu#phw0

ulfv1#Li#wkh|#kdyh#qrw#lpsuryhg/#|rx#zloo#qhhg#wr#udwfkhw#xs#wr#vwurqjhu#eldv#

lqwhuuxswhuv1
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47# Lqwhuuxswlqj#Eldv#lq#Klulqj

Interrupting Bias in Hiring

Tools for Law Firms

The Challenge

Zkhq#frpsdulqj#lghqwlfdo#uhvxphv/#�Mdpdo�#qhhghg#hljkw#dgglwlrqdo#|hduv#ri#

h{shulhqfh#wr#eh#frqvlghuhg#dv#txdol"hg#dv#�Juhj/�#prwkhuv#zhuh#:<(#ohvv#olnho|#

wr#eh#kluhg#wkdq#dq#rwkhuzlvh0lghqwlfdo#fdqglgdwh#zlwkrxw#fkloguhq/#dqg#�Mhqqlihu�#

zdv#riihuhg#'7/333#ohvv#lq#vwduwlqj#vdodu|#wkdq#�Mrkq1�9#Xqvwuxfwxuhg#mre#lqwhuylhzv#

gr#qrw#suhglfw#mre#vxffhvv/:#dqg#mxgjlqj#fdqglgdwhv#rq#�fxowxuh#"w�#fdq#vfuhhq#rxw#

txdol"hg#glyhuvh#fdqglgdwhv1;

The Solution: A Three-Step Approach

1. Use Metrics

Exvlqhvvhv#xvh#phwulfv#wr#dvvhvv#wkhlu#surjuhvv#wrzdug#dq|#vwudwhjlf#jrdo1#Phwulfv#

fdq#khos#|rx#slqsrlqw#zkhuh#eldv#h{lvwv#dqg#dvvhvv#wkh#hiihfwlyhqhvv#ri#wkh#phdvxuhv#

|rx�yh#wdnhq1#+Zkhwkhu#phwulfv#duh#pdgh#sxeolf#zloo#ydu|#iurp#"up#wr#"up#dqg#iurp#

phwulf#wr#phwulf1,

For each metric, examine:

�# Gr#sdwwhuqhg#gliihuhqfhv#h{lvw#ehwzhhq#pdmrulw|#phq/#pdmrulw|#zrphq/#phq#

ri#froru/#dqg#zrphq#ri#froruB#+Lqfoxgh#dq|#rwkhu#xqghuuhsuhvhqwhg#jurxs#wkdw#

|rxu#ilup#wudfnv/#vxfk#dv#plolwdu|#yhwhudqv#ru#OJEWT#shrsoh1,

Important metrics to analyze:

�# Wudfn#wkh#fdqglgdwh#srro#wkurxjk#wkh#hqwluh#klulqj#surfhvv=#iurp#lqlwldo#frq0

wdfw/#wr#uhvxph#uhylhz/#wr#lqwhuylhzv/#wr#klulqj1#Dqdo|}h#zkhuh#xqghuuhsuhvhqwhg#

jurxsv#duh#idoolqj#rxw#ri#wkh#klulqj#surfhvv1

�# Wudfn#zkhwkhu#klulqj#txdolilfdwlrqv#duh#zdlyhg#pruh#riwhq#iru#vrph#jurxsv1

�# Wudfn#lqwhuylhzhuv�#uhylhzv#dqg2ru#uhfrpphqgdwlrqv#wr#hqvxuh#wkh|#duh#qrw#

frqvlvwhqwo|#udwlqj#pdmrulw|#fdqglgdwhv#kljkhu#wkdq#rwkhuv1

Nhhs#phwulfv#e|#+4,#lqglylgxdo#vxshuylvlqj#dwwruqh|>#+5,#ghsduwphqw>#+6,#frxqwu|/#li#

uhohydqw>#dqg#+7,#wkh#"up#dv#d#zkroh1

2. Implement Bias Interrupters

Doo#eldv#lqwhuuxswhuv#vkrxog#dsso|#erwk#wr#zulwwhq#pdwhuldov#dqg#lq#phhwlqjv/#zkhuh#

uhohydqw1#Ehfdxvh#hyhu|#"up#lv#gliihuhqw/#qrw#doo#lqwhuuxswhuv#zloo#eh#uhohydqw1#Frqvlghu#

wklv#d#phqx1

Wr#xqghuvwdqg#wkh#uhvhdufk#dqg#udwlrqdoh#ehklqg#wkh#vxjjhvwhg#eldv#lqwhuuxswhuv/#uhdg#

wkh#�Lghqwli|lqj#Eldv#lq#Klulqj#Zrunvkhhw/�#dydlodeoh#rqolqh#dw#eldvlqwhuuxswhuv1ruj/#

zklfk#vxppdul}hv#kxqguhgv#ri#vwxglhv1
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Eldv#Lqwhuuxswhuv# 48

C0"Gorqygt"cpf"Crrqkpv

�# Empower people involved in the hiring process to spot and interrupt bias.#Xvh#

wkh#�Lghqwli|lqj#Eldv#lq#Klulqj#Zrunvkhhw�#+dydlodeoh#dw#EldvLqwhuuxswhuv1ruj,1#

Uhdg#dqg#glvwulexwh#lw#wr#dq|rqh#lqyroyhg#lq#klulqj1

�# Appoint bias interrupters.#Surylgh#KU#surihvvlrqdov#ru#whdp#phpehuv#zlwk#vsh0

fldo#wudlqlqj#wr#vsrw#eldv#dqg#lqyroyh#wkhp#dw#hyhu|#vwhs#ri#wkh#klulqj#surfhvv1#

Wudlqlqj#lv#dydlodeoh#dw#EldvLqwhuuxswhuv1ruj1

D0"Cuugodng"c"Fkxgtug"Rqqn

�# Limit referral hiring (�friends of friends�).#Li#|rxu#h{lvwlqj#ilup#lv#qrw#glyhuvh/#

klulqj#iurp#|rxu#fxuuhqw#hpsor|hhv�#vrfldo#qhwzrunv#zloo#uhsolfdwh#wkh#odfn#ri#

glyhuvlw|1#Li#|rx#xvh#uhihuudov/#nhhs#wudfn#ri#wkh#iorz#ri#fdqglgdwhv#iurp#uhihu0

udov1#Li#uhihuudov#frqvlvwhqwo|#surylgh#pdmrulw|#fdqglgdwhv/#frqvlghu#olplwlqj#uhihu0

udov#ru#edodqfh#uhihuudo#klulqj#zlwk#pruh#wdujhwhg#rxwuhdfk#wr#hqvxuh#d#glyhuvh#

fdqglgdwh#srro1

�# Tap diverse networks.#Uhdfk#rxw#wr#glyhuvh#fdqglgdwhv#zkhuh#wkh|#duh1#Lghqwli|#

odz#mre#idluv/#diilqlw|#qhwzrunv/#frqihuhqfhv/#dqg#wudlqlqj#surjudpv#dlphg#dw#

zrphq#dqg#shrsoh#ri#froru#dqg#vhqg#uhfuxlwhuv1

�# Consider candidates from multitier schools.#Grq�w#olplw#|rxu#vhdufk#wr#fdqgl0

gdwhv#iurp#Ly|#Ohdjxh#dqg#wrs0wlhu#vfkrrov1#Wklv#idyruv#pdmrulw|#fdqglgdwhv#

iurp#holwh#edfnjurxqgv#dqg#kxuwv#shrsoh#ri#froru#dqg#surihvvlrqdov#iurp#qrq0

surihvvlrqdo#edfnjurxqgv#+fodvv#pljudqwv,<1#Vwxglhv#vkrz#wkdw#wrs#vwxghqwv#iurp#

orzhu0udqnhg#vfkrrov#duh#riwhq#vlploduo|#vxffhvvixo143

�# Get the word out.#Li#glyhuvh#fdqglgdwhv#duh#qrw#dsso|lqj#iru#|rxu#mrev/#jhw#wkh#

zrug#rxw#wkdw#|rxu#ilup#lv#d#juhdw#sodfh#wr#zrun#iru#zrphq#dqg#shrsoh#ri#

froru1#Rqh#frpsdq|#riihuv#sxeolf#wdonv#e|#zrphq#dw#wkhlu#frpsdq|#dqg#zulwhv#

eorj#srvwv/#zklwh#sdshuv/#dqg#vrfldo#phgld#duwlfohv#kljkoljkwlqj#wkh#zrphq#zkr#

zrun#wkhuh1

�# Change the wording of your job postings.#Xvlqj#pdvfxolqh0frghg#zrugv#vxfk#dv#

�ohdghu�#dqg#�frpshwlwlyh�#whqgv#wr#uhgxfh#wkh#qxpehu#ri#zrphq#zkr#dsso|144#

Whfk#dowhuqdwlyhv#+vhh#Wh{wlr45#dqg#Xqlwlyh46,#fdq#khos#|rx#fudiw#mre#srvwlqjv#

wkdw#hqvxuh#|rx#dwwudfw#wrs#wdohqw#zlwkrxw#glvfrxudjlqj#zrphq1

�# Insist on a diverse pool.#Li#|rx#xvh#d#vhdufk#ilup/#whoo#wkhp#|rx#h{shfw#d#glyhuvh#

srro/#qrw#mxvw#rqh#ru#wzr#glyhuvh#fdqglgdwhv1#Rqh#vwxg|#irxqg#wkh#rggv#ri#klu0

lqj#d#zrpdq#zhuh#:<#wlphv#juhdwhu#li#wkhuh#zhuh#dw#ohdvw#wzr#zrphq#lq#wkh#

ilqdolvw#srro>#wkh#rggv#ri#klulqj#d#shuvrq#ri#froru#zhuh#4<7#wlphv#juhdwhu147

E0"Tguwog"Tgxkgy

�# Distribute the �Identifying Bias in Hiring Worksheet� (available at Bias 

Interrupters.org).#Ehiruh#uhvxphv#duh#uhylhzhg/#kdyh#uhylhzhuv#uhdg#wkh#zrun0

vkhhw#vr#wkh|#duh#dzduh#ri#wkh#frpprq#irupv#ri#eldv#wkdw#fdq#diihfw#wkh#klulqj#

surfhvv1

�# Commit to what�s important�and require accountability.#Frpplw#lq#zulwlqj#wr#

zkdw#txdolilfdwlrqv#duh#lpsruwdqw/#erwk#lq#hqwu|0ohyho#dqg#odwhudo#klulqj1#Zkhq#

txdolilfdwlrqv#duh#zdlyhg#iru#d#vshflilf#fdqglgdwh/#uhtxluh#dq#h{sodqdwlrq#ri#zk|#

wkh|#duh#qr#orqjhu#lpsruwdqw�dqg#nhhs#wudfn#wr#vhh#iru#zkrp#uhtxluhphqwv#

duh#zdlyhg148
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49# Lqwhuuxswlqj#Eldv#lq#Klulqj

�# Ensure resumes are graded on the same scale.#Hvwdeolvk#fohdu#judglqj#uxeulfv#

dqg#hqvxuh#wkdw#hyhu|rqh#judghv#rq#wkh#vdph#vfdoh1#Frqvlghu#kdylqj#hdfk#

uhvxph#uhylhzhg#e|#wzr#gliihuhqw#shrsoh#dqg#dyhudjh#wkh#vfruh1

�# Remove extracurricular activities from resumes.#Lqfoxglqj#h{wudfxuulfxodu#dfwly0

lwlhv#rq#uhvxphv#fdq#duwlilfldoo|#glvdgydqwdjh#fodvv#pljudqwv1#D#uhfhqw#vwxg|#

vkrzhg#wkdw#odz#ilupv#zhuh#ohvv#olnho|#wr#kluh#d#fdqglgdwh#zkrvh#lqwhuhvwv#

lqfoxghg#�frxqwu|#pxvlf�#dqg#�slfn0xs#vrffhu�#udwkhu#wkdq#�fodvvlfdo#pxvlf�#

dqg#�vdlolqj��hyhq#wkrxjk#wkh#zrun#dqg#hgxfdwlrqdo#h{shulhqfh#zdv#h{dfwo|#

wkh#vdph1#Ehfdxvh#prvw#shrsoh#duhq�w#dv#dzduh#ri#fodvv0edvhg#eldv/#frppxqlfdwh#

zk|#|rx#duh#uhprylqj#h{wudfxuulfxodu#dfwlylwlhv#iurp#uhvxphv1

�# Avoid inferring family obligations.#Prwkhuv#duh#:<(#ohvv#olnho|#wr#eh#kluhg#wkdq#

lghqwlfdo#fdqglgdwhv#zlwkrxw#fkloguhq149#Wudlq#shrsoh#qrw#wr#pdnh#lqihuhqfhv#

derxw#zkhwkhu#vrphrqh#lv#frpplwwhg#wr#wkh#mre#gxh#wr#sduhqwdo#vwdwxv#dqg#

grq�w#frxqw#�jdsv#lq#d#uhvxph�#dv#dq#dxwrpdwlf#qhjdwlyh1

�# Try using �blind auditions.�#Li#zrphq#dqg#fdqglgdwhv#ri#froru#duh#gursslqj#

rxw#ri#wkh#srro#dw#wkh#uhvxph#uhylhz#vwdjh/#frqvlghu#uhprylqj#ghprjudsklf#

lqirupdwlrq#iurp#uhvxphv#ehiruh#uhylhz1#Wklv#doorzv#fdqglgdwhv#wr#eh#hydoxdwhg#

edvhg#vroho|#rq#wkhlu#txdolilfdwlrqv1

F0"Kpvgtxkgyu

�# Use structured interviews.#Dvn#wkh#vdph#olvw#ri#txhvwlrqv#wr#hyhu|#shuvrq#zkr#

lv#lqwhuylhzhg1#Dvn#txhvwlrqv#wkdw#duh#gluhfwo|#uhohydqw#wr#wkh#mre#iru#zklfk#wkh#

fdqglgdwh#lv#dsso|lqj14:

�# Ask performance-based questions.#Shuirupdqfh0edvhg#txhvwlrqv/#ru#ehkdylrudo#

lqwhuylhz#txhvwlrqv#+�Whoo#ph#derxw#d#wlph#|rx#kdg#wrr#pdq|#wklqjv#wr#gr#dqg#

kdg#wr#sulrulwl}h1�,/#duh#d#vwurqj#suhglfwru#ri#krz#vxffhvvixo#d#fdqglgdwh#zloo#eh#

dw#wkh#mre14;

