Talent is this decade’s most
pressing business challenge.
From a business outcomes perspective, having high-performing
talent on board can make the difference between winning and
losing, as top talent has a disproportionate impact1 on anything
from innovation to speed-to-market to adaptability in the face of
economic chocs. In complex roles requiring many interactions
and multiple flows of information such as team management or
software development, for instance, top performers can drive up
to 800% more results than the rest of the workforce.
In such a competitive talent market, it is no coincidence that CEO’s
top hot button issue for 2018 was hiring and retaining top talent2.
This new level of urgency has brought many changes to talent
acquisition organizations. One of those is that recruiting teams
are starting to operate very much like their marketing and sales
counterparts, and taking a data-driven approach to providing an
exceptional candidate experience. They are learning to build longterm, proactive relationships at scale by leveraging every piece of
information their candidates are sharing.
Another change is that talent executives are exploring new ways
to measure their recruiting activities. The old talent acquisition
metrics provide a great outlook into productivity and past
performance, but they lack the forward-looking dimension
that talent leaders need to add a strategic, long-term
dimension to their function.
This guide is the perfect starting place for talent leaders,
people analytics professionals, business analysis specialists,
or recruiting operations specialists who are looking to explore
how better data can impact their candidate experience,
and how to shift their focus to measure what matters.

The Best and The Rest: Revisiting The Norm of Normality of Individual Performance, Personnel
Psychology, February 2012, accessed August 2019, https://onlinelibrary.wiley.com/doi/abs/10.1111/
j.1744-6570.2011.01239.x
1

C-Suite Challenge 2018: Reinventing the organization in the Digital Age, The Conference Board,
accessed August 2019, https://www.conference-board.org/c-suite-challenge2018/
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Where do you start for a great
candidate experience?
Top candidates have more options than ever before, and in such
a competitive setting, every aspect of the recruiting experience
matters. If researching jobs or applying with a company is a clunky
or repetitive process, candidates move on. If, on the other hand,
they need to exert only a minimal amount of effort to explore
opportunities, and feel known and appreciated by the recruiting
team throughout the journey, they will make more of an effort
to apply to the right role.
The goal is for recruiters to provide candidates with the same
delightful and unobtrusive journey that they get from leading
consumer brands: informative, engaging, and personalized,
without being spammy or intrusive.
Building those experiences requires that the team thinks
strategically about how they organize, share and maintain
candidate data. Having data that lives in one place and is always
up to date, for instance, means that campus recruiting and diversity
initiatives can cross-reference their leads and activities, or that
engagement campaigns can react to candidates moving jobs
or visiting the careers site. It means hyper-targeted talent
pools and seamless journeys.
More importantly, it also means that talent leaders can
exponentially improve the talent organization’s reporting. Every
step of the candidate journey can be understood and explored
in granular detail. Every cost and performance metric can be
measured both holistically and at the individual level. This affords
them a level of insight and vision that gives them a seat at the
executive table, and changes the role of the Talent function
in the organization.
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Talent pools: essential to
engagement
When we feel that a company has made an extra effort to
get to know who we are, our relationship with that company
gains an emotional layer that means higher loyalty and a
more positive attitude.
That is the power of strong brands, and it applies whether
we are customers or candidates.
Most of the time, that extra touch comes from addressing the
candidate by their name, following up on their previous interactions
with the company with a useful piece of information, or adding
a touch of delight or entertainment to their journey — in short,
maintaining personalized communication.
Talent pools help recruiters maintain that level of personalization
at scale. By organizing candidates by personal and professional
traits, behaviours, and demographic or psychographic
characteristics, they allow recruiters to shape their message
to the needs of different audiences, and communicate
with them or process their information in batches,
without sacrificing personalization.
EXAMPLES OF TALENT POOLS
•

Leads from industry careers fairs or events

•

Unsuccessful applicants, silver medalists,
for a specific role family

•

Senior leaders sourced through executive searches

•

Candidates who recently moved to a specific location

•

Past employees of a specific company
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TALENT POOLS
A grouping or tagging
system designed for
the organization and
segmentation of
candidates. Instead
of one, unapproachable
database, pools let you
effectively group and
categorize talent (e.g.
“Marketers based in
Austin” or “Senior
back end engineers”).

