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“For companies acting fast to respond to COVID-19, you can’t afford to lose out on a single
qualified applicant. Now more than ever, having a streamlined apply flow is
a competitive advantage.”
— James La Brash, CEO, InFlight

Introduction
HR and talent acquisition professionals are treading uncharted
territory right now. In many sectors, the COVID-19 global
pandemic created an unprecedented demand for goods and
services. From healthcare providers experiencing a skill shortage
to grocery chains desperate for experienced frontline staff,
there is an urgent need to strengthen teams and bring qualified
personnel on board to help weather the storm.
During a time of uncertainty, companies are planning for the
days, weeks, and months ahead. Few can predict how the world
and markets will look once this passes. For now, HR teams
are focused on getting through the next six to nine months by
building the people power they need to thrive amid change.
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If your company is in a position to hire right now, you’re poised
to turn a significant challenge into an opportunity to attract the
best talent. And while that may seem easier said than done, there
are several ways to ensure you’re converting interested, qualified
candidates into applicants.

If your company is in a position to hire right now,
you’re poised to turn a significant challenge into
an opportunity to attract the best talent.
In this eBook, designed to help companies hire during COVID-19,
we focus on two areas of your applicant experience you can
improve to respond to demand for rapid hiring: job advertising and
apply flow. You’ll learn to leverage applicant behavior insights to
attract the candidates you need despite the current circumstances.
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Why is applicant experience
so important right now?
Today, fewer and fewer candidates are willing to put up with a
time-consuming, frustrating application process. At a time when
92 percent of candidates drop out before completion1 – you
need to ensure that, when top talent enters your apply flow, that
translates to a submitted application.
The good news? There are simple improvements you can make
to transform a complex experience into a quick and painless one.
But before we get to that, we need to go back to the very
beginning of the applicant journey. Attracting the right
candidates starts before they ever land on your career site, job
description, or applicant tracking system (ATS). In fact, the once
conventional active candidate journey — through your career
site to the apply flow — is, today, far less common than you
may think. According to James La Brash, CEO of InFlight, only
15 percent of customers’ candidates come through the front
door.2 More than ever, filling job requisitions with the best talent
depends on meeting and converting high-quality candidates
where they are.

92 percent of candidates
drop out before completing
a job application
InFlight
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Investing in the application
process improves conversion rates
What does this mean for companies looking to ramp up their hiring in
response to COVID-19? First and foremost, it’s obvious that investing in your
career site alone is not enough. All the bells and whistles aren’t going to have
an impact if most of your candidates bypass them. Since the majority are
funneled directly into your ATS from other channels, your single-minded focus
should be on two elements of the apply flow:
1. Your job advertising strategy; and
2. Creating a fast, engaging applicant experience with minimal friction.
By focusing here, you can improve the KPI that matters most during a hiring
rush: applicant conversion. When a candidate decides to apply and then
completes the process, that’s a sign that your strategy is working. Without
the finished application, there’s no interview, no job offer, no acceptance, no
onboarding, no engagement, and no retention. And given today’s race for
talent, every application is critical.

By focusing on the apply flow, you can improve the KPI that
matters most during a hiring boom: applicant conversion.

InFlight
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CHAPTER 1
Understanding applicant behavior during a global pandemic
If you’re an HR professional in an organization that’s responding to COVID-19, you already know how challenging it is to hire right
now. It’s likely that you were already facing the challenge of record unemployment rates before COVID-19 struck. In recent times, the
number of unfilled jobs in those sectors has only increased, and the competition for critical skills is steep.