�# Try behavioral interviewing.4<#Dvn#txhvwlrqv#wkdw#uhyhdo#krz#fdqglgdwhv#kdyh#

ghdow#zlwk#sulru#zrun#h{shulhqfhv1#Uhvhdufk#vkrzv#wkdw#vwuxfwxuhg#ehkdylrudo#

lqwhuylhzv#pruh#dffxudwho|#suhglfw#wkh#ixwxuh#shuirupdqfh#ri#d#fdqglgdwh#wkdq#

xqvwuxfwxuhg#lqwhuylhzv153#Lqvwhdg#ri#dvnlqj#�Krz#gr#|rx#ghdo#zlwk#sureohpv#

zlwk#|rxu#pdqdjhuB�#vd|#�Ghvfuleh#iru#ph#d#frqiolfw#|rx#kdg#dw#zrun#zlwk#

|rxu#pdqdjhu1�#Zkhq#hydoxdwlqj#dqvzhuv/#d#jrrg#prgho#wr#iroorz#lv#VWDU54=#

wkh#fdqglgdwh#vkrxog#ghvfuleh#wkh#Vlwxdwlrq#idfhg/#wkh#Wdvn#kdqgohg/#wkh#Dfwlrq#

wdnhq#wr#ghdo#zlwk#wkh#vlwxdwlrq/#dqg#wkh#Uhvxow1

�# Do work-sample screening.#Li#dssolfdeoh/#dvn#fdqglgdwhv#wr#surylgh#d#vdpsoh#ri#

wkh#w|shv#ri#wdvnv#wkh|#zloo#shuirup#rq#wkh#mre#+h1j1/#dvn#fdqglgdwhv#wr#zulwh#d#

ohjdo#phpr#iru#d#ilfwlwlrxv#folhqw,1

�# Develop a consistent rating scale and discount outliers.#Fdqglgdwhv�#dqvzhuv#+ru#

zrun#vdpsohv,#vkrxog#eh#udwhg#rq#d#frqvlvwhqw#vfdoh/#zlwk#udwlqjv#iru#hdfk#idf0

wru#edfnhg#xs#e|#hylghqfh1#Dyhudjh#wkh#vfruhv#judqwhg#rq#hdfk#uhohydqw#fulwhulrq#

dqg#glvfrxqw#rxwolhuv155

�# If �culture fit� is a criterion for hiring, provide a specific work-relevant defini-

tion.#Fxowxuh#ilw#fdq#eh#lpsruwdqw/#exw#zkhq#lw�v#plvxvhg/#lw#fdq#glvdgydqwdjh#

shrsoh#ri#froru/#fodvv#pljudqwv/#dqg#zrphq156#Khxulvwlfv#vxfk#dv#wkh#�dlusruw#

whvw�#+Zkr#zrxog#L#olnh#wr#jhw#vwxfn#zlwk#lq#dq#dlusruwB,#fdq#eh#kljko|#h{fox0

vlrqdu|#dqg#qrw#zrun0uhohydqw1#Txhvwlrqv#derxw#vsruwv#dqg#kreelhv#pd|#ihho#
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h{foxvlrqdu|#wr#zrphq#dqg#wr#fodvv#pljudqwv#zkr#glg#qrw#jurz#xs/#iru#h{dp0

soh/#sod|lqj#jroi#ru#olvwhqlqj#wr#fodvvlfdo#pxvlf1#Jrrjoh�v#zrun0uhohydqw#ghilql0

wlrq#ri#�fxowxuh#ilw�#lv#d#khosixo#vwduwlqj#srlqw157

�# �Gaps in a resume� should not mean automatic disqualification.#Jlyh#fdqgl0

gdwhv#dq#rssruwxqlw|#wr#h{sodlq#jdsv#e|#dvnlqj#derxw#wkhp#gluhfwo|#gxulqj#wkh#

lqwhuylhz#vwdjh1#Zrphq#iduh#ehwwhu#lq#lqwhuylhzv#zkhq#wkh|#duh#deoh#wr#surylgh#

lqirupdwlrq#xs#iurqw#udwkhu#wkdq#kdylqj#wr#dyrlg#wkh#lvvxh158

�# Provide candidates and interviewers with a handout detailing expectations.#

Ghyhors#dq#�Lqwhuylhz#Surwrfro#Vkhhw�#wkdw#h{sodlqv#wr#hyhu|rqh#zkdw�v#

h{shfwhg#iurp#fdqglgdwhv#lq#dq#lqwhuylhz#ru#xvh#rxuv/#dydlodeoh#dw#Eldv#

Lqwhuuxswhuv1ruj1#Glvwulexwh#lw#wr#fdqglgdwhv#dqg#lqwhuylhzhuv#iru#uhylhz1

�# When hiring, don�t ask candidates about prior salary.#Dvnlqj#derxw#sulru#vdodu|#

zkhq#vhwwlqj#frpshqvdwlrq#iru#d#qhz#kluh#fdq#shushwxdwh#wkh#jhqghu#sd|#jds159#

+D#jurzlqj#ohjlvodwlyh#pryhphqw#surklelwv#hpsor|huv#iurp#dvnlqj#survshfwlyh#

hpsor|hhv#derxw#wkhlu#sulru#vdodulhv15:,

3.#Repeat as Needed

�# Return to your key metrics.#Glg#wkh#eldv#lqwhuuxswhuv#surgxfh#fkdqjhB

�# If you don�t see change, you may need to implement stronger bias interrupters, 

or you may be targeting the wrong place in the hiring process.

�# Use an iterative process until your metrics improve.
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4;# Lqwhuuxswlqj#Eldv#lq#Dvvljqphqwv

Interrupting Bias in 
Assignments

Tools for Law Firms

The Challenge

Hyhu|#zrunsodfh#kdv#kljk0sur"oh#dvvljqphqwv#wkdw#duh#fduhhu#hqkdqflqj#+�jodprxu#

zrun�,#dqg#orz0sur"oh#dvvljqphqwv#wkdw#duh#ehqh"fldo#wr#wkh#rujdql}dwlrq#exw#qrw#

wkh#lqglylgxdo�v#fduhhu1#Uhvhdufk#vkrzv#wkdw#zrphq#gr#pruh#�ri"fh#krxvhzrun�5;#

wkdq#phq15<#Wklv#lqfoxghv#olwhudo#krxvhzrun#+rughulqj#oxqfk,/#dgplqlvwudwlyh#

zrun#+vfkhgxolqj#d#wlph#wr#phhw,/#dqg#hprwlrq#zrun#+�vkh�v#xsvhw>#frpiruw#khu�,1#

Plvdoorfdwlrq#ri#wkh#jodprxu#zrun#dqg#wkh#ri"fh#krxvhzrun#lv#d#nh|#uhdvrq#

ohdghuvkls#dfurvv#wkh#ohjdo#surihvvlrq#lv#vwloo#pdoh#grplqdwhg1#Surihvvlrqdov#ri#froru#

+erwk#phq#dqg#zrphq,#dovr#uhsruw#ohvv#dffhvv#wr#ghvludeoh#dvvljqphqwv#wkdq#gr#zklwh#

phq163

�# Glamour work.#Pruh#wkdq#;3(#ri#zklwh#pdoh#odz|huv#exw#rqo|#86(#ri#zrphq#

odz|huv#ri#froru/#8<(#ri#zklwh#zrphq#odz|huv/#dqg#96(#ri#pdoh#odz|huv#ri#

froru#uhsruwhg#wkh#vdph#dffhvv#wr#ghvludeoh#dvvljqphqwv#dv#wkhlu#froohdjxhv164

�# Office housework.#Doprvw#83(#ri#zklwh#zrphq#odz|huv#dqg#76(#ri#zrphq#

odz|huv#ri#froru#uhsruwhg#wkdw#dw#zrun#wkh|#pruh#riwhq#sod|#dgplqlvwudwlyh#urohv#

vxfk#dv#wdnlqj#qrwhv#iru#d#phhwlqj#frpsduhg#wr#wkhlu#froohdjxhv1#Rqo|#59(#ri#

zklwh#pdoh#odz|huv#dqg#53(#ri#pdoh#odz|huv#ri#froru#uhsruwhg#wklv165

Lq#odz#"upv/#zkhq#odz|huv#ehfrph#�ryhuexughqhg�#zlwk#ri"fh#krxvhzrun/#lw#uhgxfhv#

wkh#dprxqw#ri#eloodeoh#wlph#wkdw#wkh|#fdq#uhsruw/#zklfk#fdq#kxuw#wkhlu#frpshqvdwlrq#

dqg#wkhlu#fduhhu166

Glyhuvlw|#dw#wkh#wrs#fdq#rqo|#rffxu#zkhq#glyhuvh#hpsor|hhv#dw#doo#ohyhov#ri#wkh#

rujdql}dwlrq#kdyh#dffhvv#wr#dvvljqphqwv#wkdw#ohw#wkhp#wdnh#ulvnv#dqg#ghyhors#qhz#

vnloov1#Li#wkh#jodprxu#zrun#dqg#wkh#ri"fh#krxvhzrun#duhq�w#glvwulexwhg#hyhqo|/#|rx#

zrq�w#eh#wdsslqj#lqwr#wkh#ixoo#srwhqwldo#ri#|rxu#zrunirufh1#Prvw#odz#"upv#wkdw#xvh#

dq#lqirupdo#�kh|/#|rx$�#dvvljqphqw#v|vwhp#hqg#xs#glvwulexwlqj#dvvljqphqwv#edvhg#rq#

idfwruv#rwkhu#wkdq#h{shulhqfh#dqg#wdohqw1

Li#zrphq#dqg#shrsoh#ri#froru#nhhs#jhwwlqj#vwxfn#zlwk#wkh#vdph#orz0sur"oh#

dvvljqphqwv/#wkh|#zloo#eh#pruh#olnho|#wr#eh#glvvdwlv"hg#dqg#wr#vhdufk#iru#rssruwxqlwlhv#

hovhzkhuh167#Wkh#dwwulwlrq#udwhv#iru#zrphq#dqg#hvshfldoo|#zrphq#ri#froru#lq#odz#"upv#

duh#douhdg|#h{wuhpho|#kljk/#dqg#uhvhdufk#vxjjhvwv#wkdw#wkh#frvw#wr#wkh#"up#ri#dwwulwlrq#

shu#dvvrfldwh#lv#xs#wr#'733/333168#Odz#"upv#fdqqrw#diirug#wr#idlo#wr#dgguhvv#wkh#

lqhtxdolw|#lq#dvvljqphqwv1
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The Solution: A Three-Step Approach

Idlu#doorfdwlrq#ri#wkh#jodprxu#zrun#dqg#wkh#ri"fh#krxvhzrun#duh#wzr#vhsdudwh#

sureohpv1#Vrph#odz#"upv#zloo#zdqw#wr#vroyh#wkh#ri"fh#krxvhzrun#sureohp#

ehiruh#wdfnolqj#wkh#jodprxu#zrun>#rwkhuv#zloo#zdqw#wr#dgguhvv#erwk#sureohpv#

vlpxowdqhrxvo|1#+D#�Urdg#Pds#iru#Lpsohphqwdwlrq�#lv#dydlodeoh#dw#EldvLqwhuuxswhuv#

1ruj1,

1. Use Metrics

C0"Kfgpvkh{"cpf"Vtcem"

Wkh#"uvw#vwhs#lv#wr#"qg#rxw#li#dqg#zkhuh#|rx#kdyh#d#sureohp1

�# Zkdw#lv#wkh#riilfh#krxvhzrun#dqg#jodprxu#zrun#lq#|rxu#rujdql}dwlrqB

�# Zkr#lv#grlqj#zkdw#dqg#iru#krz#orqjB

�# Duh#wkhuh#ghprjudsklf#sdwwhuqv#wkdw#lqglfdwh#jhqghu#dqg2ru#udfldo#eldv#lv#dw#

sod|B

To do this:

41# Glvwulexwh#wkh#�Riilfh#Krxvhzrun#Vxuyh|�#+dydlodeoh#dw#EldvLqwhuuxswhuv1ruj,#

wr#|rxu#hpsor|hhv#wr#ilqg#rxw#zkr#lv#grlqj#wkh#riilfh#krxvhzrun#dqg#krz#

pxfk#ri#wkhlu#wlph#lw#wdnhv#xs1

51# Frqyhqh#uhohydqw#pdqdjhuv#+dqg#dq|rqh#hovh#zkr#glvwulexwhv#dvvljqphqwv,#wr#

lghqwli|#wkh#jodprxu#zrun#dqg#wkh#orzhu0suriloh#zrun#lq#wkh#odz#ilup1#Xvh#

wkh#�Dvvljqphqw#W|srorj|#Zrunvkhhw�#wr#fuhdwh#d#w|srorj|#iru#dvvljqphqwv#

dqg#wkh#�Surwrfro�#iru#pruh#ghwdlov#+erwk#dydlodeoh#dw#EldvLqwhuuxswhuv1ruj,1

61# Lqsxw#wkh#lqirupdwlrq#iurp#wkh#w|srorj|#phhwlqj#lqwr#wkh#�Pdqdjhu#Dvvljq0

phqw#Zrunvkhhw�#dqg#glvwulexwh#wklv#wr#pdqdjhuv#+dydlodeoh#rqolqh#dw#Eldv#

Lqwhuuxswhuv1ruj,1#Kdyh#pdqdjhuv#iloo#rxw#wkh#zrunvkhhwv#dqg#vxeplw#wkhp/#

lghqwli|lqj#wr#zkrp#wkh|#dvvljq#wkh#jodprxu#zrun#dqg#wkh#orzhu0suriloh#

zrun1

D0"Cpcn{|g"Ogvtkeu

Dqdo|}h#vxuyh|#uhvxowv#dqg#zrunvkhhwv#iru#ghprjudsklf#sdwwhuqv/#glylglqj#hpsor|hhv#

lqwr#+4,#pdmrulw|#phq/#pdmrulw|#zrphq/#phq#ri#froru/#dqg#zrphq#ri#froru/#+5,#

sduhqwv#zkr#kdyh#mxvw#uhwxuqhg#iurp#sduhqwdo#ohdyh/#+6,#surihvvlrqdov#zrunlqj#sduw0

wlph#ru#!h{leoh#vfkhgxohv/#dqg#+7,#dq|#rwkhu#xqghuuhsuhvhqwhg#jurxs#wkdw#|rxu#

rujdql}dwlrq#wudfnv#+yhwhudqv/#OJEWT#shrsoh/#lqglylgxdov#zlwk#glvdelolwlhv/#hwf1,1

�# Zkr#lv#grlqj#wkh#riilfh#krxvhzrunB

�# Zkr#lv#grlqj#wkh#jodprxu#zrunB

�# Zkr#lv#grlqj#wkh#orz0suriloh#zrunB

�# Fuhdwh#dqg#dqdo|}h#phwulfv#e|#lqglylgxdo#vxshuylvlqj#dwwruqh|1

2. Implement Bias Interrupters

C0"Qh!eg"Jqwugyqtm"Kpvgttwrvgtu

�# Don�t ask for volunteers.#Zrphq#duh#pruh#olnho|#wr#yroxqwhhu#ehfdxvh#wkh|#duh#

xqghu#vxewoh#exw#srzhuixo#suhvvxuhv#wr#gr#vr169

YouCantChangeWhatYouCantSee-PRINT-06282018.indd   19 6/28/18   11:10 AM



53# Lqwhuuxswlqj#Eldv#lq#Dvvljqphqwv

�# Hold everyone equally accountable.#�L#jlyh#lw#wr#zrphq#ehfdxvh#wkh|#gr#lw#zhoo#

dqg#wkh#phq#grq�w�#lv#d#frpprq#vhqwlphqw1#Wklv#g|qdplf#uhiohfwv#dq#hqylurq0

phqw#lq#zklfk#phq#vxiihu#ihz#frqvhtxhqfhv#iru#grlqj#d#srru#mre#rq#riilfh#

krxvhzrun/#exw#zrphq#zkr#gr#d#srru#mre#duh#vhhq#dv#�sulpd#grqqdv�#ru#�qrw#

whdp#sod|huv1�#Krog#phq#dqg#zrphq#htxdoo|#dffrxqwdeoh#iru#fduu|lqj#rxw#doo#

dvvljqphqwv#surshuo|1

�# Use admins.#Li#srvvleoh/#dvvljq#riilfh#krxvhzrun#wdvnv#wr#dgplqv#+h1j1/#sodqqlqj#

eluwkgd|#sduwlhv/#vfkhgxolqj#phhwlqjv/#rughulqj#oxqfk,1

�# Establish a rotation.#D#urwdwlrq#lv#khosixo#iru#pdq|#dgplqlvwudwlyh#wdvnv#+h1j1/#

wdnlqj#qrwhv/#vfkhgxolqj#phhwlqjv,1#Urwdwlqj#krxvhzrun#wdvnv#vxfk#dv#rughulqj#

oxqfk#dqg#sodqqlqj#sduwlhv#lv#dq#rswlrq#li#dgplqv#duh#xqdydlodeoh1

�# Shadowing.#Dqrwkhu#rswlrq#iru#dgplqlvwudwlyh#wdvnv#lv#wr#dvvljq#d#pruh#mxqlru#

shuvrq#wr#vkdgrz#vrphrqh#pruh#vhqlru�dqg#wdnh#qrwhv1

D0"Incoqwt"Yqtm"Kpvgttwrvgtu

�# Avoid mixed messages.#Li#|rxu#odz#ilup#ydoxhv#phqwrulqj#dqg#frpplwwhh#zrun#

+vxfk#dv#vhuylqj#rq#wkh#Glyhuvlw|#Lqlwldwlyh,/#pdnh#vxuh#wkhvh#wklqjv#duh#ydoxhg#

zkhq#wkh#wlph#frphv#iru#surprwlrqv#dqg#udlvhv1#Vrphwlphv#odz#ilupv#vd|#wkh|#

kljko|#ydoxh#wklv#nlqg#ri#zrun�exw#wkh|#grq�w1#Pl{hg#phvvdjhv#ri#wklv#nlqg#

zloo#qhjdwlyho|#diihfw#zrphq#dqg#shrsoh#ri#froru1

�# Conduct a roll-out meeting.#Jdwkhu#uhohydqw#pdqdjlqj#dqg#vxshuylvlqj#dwwru0

qh|v#wr#lqwurgxfh#wkh#eldv#lqwhuuxswhuv#lqlwldwlyh#dqg#vhw#h{shfwdwlrqv1#�Nh|#

Wdonlqj#Srlqwv#iru#wkh#Uroo0Rxw#Phhwlqj�#duh#dydlodeoh#dw#EldvLqwhuuxswhuv1ruj1

�# Provide a bounceback.#Lghqwli|#lqglylgxdo#vxshuylvlqj#dwwruqh|v#zkrvh#jodp0

rxu#zrun#doorfdwlrq#lv#orsvlghg1#Krog#d#phhwlqj#zlwk#wkdw#vxshuylvru#dqg#

eulqj#wkh#sureohp#wr#klv#ru#khu#dwwhqwlrq1#Khos#wkh#vxshuylvru#wklqn#wkurxjk#

zk|#kh#ru#vkh#rqo|#dvvljqv#jodprxu#zrun#wr#fhuwdlq#shrsoh#ru#fhuwdlq#w|shv#

ri#shrsoh1#Zrun#zlwk#wkh#vxshuylvru#wr#iljxuh#rxw#+4,#li#wkh#dydlodeoh#srro#iru#

jodprxu#zrun#dvvljqphqwv#lv#glyhuvh#exw#lv#qrw#ehlqj#wdsshg#ixoo|#ru#+5,#li#

rqo|#d#ihz#shrsoh#kdyh#wkh#uhtxlvlwh#vnloov#iru#jodprxu#zrun#dvvljqphqwv1#Uhdg#

wkh#�Uhvsrqvhv#wr#Frpprq#Sxvkedfn�#dqg#�Lghqwli|lqj#Eldv#lq#Dvvljqphqwv�#

zrunvkhhwv#+dydlodeoh#dw#EldvLqwhuuxswhuv1ruj,#ehiruh#wkh#erxqfhedfn#phhwlqjv#

wr#suhsduh1#\rx#pd|#kdyh#wr#dgguhvv#orz0suriloh#zrun#h{solflwo|#dw#wkh#vdph#

wlph#dv#|rx#dgguhvv#kljk0suriloh#dvvljqphqwv>#wklv#zloo#ydu|#e|#odz#ilup1

If a diverse pool has the requisite skills . . .

