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1. The Culture-Fit Scoring Framework

Most hiring failures are not about skills. Research tracking 20,000 new hires found that 89% of
failures were due to attitude problems -- lack of coachability, poor motivation, or wrong
temperament. Skills are rarely the issue.

This framework replaces gut-feel hiring with a structured, evidence-based approach. You will
evaluate candidates across four dimensions, score each independently, and compare results before
discussing as a group.

The Four Dimensions

Dimension 1: Coachability

Does the candidate seek feedback, acknowledge when they are wrong, and adapt their approach
based on what they learn? High performers talk about lessons; low performers talk about blame.

Dimension 2: Ownership

Does the candidate use "I" when describing failures, or "we"? Do they take personal responsibility
for outcomes, especially bad ones? Ownership is the single strongest predictor of long-term
reliability.

Dimension 3: Proactiveness

Does the candidate identify problems before someone assigns them? Do they act without waiting
for permission? The best hires have a history of fixing things that were not technically their job.

Dimension 4: Values Alignment

Does the candidate care about the things your company culture actually rewards? This is not about
personality fit. It is about whether their default priorities match the behaviors that make your team
effective.

How to calibrate these dimensions to your company: Survey your existing high and low
performers about how they handle setbacks, make decisions, and approach work. The patterns



that distinguish your stars are the attitudes you should hire for. Culture Match automates this
entire process in under an hour.

The Scoring Scale

4 -- Strong: Specific, detailed example. Clear evidence of the behavior. Demonstrates self-awareness
and growth.

3 -- Adequate: Real example but somewhat vague. Acknowledges the concept but behavior change is
unclear.

2 -- Weak: Hypothetical or generic answer. Frames responsibility externally. Minimal evidence of the
behavior.

1 -- Red Flag: Deflects, cannot produce a real example, or demonstrates patterns incompatible with the
role.

Critical rule: Each interviewer scores independently before the debrief conversation. When two
interviewers give a 4 and a 2 on the same dimension, that is a signal worth exploring -- not
something to average out.



2. Interview Prompts

20 Questions That Surface Real Behavior

Behavioral interview questions ask candidates to describe specific past situations. They outperform
hypothetical questions because past behavior in similar situations is the best predictor of future
performance. Structured behavioral interviews have a validity coefficient of 0.51 for predicting job
performance, compared to 0.38 for unstructured interviews.

For each question, use follow-ups relentlessly. "What specifically did you do in that moment?" is

one of the most powerful probes in interviewing.

Coachability (5 Questions)

1. "Tell me about a time you received critical feedback that you initially disagreed with. What
happened?"

2. "Describe a situation where you realized mid-project that your initial approach was wrong.
How did you course-correct?"

3. "Tell me about the most critical feedback you have received in your career. Do you think it
was accurate?"

4. "Give me an example of when you had to learn something completely outside your skillset

to get a project done. Walk me through how you approached it."

5. "Describe a time when you changed your approach based on data or feedback after a
project had already started."

Listen for: Acknowledgment of being wrong, specificity of what they changed, whether they talk
about the lesson or the blame.

Ownership (5 Questions)

1. "Tell me about a project or deliverable that failed. What was your role in the failure?"

2. "Describe a time when you had to deliver bad news to a manager or stakeholder. How did

you handle it?"

3. "Give me an example of when you made a commitment and then could not keep it. What
did you do?"



4. "Tell me about a decision you made that you later realized was wrong. How did you
handle it?"

5. "Describe a situation where you were given unclear direction and the project still went
sideways. How did you approach that?"

Listen for: Use of "I" vs. "we" when describing failures, willingness to acknowledge personal

contribution, specificity.

Proactiveness (5 Questions)
1. "Tell me about a problem you identified at a previous company that was not technically
your responsibility. What did you do about it?"

2. "Give me an example of when you anticipated a risk or obstacle before anyone else raised
it. What happened?"

3. "Describe a time when you took on something significantly outside your job description.

What drove you to do it?"

4. "Tell me about a process at a previous company that you thought was broken. Did you do
anything about it?"

5. "Give me an example of a time you started a project or initiative without being asked."

Listen for: Whether the initiative had real impact, whether they needed permission or just acted,

what motivated them.

Values Alignment (5 Questions)
1. "Tell me about a time you had to make a decision where the right thing to do and the easy
thing to do were different. What did you do?"

2. "Describe the best team you have ever been part of. What made it great, and what was

your role in that?"

3. "Tell me about a work environment where you struggled to fit in. What was the
mismatch?"

4. "Give me an example of a time you disagreed with a company policy or decision. How did

you handle it?"