Millions of job seekers aren’t qualified for in-demand roles
With only select industries and organizations hiring under during
the COVID-19 crisis, the skills, background, and experience of
the unemployed don’t necessarily match the needs of today’s
job market. The race for talent is intense, with understaffed
organizations recruiting for many of the same roles and small
employers going up against multinational corporations. In certain
professions, companies are being forced to recruit retirees and
students to rapidly fill critical positions, with some ramping up
their search to include a wider geographical area.
Even before the pandemic struck, the click-to-apply rate had
already fallen by 25 percent since 2016, according to Jobvite’s
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2019 Recruiting Benchmarks.3 To make things more challenging,
companies were facing a shrinking candidate pool, with 44
percent fewer applicants per open job req on average,4 a
situation that has likely worsened since the coronavirus outbreak.
As employers across North America seek new and innovative
ways in a changing landscape, the big question is – what
sets recruiters apart when it comes to securing competitive
applicants? Is it the possibility of generous compensation,
great employee perks, on-the-job training, or opportunities
to advance? Or does it come down to something simpler: the
candidate’s first interaction with you?
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Most applicants are entering
through the side door

For companies looking to improve hiring and retention, getting
candidates to submit a completed application is the first and
most crucial step. That starts with understanding applicant
behavior and expectations.

Career Site
15%

Let’s take a look at four key behaviors that are shaping the
way companies recruit during the COVID-19 global pandemic.

LinkedIn &
Indeed
65%

Other
20%

1. Applicants are looking for job security during
an uncertain time
Because we’re experiencing a time of overall job insecurity, layoffs, and volatility in the market, job seekers are going to be more
risk-averse now and in the near future.

LinkedIn and Indeed drove 65 percent of applications, while
only 15 percent came from the company’s career site.

Giving them opportunities in the apply flow to learn about your
employer brand, business goals, and future trajectory is crucial to
converting applicants.

Sources for Candidates who
Completed an Application
Indeed

2. Most applicants are entering through the
side door
For companies that are lagging in applications, the biggest blind
spot may be right under their nose. Take recent customer data
gathered by InFlight for the month of June 2019, for instance.
For one company, candidates were coming from no less than
ten separate sources. LinkedIn and Indeed drove 65 percent of
applications, while only 15 percent came from the company’s
career site.

InFlight
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Email
Website
Workopolis
Facebook

0%

10%

20%

30%

40%

50%

InFlight Customer Data
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3. They’re not actively looking for a new job

4. They demand a seamless process

If the majority of applicants are risk averse or entering through
the side door, you’re probably wondering who these candidates
are – what are they looking for and what gets their attention?
Most likely, they are passive job seekers, but they may be
having the kind of day that prompts them to head to a job
board for a break.

Candidates are increasingly digitally savvy and have little
patience for lack of integration, friction-filled processes,
or poor navigation. In fact, according to a recent study by
SHRM, candidates are 365 percent more likely to abandon an
application that takes more than 15 minutes to complete.6

Candidates are 365 percent
more likely to abandon an
application that takes more
than 15 minutes to complete

InFlight
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Getting them into your apply flow
The companies that are best positioned to attract and hire top
talent rapidly are the ones that already have smart, efficient,
candidate-focused processes in place. For those that are falling
behind when it comes to the applicant experience, it’s not too
late to enter the race.
The biggest challenge is to attract them to your organization and
get them into your apply flow. So, where do you start? 		

It pays to understand their journey and the needs, pain points,
and opportunities that exist along the way. Where in your apply
flow is there room for improvement to ensure the most positive
and seamless experience possible?
But before going there, you need to determine if your job
advertising approach is actually getting them into the apply flow
in the first place. Let’s take a closer look.

The companies that are best positioned to
attract and hire top talent rapidly are the
ones that already have smart, efficient,
candidate-focused processes in place

InFlight
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CHAPTER 2
Job advertising that meets candidates where they are
Most companies consider their career site to be the front door of their application process, and their marketing and IT investments
support that thinking. Looking closely at the numbers, however, reveals a much different story. With as many as 85 percent of candidates
entering through the side door, smart companies are reconsidering how and where their recruitment marketing budget gets spent.

With steep competition for critical skills, and many employers hiring for the same roles, apply rates are down, and so is applicant quality.7
The companies that have highly skilled, talented employees are working hard to retain them. And during a time of global crisis and
risk aversion, even fewer passive seekers may be open to considering new opportunities. In today’s talent market, ensuring you hook
candidates into your apply flow depends on the effectiveness of your job advertising and that means using your recruitment marketing
budget strategically.