�# Implement a rotation.#Kdyh#wkh#vxshuylvru#vhw#xs#d#urwdwlrq#wr#hqvxuh#idlu#

dffhvv#wr#soxp#dvvljqphqwv1

�# Formalize the pool.#Zulwh#grzq#wkh#olvw#ri#shrsoh#zlwk#wkh#uhtxlvlwh#vnloov#dqg#

pdnh#lw#ylvleoh#wr#wkh#vxshuylvru1#Vrphwlphv#mxvw#ehlqj#uhplqghg#ri#wkh#srro#fdq#

khos1

�# Institute accountability.#Kdyh#wkh#vxshuylvru#wudfn#klv#ru#khu#doorfdwlrq#ri#jodp0

rxu#zrun#jrlqj#iruzdug#wr#phdvxuh#surjuhvv1#Uhvhdufk#vkrzv#wkdw#dffrxqwdelo0

lw|#pdwwhuv16:
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If the pool is not diverse . . .

�# Revisit the assumption that only one (or very few) employees can handle this 

assignment.#Lv#wkdw#wuxh/#ru#lv#wkh#vxshuylvru#mxvw#pruh#frpiruwdeoh#zrunlqj#

zlwk#wkrvh#ihz#shrsohB

�# Analyze how the pool was assembled.#Grhv#wkh#vxshuylvru#doorfdwh#wkh#jodprxu#

zrun#e|#uho|lqj#rq#vhoi0surprwlrq#ru#yroxqwhhuvB#Li#vr/#wkdw#zloo#riwhq#glvdgydq0

wdjh#zrphq#dqg#shrsoh#ri#froru1#Vkliw#wr#pruh#remhfwlyh#phdvxuhv#wr#fuhdwh#wkh#

srro#edvhg#rq#vnloov#dqg#txdolilfdwlrqv1#

Li#wkh#deryh#vxjjhvwlrqv#duhq�w#uhohydqw#ru#grq�w#vroyh#|rxu#sureohp/#wkhq#lw�v#wlph#wr#

expand the pool=

�# Development plan.#Lghqwli|#zkdw#vnloov#ru#frpshwhqflhv#dq#hpsor|hh#qhhgv#wr#

eh#holjleoh#iru#wkh#kljk0suriloh#dvvljqphqwv#zrun#dqg#ghyhors#d#sodq#wr#khos#wkh#

hpsor|hh#ghyhors#wkh#uhtxlvlwh#vnloov1

�# Succession planning.#Uhphpehu#wkdw#kdylqj#�ehqfk#vwuhqjwk�#lv#lpsruwdqw#vr#

|rxu#ghsduwphqw#zrq�w#eh#ohiw#vfudpeolqj#li#vrphrqh#xqh{shfwhgo|#ohdyhv#wkh#

frpsdq|1

�# Leverage existing HR policies.#Li#|rxu#rujdql}dwlrq#xvhv#d#frpshwhqf|0edvhg#

v|vwhp#ru#kdv#d#Wdohqw#Ghyhorsphqw#Frpplwwhh#ru#htxlydohqw/#xvh#wkdw#uhvrxufh#

wr#khos#ghyhors#frpshwhqflhv#vr#fduhhu0hqkdqflqj#dvvljqphqwv#fdq#eh#doorfdwhg#

pruh#idluo|1

�# Shadowing.#Kdyh#d#pruh#mxqlru#shuvrq#vkdgrz#d#pruh#h{shulhqfhg#shuvrq#

gxulqj#wkh#kljk0suriloh#dvvljqphqw1

�# Mentoring.#Hvwdeolvk#d#phqwrulqj#surjudp#wr#khos#d#eurdghu#udqjh#ri#mxqlru#

shrsoh#jdlq#dffhvv#wr#ydoxhg#vnloov1

If you can�t expand your pool, reframe the assignment#vr#wkdw#pruh#shrsoh#frxog#

sduwlflsdwh#lq#lw1#Frxog#|rx#euhdn#xs#wkh#dvvljqphqw#lqwr#glvfuhwh#slhfhv#vr#pruh#

shrsoh#jhw#wkh#h{shulhqfhv#wkh|#qhhgB

If nothing else works, consider a formal assignment system.#Dssrlqw#dq#dvvljqphqwv#

f}du#wr#ryhuvhh#wkh#glvwulexwlrq#ri#dvvljqphqwv#lq#|rxu#rujdql}dwlrq1#Vhh#h{dpsohv#ri#

zkdw#rwkhu#odz#"upv#kdyh#grqh#dw#EldvLqwhuuxswhuv1ruj1

3. Repeat as Needed

�# Return to your metrics.#Glg#wkh#eldv#lqwhuuxswhuv#surgxfh#fkdqjhB

�# If you still don�t have a fair allocation of high- and low-profile work, you may 

need to implement stronger bias interrupters or consider moving to a formal 

assignment system.#

�# Use an iterative process until your metrics improve.
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Interrupting Bias in 
Performance Evaluations

Tools for Law Firms

The Challenge

Lq#rqh#vwxg|/#odz#"up#sduwqhuv#zhuh#dvnhg#wr#hydoxdwh#d#phpr#e|#d#wklug0|hdu#

dvvrfldwh1#Kdoi#wkh#sduwqhuv#zhuh#wrog#wkh#dvvrfldwh#zdv#eodfn>#wkh#rwkhu#kdoi#zhuh#

wrog#wkh#lghqwlfdo#phpr#zdv#zulwwhq#e|#d#zklwh#dvvrfldwh1#Wkh#sduwqhuv#irxqg#74(#

pruh#huuruv#lq#wkh#phpr#wkh|#eholhyhg#zdv#zulwwhq#e|#d#eodfn#dvvrfldwh#dv#frpsduhg#

zlwk#d#zklwh#dvvrfldwh16;#Ryhudoo#udqnlqjv#dovr#gliihuhg#e|#udfh1#Sduwqhuv#judghg#wkh#

zklwh#dxwkru#dv#kdylqj#�srwhqwldo�#dqg#ehlqj#�jhqhudoo|#jrrg/�#zkhuhdv#wkh|#judghg#

wkh#eodfn#dxwkru#dv#�dyhudjh#dw#ehvw1�

The Solution: A Three-Step Approach

1. Use Metrics

Exvlqhvvhv#xvh#phwulfv#wr#dvvhvv#wkhlu#surjuhvv#wrzdug#dq|#vwudwhjlf#jrdo1#Phwulfv#

fdq#khos#|rx#slqsrlqw#zkhuh#eldv#h{lvwv#dqg#dvvhvv#wkh#hiihfwlyhqhvv#ri#wkh#phdvxuhv#

|rx�yh#wdnhq1#+Zkhwkhu#phwulfv#duh#pdgh#sxeolf#zloo#ydu|#iurp#"up#wr#"up#dqg#iurp#

phwulf#wr#phwulf1,

For each metric, examine:

�# Gr#sdwwhuqhg#gliihuhqfhv#h{lvw#ehwzhhq#pdmrulw|#phq/#pdmrulw|#zrphq/#phq#

ri#froru/#dqg#zrphq#ri#froruB#Lqfoxgh#dq|#rwkhu#xqghuuhsuhvhqwhg#jurxs#wkdw#

|rxu#ilup#wudfnv/#vxfk#dv#plolwdu|#yhwhudqv/#OJEWT#shrsoh/#ru#lqglylgxdov#zlwk#

glvdelolwlhv1

�# Gr#sdwwhuqhg#gliihuhqfhv#h{lvw#iru#sduhqwv#diwhu#wkh|#uhwxuq#iurp#ohdyh#ru#iru#

odz|huv#zkr#uhgxfh#wkhlu#krxuvB

�# Gr#sdwwhuqhg#gliihuhqfhv#h{lvw#ehwzhhq#ixoo0wlph#dqg#sduw0wlph#hpsor|hhvB

Important metrics to analyze:

�# Gr#|rxu#shuirupdqfh#hydoxdwlrqv#vkrz#frqvlvwhqw#glvsdulwlhv#e|#ghprjudsklf#

jurxsB

�# Gr#zrphq�v#udwlqjv#idoo#diwhu#wkh|#kdyh#fkloguhqB#Gr#hpsor|hhv�#udwlqjv#idoo#

diwhu#wkh|#wdnh#sduhqwdo#ohdyh#ru#dgrsw#ioh{leoh#zrun#duudqjhphqwvB

�# Gr#wkh#vdph#shuirupdqfh#udwlqjv#uhvxow#lq#gliihuhqw#surprwlrq#ru#frpshqvdwlrq#

udwhv#iru#gliihuhqw#jurxsvB

Nhhs#phwulfv#e|#+4,#vxshuylvlqj#dwwruqh|>#+5,#ghsduwphqw>#+6,#frxqwu|/#li#uhohydqw>#dqg#

+7,#wkh#odz#"up#dv#d#zkroh1
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2. Implement Bias Interrupters

Doo#eldv#lqwhuuxswhuv#vkrxog#dsso|#erwk#wr#zulwwhq#hydoxdwlrqv#dqg#lq#phhwlqjv/#zkhuh#

uhohydqw1#Ehfdxvh#hyhu|#"up#lv#gliihuhqw/#qrw#doo#lqwhuuxswhuv#zloo#eh#uhohydqw1#Frqvlghu#

wklv#d#phqx1

Wr#xqghuvwdqg#wkh#uhvhdufk#dqg#udwlrqdoh#ehklqg#wkh#vxjjhvwhg#eldv#lqwhuuxswhuv/#uhdg#

wkh#�Lghqwli|lqj#Eldv#lq#Shuirupdqfh#Hydoxdwlrqv#Zrunvkhhw/�#dydlodeoh#rqolqh#dw#

EldvLqwhuuxswhuv1ruj1

C0"Gorqygt"cpf"Crrqkpv

�# Empower people involved in the evaluation process to spot and interrupt bias.#

Xvh#wkh#�Lghqwli|lqj#Eldv#lq#Shuirupdqfh#Hydoxdwlrqv#Zrunvkhhw/�#dydlodeoh#

rqolqh#dw#EldvLqwhuuxswhuv1ruj1#Uhdg#dqg#glvwulexwh1

�# Appoint bias interrupters.#Surylgh#KU#surihvvlrqdov#ru#whdp#phpehuv#zlwk#

vshfldo#wudlqlqj#wr#vsrw#eldv#dqg#lqyroyh#wkhp#dw#hyhu|#vwhs#ri#wkh#shuirupdqfh#

hydoxdwlrq#surfhvv1#Wudlqlqj#lv#dydlodeoh#dw#EldvLqwhuuxswhuv1ruj1

D0"Vygcm"vjg"Gxcnwcvkqp"Hqto

�# Begin with clear and specific performance criteria directly related to job require-

ments.#Wu|#�Kh#lv#deoh#wr#zulwh#dq#hiihfwlyh#vxppdu|#mxgjphqw#prwlrq#xqghu#

vwulfw#ghdgolqhv�#lqvwhdg#ri#�Kh#zulwhv#zhoo1�

�# Require evidence from the evaluation period that justifies the rating.#Wu|#�Lq#

Pdufk/#vkh#dujxhg#[#prwlrq#lq#iurqw#ri#\#mxgjh#rq#]#fdvh/#dqvzhuhg#klv#txhv0

wlrqv#hiihfwlyho|/#dqg#zdv#vxffhvvixo#lq#jhwwlqj#wkh#rswlpdo#mxgjphqw�#lqvwhdg#ri#

�Vkh�v#txlfn#rq#khu#ihhw1�

�# Consider performance and potential separately for each candidate.#Shuirupdqfh#

dqg#srwhqwldo#vkrxog#eh#dssudlvhg#vhsdudwho|1#Pdmrulw|#phq#whqg#wr#eh#mxgjhg#

rq#srwhqwldo>#rwkhuv#duh#mxgjhg#rq#shuirupdqfh1

Separate personality issues from skill sets for each candidate1#Shuvrqdo#vw|oh#vkrxog#

eh#dssudlvhg#vhsdudwho|#iurp#vnloov#ehfdxvh#d#qduurzhu#udqjh#ri#ehkdylru#riwhq#lv#

dffhswhg#iurp#zrphq#dqg#shrsoh#ri#froru1#Iru#h{dpsoh/#zrphq#pd|#eh#odehohg#

�gli"fxow�#iru#grlqj#wklqjv#wkdw#duh#dffhswhg#lq#pdmrulw|#phq1

E0"Vygcm"vjg"Gxcnwcvkqp"Rtqeguu

�# Level the playing field.#Hqvxuh#wkdw#doo#fdqglgdwhv#nqrz#krz#wr#surprwh#wkhp0

vhoyhv#hiihfwlyho|#dqg#vhqg#wkh#phvvdjh#wkdw#wkh|#duh#h{shfwhg#wr#gr#vr1#Glvwule0

xwh#wkh#�Zulwlqj#dq#Hiihfwlyh#Vhoi0Hydoxdwlrq#Zrunvkhhw/�#dydlodeoh#rqolqh#dw#

EldvLqwhuuxswhuv1ruj1

�# Offer alternatives to self-promotion.#Hqfrxudjh#ru#uhtxluh#vxshuylvruv#wr#vhw#xs#

pruh#irupdo#v|vwhpv#iru#vkdulqj#vxffhvvhv/#vxfk#dv#d#prqwko|#h0pdlo#wkdw#olvwv#

hpsor|hhv�#dffrpsolvkphqwv1

�# Provide a bounceback.#Vxshuylvruv#zkrvh#shuirupdqfh#hydoxdwlrqv#vkrz#shu0

vlvwhqw#eldv#vkrxog#uhfhlyh#d#erxqfhedfn#+l1h1/#vrphrqh#vkrxog#wdon#wkurxjk#wkh#

hylghqfh#zlwk#wkhp,1

�# Have bias interrupters play an active role in calibration meetings.#Lq#pdq|#odz#

ilupv#dqg#ohjdo#ghsduwphqwv/#wkh#H{hfxwlyh#Frpplwwhh#ru#dqrwkhu#erg|#phhwv#
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wr#surgxfh#d#wdujhw#glvwulexwlrq#ri#udwlqjv#ru#wr#

furvv0fdoleudwh#udqnlqjv1#Kdyh#sduwlflsdqwv#uhdg#

wkh#�Lghqwli|lqj#Eldv#lq#Shuirupdqfh#Hydoxdwlrqv#

Zrunvkhhw�#rq#eldv#ehiruh#wkh|#phhw#+dydlodeoh#dw#

EldvLqwhuuxswhuv1ruj,1#Kdyh#d#wudlqhg#eldv#lqwhu0

uxswhu#lq#wkh#urrp1

�# Don�t eliminate your performance appraisal 

system.#Holplqdwlqj#irupdo#shuirupdqfh#hydoxd0

wlrq#v|vwhpv#dqg#uhsodflqj#wkhp#zlwk#ihhgedfn#rq#

wkh#io|#fuhdwhv#frqglwlrqv#iru#eldv#wr#iorxulvk1

3. Repeat as Needed

�# Return to your key metrics.#Glg#wkh#eldv#lqwhu0

uxswhuv#surgxfh#fkdqjhB

�# If you don�t see change/#|rx#pd|#qhhg#wr#

lpsohphqw#vwurqjhu#eldv#lqwhuuxswhuv/#ru#|rx#pd|#

eh#wdujhwlqj#wkh#zurqj#sodfh#lq#wkh#shuirupdqfh#

hydoxdwlrq#surfhvv1

�# Use an iterative process#xqwlo#|rxu#phwulfv#

lpsuryh1

What’s a bounceback?
An example: in one organization, 
when a supervisor’s ratings of an 
underrepresented group deviate 
dramatically from the mean, the 
evaluations are returned to the 
supervisor with the message: 
either you have an undiagnosed 
performance problem that requires 
a Performance Improvement Plan 
(PIP), or you need to take anoth-
er look at your evaluations as a 
group. The organization found 
that a few people were put on 
PIPs, but over time, supervisors’ 
ratings of underrepresented groups 
converged with those of majority 
men. A subsequent survey found 
that employees of all demographic 
groups rated their performance 
evaluations as equally fair (where-
as bias was reported in hiring—
and every other business system).
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Interrupting Bias in 
Partner Compensation

