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In today’s highly competitive labor market, companies can’t afford to  
have a one-size-fits-all approach to their candidate experience. It’s  
common practice to segment and create a unique hiring process for 
executives; now is the time for Talent Acquisition leaders to take the  
same philosophy and customize their processes and experiences to align 
with the different values, preferences and behaviors for another critical  
group of hourly talent. 

The number of job openings in the U.S. 

has exceeded the number of job seekers 

every month since March 20181, and the 

unemployment rate has been hovering 

around a 50-year low.2 Today’s job market 

is the best that hourly workers have ever 

seen. They are in the driver’s seat when it 

comes to defining specifically what kind 

of work they want to do, what hours they 

want to work and how far they want to 

commute. This workforce has important 

skills that can often transfer easily from 

retail to restaurant to hospitality or 

office jobs. And, with annual employee 

turnover rates rising 8.3 percent from 

2017 to 2018 and up 88 percent since 

2010, organizations are losing hourly 

employees at an increasing rate. By 2023, 

35 percent of all employees will leave their 

jobs annually for another opportunity.3 

The cost of hourly employee turnover is 

immense, costing roughly 16 percent of 

the employee’s annual income to replace 

them,4 and the challenge to recruit more 

hourly talent has reached a critical juncture. 

This whitepaper provides insights and 

best practices to improve outcomes 

for hiring hourly workers. It is based 

on Cielo’s expertise gained through 

building solutions for organizations with 

high volumes of hourly hiring as well as 

additional qualitative data from a recent 

survey of talent acquisition leaders and 

recently hired hourly and salaried workers. 

This survey was conducted by HRO Today 

Magazine and sponsored by Cielo. 

Employee turnover is up 
88% since 2010. By 2023, 
35% of all employees 
will leave their jobs for 
another opportunity.



We have identified four core problems that occur when using a 
one-size-fits-all hiring process for hourly candidates: 

Speed
Job searches in today’s competitive labor 

market are about speed, particularly with 

the significant competition for hourly 

talent. Hourly candidate drop-off rates 

rise dramatically as hiring processes 

drag on, talent takes other jobs or lose 

interest in the company. A 24-hour break 

between steps in the hiring process 

results in a 30 percent reduction in 

candidate flow.5 If the hiring process is 

too slow or complex, and it takes a week 

to get through background screening, 

the candidates your organization needs 

will have moved on.

Convenience
Candidates expect a consumer-grade 

experience when they apply for a job. 

The entire process should be as easy 

as shopping – complete the purchase 

with one click, receive status updates 

via text and have the product delivered 

in one day. If the application requires 

the candidate to create a profile, use 

multiple platforms to get through the 

process, and then receive no regular 

communication or feedback, they will be 

among the 91 percent of those who start 

an online application and don’t finish it.5

FALLING THROUGH CRACKS IN THE SYSTEM
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30%
candidate loss with a  
24-hour break in the process

91%
of candidates who start an 
application don’t finish
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Technology 
Eighty percent of entry-level candidates 

coming from job boards and social 

networks use a mobile device to do so.5 

Yet many companies still use applications 

and assessments that candidates cannot 

complete easily on a mobile device. 

Considering that 47.2 million U.S. citizens 

only access the internet through a 

mobile device – accounting for almost 

20% of U.S. internet access6, the lack of 

a mobile-friendly process drives away 

candidates and keeps organizations from 

attracting a large diverse portion of their 

potential employee base.

Behavior 
The greatest evidence of a disconnect 

between organization process and 

candidate expectations is the high 

prevalence of disappearing candidates. 

Forty percent of candidates say it’s 

reasonable to “ghost” their interview, 

meaning they don’t show up after 

making the interview appointment.7 

There has been a 10 – 20 percent 

increase in candidate ghosting over  

the past year.8 In some industries, the 

no-show rate for interviews is as high as 

50 percent.5 Cielo clients see ghosting 

behavior across all demographics and 

industries, from hospitals to call centers, 

warehouses to security jobs.

20%
U.S. population only has access 
 to internet via mobile devices

These four core problems get in the way of an organization’s ability 
to connect effectively with hourly candidates. In our experience, 
the root cause of these issues is that organizations apply a singular 
approach to salaried and hourly employees. It’s time to recognize 
that all candidates deserve an experience that addresses their unique 
needs, values and behaviors.

