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Hiring Process
Functional and Physical  
Future State

Future State Goals Summarize a Selection  
of Over 50 Change Options

Visit Consolidation

Use pre-visit preparation and calibration, seamless sharing of knock-
out and score results to prioritize candidates who can complete 
physicals during the first visit, or otherwise improve capacity for 
physicals to allow same-day service

Link Data

To increase the chances that individuals hired can succeed safely, 
make use of data gathered during Functional and Physical testing, 
where it could be appropriate for conditioning or placement or for 
ongoing analysis

Refresh Relevance

Build on recent gains in challenging relevance to ensure the right tests 
are included, and irrelevant tests are not. Consider designing some 
Manufacturing Simulation or other physical tests to match Functional 
requirements

Digitize Processes

Improve digital integration of records, authorizations, and 
documentation, to streamline candidate work and eliminate manual 
data entry

Use Conditioning

Determine which Functional components depend on strength that can 
be reasonably expected to improve. Use this information to allow a 
greater pass rate, supplemented by work hardening

Build Pilot Capacity

Amend data collection methods and tools to better align a single 
person’s experience across activities, so results from tested or actual 
Functional or Physical changes can be viewed without extra work, and 
over the long term

This Document is Just One Result 
of the Analysis & Mobilization

Medical Vendor Support Medical Vendor Support Medical Vendor Support Medical Vendor Support

Medical vendors perform Functional Testing and
Physical Testing and gather samples for Drug
Testing Receive

candidate and
provide

orientation on
Functional Test

Conduct Reach
Test

Determine if
wearables or
scans can help
as they evolve

See results
compared to

roles and note if
there are no
current rolesAdvise candidate that

roles may open, but no
existing roles are
available based on the
results

Candidate
Continue?

Conduct
remaining

Functional Tests

Use digital
tools where
possible.
Ensure all
data is
immediately
available

See results
compared to

roles and note if
there are no
current roles

Candidate
Continue?

Remind
candidate of
drug screen

requirement,
guide them to

medical

Orient candidate
on nature of

medical, confirm
medical history

Height,
weight, BP
(revisit BP if
necessary)

Conduct basic
screening

Knockout Issues?

Bring candidate
to Urinalysis

(UA) sample and
drug screen

Perform UA
sample and drug

screen sample

Gather samples
(but do not

send)

Bring candidate
to provider

Conduct
physical, gather

history if needed

Determine if
eligible to

proceed, halt, or
if detail is
needed

Results

Request follow
up detail from

candidate's
provider using

digital methods

Receive results
and determine if

candidate can
proceed

Confirm passing
results in
system

Submit drug
samples to lab,
only for those

who pass

Depending on frequency and
priority, possibly correspondence
with Dr. immediately

Medical System

Medical System

Remind candidate
of drug screen
requirement that
will occur during
this visit

Medical System

End process
with candidate

End process
with candidate

Medical System
Medical System

Medical System

Medical System

Hiring
System

Hiring System

Hiring System

Hiring System

Hiring
System

Hiring Sytem

Candidate Candidate Candidate Candidate

Start

Desire a
production line

position at
ManuCo

Locate and
complete Online

App

Online App

Finish Online
App by

scheduling visit

Access, when
convenient,

details on the
job, application

process, and
requirements

Candidate
Eligible?

Receive
cancelation
notice and

guidance on
possible next

steps
End

Review
confirming

details, next
steps, and
guidance

Outlook / Email

Hold pre-visit
prep call,

respond to
screening
questions

Learn next
steps, if

appropriate, to
re-apply

Knocked Out /
Declined?

End

Complete
preparation (as
desired) for site

visit

Hiring Website

Take online
assessment/

interview

Assessment is
designed to add
or change next
questions
depending on
key responses,
and reminds
candidate of
physicality

Proceed to site
and arrive

Complete
waivers online

Hiring Website

Complete
checking in and

await
Manufacturing

Simulation

Participate in
Manufacturing

Simulation

Pass Simulation?

Chose to
Continue?

Opt out, while
learning next
steps to re-

apply End

Receive guidance
that there is no
role right now,
later receive

email
confirmation

End

Receive
provisional offer,

fill out I9, give
approval for
background

Hiring Website

Possibly iPad or
tablet

Receive guidance
that there is no
role right now,
later receive

email
confirmation

End

Opt out

End

Participate in
Reach Test

Receive guidance
that there is no
role right now,
later receive

email
confirmation

End

Candidate behavior
or embedded vision
and hearing tests
can knock out
candidates

Perform
Functional

Testing

Receive guidance
that there is no
role right now,
later receive

email
confirmation

End

Provide any
medical history

not already
completed

Receive guidance
that there is no
role right now,
later receive

email
confirmation

End

Decide to
proceed or opt

out

Opt Out?

Opt out

End

Provide samples

Receive guidance
that there is no
role right now,
later receive

email
confirmation

End

Coordinate with
physician to

provide results,
or opt out

Opt out

End

Receive
confirmation of

job offer
pending drug

screen

Receive guidance
that there is no
role right now,
later receive

email
confirmation

Fill out medical
history when
convenient,

online and at
home

Receive notice of
entering hiring
pool, provide
guidance on

start date

End

Online App uses
SSN to reference
ManuCo and
other sources to
automatically
verify eligibility

Hiring Website

Online App Hiring Website

These details were automatically
sent by the system, and may
have been duplicated by text,
based on candidate preferences

Proceed to site
and arrive

Medical Issue?