Tools for Law Firms

The Challenge

Wkh#jhqghu#sd|#jds#lq#odz#"upv#kdv#ehhq#h{whqvlyho|#grfxphqwhg#iru#ghfdghv1#D#

5349#uhsruw#e|#Pdmru/#Olqgvh|/#dqg#Diulfd#irxqg#d#77(#sd|#jds#ehwzhhq#pdoh#dqg#

ihpdoh#odz#"up#sduwqhuv16<#Wkh#uhsruw#dovr#irxqg#d#83(#gliihuhqfh#lq#ruljlqdwlrq#

fuhglw/#zklfk#pdq|#xvh#wr#h{sodlq#wkh#sd|#jds=#phq#hduq#pruh#prqh|#ehfdxvh#wkh|#

eulqj#lq#pruh#exvlqhvv1#Vwxglhv#vkrz#wkh#slfwxuh#lv#pxfk#pruh#frpsolfdwhg1

�# Rqh#vwxg|#irxqg#wkdw#hyhq#zkhq#zrphq#sduwqhuv#ruljlqdwhg#vlplodu#ohyhov#ri#

exvlqhvv#dv#phq/#wkh|#vwloo#hduqhg#ohvv173

�# Dqrwkhu#vwxg|#irxqg#wkdw#65(#ri#zklwh#zrphq#lqfrph#sduwqhuv#dqg#69(#ri#

zrphq#sduwqhuv#ri#froru#uhsruwhg#wkdw#wkh|#kdg#ehhq#lqwlplgdwhg/#wkuhdwhqhg/#

ru#exoolhg#rxw#ri#ruljlqdwlrq#fuhglw174

�# Wkh#vdph#vwxg|#irxqg#wkdw#pruh#wkdq#;3(#ri#zrphq#sduwqhuv#uhsruwhg#ehlqj#

ghqlhg#wkhlu#idlu#vkduh#ri#ruljlqdwlrq#fuhglw#lq#wkh#suhylrxv#wkuhh#|hduv175

�# Grhvq�w#hyhu|rqh#wklqn#wkhlu#frpshqvdwlrq#lv#xqidluB#Qrw#wr#wkh#vdph#ghjuhh=#d#

uhfhqw#vxuyh|#ri#odz|huv#irxqg#wkdw#pdoh#odz|huv#zhuh#derxw#53(#pruh#olnho|#

wkdq#zklwh#zrphq#odz|huv#dqg#63(#pruh#olnho|#wkdq#zrphq#odz|huv#ri#froru#

wr#vd|#wkdw#wkhlu#sd|#zdv#frpsdudeoh#wr#wkhlu#froohdjxhv#ri#vlplodu#h{shulhqfh176

The Solution: A Three-Step Approach

1. Use Metrics

Exvlqhvvhv#xvh#phwulfv#wr#dvvhvv#wkhlu#surjuhvv#wrzdug#dq|#vwudwhjlf#jrdo1#Phwulfv#

fdq#khos#|rx#slqsrlqw#zkhuh#eldv#h{lvwv#dqg#dvvhvv#wkh#hiihfwlyhqhvv#ri#wkh#phdvxuhv#

|rx�yh#wdnhq1#+Zkhwkhu#phwulfv#duh#pdgh#sxeolf#zloo#ydu|#iurp#"up#wr#"up#dqg#iurp#

phwulf#wr#phwulf1,

For each metric, examine:

�# Gr#sdwwhuqhg#gliihuhqfhv#h{lvw#ehwzhhq#pdmrulw|#phq/#pdmrulw|#zrphq/#phq#ri#

froru/#dqg#zrphq#sduwqhuv#ri#froruB#+Lqfoxgh#dq|#rwkhu#xqghuuhsuhvhqwhg#jurxs#

wkdw#|rxu#ilup#wudfnv/#vxfk#dv#plolwdu|#yhwhudqv#ru#OJEWT#shrsoh1,

�# Duh#sduwqhuv#glvdgydqwdjhg#iru#wdnlqj#sduhqwdo#ohdyhB#Duh#sduhqwv#ru#rwkhuv#

zlwk#fduhjlylqj#uhvsrqvlelolwlhv#h{foxghg#iurp#ixwxuh#rssruwxqlwlhvB

�# Gr#sduw0wlph#odz|huv#uhfhlyh#ohvv#wkdq#sursruwlrqdwh#sd|#iru#sursruwlrqdwh#

zrunB#Duh#wkh|#h{foxghg#iurp#ixwxuh#rssruwxqlwlhvB

YouCantChangeWhatYouCantSee-PRINT-06282018.indd   25 6/28/18   11:10 AM



59# Lqwhuuxswlqj#Eldv#lq#Sduwqhu#Frpshqvdwlrq

Important metrics to analyze:

�# Compare compensation with a variety of lenses and look for patterns.#Ohqvhv#

lqfoxgh#uhodwlrqvkls#hqkdqfhphqw/#krxuv#dqg#zrunlqj#wlph#uhyhqxhv/#dqg#vr#

iruwk1#Gr#vhsdudwh#dqdo|vhv#iru#htxlw|#dqg#lqfrph#sduwqhuv1

�# Succession.#Dqdo|}h#zkr#lqkhulwv#frpshqvdwlrq#fuhglw#dqg#folhqw#uhodwlrqvklsv#

dqg#krz#dqg#zkhq#wkh#fuhglw#pryhv1

�# Origination and other important forms of credit.#Dqdo|}h#zkr#jhwv#ruljlqdwlrq#

dqg#rwkhu#lpsruwdqw#irupv#ri#fuhglw/#krz#riwhq#lw#lv#vsolw/#dqg#zkr#grhv#+dqg#

grhv#qrw,#vsolw#lw1#Li#|rxu#ilup#grhv#qrw#surylgh#fuhglw#iru#uhodwlrqvkls#hqkdqfh0

phqw/#dqdo|}h#krz#wkdw#uxoh#diihfwv#gliihuhqw#ghprjudsklf#jurxsv�dqg#frqvlghu#

fkdqjlqj#lw1

�# Comp adjustments.#Dqdo|}h#krz#txlfno|#frpshqvdwlrq#idoov/#dqg#e|#zkdw#shu0

fhqwdjh#gxulqj#d#ohdq#shulrg#dqg#krz#txlfno|#frpshqvdwlrq#ulvhv#gxulqj#wlphv#

ri#jurzwk1#+Zkhq#sduwqhuv#orvh#nh|#folhqwv/#pdmrulw|#phq#riwhq#duh#jlyhq#pruh#

ri#d#uxqzd|#wr#uhfryhu#wkdq#rwkhu#jurxsv1,

�# De-equitization.#Dqdo|}h#zkr#jhwv#gh0htxlwl}hg1

�# Pitch credit.#Dqdo|}h#zkr#kdv#rssruwxqlwlhv#wr#jr#rq#slwfkhv/#zkr#sod|v#d#

vshdnlqj#uroh/#dqg#zkr#uhfhlyhv#ruljlqdwlrq#dqg#rwkhu#irupv#ri#fuhglw#iurp#

slwfkhv1

�# Lateral partners.#Dqdo|}h#zkhwkhu#odwhudov#duh#sdlg#pruh#lq#uhodwlrq#wr#wkhlu#

phwulfv1#Wklv#lv#d#pdmru#idfwru#lq#ghihdwlqj#glyhuvlw|#hiiruwv#dw#vrph#ilupv1

Nhhs#phwulfv#e|#+4,#lqglylgxdo#vxshuylvlqj#odz|hu>#+5,#ghsduwphqw>#+6,#frxqwu|/#li#

uhohydqw>#dqg#+7,#wkh#"up#dv#d#zkroh1

2. Implement Bias Interrupters

Wr#xqghuvwdqg#wkh#uhvhdufk#dqg#udwlrqdoh#ehklqg#wkh#vxjjhvwhg#eldv#lqwhuuxswhuv/#

uhdg#wkh#�Lghqwli|lqj#Eldv#lq#Sduwqhu#Frpshqvdwlrq#Zrunvkhhw/�#dydlodeoh#rqolqh#dw#

EldvLqwhuuxswhuv1ruj1

C0"Hkpf"Qwv"Yjcv"Ftkxgu"Eqorgpucvkqp�cpf"Dg"Vtcpurctgpv"cdqwv"Yjcv"
[qw"Hkpf

�# Commission an analysis.#Dowkrxjk#ilupv#pd|#vd|#wkh|#ydoxh#d#eurdg#udqjh#

ri#idfwruv/#pdq|#h{shuwv#djuhh#wkdw#ruljlqdwlrq#dqg#eloodeoh#krxuv#dffrxqw#iru#

doprvw#doo#yduldqfh#lq#frpshqvdwlrq177#Kluh#d#odz#ilup#frpshqvdwlrq#frqvxowdqw#

ru#vwdwlvwlfldq#wr#ilqg#rxw#zkdw#idfwruv#ghwhuplqh#frpshqvdwlrq#dw#|rxu#ilup1

�# Be transparent about what drives compensation.#Wklv#lv#d#ylwdo#iluvw#vwhs#wr#

hpsrzhulqj#zrphq#dqg#shrsoh#ri#froru#wr#uhixvh#zrun#wkdw#grhv#qrw#hqkdqfh#

wkhlu#frpshqvdwlrq#dqg#irfxv#rq#zrun#wkdw#srvlwlrqv#wkhp#wr#uhfhlyh#kljkhu#

frpshqvdwlrq1#Vwxglhv#vkrz#wkdw#uhgxflqj#dpeljxlw|#uhgxfhv#jhqghu#eldv#lq#

qhjrwldwlrqv�dqg#odz#ilup#frpshqvdwlrq#riwhq#lqyroyhv#qhjrwldwlrq#dprqj#

sduwqhuv178#Li#rqo|#wkrvh#�lq#wkh#nqrz�#xqghuvwdqg#zkdw�v#uhdoo|#ydoxhg/#wkdw#

zloo#ehqhilw#d#vpdoo#lq#jurxs#wkdw#w|slfdoo|#uhiohfwv#wkh#ghprjudsk|#ri#|rxu#

h{lvwlqj#htxlw|#sduwqhuvkls1

�# Value everything that�s valuable.#Jlyh#fuhglw#iru#qrqeloodeoh#zrun#wkdw#lv#ylwdo#wr#

vxvwdlqlqj#wkh#orqj0whup#khdowk#ri#wkh#ilup�lqfoxglqj#uhodwlrqvkls#hqkdqfhphqw#

fuhglw/#fuhglw#iru#odz|huv#zkr#dfwxdoo|#gr#wkh#folhqw�v#zrun/#dqg#wdohqw#pdqdjh0
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Eldv#Lqwhuuxswhuv# 5:

phqw1#Li#wkh#ilup#vd|v#lw#ydoxhv#phqwrulqj#dqg#juhdwhu#glyhuvlw|#exw#grhv#qrw#lq#

idfw#gr#vr/#wklv#zloo#glvdgydqwdjh#zrphq#dqg#odz|huv#ri#froru1

D0"Guvcdnkuj"Engct."Rwdnke"Twngu

�# Establish clear rules governing granting and splitting origination and other valu-

able forms of credit.#Uhvhdufk#vxjjhvwv#wkdw#phq#duh#pruh#olnho|#wr#vsolw#ruljlqd0

wlrq#fuhglw#zlwk#phq#wkdq#zlwk#zrphq#dqg#wkdw#zrphq#pd|#jhw#ohvv#ruljlqdwlrq#

fuhglw#wkdq#phq#hyhq#zkhq#wkh|#gr#d#vlplodu#dprxqw#ri#zrun#wr#eulqj#lq#wkh#

folhqw179#Vhw#fohdu/#sxeolf#uxohv#dgguhvvlqj#krz#ruljlqdwlrq#fuhglw#vkrxog#eh#vsolw#

e|#sxeolvklqj#dqg#sxeolfl}lqj#d#phpr#wkdw#ghwdlov#krz#sduwqhuv#vkrxog#vsolw#

fuhglw#xqghu#frpprq#vfhqdulrv1

�# Establish a formal system of succession planning.#Li#|rxu#ilup#doorzv#ruljlqd0

wlrq#fuhglw#wr#eh#lqkhulwhg/#lqvwlwxwh#d#irupdo#vxffhvvlrq#sodqqlqj#surfhvv1#Rwkhu0

zlvh/#lq0jurxs#idyrulwlvp#phdqv#wkdw#|rxu#fxuuhqw#sdwwhuq#ri#ruljlqdwlrq#fuhglw#

zloo#eh#uhsolfdwhg#ryhu#dqg#ryhu#djdlq/#zlwk#qhjdwlyh#frqvhtxhqfhv#iru#glyhuvlw|1