5. "What is something you have changed your mind about professionally in the last two
years? What convinced you?"



Listen for: Self-awareness about their own preferences, whether they describe environments and
values with specificity, honesty about mismatches.

Pro tip: After the candidate gives their best example, ask: "Can you give me a second example?"
or "Tell me about a time that did not go as well." Candidates naturally pick their strongest stories
first. The second example is often more revealing.



3. Red-Flag Checklist

Some signals should stop you in your tracks, regardless of how strong the rest of the interview feels.
Check each of these before moving a candidate forward. A single unchecked box is not
automatically disqualifying, but multiple red flags demand a hard conversation.

Behavioral Red Flags

|:| Cannot produce a specific example. Every question gets a hypothetical answer ("l would...",
"In that situation | typically..."). Past behavior is the best predictor. If there are no real stories,
there is nothing to evaluate.

|:| Consistent "we" deflection. When asked about their individual contribution, the candidate
defaults to "we did X" without being able to isolate their role. Follow up: "What specifically did
you do?" If they still cannot answer, that is a signal.

|:| Zero acknowledgment of failure or fault. In every story, external factors or other people
caused the problem. The candidate is always the hero, never the learner. This pattern is
remarkably consistent across bad hires.

Blames previous managers or companies. One bad situation is normal. A pattern of "my last

[]

three managers did not understand me" is not. Look for balanced attribution.

I:l Over-rehearsed stories with no friction. Every outcome is positive, every lesson perfectly
articulated, every challenge cleanly resolved. Real work is messier. Perfect answers often
indicate polishing, not authenticity.

Attitudinal Red Flags

I:l Fixed mindset signals. "l am just not a details person," "l have always been bad at..." without
any evidence of effort to improve. High performers acknowledge weaknesses AND describe
what they do about them.

I:l Defensiveness when probed. Follow-up questions are met with irritation or pushback rather
than curiosity. If a candidate gets defensive in an interview (where they are on their best
behavior), it will be worse under real pressure.

I:l Interest only in title, compensation, or perks. No substantive questions about the work, the
team, or the challenges. People who care about the work ask about the work.



|:| Misaligned pace or autonomy preference. Candidate describes thriving in environments that
are the opposite of yours (highly structured vs. ambiguous, collaborative vs. independent).
Listen to what they say they prefer, not what you hope they will adapt to.

Process Red Flags

I:l Large discrepancy between interviewers. One interviewer scores a 4 and another scores a 1
on the same competency. This is not noise to average out. Investigate the discrepancy before
moving forward.

I:l Reference check contradicts interview. If references describe a different person than the
one you interviewed, trust the references. Interviews are performances; references are track
records.

I:l Rushing to close. Internal pressure to fill the role is causing the team to lower the bar or skip
steps. This is the most common source of bad hires. A vacancy is painful; a bad hire is more
painful and lasts longer.



4. Candidate Scorecard

Use one scorecard per candidate. Each interviewer fills it out independently before the debrief
discussion. Bring the completed scorecards to the debrief and compare. Differences are signals
worth exploring, not noise to average.

Candidate Name: Date:

Role: Interviewer:

Score

Dimension (1-4) Evidence (specific example from the interview)

Coachability
Seeks feedback, admits

wrong, adapts

Ownership
Uses "I" for failures, takes

responsibility
Proactiveness

Acts without waiting,

spots problems early
Values Alignment

Priorities match what your

culture rewards

Scoring reminders: 4 = Specific, changed behavior, self-aware. 3 = Real but vague, some evidence. 2 =
Hypothetical or generic, minimal evidence. 1 = Red flag: deflects, no example, incompatible pattern.

Overall Recommendation:

O Strong Hire 0O Hire O Leaning No T No Hire

Key Strengths:



Key Concerns:




5. Next Step: Get Your Custom Interview Guide

This DIY framework gives you a solid foundation. But the most effective hiring processes are built
on data from your specific team -- not generic templates.

Culture Match surveys your existing high and low performers anonymously, analyzes the patterns,
and generates a custom interview guide with behavioral questions and scoring rubrics calibrated to
the attitudes that actually predict success at your company.

As a thank you for downloading this guide:

$100 off your Culture Match interview guide

GUIDE10O

$395 instead of $495

Ready to build your custom guide?
Visit getculturematch.com/start and enter code GUIDE100 at checkout.

What you get with Culture Match: Anonymous team survey, Al-powered attitude analysis, 4-6
articulated attitudes from your data, custom behavioral interview questions, scoring rubrics, and
a shareable interview guide -- all built in under an hour.

Culture Match - getculturematch.com



This guide is provided as a free resource. Share it freely with attribution.