TALENT NETWORK
An opt-in online
community where the
candidate can interact
with recruiters and peers
about career opportunities
at a specific company.
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Talent pools for pipeline
management
Building a talent pool is different from simply segmenting your
candidates. The latter helps direct talent attraction campaigns
towards a given audience, while the first helps build an overall
experience for that same audience, and is targeted at converting
candidates into applicants for a specific type of role over time.

COLLECT
CANDIDATE DATA
Set up your CRM with
detailed fields to receive
all relevant information
about candidates.
Update those fields as
you scale up your talent
attraction activities.
Keep fields organized by
setting conventions with
the rest of your team,
e.g. avoid duplicates
like “Senior Marketer”
and “Senior Marketing
Manager” in the “Current
Role” field.

ASSIGN STAGES

SEGMENT AND FILTER

Create a status field
to keep track of where
candidates are in the
pipeline, and to know who
is most likely to apply and
who still needs to learn
more about the company.

Use the available data
fields to create different
“groups” of candidates
that suit your hiring needs
e.g. “Local Designers” or
“Women engineers”.

Define criteria or scores
for the whole team for
moving candidates from
one status (e.g. qualified
lead) to another (e.g.
candidate). Parts of that
process can even be
automated.

Lean on Personas for
ideas on how to segment
or tag candidates.
Think of adding
candidates to more than
one pool if they could be
a fit for more than one
type of role.

Example of talent pool with
candidate data on Beamery

THE COMPLETE GUIDE TO RECRUITING METRICS

6

Data enrichment for better
engagement
The amount of data that we publicly share about ourselves online
is staggering: dozens of apps and profiles on social media, forums,
comments, resumes, forms. Not to mention all the information that
can be inferred from our online behavior: the links we visit on a
website, the time we spend on a page, or even the videos we stop
watching after only a few seconds. And yet, recruiters only use
a fraction of it, and rely on the minimal information contained
in a resume.
A candidate, and individual that you are trying to bring into a
wider team and organization, is not the sum of their past job titles.
To build a fuller image of the person you are trying to engage, you
need more information than what is on their resume. That is why
data enrichment—automated data collection and maintenance
at a large scale— is such a crucial part of good engagement.
With information such as interests, online behaviour,
languages, portfolios, historical interactions with the company,
to mention only a few examples, recruiters have a much more
complete profile to work with.
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The dangers of bad data
Bad data can result in a number of situations ranging from
awkward to totally ridiculous, and can kill any attempt at starting
a genuine relationship.
It is hard to convince candidates that you are really invested in
getting to know them if you send them emails addressed to the
wrong first name. Similarly, any goodwill you hope to generate by
inviting them to an exciting networking dinner in Boston, United
States, will only result in frustration if they have been living in
London for the past two years.
BAD DATA IS INEVITABLE
Even the cleanest databases decay eventually. Every year
candidates get new job titles, move to another city, or get a new
phone number. Databases that start out with bad data are in even
worse shape with the passage of time.

Beamery’s CRM deduplication feature

GOOD PRACTICES MAKE A DIFFERENCE
It is crucial to have good practices both around data collection
(uniform formats, spell checks, automated deduplication, etc.) and
data maintenance (cleaning and continuous enrichment).		
•

De-duplication identifies existing leads in the database
and prevents entering them again, or merges existing
leads that refer to the same individual but have
complementary information.

•

Data cleaning, or cleansing, standardizes job titles,
company names, or regions, for example, and removes
bad data, such as false or obsolete email addresses.