�# Pitch credit.#Zrphq#dwwruqh|v#dqg#dwwruqh|v#ri#froru#riwhq#uhsruw#ehlqj#xvhg#

dv#�h|h#fdqg|��eurxjkw#wr#slwfkhv#exw#wkhq#qrw#jlyhq#d#idlu#vkduh#ri#fuhglw#ru#

zrun#wkdw#uhvxowv1#Hvwdeolvk#uxohv#wr#hqvxuh#wklv#grhv#qrw#rffxu1#Wkh#ehvw#sudfwlfh#

lv#wkdw#li#vrphrqh#grhv#wkh#zrun#iru#wkh#slwfk/#kh#ru#vkh#vkrxog#eh#uhfrjql}hg#

zlwk#fuhglw#wkdw#dffxudwho|#uhiohfwv#klv#ru#khu#uroh#lq#grlqj#dqg#zlqqlqj#wkh#

zrun1

�# Parental leave.#Frxqwlqj#eloodeohv#dqg#rwkhu#phwulfv#dv#�}hur�#iru#wkh#prqwkv#

zrphq#+ru#phq,#duh#rq#sduhqwdo#ohdyh#lv#d#ylrodwlrq#ri#wkh#Idplo|#dqg#Phglfdo#

Ohdyh#Dfw/#zkhuh#dssolfdeoh/#dqg#lv#xqidlu#hyhq#zkhuh#lw#lv#qrw#loohjdo1#Lqvwhdg/#

dqqxdol}h#edvhg#rq#wkh#dyhudjh#ri#wkh#prqwkv#wkh#dwwruqh|#zdv#dw#zrun/#doorz0

lqj#iru#d#udps0xs#dqg#udps0grzq#shulrg1

�# Part-time partners.#Frpshqvdwlrq#iru#sduw0wlph#sduwqhuv#vkrxog#eh#sursru0

wlrqdo1#Vshflilfv#rq#krz#wr#hqdfw#sursruwlrqdo#frpshqvdwlrq#ghshqgv#rq#zklfk#

frpshqvdwlrq#v|vwhp#d#odz#ilup#xvhv1#Vhh#wkh#�Ehvw#Sudfwlfhv#iru#Sduw0Wlph#Sduw0

qhu#Frpshqvdwlrq�#sdshu#iru#ghwdlov/#dydlodeoh#dw#EldvLqwhuuxswhuv1ruj1

E0"Guvcdnkuj"Rtqegfwtgu"vq"Gpuwtg"vjg"Rgtegrvkqp"cpf"Tgcnkv{"qh"Hcktpguu

�# Institute a low-risk way partners can receive help in disputes over credit.#Vhw#xs#

d#zd|#wr#vhwwoh#glvsxwhv#ryhu#ruljlqdwlrq#dqg#rwkhu#irupv#ri#fuhglw#wkdw#odz|huv#

fdq#xvh#zlwkrxw#udlvlqj#h|heurzv1

�# Provide templates for partner comp memos�and prohibit pushback.#Vrph#

ilupv#surylgh#rssruwxqlwlhv#iru#sduwqhuv#dqg#dvvrfldwhv#wr#pdnh#wkhlu#fdvh#wr#wkh#

frpshqvdwlrq#frpplwwhh#e|#zulwlqj#d#frpshqvdwlrq#phpr1#Li#|rxu#ilup#grhv#

wklv/#glvwulexwh#wkh#zrunvkhhw#+rqolqh#dw#EldvLqwhuuxswhuv1ruj,#rq#krz#wr#zulwh#

dq#hiihfwlyh#frpshqvdwlrq#phpr#dqg#vhw#uxohv#dqg#qrupv#wr#hqvxuh#wkdw#zrphq#

dqg#plqrulwlhv#duh#qrw#shqdol}hg#iru#vhoi0surprwlrq1#Li#qrw/#jlyh#sduwqhuv#wkh#

rssruwxqlw|#wr#surylgh#hylghqfh#derxw#wkhlu#zrun=#uhvhdufk#vkrzv#wkdw#zrp0

hq�v#vxffhvvhv#whqg#wr#eh#glvfrxqwhg#dqg#wkhlu#plvwdnhv#uhphpehuhg#orqjhu#wkdq#

phq�v1

�# Institute quality control over how compensation is communicated to partners.#

Ghvljq#d#vwuxfwxuhg#v|vwhp#iru#frppxqlfdwlqj#zlwk#sduwqhuv#wr#h{sodlq#zkdw#

idfwruv#zhqw#lqwr#ghwhuplqlqj#wkhlu#frpshqvdwlrq1
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5;# Lqwhuuxswlqj#Eldv#lq#Sduwqhu#Frpshqvdwlrq

�# When hiring, don�t ask candidates about prior salary.#Dvnlqj#derxw#sulru#vdodu|#

zkhq#vhwwlqj#frpshqvdwlrq#iru#d#qhz#kluh#fdq#shushwxdwh#wkh#jhqghu#sd|#jds17:#

+D#jurzlqj#ohjlvodwlyh#pryhphqw#surklelwv#hpsor|huv#iurp#dvnlqj#survshfwlyh#

hpsor|hhv#derxw#wkhlu#sulru#vdodulhv17;,

�# Have a bias interrupter at meetings where compensation is set.#Wklv#lv#d#shuvrq#

zkr#kdv#ehhq#wudlqhg#wr#vsrw#wkh#nlqgv#ri#eldv#wkdw#frpprqo|#dulvh1

�# Training.#Pdnh#vxuh#wkdw#|rxu#frpshqvdwlrq#frpplwwhh/#dqg#dq|rqh#hovh#

lqyroyhg#lq#vhwwlqj#frpshqvdwlrq/#nqrzv#krz#lpsolflw#eldv#frpprqo|#sod|v#rxw#

lq#odz#ilup#sduwqhu#frpshqvdwlrq#dqg#krz#wr#lqwhuuxsw#wkdw#eldv1#Uhdg#dqg#glv0

wulexwh#wkh#�Lghqwli|lqj#Eldv#lq#Sduwqhu#Frpshqvdwlrq#Zrunvkhhw�#+dydlodeoh#dw#

EldvLqwhuuxswhuv1ruj,1

3. Repeat as Needed

�# Return to your key metrics.#Glg#wkh#eldv#lqwhuuxswhuv#surgxfh#fkdqjhB

�# If you don�t see change/#|rx#pd|#qhhg#wr#lpsohphqw#vwurqjhu#eldv#lqwhuuxswhuv/#

ru#|rx#pd|#eh#wdujhwlqj#wkh#zurqj#sodfh#lq#wkh#frpshqvdwlrq#surfhvv1

�# Use an iterative process#xqwlo#|rxu#phwulfv#lpsuryh1
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63# Lqwhuuxswlqj#Eldv#lq#Klulqj

Interrupting Bias in Hiring

Tools for In-House Departments

The Challenge:

Zkhq#frpsdulqj#lghqwlfdo#uhvxphv/#�Mdpdo�#qhhghg#hljkw#dgglwlrqdo#|hduv#ri#

h{shulhqfh#wr#eh#frqvlghuhg#dv#txdol"hg#dv#�Juhj/�#prwkhuv#zhuh#:<(#ohvv#olnho|#wr#

eh#kluhg#wkdq#dq#rwkhuzlvh0lghqwlfdo#fdqglgdwh#zlwkrxw#fkloguhq/#dqg#�Mhqqlihu�#zdv#

riihuhg#'7/333#ohvv#lq#vwduwlqj#vdodu|#wkdq#�Mrkq1�7<#Xqvwuxfwxuhg#mre#lqwhuylhzv#

gr#qrw#suhglfw#mre#vxffhvv/83#dqg#mxgjlqj#fdqglgdwhv#rq#�fxowxuh#"w�#fdq#vfuhhq#rxw#

txdol"hg#glyhuvh#fdqglgdwhv184

The Solution: A Three-Step Approach

1. Use Metrics

Exvlqhvvhv#xvh#phwulfv#wr#dvvhvv#wkhlu#surjuhvv#wrzdug#dq|#vwudwhjlf#jrdo1#Phwulfv#

fdq#khos#|rx#slqsrlqw#zkhuh#eldv#h{lvwv#dqg#dvvhvv#wkh#hiihfwlyhqhvv#ri#wkh#phdvxuhv#

|rx�yh#wdnhq1

Iru#lq0krxvh#ghsduwphqwv/#vrph#phwulfv#pd|#eh#srvvleoh#wr#wudfn>#rwkhuv#pd|#uhtxluh#

KU#ru#fdq#rqo|#eh#wudfnhg#frpsdq|0zlgh1#Ghshqglqj#rq#wkh#vwuxfwxuh#dqg#vl}h#ri#

|rxu#lq0krxvh#ghsduwphqw/#lghqwli|#zkdw�v#ihdvleoh1

Zkhwkhu#phwulfv#duh#pdgh#sxeolf#zloo#ydu|#iurp#frpsdq|#wr#frpsdq|#dqg#iurp#

phwulf#wr#phwulf1

For each metric, examine:

�# Gr#sdwwhuqhg#gliihuhqfhv#h{lvw#ehwzhhq#pdmrulw|#phq/#pdmrulw|#zrphq/#phq#

ri#froru/#dqg#zrphq#ri#froruB#+Lqfoxgh#dq|#rwkhu#xqghuuhsuhvhqwhg#jurxs#wkdw#

|rxu#ghsduwphqw2frpsdq|#wudfnv/#vxfk#dv#yhwhudqv/#OJEWT#shrsoh/#hwf1,

Important metrics to analyze:

�# Wkh#jrdo#lv#wr#wudfn#wkh#fdqglgdwh#srro#wkurxjk#wkh#hqwluh#klulqj#surfhvv�iurp#

lqlwldo#frqwdfw/#wr#uhvxph#uhylhz/#wr#lqwhuylhzv/#wr#klulqj�dqg#wkhq#wr#dqdo|}h#

zkhuh#xqghuuhsuhvhqwhg#jurxsv#duh#idoolqj#rxw#ri#wkh#klulqj#surfhvv1#Krz#pxfk#

|rx#fdq#wudfn#zloo#ghshqg#rq#krz#|rxu#frpsdq|�v#v|vwhpv#duh#vhw#xs/#dv#zloo#

wkh#h{whqw#wr#zklfk#|rx#zloo#qhhg#khos#iurp#KU1

�# Wudfn#zkhwkhu#klulqj#txdolilfdwlrqv#duh#zdlyhg#pruh#riwhq#iru#vrph#jurxsv1#

\rx#pd|#eh#deoh#wr#gr#wklv#rqo|#iru#wkrvh#sduwv#ri#wkh#klulqj#surfhvv#wkdw#duh#

grqh#dw#d#ghsduwphqwdo#ohyho/#vxfk#dv#ilqdo0urxqg#lqwhuylhzv1

�# Wudfn#lqwhuylhzhuv�#uhylhzv#dqg#uhfrpphqgdwlrqv#wr#orrn#iru#ghprjudsklf#

sdwwhuqv1#Djdlq/#|rxu#ghsduwphqw�v#delolw|#wr#gr#wklv#zloo#ghshqg#rq#zkdw#lv#kdq0

gohg#dw#d#ghsduwphqwdo#ohyho/#ru#|rxu#KU#ghsduwphqw#pd|#eh#zloolqj#wr#gr#wklv#

wudfnlqj1
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Eldv#Lqwhuuxswhuv# 64

Nhhs#lq0krxvh#phwulfv#e|#+4,#lqglylgxdo#vxshuylvru>#+5,#ghsduwphqw/#li#|rxu#lq0krxvh#

ghsduwphqw#lv#odujh#hqrxjk#wr#kdyh#lwv#rzq#ghsduwphqwv>#dqg#+6,#frxqwu|/#li#uhohydqw1

2. Implement Bias Interrupters

Doo#eldv#lqwhuuxswhuv#vkrxog#dsso|#erwk#wr#zulwwhq#pdwhuldov#dqg#lq#phhwlqjv/#zkhuh#

uhohydqw1

Ehfdxvh#lq0krxvh#ghsduwphqwv#duh#doo#gliihuhqw#dqg#ydu|#lq#vl}h#dqg#vwuxfwxuh/#qrw#doo#

lqwhuuxswhuv#zloo#eh#uhohydqw1#Ghshqglqj#rq#krz#pxfk#ri#wkh#klulqj#surfhvv#lv#grqh#

e|#wkh#lq0krxvh#ghsduwphqw#yhuvxv#KU/#vrph#ri#wkh#lqwhuuxswhuv#pd|#eh#pruh#ihdvleoh#

wkdq#rwkhuv1#Frqvlghu#wklv#d#phqx1

Wr#xqghuvwdqg#wkh#uhvhdufk#dqg#udwlrqdoh#ehklqg#wkh#vxjjhvwhg#eldv#lqwhuuxswhuv/#uhdg#

wkh#�Lghqwli|lqj#Eldv#lq#Klulqj#Zrunvkhhw/�#dydlodeoh#rqolqh#dw#EldvLqwhuuxswhuv1ruj/#

zklfk#vxppdul}hv#kxqguhgv#ri#vwxglhv1

C0"Gorqygt"cpf"Crrqkpv

�# Empower people involved in the hiring process to spot and interrupt bias.#Xvh#

wkh#�Lghqwli|lqj#Eldv#lq#Klulqj#Zrunvkhhw/�#dydlodeoh#rqolqh#dw#EldvLqwhuuxswhuv#

1ruj/#dqg#glvwulexwh#wklv#wr#dq|rqh#lqyroyhg#lq#klulqj1

�# Appoint bias interrupters.#Surylgh#KU#surihvvlrqdov#ru#whdp#phpehuv#zlwk#vsh0

fldo#wudlqlqj#wr#vsrw#eldv#dqg#lqyroyh#wkhp#dw#hyhu|#vwhs#ri#wkh#klulqj#surfhvv1#

Wudlqlqj#lv#dydlodeoh#dw#EldvLqwhuuxswhuv1ruj1

D0"Vkru"vq"Jgnr"[qw"Cuugodng"c"Fkxgtug"Rqqn

�# If your department hires by referral, keep track of the candidate flow from refer-

rals.#Klulqj#iurp#fxuuhqw#hpsor|hhv�#vrfldo#qhwzrunv#pd|#zhoo#uhsolfdwh#odfn#ri#

glyhuvlw|#li#|rxu#ghsduwphqw#lv#qrw#glyhuvh1#Li#|rxu#dqdo|vlv#ilqgv#wkdw#uhihuudov#

frqvlvwhqwo|#surylgh#pdmrulw|#fdqglgdwhv/#frqvlghu#olplwlqj#uhihuudov#ru#edodqfh#

uhihuudo#klulqj#zlwk#pruh#wdujhwhg#rxwuhdfk#wr#hqvxuh#d#glyhuvh#fdqglgdwh#srro1

�# Recruit where diverse candidates are.#Li#|rxu#ghsduwphqw#kdqgohv#uhfuxlwlqj/#

pdnh#vxuh#wr#uhdfk#rxw#wr#glyhuvh#fdqglgdwhv#zkhuh#wkh|#duh1#Lghqwli|#odz#mre#

idluv/#diilqlw|#qhwzrunv/#frqihuhqfhv/#dqg#wudlqlqj#surjudpv#dlphg#dw#zrphq#

dqg#shrsoh#ri#froru#dqg#vhqg#uhfuxlwhuv1#Li#|rxu#ghsduwphqw#grhv#qrw#gr#uhfuxlw0

lqj/#frqvlghu#dvnlqj#wkh#shrsoh#lq#fkdujh#wr#gr#pruh#wdujhwhg#uhfuxlwphqw1

�# If recruitment happens mostly at law schools, consider candidates from multi-

tier schools.#Grq�w#olplw#|rxu#vhdufk#wr#fdqglgdwhv#iurp#Ly|#Ohdjxh#dqg#wrs0wlhu#

vfkrrov1#Wklv#sudfwlfh#idyruv#pdmrulw|#fdqglgdwhv#iurp#holwh#edfnjurxqgv#dqg#

kxuwv#shrsoh#ri#froru#dqg#surihvvlrqdov#iurp#qrqsurihvvlrqdo#edfnjurxqgv#

+fodvv#pljudqwv,185#Li#dqrwkhu#ghsduwphqw#kdqgohv#uhfuxlwlqj/#ohw#wkhp#nqrz#wkdw#

|rxu#ghsduwphqw#zrxog#olnh#wr#frqvlghu#fdqglgdwhv#iurp#d#eurdghu#udqjh#ri#odz#

vfkrrov1

�# If your department writes its own job postings, make sure you are not using lan-

guage that has been shown to decrease the number of women applicants +zrugv#

vxfk#dv#competitive#ru#ambitious,.#Li#KU#lv#lq#fkdujh#ri#wkh#mre#srvwlqjv/#vxj0

jhvw#wkdw#wkh|#uhylhz#mre#srvwv#lq#wkh#vdph#zd|1#Whfk#frpsdqlhv#vxfk#dv#Wh{wlr#

dqg#Xqlwlyh#fdq#khos1
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65# Lqwhuuxswlqj#Eldv#lq#Klulqj

�# Insist on a diverse pool.#Li#KU#fuhdwhv#d#srro#iru#|rxu#ghsduwphqw/#whoo#wkhp#

wkdw#|rx#h{shfw#wkh#srro#wr#eh#glyhuvh1#Rqh#vwxg|#irxqg#wkh#rggv#ri#klulqj#d#

zrpdq#zhuh#:<#wlphv#juhdwhu#li#wkhuh#zhuh#dw#ohdvw#wzr#zrphq#lq#wkh#ilqdolvw#

srro>#wkh#rggv#ri#klulqj#d#shuvrq#ri#froru#zhuh#4<7#wlphv#juhdwhu186#Li#KU#grhv#

qrw#suhvhqw#d#glyhuvh#srro/#wu|#wr#iljxuh#rxw#zkhuh#wkh#odfn#ri#glyhuvlw|#lv#frp0

lqj#iurp1#Lv#KU#zhhglqj#rxw#wkh#glyhuvh#fdqglgdwhv/#ru#duh#wkh#mrev#qrw#dwwudfw0

lqj#glyhuvh#fdqglgdwhvB

E0"Kpvgttwrvkpi"Dkcu"Yjkng"Tgxkgykpi"Tguwogu

Li#|rxu#lq0krxvh#ghsduwphqw#frqgxfwv#wkh#lqlwldo#uhvxph#vfuhhqlqj/#xvh#wkh#iroorzlqj#

eldv#lqwhuuxswhuv1#Li#KU#grhv#wkh#lqlwldo#vfuhhqlqj/#hqfrxudjh#wkhp#wr#lpsohphqw#wkh#

iroorzlqj#wlsv#wr#hqvxuh#wkdw#|rxu#ghsduwphqw#uhfhlyhv#wkh#prvw#txdol"hg#fdqglgdwhv1