Medical Website

Learn result and
receive

automatic
guidance on how

to re-apply

Outlook / Email

End

May include
reviewing videos

Receive email
confirmation,

including
guidance on how
and when to re-

apply

Receive email
confirmation,

including
guidance on how
and when to re-

apply

Gather
disclaimer from

personal
provider or
other detail

Rules in the
system
determine if
additional history
is desired -
before the
candidate arrives
to the site

Talent Acquisition Support Talent Acquisition Support Talent Acquisition Support Talent Acquisition Support

Talent Acquisition vendors perform functions that
relate to securing candidates, checking eligibility,
performing work simulations/Manufacturing
Simulation testing, making offers, background
testing, ID verification, start date scheduling and
general process overview.

Hiring System

Receive or place
confirming

welcome call,
using screening

questions

Using a confirmation process
to increase the odds the
candidate will arrive, and to
ask selected interview
questions to knock out
candidates who are unlikely to
succeed. This conversation will
note the need for a hair
sample, emphasize the
physicality, and can start the
process of sending an online-
only interview. Candidates may
opt out or be knocked out.

Check
candidate's ID,

confirm waivers
are signed

Hiring System

Answer
questions, guide

candidate,
provide content

Content can include visuals on the
wall, videos, or hand held material
that provides the candidate with
encouragement, clarity, and guidance
on next steps

Orient candidate
or candidates
and conduct

Manufacturing
Simulation

Guide candidate
to end process,

provide re-
application

details

Advise candidate
of provisional

offer, gather I9
details

Conduct
background

check by
accessing

immediate
results system

Background

Pass?
Advise candidate
of issue, provide
guidance on re-

application

Candidate
Proceed?

Updated Manufacturing
Simulation design includes
testing that confirms
baseline sight and hearing
capabilities

Advise candidate
of passing

status, pending
drug screen

Learn drug
screen results,

advise candidate

Schedule
candidate for
Functional &

Physical tests &
provide link to
medical history

Pass?

Collaborate with
candidate for
onboarding

End

Host advises
candidate not

eligible, and re-
application rules

Host advises
candidate that

they cannot
proceed, must

re-apply

This future state flow reflects a perhaps longer term concept
assuming a good bit of change is possible, and is mostly
oriented to larger sites. A few notes:
- Ultimately, especially at sites with scale, the facility will need
to match the vision. Single visit processes require connection
to varied types of services (Manufacturing Simulation,
Functional, Physical, Drug Screen). Dedicated and well-
organized space can enable a smooth flow and good candidate
impression, while a fractured space can impede progress.
- This flow is agnostic to the count of vendors involved. It is
important to note it may be difficult, and perhaps more
expensive, to consolidate vendors, and that coordinating
across elements should be easier if there is only one vendor
involved.
- This flow concentrates a bit more on the functional and
physical testing.
- This flow uses terms like Online App and Hiring System
because of their currently recognizable role. It is possible over
time that ManuCo could control these functions differently,
which may have benefits in the candidate experience and
pipeline data management Hiring System

Hiring System

Hiring SystemHiring SystemHiring System

Hiring SystemHiring System
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Issue Needing
Disclaimer
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Knock Out Issue

Knockout
(Uncommon)

Yes
(Uncommon)

No (Typical)

54. Conduct all tests on work simulation site visit. 
Use scheduling techniques that allow candidates 
to get functional, drug, and physical on same day 
as work simulation.

Cost per Hire
 Average cost per new hire by month and 

location

New Hire Injury Rate
 Ratio of new hires who have a safety incident 

within the first 120 days, by site

Segment Cycle Time
Median time spent in each phase of the hiring 

process by segment

New Hire Attrition
Percentage of hires who voluntarily depart 

within 120 days, by site

Dropout Rate by Segment
 Percentage of candidates who pass one 
segment but do not continue to the next

Source Conversion Rate
Applicant conversion rate by referral source

Applicants per Opening
Count of applicants in a site’s pipeline divided 

by open positions

Application Completion Rate
Percentage of applications started that are 

completed

Offer Acceptance Rate
 Offers accepted divided by offers made

Funnel Conversion Rates
 Number of applicants completing a stage 

divided by total applicants who entered  
the stage

Physical and Functional Attendance
Count of applicants attending planned  

sessions and percentage of capacity used

SLA Adherence
 Count of responses to applicants within 24 

hours compared to opportunities to respond 
within 24 hours

Pass / Fail Rate by Segment
Percent of applicants that successfully pass a 
particular test or module of the hiring process

Hiring Cycle Time
 Median total time between application 
submission and acceptance of job offer

Applicant Count
Count of applicants completing Online App,  

by site and over time

Applicant Touch Time
Average touch time required by an applicant  

to complete the hiring process

Applicant to Employee Diversity 
Comparison

Ratio of % of applicants of diverse populations 
divided by % employees of diverse populations
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Process Map Legend

Process Step

Process Metric

Change  
Option

Best Practice

System

Hiring System

Background

Outlook / Email

Online App

Medical System

Hiring Website

 This Future State Flow Is Only One Component of the  
Analysis & Mobilization 17. Gather data on all hiring channels and all 

phases of the hiring process, then use this 
information to understand what is working well 
or not, to take steps toward optimization.

36. Allow candidates to apply for roles via text 
to streamline the process for candidates and 
begin digital engagement. This can help draw in 
additional candidates.

38. Use video interviewing platforms which 
integrate on-demand and live interviews, text 
interviewing, and automated scheduling to help 
recruiters engage candidates while delivering a 
fast, simple, and convenient hiring experience.