•

Data enrichment adds data collected automatically
from other sources to existing profiles in your database,
such as industry, job title, or phone number if it’s available
online in one of the platforms that your CRM can connect to.
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The dangers of bad data:
Spam filters
Another danger of bad data is being filtered out as spam when
sending nurture campaigns. Considering that 70% of all mail sent
globally is spam1, email providers take great care to constantly
refine their filters and keep unnecessary messages out of
their users’ inboxes.
HOW DOES BAD DATA MAKE YOU VULNERABLE TO SPAM?
Spam filters decide whether to accept an email based on three
factors: Source, reputation, and content. Bad candidate data can
affect both reputation and content.
REPUTATION
A sender’s reputation is calculated using a few different factors.
One of the main ones is the number of repeated “bounces” in the
sender’s database. Delete bounced email addresses as soon as
possible, as high bounce rates will decrease your reputation score.
Similarly, if you keep addresses that are clearly fake (test@test.
com), wrong (emily@yaho.com) or that belong to a role and not a
person (info@company.com), your reputation score decreases.
Lastly, your reputation is impacted by the number of “spam traps”
that you keep emailing. A spam trap is a fake email address used
by an email network to capture bad email practices. It can be newly
created specifically for that purpose, or recycled from a user who
closed their account. You’ll find spam traps in illegal databases,
or in old, badly maintained ones.
CONTENT
Even if the email passes the reputation part of a filter, it still has to
be considered as “relevant” based on its content. Email filters learn
what users consider spam based on what they have marked spam
in the past, or what they have marked as “not spam” in their trash.
Ensure you are sending relevant content to your candidates,
at a frequency that is adequate, to avoid them marking you
as spam, or making complaints about your content.

The Ultimate Guide to Email
Deliverablility, ReturnPath
1
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Better data
means better
metrics

02

Getting a seat at the table
The current talent market is highly competitive, but it also presents
a powerful opportunity for talent leaders. A strong talent acquisition
function can use the increased attention and expectation to grab
and hold the attention of the company’s leadership, and obtain
a seat at the executive table.
Without a deep understanding of how to link back talent
acquisition activities to the company’s overall goals — by
attracting competitive talent and ultimately helping the company
to outperform competitors — talent leaders cannot build trust.
And without trust from leadership, Talent Acquisition will remain
an “internal services” function, tasked with reacting to the
strategies set by other teams, instead of contributing to
the strategic direction of the whole company.
That is why adapting the way the talent acquisition function
approaches metrics, and expanding from simple performance
measurements to a forward-looking outlook, is necessary
to talent leaders.
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Why the old metrics aren’t
enough
Recruitment marketing is an acknowledged priority for most
talent acquisition teams. And yet, respectively 60% and 40% of
companies track time to hire and source of hire, while only 20%
track their employer brand awareness, and only 13% track their
pipeline growth, for example1.
Most of the reporting and analytics in recruiting focuses on what
happens around the application moment, and the journey of the
applicant until they are either hired or rejected.

Only 20%
of companies
track employer
brand awareness.

In other words, companies don’t put enough effort in
understanding all the research that candidates do, their relationship
with the employer brand, or their interactions with the recruiting
team whether or not they decide to apply.
The problem is, when candidates come to the application point,
they have already heard about the company on the news or saw
its products in the supermarket. They’ve heard their peers talk
about it during job fairs or visited its social media pages.
By the time they come to apply, they’ve already formed an
opinion about the potential employer. If companies want a chance
at influencing that opinion, that’s the part of the journey they
need to understand best.
Questions like “what image does the company have among
designers?” or “are our events driving young graduates to apply?”
or even “do applicants talk positively about us after the application
process is over?” must be answered and tracked — and that’s
what recruitment marketing-specific metrics help with.

State of Recruitment Marketing 2018,
Beamery
1
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What you need to track instead
So if the old metrics aren’t enough anymore, what should
recruiting teams be tracking?
Recruitment marketing metrics measure what happens before
the application as well as after. They are different from what we
call “traditional” metrics because they are relevant throughout
the whole candidate journey, not just for applicants and hires.
Candidates are willing to share more of their data now, and
expect companies to use it, and only solicit their attention with
things that are relevant to them.
Do they like what the company’s brand stands for? Does the
content they receive resonate with them? That’s information
that recruiters can – and should — use to improve the
candidate experience in real time.
Recruitment marketing software can now report on every step
of the candidate journey: who clicked on what link, how much
time did they spend on a page before closing it, what other
touchpoint they were exposed to before applying, etc. We can
optimize resources to the last penny, and create extremely
efficient, continuously improving campaigns.

THE COMPLETE GUIDE TO RECRUITING METRICS

•

What content has the
candidate seen?

•

Brand awareness:
How well-known is
the employer brand?