40%
of candidates say it’s reasonable  
to ghost their interview
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THE DIFFERENCES IN HOURLY & SALARIED HIRING

Job Search & Application Process
84 percent of hourly candidates relying on Indeed to easily engage with multiple 

prospective employers. LinkedIn is the primary job search source for 62 percent of 

salaried job candidates, but only 35 percent of hourly candidates.9 Meanwhile, over 

60 percent of HR professionals believe that hourly and salaried candidates rely on 

referrals to find their next job. In reality, referrals are used by only 28 percent of either 

hourly or salaried candidates.9

Hourly workers tend to apply with minimal research at the beginning of the process, 

saving more-detailed company and role research until they secure an interview. 

Conversely, salaried candidates tend to do more research up front to understand the 

company and the role before they apply. They also labor over crafting a resume that 

is specific to the job description because they understand the need to tailor their 

resume based on the job description. Hourly workers may not have a resume at all.

It’s a candidate-driven market now, but it wasn’t too long ago that organizations 

relied on applicant tracking system (ATS) autoresponders for rejection emails, or 

worse, leaving applicants in the “candidate black hole.” Expectations have risen 

dramatically for candidate feedback and communication. Candidates who are 

interviewed and then given feedback by the end of the same day say they are 52 

percent more likely to increase their relationship with the employer (apply again, refer 

others, make and/or influence purchases).10

Technology Use 

Technology’s role in the hiring process continues to grow, especially for hourly 

workers. Mobile optimization is critical for every step, but especially during the 

application. Salaried candidates are more likely to have a desktop or laptop computer 

that works with standard systems, so they have less difficulty with a non-mobile-

friendly process.

Live and recorded video interviews enable a faster hiring process for many types 

of candidates, however these interviews have a low completion rate for hourly 

candidates likely because most candidates use a smartphone for the interview.  

A video interview requires the candidate to hold the phone’s camera up to their face 

for an extended period, which can be uncomfortable. They also worry about what’s 

in their background through the interview. Alternatively, hourly candidates are 2.5 

times more likely to participate in a live or recorded audio-only phone interview than 

a video interview.5
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Employee Value Proposition 

Hourly candidates tend to prioritize practical factors when choosing a new position, 

such as location and work schedules. They are highly unlikely to relocate for work, so 

commute time matters. Hourly workers prioritize work schedules and flexibility because 

shift work and mandatory overtime are prevalent in factory, retail, restaurant, warehouse 

and security jobs. Many retail and restaurant workers also will seek to change industries 

to gain more control over their work schedules so they can know when they are working 

more than a week in advance.11

TOP 3 REASONS FOR ACCEPTING A POSITION9

HR & Talent Acquisition New Employees

Hourly Salaried Hourly Salaried

Compensation 44.4 30.6 33.0 42.0

Company reputation 40.3 52.8 18.0 17.0

Work location 40.3 6.9 46.0 41.0

Potential for growth 36.1 69.4 35.0 43.0

Company culture 29.2 59.7 8.0 16.0

Working hours 26.4 0.0 41.0 28.0

Better benefits and a higher wage are important to both hourly and salaried candidates, 

but salaried candidates are more likely to cite potential for growth as an important 

priority in a new role.7 HR and talent acquisition professionals tend to overestimate the 

importance of company reputation and company culture as factors in both hourly and 

salaried candidate decision making, suggesting that quality-of-life factors are more 

important to attract any type of new talent.9
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CUSTOMIZATION BY PROCESS STEP9

The HRO Today survey asked HR and talent acquisition professionals to rank what they 

thought were the top reasons candidates accepted a position. They also asked recently 

hired hourly and salaried employees the factors they prioritized when accepting a new 

position. There are distinct differences in priorities for salaried between hourly employees. 

Additionally, HR/TA professionals tend to overestimate the importance of company 

reputation and culture.

The HRO Today survey asked HR and talent acquisition leaders which areas of the hiring 

process they tailored for hourly or salaried employees. More than half of respondents 

said they tailor only the interview and onboarding processes for hourly candidates. 