�# Distribute the �Identifying Bias in Hiring Worksheet� before resumes are 

reviewed#+dydlodeoh#dw#EldvLqwhuuxswhuv1ruj,#vr#uhylhzhuv#duh#dzduh#ri#wkh#frp0

prq#irupv#ri#eldv#wkdw#fdq#diihfw#wkh#klulqj#surfhvv1

�# If candidates� resumes are reviewed by your department, commit to what qual-

ifications are important�and require accountability.#Zkhq#txdolilfdwlrqv#duh#

zdlyhg#iru#d#vshflilf#fdqglgdwh/#uhtxluh#dq#h{sodqdwlrq#ri#zk|#wkh#txdolilfdwlrq#

dw#lvvxh#lv#qr#orqjhu#lpsruwdqw�dqg#nhhs#wudfn#wr#vhh#iru#zkrp#uhtxluhphqwv#

duh#zdlyhg187#Li#KU#uhylhzv#wkh#uhvxphv/#jlyh#KU#d#fohdu#olvw#ri#wkh#txdolilfd0

wlrqv#|rxu#ghsduwphqw#lv#vhhnlqj1

�# Establish clear grading rubrics and ensure that all resumes are graded on the 

same scale.#Li#srvvleoh/#kdyh#hdfk#uhvxph#uhylhzhg#e|#wzr#gliihuhqw#shrsoh#dqg#

dyhudjh#wkh#vfruhv1#Li#KU#uhylhzv#uhvxphv/#hqfrxudjh#wkhp#wr#uhylhz#uhvxphv#

edvhg#rq#wkh#uxeulf#wkdw#|rx#surylgh#wr#wkhp1

�# Remove extracurricular activities from resumes.#Lqfoxglqj#h{wudfxuulfxodu#dfwly0

lwlhv#rq#uhvxphv#fdq#idyru#holwh#pdmrulw|#fdqglgdwhv188#Uhpryh#h{wudfxuulfxoduv#

iurp#uhvxphv#ehiruh#|rx#uhylhz#wkhp#ru#dvn#KU#wr#gr#wklv1

�# Watch out for Maternal Wall bias.#Prwkhuv#duh#:<(#ohvv#olnho|#wr#eh#kluhg#wkdq#

dq#lghqwlfdo#fdqglgdwh#zlwkrxw#fkloguhq189#Wudlq#shrsoh#zkr#uhylhz#uhvxphv#

qrw#wr#pdnh#lqihuhqfhv#derxw#zkhwkhu#vrphrqh#lv#frpplwwhg#wr#wkh#mre#gxh#wr#

sduhqwdo#vwdwxv1#Lqvwuxfw#wkhp#qrw#wr#frxqw#�jdsv#lq#d#uhvxph�#dv#dq#dxwrpdwlf#

qhjdwlyh1#Li#KU#uhylhzv#uhvxphv/#dvn#wkhp#wr#gr#wkh#vdph1

�# Try using �blind auditions.�#Li#zrphq#dqg#fdqglgdwhv#ri#froru#duh#gursslqj#rxw#

ri#wkh#srro#dw#wkh#uhvxph#uhylhz#vwdjh/#frqvlghu#uhprylqj#ghprjudsklf#lqiru0

pdwlrq#iurp#uhvxphv#ehiruh#uhylhz�ru#dvn#KU#wr#gr#lw1

F0"Eqpvtqnnkpi"Dkcu"kp"vjg"Kpvgtxkgy"Rtqeguu

�# Ask the same questions to every person you interview.#Frph#xs#zlwk#d#vhw#olvw#

ri#txhvwlrqv#|rx#zloo#dvn#hdfk#fdqglgdwh#dqg#dvn#wkhp#lq#wkh#vdph#rughu#wr#

hdfk#shuvrq1#Dvn#txhvwlrqv#wkdw#duh#gluhfwo|#uhohydqw#wr#wkh#mre#iru#zklfk#wkh#

fdqglgdwh#lv#dsso|lqj18:

�# Ask performance-based, work-relevant questions.#Shuirupdqfh0edvhg#txhvwlrqv/#

ru#ehkdylrudo#lqwhuylhz#txhvwlrqv#+�Whoo#ph#derxw#d#wlph#|rx#kdg#wrr#pdq|#

wklqjv#wr#gr#dqg#kdg#wr#sulrulwl}h1�,/#duh#d#vwurqj#suhglfwru#ri#krz#vxffhvvixo#d#
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fdqglgdwh#zloo#eh#rq#wkh#mre18;#Dvn#txhvwlrqv#wkdw#duh#gluhfwo|#uhohydqw#wr#vlwxd0

wlrqv#wkdw#dulvh#lq#|rxu#ghsduwphqw1

�# Require a work sample.#Li#dssolfdeoh/#dvn#fdqglgdwhv#wr#ghprqvwudwh#wkh#vnloov#

wkh|#zloo#qhhg#rq#wkh#mre#+h1j1/#dvn#fdqglgdwhv#wr#zulwh#dq#dgylvru|#ohwwhu#wr#wkh#

vdohv#whdp#derxw#d#qhz#surgxfw1,

�# Standardize the interview evaluation process.#Ghyhors#d#frqvlvwhqw#udwlqj#vfdoh#

iru#fdqglgdwhv�#dqvzhuv#dqg#zrun#vdpsohv1#Hdfk#udwlqj#vkrxog#eh#edfnhg#xs#

zlwk#hylghqfh1#Dyhudjh#wkh#vfruhv#judqwhg#rq#hdfk#uhohydqw#fulwhulrq#dqg#glv0

frxqw#rxwolhuv18<

�# Try behavioral interviewing.93#Dvn#txhvwlrqv#wkdw#uhyhdo#krz#fdqglgdwhv#kdyh#

ghdow#zlwk#sulru#zrun#h{shulhqfhv1#Uhvhdufk#vkrzv#wkdw#vwuxfwxuhg#ehkdylrudo#

lqwhuylhzv#fdq#pruh#dffxudwho|#suhglfw#wkh#ixwxuh#shuirupdqfh#ri#d#fdqglgdwh#

wkdq#xqvwuxfwxuhg#lqwhuylhzv194#Lqvwhdg#ri#dvnlqj#�Krz#gr#|rx#ghdo#zlwk#sure0

ohpv#zlwk#|rxu#pdqdjhuB�#vd|#�Ghvfuleh#iru#ph#d#frqiolfw#|rx#kdg#dw#zrun#

zlwk#|rxu#pdqdjhu1�#Zkhq#hydoxdwlqj#dqvzhuv/#d#jrrg#prgho#wr#iroorz#lv#

VWDU95=#wkh#fdqglgdwh#vkrxog#ghvfuleh#wkh#Vlwxdwlrq#idfhg/#wkh#Wdvn#kdqgohg/#wkh#

Dfwlrq#wdnhq#wr#ghdo#zlwk#wkh#vlwxdwlrq/#dqg#wkh#Uhvxow1

�# If you use culture fit, do so carefully.#Xvlqj#fxowxuh#ilw#dv#d#klulqj#fulwhulrq#fdq#

wkzduw#glyhuvlw|#hiiruwv196#Fxowxuh#ilw##+�Zrxog#L#olnh#wr#jhw#vwxfn#lq#dq#dlusruw#

zlwk#wklv#fdqglgdwhB�,#fdq#eh#d#srzhuixo#irufh#iru#uhsurgxflqj#wkh#fxuuhqw#

pdnhxs#ri#wkh#rujdql}dwlrq#zkhq#lw�v#plvxvhg197#Txhvwlrqv#derxw#vsruwv#dqg#

kreelhv#pd|#ihho#h{foxvlrqdu|#wr#zrphq#dqg#wr#fodvv#pljudqwv#zkr#glg#qrw#

jurz#xs#sod|lqj#jroi#ru#olvwhqlqj#wr#fodvvlfdo#pxvlf1#Li#fxowxuh#ilw#lv#d#fulwhulrq#

iru#klulqj/#surylgh#d#vshflilf#zrun0uhohydqw#ghilqlwlrq1#Jrrjoh�v#zrun0uhohydqw#

ghilqlwlrq#ri#fxowxuh#ilw#lv#d#khosixo#vwduwlqj#srlqw198

�# Ask directly about �gaps in a resume.�#Zrphq#iduh#ehwwhu#lq#lqwhuylhzv#zkhq#

wkh|#duh#deoh#wr#surylgh#lqirupdwlrq#xs#iurqw#udwkhu#wkdq#kdylqj#wr#dyrlg#wkh#

lvvxh199#Lqvwuxfw#|rxu#lqwhuylhzlqj#whdp#wr#jlyh/#lq#d#qhxwudo#dqg#qrqmxgjphqwdo#

idvklrq/#fdqglgdwhv#wkh#rssruwxqlw|#wr#h{sodlq#jdsv#lq#wkhlu#uhvxphv1

�# Be transparent to applicants about what you�re seeking.#Surylgh#fdqglgdwhv#

dqg#lqwhuylhzhuv#zlwk#d#kdqgrxw#wkdw#h{sodlqv#wr#hyhu|rqh#zkdw�v#h{shfwhg#

iurp#fdqglgdwhv#lq#dq#lqwhuylhz1#Glvwulexwh#lw#wr#fdqglgdwhv#dqg#lqwhuylhzhuv#iru#

uhylhz#vr#hyhu|rqh#lv#rq#wkh#vdph#sdjh#derxw#zkdw#|rxu#lq0krxvh#ghsduwphqw#lv#

vhhnlqj1#Dq#h{dpsoh#�Lqwhuylhz#Surwrfro#Vkhhw�#lv#dydlodeoh#dw#EldvLqwhuuxswhuv#

1ruj1

�# Don�t ask candidates about prior salary.#Dvnlqj#derxw#sulru#vdodu|#zkhq#vhwwlqj#

frpshqvdwlrq#iru#d#qhz#kluh#fdq#shushwxdwh#wkh#jhqghu#sd|#jds19:#+D#jurzlqj#

ohjlvodwlyh#pryhphqw#surklelwv#hpsor|huv#iurp#dvnlqj#survshfwlyh#hpsor|hhv#

derxw#wkhlu#sulru#vdodulhv19;,

3.#Repeat as Needed

�# Return to your key metrics.#Glg#wkh#eldv#lqwhuuxswhuv#surgxfh#fkdqjhB

�# If you don�t see change/#|rx#pd|#qhhg#wr#lpsohphqw#vwurqjhu#eldv#lqwhuuxswhuv/#

ru#|rx#pd|#eh#wdujhwlqj#wkh#zurqj#sodfh#lq#wkh#klulqj#surfhvv1

�# Use an iterative process#xqwlo#|rxu#phwulfv#lpsuryh1
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Interrupting Bias in 
Assignments

Tools for In-House Departments

The Challenge

Glyhuvlw|#dw#wkh#wrs#fdq#rqo|#rffxu#zkhq#glyhuvh#hpsor|hhv#dw#doo#ohyhov#ri#wkh#

rujdql}dwlrq#kdyh#dffhvv#wr#dvvljqphqwv#wkdw#ohw#wkhp#wdnh#ulvnv#dqg#ghyhors#qhz#

vnloov1#D#ohyho#sod|lqj#"hog#uhtxluhv#wkdw#erwk#wkh#jodprxu#zrun#+fduhhu0hqkdqflqj#

dvvljqphqwv,#dqg#wkh#ri"fh#krxvhzrun#+wkh#ohvv#kljk0sur"oh#dqg#edfn0ri"fh#zrun,#duh#

glvwulexwhg#idluo|1#Li#|rxu#ghsduwphqw#xvhv#dq#lqirupdo#�kh|/#|rx$�#dvvljqphqw#v|vwhp#

wr#glvwulexwh#dvvljqphqwv/#|rx#pd|#hqg#xs#lqdgyhuwhqwo|#glvwulexwlqj#dvvljqphqwv#lq#

dq#lqhtxlwdeoh#idvklrq1

Li#zrphq#dqg#shrsoh#ri#froru#nhhs#jhwwlqj#vwxfn#zlwk#wkh#vdph#orz0sur"oh#

dvvljqphqwv/#wkh|#zloo#eh#pruh#olnho|#wr#eh#glvvdwlv"hg#dqg#wr#vhdufk#iru#rssruwxqlwlhv#

hovhzkhuh19<

The Solution: A Three-Step Approach

Idlu#doorfdwlrq#ri#wkh#jodprxu#zrun#dqg#wkh#ri"fh#krxvhzrun#duh#wzr#vhsdudwh#

sureohpv1#Vrph#lq0krxvh#ghsduwphqwv#zloo#zdqw#wr#vroyh#wkh#ri"fh#krxvhzrun#

sureohp#ehiruh#wdfnolqj#wkh#jodprxu#zrun>#rwkhuv#zloo#zdqw#wr#dgguhvv#erwk#

sureohpv#vlpxowdqhrxvo|1#Wklv#zloo#ghshqg#rq#wkh#vl}h#ri#|rxu#lq0krxvh#ghsduwphqw#

dqg#krz#zrun#lv#fxuuhqwo|#dvvljqhg1

1. Use Metrics

C0"Kfgpvkh{"cpf"Vtcem

For each metric, examine:

�# Zkdw#lv#wkh#riilfh#krxvhzrun#dqg#jodprxu#zrun#lq#|rxu#ghsduwphqwB

�# Zkr#lv#grlqj#zkdw#dqg#iru#krz#orqjB

�# Duh#wkhuh#ghprjudsklf#sdwwhuqv#wkdw#lqglfdwh#jhqghu#dqg2ru#udfldo#eldv#dw#sod|B

Important metrics to analyze:

41# Glvwulexwh#dq#riilfh#krxvhzrun#vxuyh|#wr#phpehuv#ri#|rxu#ghsduwphqw#wr#

ilqg#rxw#zkr#lv#grlqj#wkh#riilfh#krxvhzrun#dqg#krz#pxfk#ri#wkhlu#wlph#lw#

uhtxluhv1#Fuhdwh#|rxu#rzq#vxuyh|#ru#xvh#rxuv/#dydlodeoh#dw#EldvLqwhuuxswhuv#

1ruj1

51# Frqyhqh#uhohydqw#pdqdjhuv#+dqg#dq|rqh#hovh#zkr#glvwulexwhv#dvvljqphqwv,#

wr#lghqwli|#zkdw#lv#wkh#jodprxu#zrun#dqg#zkdw#lv#wkh#orzhu0suriloh#zrun#lq#

wkh#ghsduwphqw1#Zrunvkhhwv#dqg#surwrfrov#wr#khos#|rx#duh#dydlodeoh#rqolqh#dw#

EldvLqwhuuxswhuv1ruj1
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61# Rqfh#|rx#kdyh#lghqwlilhg#zkdw#wkh#jodprxu#zrun#lv#lq#|rxu#ghsduwphqw/#dvn#

pdqdjhuv#wr#uhsruw#zklfk#hpsor|hhv#kdyh#ehhq#grlqj#wkh#jodprxu#zrun1#

Zrunvkhhwv#duh#dovr#dydlodeoh#dw#EldvLqwhuuxswhuv1ruj1

D0"Cpcn{|g"Ogvtkeu

Dqdo|}h#ri"fh#krxvhzrun#vxuyh|#uhvxowv#dqg#jodprxu#zrunvkhhwv#iru#ghprjudsklf#

sdwwhuqv/#glylglqj#hpsor|hhv#lqwr#+4,#pdmrulw|#phq/#pdmrulw|#zrphq/#phq#ri#

froru/#dqg#zrphq#ri#froru/#+5,#sduhqwv#zkr#kdyh#mxvw#uhwxuqhg#iurp#sduhqwdo#

ohdyh/#+6,#surihvvlrqdov#zrunlqj#sduw0wlph#ru#!h{leoh#vfkhgxohv/#dqg#+7,#dq|#rwkhu#

xqghuuhsuhvhqwhg#jurxs#wkdw#|rxu#rujdql}dwlrq#wudfnv#+h1j1/#yhwhudqv/#OJEWT#shrsoh/#

lqglylgxdov#zlwk#glvdelolwlhv,1#+Wklv#zloo#dovr#ghshqg#rq#wkh#vl}h#ri#|rxu#lq0krxvh#