InFlight
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Traditional direct media purchasing is high-cost, high-effort
Handing your job advertising over to the big players like Indeed,
Glassdoor, LinkedIn, and ZipRecruiter used to make sense, since
they are popular destinations for job seekers, provide wide
coverage of the market, and rely on top-of-the-line technologies.
However, to be effective, direct media buying takes time and
effort, particularly because you have to work through multiple
account executives and processes for each channel. And, in many
cases, it’s difficult to know how well your ads are working or if
they’re actually helping you hit recruiting goals.
With traditional direct media buying, companies are typically
paying the highest prices, and ad spend isn’t necessarily

optimized across all your postings. Some posts get more
applications than needed, while others won’t get enough. Most
critically, you’re only getting in front of active job seekers, which
means you’re missing out on the most desirable talent – the ones
who aren’t looking but are willing to be persuaded.
Many companies are already using programmatic advertising
to target talent on thousands of other websites beyond just job
boards and aggregators. By taking a more active approach and
advertising on sites that your ideal candidates use every day, you
can get your job ad directly into their line of vision, rather than
relying on them to visit a job board.

With programmatic marketing, your ads cost less, attract a more
targeted audience, and reach both passive and active job seekers.

InFlight
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Making the shift to programmatic job advertising, which puts job
ads wherever your audience actually is, means you spend less
money on media buys, attract a more targeted audience, and
reach both active and passive job seekers. Media is purchased
in bulk to get the best price and then computer algorithms
automatically optimize your job ad placements to get the best
results from your media spend.
www.jobboard.com

Programmatic saves a ton of headaches because it’s easier
to manage than direct buys and it scales. This streamlined
approach is critical for companies experiencing hiring booms as
they contribute to the global COVID-19 response. You can’t afford
to wait around for talent to find you.

www.favoriteplace.com

Competitors job

Competitors job
Your Job

YOUR

Competitors job

PROGRAMMATIC
JOB AD

Competitors job

You can’t wait for talent to find you.

InFlight
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“These candidates are not necessarily looking for your company. They’re looking for a job.”
— James La Brash, CEO, InFlight

Converting candidates depends on what happens after
they click “Apply Now”
Rethinking your approach to where and how you’re spending
marketing dollars can translate to a huge boost in click-through
rates from your job ads. To ensure that this heightened interest
from side-door candidates results in submitted applications, you
also need to consider what the applicant experience looks like
from various entry points.
How does the experience flow from the perspective of a
candidate who clicked through from a job ad? As James La Brash
points out, “These candidates are not necessarily looking for your

InFlight

company. They’re looking for a job — and their interest is likely
based on the job title or description, as opposed to a specific
company. And so, the only element of your career site that they
will ever see is the job description page and apply flow.” In terms
of hiring, it’s a critical error to overlook this reality.
Where are you missing opportunities to make a strong first
impression? Let’s take a look at where the applicant experience
typically goes wrong – and where companies like yours can make
manageable changes for big impact.
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CHAPTER 3
What creates friction in the applicant experience?
With candidates entering your application process from so many different channels, it can feel almost impossible to control the
candidate experience. But no matter where they’re coming from, one thing is for sure: if they’re interested in the job, they will make
their way to your application process. The question is: will you be able to keep them to completion?
Candidates drop out of job application processes at critical points for different reasons — but, generally speaking, it’s because they’re
worn down by the friction involved. Consider this all-too-common candidate flow and see how it compares to your existing process:

Click “Apply Now”

Click “Apply Now” again
Complete talent
network sign-up form

Find posting
on job board

Routed to ATS
login page

Complete job application
and answer same personal
information questions again

Read job
description

Duplicate job description
from ATS or a landing page
Routed to talent network
account sign-up page

InFlight

Create ATS account, answer
same questions as talent
network form again
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Applicants drop off when the process is too convoluted
The first two steps in the apply flow identified bring the candidate
into the application process with a clear and logical momentum.
But then the friction kicks in. Requiring the applicant to complete
the same step twice instantly makes the process feel more
convoluted – and it could be enough to dishearten a candidate
who is already on the fence or strapped for time.