5. Ensure screening tests for applicants are 
in line with both job requirements and the 
characteristics that make employees successful. 
Prevent use of irrelevant or outdated practices.

51. Organize sequencing and candidate flow 
so that once their results suggest they are 
eliminated their process stops. This can save time 
and cost and improve candidate satisfaction.

46. Use digital communications when possible, 
when follow up information is required from a 
candidate’s medical provider. This can reduce 
cycle time.

53. Minimize the paperwork required of 
candidates, by reviewing what is required, how 
data is shared, and what can be gathered from 
other sources. 6. Keep applicant testing as lean as possible, 

making sure that the testing is rigorous enough 
without being unnecessarily burdensome.

24. Prevent wait time during onsite visits by 
organizing effective and flexible sequencing.

48. Prioritize applicant drug screens over spot 
checks for existing employees, when sending 
samples to labs for testing. This may reduce cycle 
time for the hiring process.

13. Solicit feedback on existing and evolving 
reports and dashboards covering performance 
for functional and physical testing. Use the 
feedback to improve usability.

4. Restructure the Interview - Assess the value of 
interview questions and add or subtract questions, 
as appropriate. Consider adding some questions, if 
possible, during the initial scheduling, to weed out 
candidates unlikely to pass through the testing.

3. Release applicants as soon as they encounter 
the first knock out during an onsite visit, doing so 
without causing embarrassment to the applicant. 
This can reduce the cost and demand on the hiring 
process, as well as respecting the applicant’s time.

6. Use Instant Background Checks - Prevent 
candidates from proceeding through processes if 
they fail an instant background check, which is less 
comprehensive than the current background check 
process.

53. Determine if it is possible to connect the 
physical provider with a candidate’s MD to review 
medical records as a proxy to a physical, if there are 
challenges in getting the physical scheduled and 
executed.

63. Provide applicants with the ability to fill out 
medical information online, prior to their visit, 
to make the process easier for them, and to flag 
anything in advance that might knock out the 
candidate.

14. Set reminders for candidate follow up after 
Online has been verified and validated. 24 & 48 
hour reminders to get work simulation scheduled. 
Automate the reminders as much as possible.

17. Place Reference Material in Online App 
Structure - Allow candidates access to guidance 
on how they can best navigate the hiring process 
and/or avoid knock outs like the drug screen. 
Include information on how to prepare for the work 
simulation, and what to expect.

19. Ask in the Online App when the candidate expects 
to be available. This information can be used to help 
tailor the process, including accelerating activity and 
combining them if someone is available quickly. This 
customization could take place in the first scheduling 
conversation, if appropriate.

24. Remove or reduce the strength-related restrictions 
for Functional Testing, so that additional candidates 
who have the height and reach can proceed. Rely 
instead on work hardening and conditioning to  
ensure the candidate has the appropriate strength 
and stamina to perform the work.

44. Consider a process where, if a candidate has 
low job fit but is otherwise all good - AND the low 
job fit score is related to something malleable, such 
as strength, we can tell them “You are on a good 
trajectory, but there is just one issue. If you can 
work on that we can accelerate re-testing.”

41. Design a formal process to query the providers 
about knock out results in physicals, and how those 
results could be telegraphed or captured earlier in 
the process. 12. Develop candidate feedback survey for all new 

hires regarding the hiring experience. Utilizing 
postcard questionnaires on the first day of work, 
gather feedback on the hiring experience in order to 
gauge the candidate experience.

46. Enable those managing the hiring pipeline to 
have visibility and access to the scheduling tool for 
the clinic in order to dynamically add clinic visits 
when openings occur during the current week.

57. Define the specific criteria for the physical to 
local physicians who would then be able to perform 
testing. Build a relationship where prioritized 
candidates could test with other physicians, at a 
cost reasonable to ManuCo.

28. Formally measure the results of work 
conditioning and apply learnings to the job fit 
activity, to help calibrate which measures are able to 
be changed during conditioning. This can improve 
the job fit test and the reliance and valued of work 
conditioning.

Application

1. Manage with KPIs
Develop and regularly review balanced KPIs that cover volume, productivity, cost, service levels and  
quality. Set expectations and goals and routinely review progress.

A Dashboard with Mock Data Demonstrates How Leadership Plans to Review Performance
A Dashboard with Mock Data Provides a Sample Mechanism for Comparing Performance Across Sites

11. Consolidate Vendors
Seek a more positive candidate experience and more efficient and transparent process by 
consolidating the vendors involved.

9. Investigate Innovative Data Collection Methodologies
Tools, wearables, apps, and other technologies are quickly improving their ability to measure health and  
physical characteristics. Maintain a view on innovative methods worth deploying.

7. Priority Sequencing
Organize onsite processes by blending the odds that the activity will knock out a candidate and 
the time and expense to perform the test. Ensure that if the process needs to stop, the candidate’s 
time is respected and hiring capacity is freed.

6. Mid-Activity Knock Out
Design and launch processes so that if a candidate will not be able to proceed that candidate can be released 
from finishing onsite assessments.

3. Digital Follow Up
Connect medical hiring resource to candidate providers using digital methods, to speed responses, improve 
clarity, and reduce data entry.

5. Standardize Non-Physical Referrals for Job Placement
Assess the data collected, and collectible, across every onsite process, and use it in real time in relation to job placement. 
Ensure all Functional Testing is linked to relevant and effective criteria that reflect the actual work requirement.

2. Digitize Data
Remove paper from the candidate experience and from the hiring processes. Use the data 
to improve reporting, work flow, and information sharing.