•

Recruitment
Marketing ROI:
Which campaigns are
the most efficient?

•

Does the employer
brand resonate with
target candidates?

•

Is the content
converting
candidates into
applicants?

•

Pipeline Growth:
Do marketing
campaigns
contribute to growing
the pipeline?

•

Talent Promoter
Score:
How likely is the
candidate to promote
the employer
brand to others?
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WHAT YOU NEED TO TRACK INSTEAD

Brand awareness
Increasing brand awareness is one of the main goals of recruitment
marketing. High awareness means that more candidates are likely
to apply to join your organization, but also that they are more likely
to have a positive attitude towards it when they interact with it.
HOW TO MEASURE IT
Increasing brand awareness is one of the main goals of recruitment
marketing. High awareness means that more candidates are likely
to apply to join your organization, but also that they are more likely
to have a positive attitude towards it when they interact with it.

Brand
awareness

number of candidates who
know the employer brand
=

total number of
surveyed candidates

This data can usually be obtained through a survey of a random
sample of the target population, which could go from very wide
(the whole in your region of operation) to much more niche
(Energy engineers in a specific city).

DEFINITION
Brand awareness is the
percentage of the target
population that is aware of
the employer brand
VARIATIONS
Aided recognition:
percentage of candidates
who recognize the
employer brand when
it is presented in a list
Top-of-mind awareness:
Number of candidates
who, when asked about
the most well-known
employer brands in the
company’s category,
mention the company’s
brand first.

Social listening tools offer ways to track proxies of brand
awareness, such as mentions, for example. Linkedin also offers
a Talent Brand Index that serves a similar purpose.
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WHAT YOU NEED TO TRACK INSTEAD

Engagement
The degree of interest elicited by a company’s content is a
great indicator of how well-crafted their recruitment marketing
campaigns are: the more relevant and targeted they are, the
more candidates will react to them.
Measuring engagement is the quickest way to keep an eye on
how well your campaigns are doing. If a blogpost is being shared or
a video on facebook receiving comments, it’s a sure sign that your
audience found them interesting, thought-provoking, or simply
entertaining or informative.
HOW TO MEASURE IT
Measuring engagement can get quite sophisticated. The team
can choose multiple metrics as their designated engagement
instance, such as comments or shares, and combine them in
a weighted model. They
= can also rate engagement for different
target audiences, by industry, level of seniority, or stage in
the funnel, for example.

Engagement

=

Number of interaction instances
(as determined by the
Recruitment Marketing team)

DEFINITION
Engagement is any
two-way interaction of a
candidate with company
content, such as social
shares, social mentions,
comments, likes,
retweets, email clicks,
event attendance,
phone calls, etc.
There is a spectrum of
behaviors that the target
audience can adopt and
that might fall under the
“engagement” label, such
as opening nurture email,
for example, or reading
a blog post.
VARIATIONS
Many marketers define
engagement as any form
of attention or interest
given to the company’s
content, and not only
two-way interactions from
the target audience.
As a result, they measure
it using anything from time
spent on a page to website
traffic, for instance.
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WHAT YOU NEED TO TRACK INSTEAD

Candidate experience
The candidate experience is the sum of every aspect of the
candidate’s interactions with the potential employer. Success is
when the candidate is delighted by his experience, and excited
to talk about it to other people around him.
HOW TO MEASURE IT

Candidate
experience

=

Average rating from a random
sample of candidates

An easy way to collect this information is to include polls in nurture
emails, at the end of applications, or after an offer has been
accepted or rejected.
The metric above is not the only one you can use. Talent Promoter
ScoreTM, which is the recruiting version of Net Promoter Score, is a
measure of how likely a candidates is to refer friends or colleagues
to your organization. It is therefore an excellent measure of how
positive a candidate’s experience was.