A complicated, stressful application process
points to the likelihood of a complicated,
stressful employee experience.
If the candidate chooses to stick with the process, there are still
several more steps remaining, any of which may cause them to
give up. With too many hoops to jump through, on top of the
repetitive task of providing the same information multiple times,
your applicant pool gets smaller and smaller.

InFlight

As the candidate encounters continuous hurdles during
their effort to simply get through the application process, the
frustration builds. Not only will the experience serve to alienate a
prospective candidate, it builds a bias against the employer who
is associated with this overcomplexity. Applications are a critical
first impression; a complicated, stressful process points to the
likelihood of a complicated, stressful employee experience. And
that’s not a good look for any employer.
Perhaps part or all of your company’s application process
resembles the one we just looked at. And, if that’s the case, you’re
certainly not alone. In the next chapter, we explore the weak
spots as we work toward identifying areas of improvement.

With too many hoops to jump through, your
applicant pool gets smaller and smaller.
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CHAPTER 4
Top five weak spots
in the apply flow
While there’s an old assumption that those left standing after a
long, grueling application process are the candidates you want,
the truth is that top talent is not willing to undergo that kind of
friction. They don’t have to.
Using the apply process as a tool for separating out the most
qualified talent is a misguided approach. It’s more likely to
disqualify you as a prospective employer than it is to find you
winning recruits.
A study of the application process from initial application to
interview conducted by Appcast found that, in the field of
healthcare, there are far more walls than bridges. By the time
candidates are being evaluated and considered for an interview,
only 8 percent of candidates are left.8 The rest dropped out
during the apply flow. That’s a startling loss.

Using the apply process as a tool for separating out
the most qualified talent is a misguided approach.

InFlight

Apply flow checkup: How is
your organization doing?
FRONT DOOR VS. SIDE DOOR:
Which paths are candidates taking to reach
your apply flow? Which outside sources
result in the most completed applications?

NUMBER OF CLICKS
How many steps are there between “Apply
Now” and the actual job application?

APPLICATION STEPS
How many steps in the application? How
much time do candidates spend per step?

INCOMPLETE APPLICATIONS
How many applications are abandoned?
When do users drop off in the apply flow?
Once you know the answers, you can start looking at
solutions — from improving flow and reducing apply
time to selecting recruitment marketing channels
that drive more completed applications.
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Repetitive questions and time-consuming steps are
major pain points
It pays to find the weak spots in your apply flow. But what
should you be looking for? It’s not just about noticing when they
dropped out, but also why. Applicant needs and behavior tend
to mirror some of larger trends already discussed, such as the
expectation by digital natives that online processes be efficient
and seamless or the reality that many job seekers are passive
candidates fishing for opportunities on their coffee break. And a
successful application process leans on an effective, streamlined
system – because every job seeker, no matter who they are,
appreciates an employer that respects their time and tries to
build positive relationships.

InFlight

When the system isn’t streamlined, the struggle of insufficient
applicant numbers becomes all too real for recruiters.
Here are common causes of applicant dropout:
1. Requiring user accounts just to apply
2. Requesting repetitive information
3. Excessive questions and screening stages
4. Time-consuming process
5. Flawed mobile experience
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CHAPTER 5
Improving your process
to win the race for talent
We value companies because of the relationships they
cultivate with us, whether as consumers or employees. After
all, marketing—whether for recruitment or sales—is all about
empathizing with your audience’s needs, wants, and values.
When thinking about what candidates expect, the same
relationship-based approach applies. Applicants want to feel
excited about the company they’re applying for, and they want to
feel like the organization is equally excited to get to know them.

Make the most of your apply
flow by leaving candidates with
positive perceptions of what it
would be like to work for you

ATS and application technology are a critical link in the
candidate funnel
In a competitive recruitment landscape – or, one operating under the shadow of a global pandemic – employers need to develop
positive relationships with candidates from the get-go. Enhancing the user experience provided by ATS and application technology is
the right place to start. It provides the critical missing link in the candidate funnel, enabling a far higher rate of candidate conversion.
And optimizing the application process doesn’t have to mean replacing your existing ATS.