4. Pre-Visit Online Medical History
Enable candidates to fill out medical history at home, before the visit. Embed logic to ask follow up questions, 
depending on earlier responses.

Manufacturing Simulation Visit Pre-Functional Prep Functional Testing Physical Testing Follow Up

8. Use Conditioning
Use effective before-and-after measures of the results of Work Conditioning to make sure that job placement 
thresholds are calibrated (factor into the placement the expected physical gains).

10. Enable Real Time Results
Use real time data to make decisions based on results, including, if necessary, knocking out or deferring a  
candidate or adjusting their approach.

(14 Pages)

 ⁾ Interviewees rated Functional and Physical parts of the process as better than average while 
the overall impression was mediocre 

 ⁾ Legacy processes remain favored across sites, providing confidence in candidates selected

 ⁾ Interviewees also communicated that the hiring process is long, burdensome and outdated

Focusing Interviews

Interviews revealed custom practices across sites, 
little performance management, and a wide variety of 
opportunities to improve

(5 Pages Analyzing 7 Sites Over 36 Months)

 ⁾ Provided sample dashboard of Hiring data to highlight metrics that can be tracked today 
both overall and by specific location

 ⁾ Focused on Functional and Physical test results to highlight drop out rates exceed fail rate 
for each test 

Statistical Analysis

Statistical analysis found no holistic reporting, and 
ineffective site-by-site reporting, but helped scale the 
challenges after review of what was available

(8 Pages)

 ⁾ Total of 6 cases were randomly selected from 2 sites

 ⁾ Detailed analysis of each Candidate’s experience provided based on interviews and 
Hiring data

Staple Yourself

Staple yourself highlighted the significant burden 
on the candidate, and some root causes for 
lengthy processes

(1 Candidate Experience Map)

 ⁾ Opportunity exists throughout the hiring process to improve the candidate experience
 ⁾ Lack of communication, wait times, and unclear path forward are the main drivers of the 
cautionary behaviors on the map
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Doing

Color Guide 
Legend

Stakeholder
Legend Information

Sources – Stakeholder Interviews         – Existing Documentation

IssueNo Material Issue Found Moderate Issue Positive Experience

Customer Journey Map (CJM) - The Candidate Experience During the Hiring Process
Visit and Site-Based AssessmentPre-Visit

Attract Appealing Candidates Qualify Candidates

APPLY

Find Appealing Roles Apply and Learn More

Advance Qualified Pipeline Provide Realistic and Enticing Expectations

SCHEDULE AND PREPARE

Schedule Visit Prepare for Visit

Present as Employer of Choice Provide Clear Expectations

ARRIVAL

Experience First Impression Understand Day’s Events

Confirm Cultural Fit and Impress Candidate Provide Clear and Easy Next Steps

INTERVIEW

Conduct Interview Learn Next Steps

Assess Relevant Characteristics Match Characteristics to Jobs

ASSESSMENT TESTING

Complete Assessment Learn Follow-Up Steps

Set Expectations Assess Performance to Qualify

WORK SIMULATION

Review Instructions Perform Tasks

– I hope I can find a good job, and soon.

– What will I need to do to get the job?

– The site is far from my home, but I’d like the job. I wonder if ManuCo will help me move.

– How can we distinguish ourselves as an employer of choice?

– Will applicants understand from the online application the physicality of our hiring process?

– How can we best convey our requirements for safety purposes (physical tests and drug 
screens) without giving good candidates the impression that the hiring process is too 
difficult?

– That was easy. I wonder what will happen next.

– I didn’t realize I had to watch the video.

– I’m glad the application was quick, but the site wasn’t too impressive compared to other 
companies I’ve applied to.

– We still seem to get applicants who are not serious.

– I’m glad we are getting applicants, but there is a long way for these candidates to go.

– Our application might be easy, but is it good at attracting this next generation?

– I wonder if we should add some questions to prevent us from wasting time on candidate 
who won’t continue.

Thinking

Feeling

Candidate Action

Summary Activity

Hiring Resources  
Involvement

Hiring Resources 
(includes vendors) 

Candidate

Incident Rate
Ratio of new hires who have a safety 
incident within the first 120 days, by 

site

Dropout Rate
Percentage of candidates who pass 
one segment but do not continue to 

the next

Segment Cycle Time
Median time spent in each phase of the 

hiring process by segment

Hiring Cycle Time
Median total time between application 
submission and acceptance of job offer

Pass / Fail Rate
Percent of applicants that successfully 
pass a particular test or module of the 

hiring process

New Hire Satisfaction
Satisfaction score on the 

effectiveness of the hiring process 
for new hires

Restriction Rate
Percentage of new hires arriving with 

restrictions, by location

Applicant Touch Time
Average touch time required by an 

applicant to complete the hiring 
process

Applicant Count
Count of applicants completing the 

online application by facility and over 
time

New Hire Attrition
Percentage of hires who voluntarily depart 

within 120 days, by site

Physical Follow Up Rate
Percentage of physicals requiring 
follow up tests or documentation

Hiring Resources

Hiring Resources

Candidate

Candidate

Assess Relevant Characteristics Describe Simple Next Steps

PHYSICAL EXAM

Complete Physical Learn and Complete Follow-Up Requirements

Learn Results and Update Pipeline Provide Options Where Possible

RESULTS

Learn Status Learn Next Step Possibilities

Secure Commitment

Complete Paperwork to Accept

Post-Visit

Maintain Queue

ACCEPTANCE AND QUEUE

Await Start Date

APPLY

– There seems to be a large ramp up period for training. Is all this necessary?