DEFINITION
The candidate experience
can be defined as
the sum of positive or
negative feelings caused
by interacting with a
potential employer,
throughout the whole
candidate journey, from
first touch to application
to offer or rejection.
It is properly measured
by asking a sample of
candidates - preferably
representative - to
provide a rating on
a predefined scale
VARIATIONS
Instead of directly
measuring the overall
experience, recruiters
can measure different
aspects of it, using
proxies for each aspect:
website conversion
rates for the website and
careers page experience,
application drop-offs for
the application experience,
offer acceptance
rates, engagement
rates, Glassdoor
reviews, etc.
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WHAT YOU NEED TO TRACK INSTEAD

Pipeline coverage
Sales teams use pipeline coverage to predict whether they re
likely to hit targets. For recruitment marketers, pipeline coverage
plays the same role: it helps understand whether they are feeding
enough leads into the pipeline to convert into the target number of
hires three months, six months, or one year down the road.
HOW TO MEASURE IT
current pipeline of candidates
Coverage
ratio

=

=

current pipeline
of candidates

target number of hires

A ratio higher than 1 means that the existing pipeline is likely
more than enough to hit the target number of hires, while a ratio
that is lower than 1 means that the hiring target is at risk.
Bear in mind that both coverage ratio and conversion ratio are
relative to a certain time horizon — it wouldn’t be appropriate to
use a 6 month conversion ratio to calculate a yearly coverage
ratio, for example.

DEFINITION
It’s a measure of how
much the current pipeline
will cover the future hiring
needs of the company, and
is based on an assumed
pipeline conversion ratio
VARIATIONS
Pipeline conversion ratio
is an important metric in
pipeline management. It
is the ratio of the number
of candidates at a specific
stage to the number of
candidates at the stage
before it. In other words, it
enables recruiters to say:
“Typically, when we have X
candidates in the “nurture
campaign” stage, we end
up having Y candidates in
the “phone call” stage 2
months later.
An overall pipeline
conversion rate can be
calculated by dividing the
average number of hires
by the average number
of candidates in the the
pipeline that eventually
converted into those hires.
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WHAT YOU NEED TO TRACK INSTEAD

Candidate source and influence
It isn’t always obvious with parts of a company’s “storefront”
convinced the candidate to take an interest, learn more about the
available opportunities, then apply. Tracking the source of every
application makes it possible for marketers to understand the
effect of various channels on their target audience.
HOW TO MEASURE IT
The recruitment marketer can measure the number of applications
coming from each “Source”, or communication channel, of
interest. The total number of application per channel, the ratio of
application per hire for each channel, or even the percentage of
total applications coming from a specific channel can give all sorts
of insights into the impact of each channel on the overall
hiring operation.
TRACKING SOURCE OF HIRE IS ALSO ESSENTIAL IN
BUILDING ATTRIBUTION MODELS.
Attribution models give a weight to each source, or even each
campaign from the same source, in a single candidate’s journey.
They use a predefined metric, such as how much time the
candidate spent on that source, or whether they were on that
source first or last before they apply, and score the source
based on that metric.

DEFINITION
Candidate source is where
the candidate first heard
about the opportunity
they applied to.
VARIATIONS
To be tracked and
measured correctly,
the different sources
must be defined clearly.
They must be mutually
exclusive (“social media”
and “facebook” are not
exclusive, for example)
and collectively exhaustive
(A shortcut for that is to
use a category labelled
“other sources”.)

For example, the recruiter can give a 100% attribution score to
Linkedin if the first touch of a journey was Linkedin, or a 30% score
if the candidate spent 30% of his time interaction with the company
on the Linkedin company page. Next, they average the scores
attributed to Linkedin to determine Linkedin’s influence as a
source of candidates.
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WHAT YOU NEED TO TRACK INSTEAD

ROI
ROI is the most efficient way to demonstrate the benefits of
recruitment marketing. It gives talent acquisition leaders a clear
understanding of how they can convert resources into output.
These outputs can be hires, applications, employer brand
recognition, or any other measurable positive outcome for the
Talent Acquisition organization.
HOW TO MEASURE IT

ROI

=

Additional value created
(e.g. # of hires * value per hire)
Value originally invested

Note that the way you calculate “Value of per hire” doesn’t really
matter. It could simply be the number of candidates who apply or
get hired, or it could be their annual salary, or any other value that
correlates with a successful hire.
What matters is that you calculate that value in the same way
for every “outcome” so that you can compare the ROI of different
outcomes, be they events, social media campaigns, paid
advertising, or anything else that contributes to hiring
more candidates.