This leaves major opportunities to customize recruitment marketing, the application 

process, candidate assessments and the offer process to better serve hourly candidates. 

In contrast, organizations do significantly more tailoring for salaried candidates in all 

aspects of the hiring process.9 

Now is the time to focus on customizing the candidate experience for the 
hourly workforce to improve recruiting and hiring results.

THE CURRENT STATE OF CUSTOMIZATION
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Employers need to be more in tune with their hourly 
candidates and align their recruitment processes 
accordingly. The following recommendations will help 
you customize your hourly candidate experience. 

5 tips to customize the  
hourly candidate experience
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Market to hourly candidates the same way your company markets to 
customers, with smart digital advertising and easy experiences. 

Programmatic advertising is more 

effective than just posting on job boards 

because it uses automation for real-time 

ad buying to maximize spend based on a 

channel’s efficiency for specific audiences. 

Use this type of advertising platform to 

enable more detailed targeting to narrow 

the search to specific geography near your 

facilities or locations. The research shows 

that work location was the number one 

reason why hourly workers accepted a 

new position.9

But, resist the temptation to only rely 

on online advertising. Organizations are 

seeing success in businesses with high 

foot traffic to increase their reach and 

engagement by capturing candidates 

while they are on premise. Instead of 

paper applications or sending job-seeking 

customers to go online to apply, make use 
of in-store signage with “Text to Apply” 
instructions or even tablets to apply on 
the spot. Especially in retail, the last thing 

you want to do is send away a potential 

candidate from your store. You also can 

consider using your application process 

to both appreciate your candidates and 

increase sales, offering a discount code 

once someone submits their application.

TARGET RECRUITMENT MARKETING

TIP

Text today for a

NEW CAREER
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Choose mobile technology that is convenient and streamlined for 
optimal candidate engagement. 

The effectiveness of your candidate 

engagement technology on mobile 

devices is of critical importance to ensure 

that hourly employees can connect with 

you effectively and won’t drop out of the 

process due to frustration. If your career 

site, Applicant Tracking System or other 

technology doesn’t work with a smart 

phone, you’re missing out on candidates, 

limiting your talent pool and guaranteeing 

a lower success rate. 

Beyond mobile optimization, if your 

process requires candidates to jump 

from one app or page to another for 

assessments and other elements of the 

process, you’ll lose them. A single  

platform for the entire experience 

increases candidate satisfaction and 

completion rates. 

Finally, the speed of your mobile 

technology also matters. As page load 

time goes from 1 second to 3 seconds, the 

probability of the candidate leaving your 

site or app increases 32 percent. If it takes 

5 seconds to load, the probability of a lost 

candidate increases 90 percent.12

CONVENIENTLY MOBILE

TIP

3%

6%

9%

12%

15%

15+6-151-5 Minutes

12.5%

7%

3.6%

COMPLETION RATES
BY APPLICATION TIME12
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Streamline your recruitment process for happier candidates and even 
happier business leaders. 

When working to win hourly candidates 

away from competing opportunities, the 

velocity of your process is a competitive 

advantage. You don’t have the luxury of 

extended amounts of time to process and 

assess candidates. 

In recent research, only 30 percent of 

hourly candidates were extended an 

offer within a week of applying. Only 6.7 

percent of the HR and talent acquisition 

professionals surveyed said they make job 

offers within a week, only 30.3% make the 

offer within 2 weeks.9 

One key area to focus on is the time 

between application and offer in 

the selection process. By using new 

technologies that bring science to the 

selection process, the quality of applicant 

pools increases, and business leaders 

trust the information to make quick 

data-based hiring decisions, keeping the 

timeline efficient. Candidates should be 

measured against benchmark data from 

high-performing employees. Consider 

using machine learning or another artificial 

intelligence (AI) tool to continually 

improve the process for matching the right 

candidates to open positions.

With unemployment  
rates at an all time low, 
talent will not wait  
weeks for an offer  
when so many options  
are available to them.

THE NEED FOR SPEED

TIP

6.7%
of HR & TA professionals said they 
made an offer within a week
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Align your communication strategy with the needs and preferences of 
hourly candidates to keep them in the pipeline.