ghsduwphqw1#Li#wkhuh#duh#rqo|#rqh#ru#wzr#shrsoh#lq#d#fdwhjru|/#wkh#phwulf#zrq�w#eh#

vflhqwl"fdoo|#yldeoh1,

�# Zkr#lv#grlqj#wkh#riilfh#krxvhzrunB

�# Zkr#lv#grlqj#wkh#jodprxu#zrunB

�# Zkr#lv#grlqj#wkh#orz0suriloh#zrunB

�# Fuhdwh#dqg#dqdo|}h#phwulfv#e|#lqglylgxdo#vxshuylvru1

2. Implement Bias Interrupters

Ehfdxvh#hyhu|#lq0krxvh#ghsduwphqw#lv#gliihuhqw#dqg#ydulhv#vr#pxfk#lq#vl}h#dqg#

vwuxfwxuh/#qrw#doo#lqwhuuxswhuv#zloo#eh#uhohydqw1#Ghshqglqj#rq#krz#pxfk#ri#wkh#klulqj#

surfhvv#lv#grqh#e|#wkh#lq0krxvh#ghsduwphqw#yhuvxv#KU/#vrph#ri#wkh#lqwhuuxswhuv#pd|#

eh#pruh#ihdvleoh#wkdq#rwkhuv1#Frqvlghu#wklv#d#phqx1

C0"Qh!eg"Jqwugyqtm"Kpvgttwrvgtu

�# Don�t ask for volunteers.#Zrphq#duh#pruh#olnho|#wr#yroxqwhhu#ehfdxvh#wkh|#duh#

xqghu#vxewoh#exw#srzhuixo#suhvvxuhv#wr#gr#vr1:3

�# Hold everyone equally accountable.#�L#jlyh#lw#wr#zrphq#ehfdxvh#wkh|#gr#lw#

zhoo�phq#grq�w1�#Wklv#g|qdplf#uhiohfwv#dq#hqylurqphqw#lq#zklfk#phq#vxiihu#

ihz#frqvhtxhqfhv#iru#grlqj#d#srru#mre#rq#ohvv#jodprurxv#dvvljqphqwv#dqg#

zrphq#zkr#gr#wkh#vdph#duh#idxowhg#dv#�qrw#ehlqj#whdp#sod|huv1�

�# Use admins.#Dvvljq#riilfh#krxvhzrun#wdvnv#+h1j1/#sodqqlqj#eluwkgd|#sduwlhv/#

vfkhgxolqj#phhwlqjv/#rughulqj#oxqfk,#wr#dgplqv#li#|rxu#ghsduwphqw#kdv#hqrxjk#

dgplq#vxssruw#wr#gr#vr1

�# Establish a rotation.#D#urwdwlrq#lv#khosixo#iru#pdq|#dgplqlvwudwlyh#wdvnv#+h1j1/#

wdnlqj#qrwhv/#vfkhgxolqj#phhwlqjv,1#Urwdwlqj#krxvhzrun#wdvnv#+h1j1/#rughulqj#

oxqfk#dqg#sodqqlqj#sduwlhv,#lv#dovr#dq#rswlrq#li#dgplqv#duh#xqdydlodeoh/#pdnlqj#

lw#d#jrrg#rswlrq#iru#lq0krxvh#ghsduwphqwv1

�# Shadowing.#Dqrwkhu#rswlrq#lq#odujhu#ghsduwphqwv#lv#wr#dvvljq#d#pruh#mxqlru#

shuvrq#wr#vkdgrz#vrphrqh#pruh#vhqlru�dqg#wr#gr#dgplqlvwudwlyh#wdvnv#vxfk#dv#

wdnlqj#qrwhv1

D0"Incoqwt"Yqtm"Kpvgttwrvgtu

�# Value what�s valuable.#Li#|rxu#ghsduwphqw#ydoxhv#vxfk#wklqjv#dv#phqwrulqj#dqg#

frpplwwhh#zrun#+vxfk#dv#vhuylqj#rq#wkh#Glyhuvlw|#Lqlwldwlyh,/#pdnh#vxuh#wkhvh#

wklqjv#duh#ydoxhg#zkhq#wkh#wlph#frphv#iru#surprwlrqv#dqg#udlvhv1#Vrphwlphv#
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frpsdqlhv#vd|#wkh|#kljko|#ydoxh#wklv#nlqg#ri#zrun�exw#wkh|#grq�w1#Pl{hg#

phvvdjhv#ri#wklv#nlqg#zloo#qhjdwlyho|#diihfw#zrphq#dqg#shrsoh#ri#froru1#Li#

|rxu#ghsduwphqw#grhvq�w#kdyh#frpsohwh#frqwuro#ryhu#surprwlrqv#dqg#udlvhv/#

zrun#zlwk#uhohydqw#ghsduwphqwv#wr#hqvxuh#wkdw#frppxqlfdwhg#ydoxhv#duh#ehlqj#

uhzdughg#dssursuldwho|1#Zkhq#phpehuv#ri#|rxu#lq0krxvh#ghsduwphqw#wdnh#rq#

glyhuvlw|#zrun/#pdnh#vxuh#wkh|#kdyh#vxlwdeoh#vwdii#vxssruw1

�# Announce your goals of equitable assignments.#Jdwkhu#|rxu#whdp#+ru#wkh#php0

ehuv#ri#|rxu#whdp#zkr#glvwulexwh#dvvljqphqwv,#wr#lqwurgxfh#wkh#eldv#lqwhuuxswhuv#

lqlwldwlyh#dqg#vhw#h{shfwdwlrqv1#Nh|#wdonlqj#srlqwv#iru#wkh#uroo0rxw#phhwlqj#duh#

dydlodeoh#rqolqh#dw#EldvLqwhuuxswhuv1ruj1

�# Provide a bounceback.#Li#|rxu#phwulfv#uhyhdo#wkdw#vrph#phpehuv#ri#|rxu#

ghsduwphqw#glvwulexwh#dvvljqphqwv#lqhtxlwdeo|/#krog#d#erxqfhedfn#phhwlqj1#

Khos#wkh#shuvrq#lq#txhvwlrq#wklqn#wkurxjk#zk|#kh#ru#vkh#dvvljqv#jodprxu#zrun#

wr#fhuwdlq#shrsoh#ru#fhuwdlq#w|shv#ri#shrsoh1#Zrun#zlwk#wkh#shuvrq#wr#iljxuh#rxw#

zkhwkhu#+4,#wkh#dydlodeoh#srro#iru#jodprxu#zrun#dvvljqphqwv#lv#glyhuvh#exw#lv#

qrw#ehlqj#wdsshg#ixoo|#ru#zkhwkhu#+5,#rqo|#d#ihz#shrsoh#kdyh#wkh#uhtxlvlwh#vnloov#

iru#jodprxu#zrun#dvvljqphqwv1#Xvh#wkh#�Uhvsrqvhv#wr#Frpprq#Sxvkedfn�#dqg#

�Lghqwli|lqj#Eldv#lq#Dvvljqphqwv�#zrunvkhhwv#+dydlodeoh#dw#zzz1EldvLqwhuuxswhuv#

1ruj,#wr#suhsduh#iru#erxqfhedfn#phhwlqjv1

If a diverse pool has the requisite skills . . .

�# Implement a rotation.#Vhw#xs#d#v|vwhp#zkhuh#soxp#dvvljqphqwv#duh#urwdwhg#

ehwzhhq#txdolilhg#hpsor|hhv1

�# Formalize the pool.#Zulwh#grzq#wkh#olvw#ri#shrsoh#zlwk#wkh#uhtxlvlwh#vnloov#dqg#

pdnh#lw#ylvleoh#wr#zkrphyhu#glvwulexwhv#dvvljqphqwv1#Vxjjhvw#ru#uhtxluh#dq|rqh#

kdqglqj#rxw#soxp#dvvljqphqwv#wr#uhylhz#wkh#olvw#ri#txdolilhg#ohjdo#surihvvlrqdov#

ehiruh#pdnlqj#d#ghflvlrq1#Vrphwlphv#mxvw#ehlqj#uhplqghg#ri#wkh#srro#fdq#khos1

�# Institute accountability.#Uhtxluh#shrsoh#kdqglqj#rxw#dvvljqphqwv#wr#nhhs#wudfn#

ri#zkr#jhwv#soxp#dvvljqphqwv1#Uhvhdufk#vkrzv#wkdw#dffrxqwdelolw|#pdwwhuv1:4

If the pool is not diverse . . .

�# Revisit your assumptions.##Fdq#rqo|#rqh#+ru#yhu|#ihz,#hpsor|hhv#kdqgoh#wklv#

w|sh#ri#dvvljqphqw/#ru#lv#lw#mxvw#wkdw#|rx#ihho#pruh#frpiruwdeoh#zrunlqj#zlwk#

wkrvh#ihz#shrsohB#

�# Revisit how the pool was assembled.#Zkhq#dffhvv#wr#fduhhu0hqkdqflqj#dvvljq0

phqwv#ghshqgv#rq#�jr0jhwwhuv�#zkr#dvn#iru#wkhp/#zrphq/#shrsoh#ri#froru/#dqg#

fodvv#pljudqwv#pd|#eh#glvdgydqwdjhg#ehfdxvh#vhoi0surprwlrq#lv#ohvv#dffhswdeoh#

wr#wkhp#ru#ohvv#dffhswhg#zkhq#wkh|#gr#lw1

Li#wkhvh#vxjjhvwlrqv#duhq�w#uhohydqw#ru#grq�w#vroyh#|rxu#sureohp/#wkhq#lw�v#wlph#wr#

expand the pool.#Vpdoo#lq0krxvh#ghsduwphqwv#pd|#kdyh#wr#"qg#fuhdwlyh#zd|v#wr#gr#

wklv1

�# Development plan.#Iru#wkh#dwwruqh|v#ru#rwkhu#ohjdo#surihvvlrqdov#zkr#duhq�w#|hw#

deoh#wr#kdqgoh#wkh#soxp#dvvljqphqwv/#zkdw#vnloov#zrxog#wkh|#qhhg#wr#eh#holjleohB#

Lghqwli|#wkrvh#vnloov#dqg#lqvwlwxwh#d#ghyhorsphqw#sodq1
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�# Succession planning.#Uhphpehu#wkdw#kdylqj#�ehqfk#vwuhqjwk�#lv#lpsruwdqw#vr#

wkdw#|rxu#ghsduwphqw#zrq�w#eh#ohiw#vfudpeolqj#li#vrphrqh#xqh{shfwhgo|#ohdyhv#

wkh#frpsdq|1

�# Leverage existing HR policies.#Li#|rxu#frpsdq|#kdv#d#Wdohqw#Ghyhorsphqw#Frp0

plwwhh#ru#surihvvlrqdo#ghyhorsphqw#uhvrxufhv/#xvh#wklv#uhvrxufh#wr#khos#|rxu#

ohjdo#surihvvlrqdov#ghyhors#wkh#vnloov#wkh|#qhhg#wr#kdqgoh#soxp#dvvljqphqwv1

�# Shadowing.#Kdyh#d#pruh#mxqlru#shuvrq#vkdgrz#d#pruh#h{shulhqfhg#shuvrq#

gxulqj#d#kljk0suriloh#dvvljqphqw1

�# Mentoring.#Hvwdeolvk#d#phqwrulqj#surjudp#wr#khos#d#eurdghu#udqjh#ri#mxqlru#

shrsoh#jdlq#dffhvv#wr#ydoxhg#vnloov1

If you can�t expand your pool, reframe the assignment.#Fdq#|rx#euhdn#xs#wkh#

dvvljqphqw#lqwr#glvfuhwh#slhfhv#vr#pruh#shrsoh#fdq#sduwlflsdwh#dqg#jhw#wkh#h{shulhqfhv#

wkh|#qhhgB

If nothing else works, frqvlghu#d#irupdo#dvvljqphqw#v|vwhp1

3. Repeat as Needed

�# Return to your metrics.#Glg#wkh#eldv#lqwhuuxswhuv#surgxfh#fkdqjhB

�# If you still don�t have a fair allocation of high- and low-profile work/#|rx#pd|#

qhhg#wr#lpsohphqw#vwurqjhu#eldv#lqwhuuxswhuv#ru#frqvlghu#prylqj#wr#d#irupdo#

dvvljqphqw#v|vwhp1

�# Use an iterative process#xqwlo#|rxu#phwulfv#lpsuryh1
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Interrupting Bias in 
Performance Evaluations

Tools for In-House Departments

The Challenge

Eldv#lq#shuirupdqfh#hydoxdwlrqv#kdv#ehhq#zhoo#grfxphqwhg#iru#ghfdghv1:5

Lq#rqh#vwxg|/#odz#"up#sduwqhuv#zhuh#dvnhg#wr#hydoxdwh#d#phpr#e|#d#wklug0|hdu#

dvvrfldwh1#Kdoi#wkh#sduwqhuv#zhuh#wrog#wkh#dvvrfldwh#zdv#eodfn>#wkh#rwkhu#kdoi#zhuh#

wrog#wkh#lghqwlfdo#phpr#zdv#zulwwhq#e|#d#zklwh#dvvrfldwh1#Wkh#sduwqhuv#irxqg#74(#

pruh#huuruv#lq#wkh#phpr#wkh|#eholhyhg#zdv#zulwwhq#e|#d#eodfn#dvvrfldwh#dv#frpsduhg#

zlwk#d#zklwh#dvvrfldwh1:6#Ryhudoo#udqnlqjv#dovr#gliihuhg#e|#udfh1#Sduwqhuv#judghg#wkh#

zklwh#dxwkru#dv#kdylqj#�srwhqwldo�#dqg#ehlqj#�jhqhudoo|#jrrg/�#zkhuhdv#wkh|#judghg#

wkh#eodfn#dxwkru#dv#�dyhudjh#dw#ehvw1�

Wkh#sureohp#lvq�w#olplwhg#wr#odz#"upv1#Rqh#lqirupdo#vwxg|#lq#whfk#uhyhdohg#wkdw#99(#

ri#zrphq�v#shuirupdqfh#uhylhzv#exw#rqo|#4(#ri#phq�v#uhylhzv#frqwdlqhg#qhjdwlyh#

shuvrqdolw|#fulwlflvp1:7#Eldv#lq#wkh#hydoxdwlrq#surfhvv#vwuhwfkhv#dfurvv#lqgxvwulhv1

The Solution: A Three-Step Approach

1. Use Metrics

Iru#lq0krxvh#ghsduwphqwv/#vrph#phwulfv#pd|#eh#srvvleoh#wr#wudfn>#rwkhuv#pd|#uhtxluh#

KU#ru#fdq#rqo|#eh#wudfnhg#frpsdq|0zlgh1#Ghshqglqj#rq#wkh#vwuxfwxuh#dqg#vl}h#ri#

|rxu#ghsduwphqw/#lghqwli|#zklfk#phwulfv#|rx#duh#deoh#wr#wudfn1

For each metric, examine:

�# Gr#sdwwhuqhg#gliihuhqfhv#h{lvw#ehwzhhq#pdmrulw|#phq/#pdmrulw|#zrphq/#phq#

ri#froru/#dqg#zrphq#ri#froruB#Lqfoxgh#dq|#rwkhu#xqghuuhsuhvhqwhg#jurxs#wkdw#

|rxu#frpsdq|#wudfnv/#vxfk#dv#yhwhudqv/#OJEWT#shrsoh/#ru#lqglylgxdov#zlwk#

glvdelolwlhv1

�# Gr#sdwwhuqhg#gliihuhqfhv#h{lvw#iru#sduhqwv#diwhu#wkh|#uhwxuq#iurp#ohdyh#ru#iru#

hpsor|hhv#zkr#uhgxfh#wkhlu#krxuvB

�# Gr#sdwwhuqhg#gliihuhqfhv#h{lvw#ehwzhhq#ixoo0wlph#dqg#sduw0wlph#odz|huv#dqg#

rwkhu#ohjdo#surihvvlrqdovB

 Important metrics to analyze:

�# Gr#|rxu#shuirupdqfh#hydoxdwlrqv#vkrz#frqvlvwhqw#glvsdulwlhv#e|#ghprjudsklf#

jurxsB

�# Gr#zrphq�v#udwlqjv#idoo#diwhu#wkh|#kdyh#fkloguhqB#Gr#udwlqjv#idoo#diwhu#surihv0

vlrqdov#wdnh#sduhqwdo#ohdyh#ru#dgrsw#ioh{leoh#zrun#duudqjhphqwvB
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�# Gr#wkh#vdph#shuirupdqfh#udwlqjv#uhvxow#lq#gliihuhqw#surprwlrq#ru#frpshqvdwlrq#

udwhv#iru#gliihuhqw#jurxsvB

Nhhs#lq0krxvh#phwulfv#e|#+4,#lqglylgxdo#vxshuylvru>#+5,#ghsduwphqw/#li#|rxu#lq0krxvh#

ghsduwphqw#lv#odujh#hqrxjk#wr#kdyh#lwv#rzq#ghsduwphqwv>#dqg#+6,#frxqwu|/#li#uhohydqw1

2. Implement Bias Interrupters

Doo#eldv#lqwhuuxswhuv#vkrxog#dsso|#erwk#wr#zulwwhq#pdwhuldov#dqg#lq#phhwlqjv/#zkhuh#

uhohydqw1

Ehfdxvh#lq0krxvh#ghsduwphqwv#ydu|#vr#pxfk#lq#vl}h#dqg#vwuxfwxuh/#qrw#doo#lqwhuuxswhuv#

zloo#eh#uhohydqw#wr#hyhu|#frpsdq|1#Dovr/#vrph#lqwhuuxswhuv#zloo#qrw#eh#ihdvleoh/#

ghshqglqj#rq#krz#pxfk#ri#wkh#klulqj#surfhvv#lv#grqh#e|#wkh#lq0krxvh#ghsduwphqw#

yhuvxv#KU1#Frqvlghu#wklv#dv#d#phqx1

Wr#xqghuvwdqg#wkh#uhvhdufk#dqg#udwlrqdoh#ehklqg#wkh#vxjjhvwhg#eldv#lqwhuuxswhuv/#uhdg#

wkh#�Lghqwli|lqj#Eldv#lq#Shuirupdqfh#Hydoxdwlrqv#Zrunvkhhw/�#dydlodeoh#rqolqh#dw#

EldvLqwhuuxswhuv1ruj/#zklfk#vxppdul}hv#kxqguhgv#ri#vwxglhv1

C0"Gorqygt"cpf"Crrqkpv

�# Empower people involved in the evaluation process to spot and interrupt bias.#

Xvh#wkh#�Lghqwli|lqj#Eldv#lq#Shuirupdqfh#Hydoxdwlrqv#Zrunvkhhw/�#dydlodeoh#

dw#EldvLqwhuuxswhuv1ruj/#dqg#glvwulexwh#lw#wr#wkrvh#lqyroyhg#lq#wkh#hydoxdwlrq#

surfhvv1

�# Appoint bias interrupters.#Surylgh#KU#surihvvlrqdov#ru#whdp#phpehuv#zlwk#

vshfldo#wudlqlqj#wr#vsrw#eldv#dqg#lqyroyh#wkhp#dw#hyhu|#vwhs#ri#wkh#shuirupdqfh#

hydoxdwlrq#surfhvv1#Wudlqlqj#lv#dydlodeoh#dw#EldvLqwhuuxswhuv1ruj1

D0"Vkru"hqt"Vygcmkpi"vjg"Gxcnwcvkqp"Hqto

Pdq|#lq0krxvh#ghsduwphqwv#gr#qrw#kdyh#frqwuro#ryhu#wkhlu#shuirupdqfh#hydoxdwlrq#

irupv/#vr#vrph#ri#wkhvh#vxjjhvwlrqv#zloo#qrw#eh#ihdvleoh1

�# Begin with clear and specific performance criteria directly related to job require-

ments.#Wu|#�Kh#lv#deoh#wr#zulwh#fohdu#phprv#wr#ohdghuvkls#wkdw#dffxudwho|#sru0

wud|#wkh#ohjdo#vlwxdwlrqv#dw#kdqg�#lqvwhdg#ri#�Kh#zulwhv#zhoo1�

�# Instruct reviewers to provide evidence to justify their rating and hold them 

accountable.#Joredo#udwlqjv/#zlwk#qr#vshflilfv#wr#edfn#wkhp#xs/#duh#d#uhflsh#iru#

eldv#dqg#gr#qrw#surylgh#frqvwuxfwlyh#dgylfh#wr#wkh#hpsor|hh#ehlqj#uhylhzhg1

�# Ensure that the evidence is from the evaluation period.#Wkh#hydoxdwlrq#irup#

vkrxog#pdnh#lw#fohdu#wkdw#d#plvwdnh#dq#hpsor|hh#pdgh#wzr#|hduv#djr#lvq�w#

dffhswdeoh#hylghqfh#iru#d#srru#udwlqj#wrgd|1

�# Separate discussions of potential and performance.#Wkhuh#lv#d#whqghqf|#

iru#pdmrulw|#phq#wr#eh#mxgjhg#rq#srwhqwldo#dqg#rwkhuv#wr#eh#mxgjhg#rq#

shuirupdqfh1

�# Separate personality issues from skill sets.#D#qduurzhu#udqjh#ri#ehkdylru#riwhq#lv#

dffhswhg#iurp#zrphq#dqg#shrsoh#ri#froru#wkdq#iurp#pdmrulw|#phq1
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E0"Vkru"hqt"Vygcmkpi"vjg"Gxcnwcvkqp"Rtqeguu

�# Help everyone effectively advocate for themselves.#Glvwulexwh#wkh#�Zulwlqj#dq#

Hiihfwlyh#Vhoi0Hydoxdwlrq/�#dydlodeoh#rqolqh#dw#EldvLqwhuuxswhuv1ruj1

�# If the evaluation process requires self-promotion, offer alternatives.#Vhw#xs#pruh#

irupdo#v|vwhpv#iru#vkdulqj#vxffhvvhv#zlwklq#|rxu#lq0krxvh#ghsduwphqw/#vxfk#dv#d#

prqwko|#h0pdlo#wkdw#olvwv#hpsor|hhv�#dffrpsolvkphqwv1

�# Provide a bounceback.#Li#srvvleoh/#dvn#KU#iru#dq#dqdo|vlv#+ru#gr#|rxu#rzq,#wr#

hqvxuh#wkdw#lqglylgxdo#vxshuylvruv�#uhylhzv#gr#qrw#vkrz#eldv#wrzdug#ru#djdlqvw#

dq|#sduwlfxodu#jurxs1#Li#wkh|#gr/#krog#d#phhwlqj#zlwk#wkdw#vxshuylvru#wr#khos#wkh#

shuvrq#lq#txhvwlrq#wklqn#wkurxjk#zk|#fhuwdlq#w|shv#ri#shrsoh#duh#jhwwlqj#orzhu#

shuirupdqfh#hydoxdwlrqv1#Zrun#zlwk#wkh#vxshuylvru#wr#iljxuh#rxw#zkhwkhu#+4,#

wkh#lqglylgxdov#lq#txhvwlrq#duh#kdylqj#shuirupdqfh#sureohpv#dqg#vkrxog#eh#sxw#

rq#Shuirupdqfh#Lpsuryhphqw#Sodqv#ru#zkhwkhu#+5,#wkh#vxshuylvru#vkrxog#uhh{0

dplqh#krz#hpsor|hhv#duh#ehlqj#hydoxdwhg1

�# Have bias interrupters play an active role.#Li#|rxu#lq0krxvh#ghsduwphqw#krogv#

fdoleudwlrq#phhwlqjv/#pdnh#vxuh#wkhuh#lv#d#eldv#lqwhuuxswhu#lq#wkh#urrp#wr#vsrw#

dqg#fruuhfw#dq|#lqvwdqfhv#ri#eldv1#Li#d#eldv#lqwhuuxswhu#fdq�w#eh#lq#wkh#urrp/#kdyh#

sduwlflsdqwv#uhdg#wkh#�Lghqwli|lqj#Eldv#lq#Shuirupdqfh#Hydoxdwlrqv#Zrunvkhhw�#

ehiruh#wkh|#phhw/#dydlodeoh#rqolqh#dw#EldvLqwhuuxswhuv1ruj1

�# Don�t eliminate your performance appraisal system.#Wr#wkh#h{whqw#wkdw#|rx#kdyh#

d#vd|#lq#wkh#KU#rshudwlrqv#lq#|rxu#frpsdq|/#hqfrxudjh#|rxu#frpsdq|#qrw#wr#

holplqdwh#irupdo#shuirupdqfh#dssudlvdo#v|vwhpv1#Lqirupdo/#rq#wkh#io|#shuiru0

pdqfh#hydoxdwlrq#v|vwhpv#duh#ehfrplqj#pruh#srsxodu/#exw#wkh|#kdyh#d#whqghqf|#

wr#uhsurgxfh#sdwwhuqv#ri#eldv1

3. Repeat as Needed

�# Return to your key metrics.#Glg#wkh#eldv#lqwhuuxswhuv#surgxfh#fkdqjhB

�# If you don�t see change/#|rx#pd|#qhhg#wr#lpsohphqw#vwurqjhu#eldv#lqwhuuxswhuv/#

ru#|rx#pd|#eh#wdujhwlqj#wkh#zurqj#sodfh#lq#wkh#shuirupdqfh#hydoxdwlrq#surfhvv1

�# Use an iterative process#xqwlo#|rxu#phwulfv#lpsuryh1
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Interrupting Bias in 
Compensation

Tools for In-House Departments

The Challenge

Wkh#lq0krxvh#jhqghu#sd|#jds#kdv#qrw#ehhq#zhoo#vwxglhg/#exw#d#534:#uhsruw#iurp#wkh#

Dvvrfldwlrq#ri#Frusrudwh#Frxqvho#ghvfulehg#d#�gudpdwlf�#jhqghu#sd|#glvsdulw|#edvhg#

rq#d#vxuyh|#wdnhq#e|#4/;33#lq0krxvh#frxqvho1#Wkh#uhsruw#irxqg#wkdw#wkhuh#lv#d#kljkhu#

sursruwlrq#ri#phq#lq#vl{#ri#vhyhq#vdodu|#edqgv#deryh#'4<</333�|hw#rqo|#;(#ri#

pdoh#uhvsrqghqwv#eholhyhg#wkdw#d#sd|#jds#h{lvwhg1#:8

Lqwhuuxswlqj#eldv#lq#frpshqvdwlrq#iru#lq0krxvh#ghsduwphqwv#fdq#eh#wulfn|#ehfdxvh#

ghflvlrqv#dqg#srolflhv#durxqg#frpshqvdwlrq#w|slfdoo|#duh#pdgh#dw#wkh#frpsdq|#ohyho/#

exw#wkhuh#duh#vwhsv#|rxu#ghsduwphqw#fdq#wdnh#wr#ehjlq#wr#dgguhvv#wkh#sureohp1

The Solution

Wkh#iroorzlqj#uhfrpphqgdwlrqv#fdq#eh#lpsohphqwhg#dw#wkh#ghsduwphqwdo#ohyho#wr#

uhgxfh#eldv#lq#frpshqvdwlrq1

�# Communicate your organization�s compensation strategy.#Li#rqo|#wkrvh#�lq#wkh#

nqrz�#xqghuvwdqg#zkdw�v#uhdoo|#ydoxhg/#wkdw#zloo#rqo|#ehqhilw#d#vpdoo#lq#jurxs1

�# When hiring, don�t ask candidates about prior salary.#Dvnlqj#derxw#sulru#vdodu|#

zkhq#vhwwlqj#frpshqvdwlrq#iru#d#qhz#kluh#fdq#shushwxdwh#wkh#jhqghu#sd|#jds1:9#

+D#jurzlqj#ohjlvodwlyh#pryhphqw#surklelwv#hpsor|huv#iurp#dvnlqj#survshfwlyh#

hpsor|hhv#derxw#wkhlu#sulru#vdodulhv1::,

�# Read and distribute the �Identifying Bias in Compensation Worksheet� to any-

one involved in compensation decisions in your department (available online at 

BiasInterrupters.ruj,1

�# Obtain surveys and benchmarking data at regular intervals.#Dvvhvv#zkhwkhu#

frpshqvdwlrq#lq#|rxu#lq0krxvh#ghsduwphqw#lv#frpshwlwlyh#zlwk#wkh#uhohydqw#

pdunhw1#VKUP#dqg#vlplodu#rujdql}dwlrqv#surylgh#jxlgdqfh#wr#khos#|rx#fkrrvh#

uhsxwdeoh#frpshqvdwlrq#vxuyh|v#dqg#ehqfkpdunlqj#gdwd1#W|slfdoo|#wkhvh#gdwd#

duh#ehklqg#d#sd|#zdoo1

�# Encourage HR to implement pay equity audits under the direction of the legal 

department or outside lawyers to maximize the chance that the data collected is 

not discoverable under attorney�client privilege.

�# When pay disparity is discovered, work with HR or the equivalent department 

to address the disparity within a reasonable period of time.

�# Institute a low-risk way people can get help in disputes over compensation.#Vhw#

xs#d#zd|#wr#vhwwoh#glvsxwhv#ryhu#frpshqvdwlrq#wkdw#odz|huv#dqg#ohjdo#surihv0

vlrqdov#fdq#xvh#zlwkrxw#udlvlqj#h|heurzv1
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Best Practice: 
Sponsorship

Based on Ricardo Anzaldua’s MetLife Sponsorship 
Program
Wkhvh#Ehvw#Sudfwlfh#uhfrpphqgdwlrqv#duh#edvhg#rq#frqyhuvdwlrqv#zlwk#Ulfdugr#

Dq}dogxd/#JF#ri#PhwOlih/#zkr#lpsohphqwhg#d#vlplodu#surjudp#lq#klv#ghsduwphqw1

Identify top talent.#Fuhdwh#d#v|vwhp#wkdw#frqwurov#iru#xqfrqvflrxv#eldv#wr#lghqwli|#wrs#

wdohqw#+lqfoxglqj#qrqglyhuvh#wdohqw,#wr#ghihdw#dujxphqwv#wkdw#wkh#surjudp#lv#ghvljqhg#

wr#xqidluo|#dgydqwdjh#ru#glvdgydqwdjh#sduwlfxodu#jurxsv1#Wr#lghqwli|#wrs#wdohqw#hduo|/#

PhwOlih#xvhg#h{lvwlqj#wdohqw0lghqwli|lqj#wrrov#dqg#lqwurgxfhg#vxuyh|#whfkqltxhv#wr#

frqwuro#iru#xqfrqvflrxv#eldv1#Pdnh#vxuh#wkdw#|rxu#v|vwhp=

�# Gudzv#lqsxw#iurp#pdq|#gliihuhqw#vrxufhv#+qrw#mxvw#pdqdjhuv>#dovr#lqfoxgh#fol0

hqwv/#shhuv/#vxeruglqdwhv/#hwf1,

�# Vhhnv#dvvhvvphqwv#ri#erwk#shuirupdqfh#dqg#srwhqwldo#iurp#ydu|lqj#shuvshfwlyhv

Pair each top-talent candidate with a trained senior-level sponsor who is held 

accountable.

�# Wlh#hiihfwlyh#vsrqvruvkls#zlwk#pdqdjhu#shuirupdqfh#hydoxdwlrqv/#frpshqvdwlrq/#

dqg#delolw|#wr#eh#surprwhg1

�# Wr#hqvxuh#wkdw#vsrqvruvkls#grhv#qrw#frph#wr#eh#uhjdughg#dv#d#ulvn#ri#ehlqj#

frqvlghuhg#d#srru#shuiruphu#zlwk#olwwoh#uhzdug/#hlwkhu#+4,#hqolvw#all#riilfhu0ohyho#

pdqdjhuv#wr#eh#vsrqvruv#ru#+5,#fuhdwh#xsvlgh#uhzdugv#dydlodeoh#rqo|#wr#hiihfwlyh#

vsrqvruv1#+Qrwh=#hqolvwlqj#doo#pdqdjhuv#wr#eh#vsrqvruv#lv#vlpsohu#dqg#khosv#jhw#

ex|0lq#wr#wkh#surjudp1,
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Develop goals and milestones for protêgês.
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h{dplqdwlrq,/#dqg#h{hfxwlyh#suhvhqfh#frdfklqj1
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Create action learning teams (ALTs).

�# Fuhdwh#vpdoo#whdpv#ri#surwíjív#dqg#vsrqvruv#+sdlu#vsrqvruv#zlwk#gliihuhqw#

jurxsv#ri#surwíjív,1
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vwdwxv#ri#wkhlu#zrun1

Bake sponsorship and ALTs into existing talent development systems, performance 

evaluations systems, and HR processes.
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