– I wonder how different it will feel to be on the line, compared to the testing.

– I hope I don’t have to wait long for the right role.

– Will we be able to find jobs quickly enough for the hiring pool?

– Is our conditioning and ramp up program effective in helping our new hires be successful?

– Do our new candidates have too many restrictions?

– ManuCo continues to advertise that they have a large hiring need, but I haven’t been assigned a 
role yet. I wonder why?

– I was excited to get a start date. I’m looking forward to getting going.

– I’m worried the high mandatory hours will last too long.

– I worry when it takes too long to get someone on board. We can still lose candidates.

– We had a group starting and nearly 5% did not show up, after accepting the job and agreeing to a 
start date. How can we get more competitive to keep people we want to hire?

– We are loosening our requirements to meet demand. As this new group begins work, I hope the 
data show that they are capable of performing the work safely. 

ACCEPTANCE & QUEUE

– I hope it is OK to miss work for this.

– I wonder how much competition there is for these jobs.

– Should I have any special equipment when I make my site visit?

– If I get the job, will I be able to choose my shift?

– I’m glad I was able to pick a date that worked for me. I have a job so it wasn’t  
easy to be available.

– It was pretty easy to schedule my visit.
– I’m apprehensive about the site visit. It sounds like it will be pretty involved.
– I wonder what I’ll do for four hours.

SCHEDULE & PREPARE

– I hope I can get this person on site quickly, we still need more people.

– How can I really make sure this person understands what will be required, physically and in 
terms of background and drug standards, so they don’t take our time then drop out?

– How can I convey how great it is to join ManuCo., so good candidates will remain interested?

– I’m glad we can offer so many options, it is hard for some people to find time.
– You can tell people wonder why we need them for so long.
– After hearing what the candidate goes through to be available, it’s too bad we’ll need to 

ask those who pass for a second visit.

– I hope I’ve done everything I was supposed to before we start.

– I hope I understood the directions effectively.

– Will I be able to make a good enough impression?

– Will they give me feedback on where I stand?

–  I’m excited to get here and see this opportunity.

– The COVID policy seemed a little strict.

– I’m not sure I’m prepared for this. I wonder if this kind of work is for me.

– This place isn’t too nice. I expected more from ManuCo.

ARRIVAL

– I hope we can keep the flow going so we don’t have people waiting.

– I wonder how many people will actually show up.

– I hope we present ourselves as a real employer of choice.

– I wonder if our message is too focused on lifetime employment, maybe that isn’t for everyone.

– I’m not sure our facility where we welcome people is giving a good impression of ManuCo.

– I wish we could set better expectations. Some people show up then walk out.

– We might be able to give some better hospitality to put people at ease about how the day will 
go, and how they will be able to get breaks.

– How will I know if I am doing a good job?

– Is all of this really necessary?

– Does my performance today influence what job I can choose?

– Will they demonstrate this before I do it?

– I really want this job, but doing this testing is stressful. I’m not sure I’ve given the right 
impression of what I can do.

– That wasn’t too hard.
– It feels like we bounced around a bit today.
– I wonder how that will compare to the actual work.

WORK SIMULATION

–  How can I put people at ease so they can give a good effort?

– How can we make sure the people we want will make it though?

– I hope the candidates are not intimidated, and understand why we are doing this.

– I’m glad some people exit during this process. They are unlikely to have succeeded.
– It still feels outdated and excessive. I think we’d be viewed more favorably with better tests.
– I’m not sure this really gauges the mental discipline we are looking for.

– I hope I qualify for one of the lower physically demanding jobs and on my preferred shift.

– Will this limit what I can do if I get the job?

– Will I have a chance to get stronger to qualify for more jobs?

– ManuCo seems to be taking a lot of physical measurements. I wonder how relevant this is.

– I don’t think I prepared well enough for this.

– Wow, there was some lifting involved in a short test. I wonder if I’ll have to do that all day?

– I’m worried these results will prevent me from getting the job.

ASSESSMENT TEST

–  Is the screening aligned with the work?

– How can we keep this moving so applicants stay engaged?

– How do we get more people to pass, including making sure women have opportunities?

– Should we be more particular, so we don’t have so many restrictions?

–  I hope our evaluation was good enough to ensure the employee does not get injured early  
in their career.

– We continue to assign people to roles that can be inappropriate.

– I continue to think we are limiting people unnecessarily.

– I wonder if this will be like my other interviews.

– Will I be able to give the right answers?

– I don’t have too much experience, will that count against me?

– Will they expect me to ask questions?

– That was pretty straightforward. I wonder what they thought.

– I’m not sure how well I did.

– Did my answers meet their needs? I’ve been through a lot already trying to get this job.

INTERVIEW

– I hope we can get these people in the door.

– I wonder if we are signaling to applicants during the interview how great it is to work here.

– Maybe we could ask more relevant questions.

– I wonder if we could do some of this earlier in the process. 

– I’m not sure if this segment is integrated well enough with the rest of the process.

– I’m not sure this is delivering the value for the time, including in the applicant’s eyes.

– What types of medical tests do they need? I’d hate to get knocked out after all of this.
– Maybe it’s easier to apply somewhere else where I don’t need all of the medical tests. 
– I hope they don’t find anything worrisome.
– How long will this take? I hope I don’t have to fill out too much stuff.
– What kind of drug test will they need?

– I’m not sure this is worth another test. Feels like they should have enough by now.
– That sure was a lot of paperwork.
– I’m not going to pay to get more tests.
– That wasn’t so bad. I hope I learn soon.
– I wish I realized earlier they were taking a hair sample.