InFlight
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6 quick wins to improve the apply flow while retaining
your ATS
Improving the experience doesn’t require a complete overhaul. For many organizations, the best approach is to use an employee
experience platform that streamlines the process and gives talent acquisition complete control over the experience.
By retaining your existing ATS, this is relatively easy to implement for quick results. And the best part? It can reduce candidates’ apply
time to less than five minutes, leading to six times higher applicant conversion.9
Here are six key ways an employee experience platform can improve your apply flow:

Reducing apply time can lead to
6x higher applicant conversion

InFlight
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Reduce clicks to the application

Streamline the apply flow

Mobile-optimize the UI

Get rid of any clicks in between the
first “Apply Now” click and the actual
job application.

Streamline the apply flow so the process
is as simple as possible. Make forms easy
to complete and remove any unnecessary
steps or questions.

Mobile-optimize the user interface so it
provides a pleasant experience, regardless
of the user’s device. It’s not enough to
have a ‘mobile version’ or workaround – it
should be designed specifically for mobile.

Maintain look and feel

Collect data and apply insights

Add content inside the apply flow

Maintain a consistent look and feel that
reflects the employer brand throughout
the entire application process. There
shouldn’t be any discrepancy between
the employer brand as it’s presented on
the career site versus in the application
process. Your apply flow should “feel” like
how working for your company “sounds”
on your career site.

Use analytics to track a candidate’s
progress through their journey regardless
of the path they take. Use A-B testing to
validate what job titles, job descriptions,
page layouts, and flows work the best for
your applicants.

Make sure the applicants who bypass the
career site are still getting your employer
brand and recruitment marketing content
fed to them through the apply flow. This
way, they don’t have to leave the flow to
look for it — since they may not come back.

InFlight
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You lose more candidates in the
apply flow than anywhere else
For organizations, it’s a tactical error to invest solely in the career site
landing page on the assumption that it will be the primary front door for
most candidates. According to James La Brash, “Companies are spending a
disproportionate amount on making the landing page beautiful, while for 85
percent of candidates, the apply flow provides a poor first impression.”
Turning that experience on its head is where the magic happens – and where
you hook and land the highest quality applicants. By implementing an
employee experience platform, you can introduce a process that is engaging
to candidates, contains rich marketing content and branding, provides an
exceptional user experience, and leaves candidates with positive perceptions
of your company.
In the next chapter, check out the case study in the next chapter to see how
the InFlight Employee Experience Platform (EXP) transformed hiring for a
healthcare organization by drastically increasing applicant conversion.

For 85 percent of
candidates, the apply
flow provides a poor
first impression
InFlight
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CHAPTER 6
Case study: Boosting applicant conversion in healthcare
By this point, you’re well aware that your company’s career site is
one of the many ways that candidates engage with you – and it’s
certainly not the most common. With most candidates jumping
from the job description into your apply flow, you need to ensure
your application process is doing everything possible to carry
them through to completion.

The challenge

As a healthcare employer facing a competitive job market,
Bayshore HealthCare recognized the potential to unlock these
results and made a move to improve its apply flow with the help
of the InFlight Employee Experience Platform (EXP).

Bayshore’s out-of-the-box Taleo apply flow presented many
barriers for the team. The application process was lengthy,
unbranded, and required candidates to register for an account
before they could apply. As a result, Bayshore was experiencing
high drop-off rates during their application process.

Hiring talented caregivers and healthcare professionals is a high
priority for Bayshore so they can continue to provide outstanding
services to clients. However, the healthcare hiring market is
exceptionally competitive, and Bayshore’s apply flow experience
was turning candidates away.

The client
Bayshore HealthCare is a Canadian-owned company and a
leading provider of home and community healthcare services.
With over 100 locations across the country and 13,500 staff
members, Bayshore provides care to more than 350,000 clients.