Nearly two-thirds of talent acquisition 

professionals communicate almost every 

time with hourly candidates by email 

rather than text.9 However, our experience 

has shown that text messaging and 

live chat get significantly better and 

faster response from hourly candidates 

than email. Another consideration is 

millennials prefer texting to other forms 

of communicating for most things,13 and 

millennials are now the single largest 

age segment of the workforce. Hourly 

candidates are 20 percent more likely to 

attend a job interview if they have talked 

to a person on the phone prior to the 

interview, rather than communicating only 

via email or chatbot.5

However, candidates can be picky about 

when and how they want to interact with 

recruiters via text. We know, for example, 

that candidates do not want texts after 

work hours and that it is critical to protect 

the candidate’s privacy when texting them, 

as others may be able to see the message 

pop up on their phone when they are at 

work.4 When in doubt, ask the candidate 

for their permission or preferences. 

This is where high tech and high touch 

come together to optimize the candidate 

experience and reduce ghosting. Phone 

calls and reminders keep candidates 

engaged throughout the process, 

encouraging them to take the next step 

and keeping them informed about the 

timeline. Personal touch points ensure 

maximum engagement and reinforce your 

employer brand.

Hourly candidates are  
20% more likely to  
attend a job interview 
if they have talked to a 
person on the phone prior 
to the interview.

CONNECT AND COMMUNICATE

TIP
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Embrace technologies that increase both efficiency and effectiveness 
without sacrificing candidate engagement and quality.

Adding the right assessment tools, which 

accurately predict likelihood of candidate 

success in a quick and easy way, will 

narrow the candidate pool to increase 

efficiency for both the candidate and the 

company. There are many assessment 

and matching technologies in the market 

right now, including companies such as 

HiredScore and PocketRecruiter.

Self-service chatbots and other tools can 

help provide answers 24/7 to individuals 

who want to know more about the hours 

they will work, dress code or uniform, 

pay and benefits and other standardized 

company policies and culture.

As chatbots, virtual assistants and other 

AI applications continue to evolve, they 

will play an important role in speeding 

up the process and providing quick 

communication to candidates. However, 

63 percent of both hourly and salaried 

candidates say it is very important to be 

transparent in disclosing that they are 

communicating with a chatbot or other 

forms of AI.9 This illustrates the need to 

balance the convenience and speed of 

technology with the need for a human 

touch to avoid alienating candidates.

63% of all candidates say 
it’s very important to 
disclose the use of AI 
in communication.

AUTOMATION AND AI

TIP
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To compete for hourly talent, it’s 

essential to better align your hiring 

process with the distinct needs and 

behaviors of candidates and engage 

them in a meaningful way to ensure  

you don’t lose them to another 

company before you have the chance 

to close the deal.

COMPETING FOR HOURLY TALENT

There are approximately 81.9 million hourly workers in the US, 
representing 58.5 percent of the total workforce, yet we are facing 
a labor shortage across all aspects of the hourly workforce.14
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Survey Methodology for HRO Today’s “HR Practices in Hourly and Salaried Employee Recruiting” 
Flash Report 
Between July 25th and August 21st, 2019, a series of email invitations was sent to subscribers of HRO Today 
Magazine and HRO Today newsletters to take part in an online study about their company’s practices 
with recruiting hourly and salaried employees. Study respondents were manager level or above within 
their Human Resources departments. The total number of usable surveys was 78, and respondents were 
primarily from North America. 

Respondents were screened to make sure they were personally knowledgeable about their company’s 
candidate recruitment practices. 

Further, during this same time period, a separate survey was sent to QuestionPro Research Panelists. These 
panelists were employed in the US and Canada and started with their current employer within the last 12 
months. It total, there were 100 hourly employee respondents and 100 salaried employee respondents.

Cielo is the world’s leading strategic Recruitment Process Outsourcing (RPO) partner and 

industry innovator delivering RPO, Total Talent Acquisition, Consulting and Executive Search 

services in 95+ countries. We design comprehensive, people-centric solutions and leverage Cielo 

TalentCloud – our award-winning technology suite featuring CRM, AI, automation and analytics 

capabilities – to help our clients find, attract and hire the specific talent to move their businesses 

forward. To learn more, visit cielotalent.com