DEFINITION
In general business terms,
return on investment
(ROI) is the ratio of newly
created value to the value
invested originally.
To calculate Recruitment
Marketing ROI, a monetary
value can be attributed
to the outputs of the
marketing campaigns,
so that it can be
compared to the monetary
value invested
VARIATIONS
ROI gives an
understanding of how
much to invest to obtain
a specific goal. It tells
recruitment marketers that
they spend on average X
amount in time and money
to obtain Y applications,
or Z hires.
Attribution models
tell recruitment
marketers how much
each touchpoint with
a candidate contributes
to positively increasing
the tracked outcome.
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Metric checklist
Use the list below to make sure your recruitment marketing
dashboard contains all the necessary metrics.

What gets
measured gets
managed.

Some of these metrics are much more central than others. In
general it is good practice to have metrics to capture different
aspects of the recruitment marketing strategy, such as cost,
time, and effectiveness.
TRADITIONAL/GENERALIST METRICS
FF Time to hire
FF Cost of hire
FF Source of hire

Peter Drucker
1909 — 2005

•

What content has
the candidate seen?

•

Brand awareness:
How well-known
is the employer
brand?

•

Recruitment
Marketing ROI:
Which campaigns
are the most
efficient?

•

Does the employer
brand resonate with
target candidates?

•

Is the content
converting
candidates into
applicants?

•

Pipeline Growth:
Do marketing
campaigns
contribute to
growing the
pipeline?

•

Talent Promoter
Score:
How likely is
the candidate
to promote the
employer brand
to others?

FF Offer acceptance rate
FF Quality of hire
FF Hit rate
FF Application time

RECRUITMENT MARKETING METRICS
FF Candidate experience
FF Employer brand awareness
FF Talent promoter score
FF Candidate engagement
FF Email campaign performance
FF Social media mentions
FF ROI
FF Time to application
FF Career site conversion
FF Application drop-off
FF Pipeline coverage
FF Pipeline growth
FF Pipeline quality
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Metrics: a note on forecasting
WHAT CAN YOU FORECAST?
The talent organization needs visibility into the future in both
quantitative and qualitative terms.
Forecasting relies on the principle that, given similar
circumstances, some metrics will stay the same. For example, if
in the past we got more or less the same Y amount of visits to the
careers site for the same X amount spent on ads, then we will get
2Y traffic for 2X advertising spend in the future.
Talent organizations can also try to predict certain aspects of their
hiring needs by looking into qualitative information. For example,
there might be a reason to expect that fewer women would want
to work at their company if it is just coming out of a highly visible
gender discrimination lawsuit.
RECRUITING METRICS NEEDED FOR FORECASTING
Many metrics lend themselves well to forecasting, such as
conversion rates, growth rates, engagement rates, or costs.
Using past figures to predict the future usually works better
when the circumstances around those figures have changed
as little as possible, and when there are many data points to
consider for the same metric.
Even with these rules of thumb, however, judgment must be
used. The same type of event at the same school year after year
might attract a similar amount of people every year, except if,
on one particular instance, there is another company with more
popular appeal throwing an event at the same time.
STEPPING OUTSIDE OF THE RECRUITING ORGANIZATION
Forecasting can be much more useful when complemented by
information from outside of the Talent organization. Recruiters can
establish a communication line with the CEO or the CFO’s office
to get detailed information on the company’s strategic plans: will
there be an aggressive push in foreign market in the next three
years? Will the company close plants? Is there a merger
in the horizon?
Similarly, external market information can inform the Talent
organization’s planning, such as what degrees are trending in
education, or what skills will soon be missing from the job
market because of a change in immigration policy.
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About Beamery
Beamery’s Talent Operating System allows enterprises to
attract, engage, and retain top talent, and manage the entire talent
journey through one unified platform. Beamery’s mission is to help
the world’s best companies acquire their greatest assets: their
people. Founded in 2014, Beamery is trusted by the world’s
most innovative global organizations to treat their candidates
like customers. Beamery has offices in London, Austin,
and San Francisco.
For more information, visit the Beamery website, follow
@BeameryHQ on Twitter, or email us at info@beamery.com.

“The best candidate experiences
are powered by Beamery”
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