InFlight

As a workaround, Bayshore’s recruiters were encouraging
candidates to apply using a job aggregator’s “easy apply”
functionality. However, this meant that applicants’ information
was getting emailed directly to recruiters rather than input
into Bayshore’s ATS. With more than 600 applicants daily, this
presented a range of issues that Bayshore needed to resolve.
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“InFlight created a modern, mobile, and streamlined application flow solution to
complement our ATS. This has improved our candidate experience considerably by
upgrading the appearance and usability of our careers site and reducing the time to apply
from 30 minutes down to just under 5 minutes.”
— Rose De Luca, Talent Acquisition Manager

The solution

•

To remove friction from their application process, Bayshore
turned to the InFlight Employee Experience Platform (EXP).
InFlight enhanced and streamlined the Taleo apply flow, solving
candidate drop-off and enabling the TA team to continue using
their ATS as the main system of record.

4.5-minute applications mean low drop-off rates: With the
InFlight EXP, Bayshore gives candidates a new four-step “Fast
Apply” option that takes less than five minutes to complete,
removing or reducing several other steps in the process.

•

Fully branded experience, end to end: The new experience
is fully branded with the Bayshore logo, fonts, colors, and
other visual elements, so that candidates now encounter a
consistent experience throughout their entire journey.

•

Insights and reports to understand the candidate
experience: With access to InFlight’s advanced analytics
platform, including candidate journey insights, reports,
and A-B testing capabilities, the Bayshore team can better
understand and continuously improve the candidate
experience over time.

Through their partnership with InFlight, Bayshore’s applicant
solution unlocked these key benefits:
•

Works with existing ATS and HCM systems: The InFlight
EXP works effortlessly with Bayshore’s existing software. The
solution sits on top of Bayshore’s current ATS, allowing them
to make adjustments to the apply flow experience without
having to implement a new system.

InFlight
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The results
Today, 64 percent of Bayshore candidates who click “Apply Now”
complete the application process – and in an average time of
only 4 minutes and 25 seconds. That conversion rate is six times
higher than the average applicant completion rate of 9.5 percent
on desktop10 – and it’s all thanks to the reduced complexity and
application time made possible by the InFlight EXP.
On top of providing candidates with a user-friendly, modern
experience that reduces drop-off, the new apply flow also solves
several process issues for the Bayshore team:

•

Recruiters no longer rely on third-party, email-based job
applications since candidates submit their applications
directly within the ATS apply flow.

•

The HR team is more efficient because candidate information
is now securely stored within Taleo and can be used to
initiate eOffers automatically.

•

It’s easier than ever to nurture candidates throughout the
hiring process, ensuring they stay motivated and engaged.

64%

6X

64% of applicants complete
the process after clicking
“Apply Now”

Conversion rate is six times
higher than the average
desktop completion rate

4:25
Average time to complete
is only 4 minutes and
25 seconds

Applicant conversion is 500% higher than average thanks to a seamless, branded experience.

InFlight

Hiring During COVID-19: Making the Applicant Experience Matter | 25

“Right now, essential services are facing more demand for talent than supply. In that kind of
situation, there’s no place for a clumsy, outdated apply process. It’s as important a piece of
digital real estate as your corporate site and critical to keeping goods and services flowing
during COVID-19 and beyond.”
— James La Brash, CEO, InFlight

Conclusion
In a demanding job market made all the more complicated by
the global response to COVID-19, you need to maximize the
results of your recruiting budget and efforts.

Whether your candidates are arriving from a job board or are the
one in five who land on your career page, you need to be able to
carry them through the entire process, including the apply flow.

Successful employers are harnessing technology to improve not
only how they source and recruit, but also how they understand
and respond to applicant behaviors. It’s not enough to outspend
the hiring competition on beautiful career sites or recruitment
marketing. Completed job applications are what bring talent into
your company — and enhancing your job advertising approach,
along with key elements of the applicant experience, will boost
the efficiency of all your upstream recruiting spend and efforts.

During a time when there’s no time to waste, you’ll get
applications for better quality candidates, faster. And the best
approach for organizations that want to avoid changing their
business processes or migrating to a new ATS is to use an
employee experience platform that gives talent acquisition
complete control over the candidate experience. That’s what
choosing the right technology can do for you. It offers a clear
path from candidate to applicant to hire and beyond and can
turn your apply flow into a competitive advantage.

Choosing the right technology can turn your
apply flow into a competitive advantage.

InFlight
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