PHYSICAL EXAM

– How do I coordinate pre-hire testing with my regular patient workload?
– Do I need to send the candidate for added screening as a precaution?
– Will I need history, or will it be OK not to probe?
– Are we doing too many tests? Or too few?

– Too often the old equipment isn’t working correctly and slows me down.

– It would be nice to be able to reduce the paperwork.

– If we had the time and equipment we might be able to prevent follow-up tests.

– It feels like people wait too long, and in a sub-par space.

– I hope I hear soon that I am all clear.

– Now that I’ve been through all of this, I hope I can get to work soon.

– If I don’t pass, can I re-apply?

– I’m excited I passed! I’m looking forward to starting.

– I’m a bit anxious about what it will be like to get started. Will I get enough training?

– I’m disappointed after all of this I was told I’d have to re-apply.

RESULTS

–  I hope I can get a quick confirmation from this applicant. We need the people.

– How can we make sure we are preparing the accepted applicant to wait  
on the right jobs.

– It feels great to get people on board.

– I can hear the disappointment when there is no job immediately available.

– It seems like we are not always fast enough. Too often the applicant has  
moved on or does not proceed.

Search for Jobs
– Search
– Follow up on referral
– Begin process at job fair

Complete Online 
Application 

–  Complete fields
– Acknowledge expectations
– Submit
– See confirmation to await 

contact

Receive 
Communication
–  Receive call, text, or 

email
– Learn next step 

requirements and 
demand for onsite 
time

Prepare for Visit
– Plan for visit
– Review videos and 

prepare questions
– Check directions and 

requirements
– Register

Review Instructions for 
Task

– Watch videos for 
expectations

– Listen to guidance
– Understand need and 

prepare to execute task
– Repeat for each task Perform Task 1

– Perform task
– Ask for or receive 

guidance
– Complete working 

through task
– Repeat for each task

Complete Body 
Strength Tests
– Bench level push and 

pull
– Bench to shelf lift

Learn Next Steps
– Possibly rotate to 

different onsite activity
– Learn what will 

happen next, and how 
to follow up

Conduct Interview
–  Meet proctor or other 

staff and conduct 
interview

– Provide responses and 
ask questions

Confirm Next Steps
– Finalize any needed paperwork
– Authorize background check
– When appropriate, schedule 

physical/drug screen visit

Provide Drug Screen 
Sample

– Urine
– Hair

Complete History  
Review

– More detailed testing, as 
needed

– Injury and event history

Complete Physical
– Confirm requirements met
– Learn next steps
– Learn follow up options

Learn Results
– Confirmed or denied from 

physical and drug screen
– Confirmation that background 

check was completed

Learn Next Steps
– Confirmed offer, paperwork 

requirements
– Timeline expectations or 

opportunities

Complete Paperwork
–  Complete I9
– Confirm availability

Await Start Date
–  Await appropriate role

Complete Basic 
Screening

– Height, weight, blood pressure
– Basic history
– Vision and Audio

Arrive and Complete 
Physical Paperwork

– 11+ pages of documentation
– Complete while waiting
– Visit may be site medical or offsite 

physical/drug screen visit
Complete Follow Up Actions
– Visit clinician for more detailed tests
– Provide medical history documentation 

pending physical results

Learn Options
– Understand timetable to re-apply, 

if possible
– Understand actions to improve 

odds of success

Complete 
Ergonomic Tests
– Standing and sitting, 

vertical, horizontal, 
and low

– Frequent reach, 
including overhead, 
horizontal, and below

Complete Hand 
Strength Tests
– Thumb push, hand 

grip, pinch grip
Schedule Visit

– Learn extent of visit time 
required

– Find a date that works
– Schedule time off, if needed

Complete Cultural Review
– Complete computer assessment

Arrive Onsite
– Learn plan for the day
– Fill out any forms
– Show ID
– Complete disclaimers

Receive Orientation
– Watch videos for 

expectations
– Wait for first session

This journey map is designed to reflect the perspective of 
candidates when they are engaged in these activities. This journey 
impression covers those candidates who have completed the 
hiring process. The perception of the journey does not reflect what 
ManuCo and its vendors do to manage this process.

Sample Confirmation Sets Expectations

 Sample Email Follow Up
 Sample Preview

Sample Application

Work Simulation Activity

Sample Body Strength Test
Sample Single Site Performance Dashboard

Sample Representation of Candidate 
Testing Compatibility Results

Customer Journey Map

Candidate Journey 
Map revealed some 
sub-par candidate 
experiences, plus 
specific challenges

(47 Improvements, 53 Best Practices, 31 Performance Metrics)

 ⁾ Opportunities included policies, practices, and integration across sites
 ⁾ Bulk of improvement opportunities do not require technology to implement
 ⁾ Performance metric options focused on balanced assessments

Improvement Opportunities 
& Best Practices

Improvement opportunities documented specific 
symptoms, best practices and metrics offered options 
for change and for improving performance management

(7 Improvement Themes)

 ⁾ Seven key themes address all 53 improvement opportunities
 ⁾ Implementation approach with list of actions for each improvement theme
 ⁾ Improvement objectives described for each theme

Improvement Themes & 
Implementation Approach

The implementation themes and approaches summarize 
the details and informed future state concepts

(2 Maps, 1 Highlighting Details on 11 Sites 
and 1 Highlighting Competitors’ Attributes)

 ⁾ Detailed view of the Functional and Physical components of the overall hiring process by site 

 ⁾ Outlines who is providing the service for each component today and the current capacity  
to serve

 ⁾ Comparison of Candidate impressions and hiring practices across other large  
manufacturing companies 

Hiring Attributes and Site 
Comparison Maps (Current State)
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Onsite Medical Care
Onsite medical care includes credentialed medical professionals providing acute or primary health services in a structured relationship for 
employees.. This includes care providers who are not exactly onsite but have a formal relationship for regular and event-based care.

