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Defining and Sustaining a Values-Based Culture 

 ACTIVITY for Episode 6 – HIRE  
 

While most organizations are good at hiring for technical skills, certifications, and education required to 
perform a job, few organizations consider how best to hire for a good cultural fit. As conveyed by the 
Society for Human Resource Management (SHRM), the cost of a bad hire can be astronomical. Defining 
your organization or team’s intended culture in terms of values and associated behaviors provides the 
foundation for the general competencies of employees that will be a good cultural fit. The following 
graphic provides some recommended steps you can take to apply these competencies as part of your 
approach to screen, evaluate, and select candidates for hire. 
 

 
 
The demonstration of right-to-play values should serve as a necessary (must have) criteria for hiring and 
professional advancement. And the demonstration of core values serve as desired (nice-to-have) criteria 
that will further differentiate candidates for hire and employees for advancement. The following table 
offers a simple checklist you can employ when assessing candidates for cultural fit.  
 

Competency Yes No NA* Notes 
Right-To-Play Value Competencies 

Value 1     
Value 2     
Value 3     
Value 4     

Core Value Competencies 
Value 1     
Value 2     
Value 3     
Value 4     

 
* NA – conveys that the value could not be assessed as part of the interview. 

1. Review & Assess 2. Design & Develop 3. Implement

• Position descriptions, & 
competencies

• Hiring processes & 
SOPS

• Alignment to culture
• Gaps in sources, criteria, 

& processes

• Criteria for cultural fit
• Interview questions to 

assess cultural fit
• Updated competencies
• Updated processes/SOPs
• Ideal recruiting sources 
• Advertising copy

• Train/educate staff
• Test and model updated 

processes and templates
• Solicit feedback and 

revise accordingly

1. Core Values Competency 
Descriptions

2. Cultural Fit Employment 
Criteria and Checklist

3. Culture Fit – Interview 
Questions

4. Updated Hiring Processes 
and SOP

Example Outputs

1. Inventory existing materials and evaluate against the “Hiring Practices 
Cultural Assessment” tool.

2. Facilitate two or more brainstorming sessions among select leaders and staff  
to define cultural fit criteria and creative ways to assess against the criteria.

3. Conduct mock interviews with group observations to assess value of  
questions/techniques and to refine accordingly.

Example Methods and/or Tools
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We shaded the “No” column in the previous table as it pertains to core valued because we recommend 
only assessing the demonstration of Core Values as a differentiator. In other words, the lack of a core 
value does not eliminate a candidate from consideration. Rather, observation of the core value can serve 
to differentiate the candidate from others.  
 
The following tables demonstrates how you can assess a candidate’s demonstration of your core values via 
targeted and intentional interview questions. In the first three rows, we provide example based upon 
CEEK’s core value. For each suggested question, it is important to provide guidance as to what an 
interviewer should listen for that would demonstrate application of the desired core value.  
 

Value Example Question What to Listen for 

Passion 

• What do you do? Does the candidate define their job in terms of “why” not 
“what?” Do the ascribe greater meaning or purpose to 
their work? 

• Who is someone you 
admire? Why? 

Listen for the values that stand out in their explanation. 
Consider clarifying the request in terms of your industry. 
Do their values align to our values? 

Integrity 

• Where do you need 
to improve? 

Does the candidate give a sincere and authentic 
response? Or do they generally speak reframe a positive 
attribute as something to improve (e.g. I’m too giving)? 

• When did you fail to 
honor your word? 

Do they acknowledge that this happens? Do they 
elaborate to demonstrate actions taken to correct that 
situation and follow through on commitments? 

Creativity 

• Can you tell me a 
story where you 
learned a lesson? 

Can the candidate tell a compelling story? Are they 
authentic and engaging? 

• Tell me about a 
problem you faced 
and solved. 

Did the candidate take initiative to solve the problem? 
Did they “create” an alternative approach? Also, can 
assess their level of accountability (e.g. blame)? 

Complete a similar table for the core values of your team or organization 

Core Value 
•   

•   

Core Value 
•   

•   

Core Value 
•   

•   

 
 

Email info@ceekllc.com for further guidance or support to develop your Intentional Culture Plan and “Hire for the Right Fit.” 