8,000

2,000

2,500

12,500

88
24 hrs/5  

Available before / after shift

 $9,771,385

$1,221

Turnstile

No

Website Login (Phone Preferred)

Clinic

No

A family clinic is  available on the grounds  
6 days per week. 

Premise staffs two clinics within the plant. Premise  
handles work conditioning and related activities.  
Premise performs physicals, Select International  
controls the Day of Work design. Costs for this are  
paid by staffing. 

Site 3 is not a production facility, so the  
occupational health characteristics vary. 

5A facility has a physician assistant and nurse for 
1st shift; Multiple sites use Concentra clinic  
available to the public. The public (offsite)  
Concentra clinic has more capabilities.  
Contractors cannot use Concentra.

 A family care clinic is available on the grounds. 
During COVID biometric testing is not occurring in 
the clinic. 

Onsite clinic is within the plant. Day 2 testing for 
prospective hires is handled offsite.

A family care clinic is available on the grounds. No 
Physical Therapist inside the turnstile. Nurse and 
Trainer run EMT service. Case manager located 
offsite.

 A family care clinic is available within the walls. Two nurses are on staff to triage simple first aid 
necessities. Complex injuries require the use of 
outside physicians. During COVID, contracted 
with Kelly Services to provide antigen and PCR 
testing. 

Nurse coverage is available onsite for each shift. All 
other medical/clinic services are provided by a  
24-hour facility available to the public, about a 15 
minute drive. The third shift includes maintenance 
and a small production run, about 30 people  
in total. 

Walmart provides Flu shots only, does not provide  
pharmacy services. 

24/5, no weekends unless prod Sat.

Information
Sources – Stakeholder Interviews         – Existing Documentation

Site Comparison - Onsite Provision of Occupational Health
SITE 1 SITE 5 SITE 11SITE 2 SITE 6SITE 3 SITE 9SITE 7SITE 4 SITE 10SITE 8

Site Employees

Site Temporary Employees

Site Contractors

Total Site Staff

Provider of Care

FTEs Providing Care

Hours of Operation

Annual Spend1

Annual Spend per  
Employee2

Recordkeeping System

Location of Service?

Time to Off Campus Site 
(Min.)?

Accessible Before / After 
Shift?

Accessible By Dependents 
(Family Medicine)?

Provider of Drug 
Screen?

Day of Work / New Hire 
Testing?

Portal or App for 
Patients?

Perform Annual  
Biometric? (Virgin)

Accessible to General 
Public?

Site Context

1 Spend for this document includes 
Cost to fund onsite Occupational 
Health Services, including, but not  
limited to, Occupational Clinics,  
Case Management, EMT and  
Occupational Rehab.

2 Spend per employee takes the 
Spend scope for this document  
divided by the count of employees, 
excluding temps, contractors,  
and others.

Provider of Hearing 
Tests?

Comparative Criteria

7,157

2,000

9,157

51 (12 Premise + 39 Progressive)1

 24/5

$5,888,328

$823

Turnstile

No

No

No

 24/5, no weekends unless prod Sat. 

6,500

6,500

2

 8:30am - 5pm 

 $473,682 

$73

Turnstile

No

NA

Not in Use

Clinic

 8:30am - 5pm 

2,681

838

3,519

32

Concentra Clinic offsite M-F 8am-6pm

$3,422,481

$1,277

Mix - Outdoor or Indoor Access

No

No

No

Not a formal shift  
environment

1,614

768

 2,382

2
Monday – Friday 6:30am to 1am 

Saturday - 6:30am to 1am

 $440,659 

$273

Not in Use

(Plus other providers)

Mix (only at standalone Concentra)

Monday – Friday 6:30am to 1am 
Saturday - 6:30am to 1am

 1,550 

 150 

 650 

 2,350 

25
Monday 6 am - until last shift ends, 

3:15/3:30 Saturday or Sunday morning

$2,048

Turnstile

No

Not in Use

No

Covers both shifts

 1,485 

 506 

 

2,341

7

 24/7 - No major holidays 

$496

$736,179

Turnstile

No

No

Clinic

 24/7 - No major holidays 

 1,500 

 400 

 1,900 

7

 6am - 5am 

$601

$901,372

Turnstile

 Kiosk 

No

No

 6am - 5am 

 830 

 150 

 980 

2

 M-F: 8:30am to 6pm

     Employer Staff 

    OSHA and Cority  

$177

 $147,280

Turnstile

 No 

Nurses Onsite

Contract Physician

 SSM 

No

No

No

 M-F: 8:30am to 6pm

 325 

 40 

 365 

2
 Nurses cover two shifts, offsite is available 

24 hours

Local Provider

 $868

 

 OSHA and Cority 

 Off Campus 

15 Min.

Local Provider

Local Provider

Local Provider

 Website Login  
(Phone Preferred)

Yes

No

 Offsite 24 hours 

 282 

 56 

 338 

 24/7 

 First Aid Area 

$11

NA

Turnstile

 No 

 Contract Physician 

 Offsite Lab 

 

No

No

No

 24/7 

Turnstile

$3,174,799

Time Monday Tuesday Wednesday Thursday Friday Saturday Sunday

6am

7
8
9

10
11

12pm

1
2
3
4
5
6
7
8
9

10
11

12am

1
2
3
4
5

Time Monday Tuesday Wednesday Thursday Friday Saturday Sunday

6am

7
8
9

10
11

12pm

1
2
3
4
5
6
7
8
9

10
11

12am

1
2
3
4
5

Time Monday Tuesday Wednesday Thursday Friday Saturday Sunday

6am

7
8
9

10
11

12pm

1
2
3
4
5
6
7
8
9

10
11

12am

1
2
3
4
5

Time Monday Tuesday Wednesday Thursday Friday Saturday Sunday

6am

7
8
9

10
11

12pm

1
2
3
4
5
6
7
8
9

10
11

12am

1
2
3
4
5

Time Monday Tuesday Wednesday Thursday Friday Saturday Sunday

6am

7
8
9

10
11

12pm

1
2
3
4
5
6
7
8
9

10
11

12am

1
2
3
4
5

Time Monday Tuesday Wednesday Thursday Friday Saturday Sunday

6am

7
8
9

10
11

12pm

1
2
3
4
5
6
7
8
9

10
11

12am

1
2
3
4
5

Time Monday Tuesday Wednesday Thursday Friday Saturday Sunday

6am

7
8
9

10
11

12pm

1
2
3
4
5
6
7
8
9

10
11

12am

1
2
3
4
5

Time Monday Tuesday Wednesday Thursday Friday Saturday Sunday

6am

7
8
9

10
11

12pm

1
2
3
4
5
6
7
8
9

10
11

12am

1
2
3
4
5

Time Monday Tuesday Wednesday Thursday Friday Saturday Sunday

6am

7
8
9

10
11

12pm

1
2
3
4
5
6
7
8
9

10
11

12am

1
2
3
4
5

Time Monday Tuesday Wednesday Thursday Friday Saturday Sunday

6am

7
8
9

10
11

12pm

1
2
3
4
5
6
7
8
9

10
11

12am

1
2
3
4
5

NA NA NA

NA

No

NA 10 Min.

(Offsite)

Not During COVID

NA NA NA NA NA

Time Monday Tuesday Wednesday Thursday Friday Saturday Sunday

6am

7
8
9

10
11

12pm

1
2
3
4
5
6
7
8
9

10
11

12am

1
2
3
4
5

$3,000

-

350

(Offsite)

(Family Facility Only)

Onsite Scheduled Hours Onsite Flexible Hours Based on Production Offsite Provider

Site 5A Site 5B

Legend

 $282,000

Site Comparison - Onsite Provision of Care and Benefits

No

NA

(Family Care)

Business Decision
Different vendors were  
deployed to provide similar 
services, which also  
resulted in the use of  
disparate systems, making 
it difficult to aggregate data 
needed for OSHA and  
outcomes analysis.  
Leaders reviewed vendor 
options and compatibility 
standards to increase the 
value delivered.

Business Decision
Cost effectiveness is 
impacted by  
utilization, which is  
impacted by logistics 
at each site. Health  
facilities within the 
turnstiles require 
badges for entry, 
which limits access 
options. Leaders 
sought alternative 
options, including 
increasing access to 
contractors and  
suppliers onsite.

Business Decision
Cost per FTE to  
provide care varied 
widely across sites, 
even those of  
comparable sizes. 
Leaders assessed  
how to build an  
overall expectation 
by site type, then use 
common KPIs and a 
management cadence 
to manage change.

Business Decision
Availability of medical 
staff to support  
employees varied 
widely, even among 
sites of like sizes and 
with the same vendor. 
Leaders assessed  
ratios that would  
provide the right level 
of care, to improve the 
employee experience.

Business Decision
Care and interaction 
options were  
inconsistently available 
to employees. Leaders 
planned for services 
that were more  
user-friendly, cost ef-
fective, and  
rationalized across  
locations.

Site analysis and competitive analysis reinforced the variance 
between sites and offered options used by competitors to 
improve the experience

(1 Future State Flow)

 ⁾ Outlines pre-Functional actions for candidates that enable a streamlined approach
 ⁾ Includes concepts for using digital and other enhanced tools
 ⁾ Shows sequencing to maintain throughput and reduce waste
 ⁾ Integrates 51 future state process options

  239-322-3210 
  info@processreopt.com

 3301 Bonita Beach Rd. SW 
Bonita Springs, FL 34134
www.processreopt.com

Hiring Process
Functional and Physical  
Future State

Future State Goals Summarize a Selection of Over  
50 Change Options

Visit Consolidation

Use pre-visit preparation and calibration, seamless sharing of knock-
out and score results to prioritize candidates who can complete 
physicals during the first visit, or otherwise improve capacity for 
physicals to allow same-day service

Link Data

To increase the chances that individuals hired can succeed safely, 
make use of data gathered during Functional and Physical testing, 
where it could be appropriate for conditioning or placement or for 
ongoing analysis

Refresh Relevance

Build on recent gains in challenging relevance to ensure the right tests 
are included, and irrelevant tests are not. Consider designing some 
Manufacturing Simulation or other physical tests to match Functional 
requirements

Digitize Processes

Improve digital integration of records, authorizations, and 
documentation, to streamline candidate work and eliminate manual 
data entry

Use Conditioning

Determine which Functional components depend on strength that can 
be reasonably expected to improve. Use this information to allow a 
greater pass rate, supplemented by work hardening

Build Pilot Capacity

Amend data collection methods and tools to better align a single 
person’s experience across activities, so results from tested or actual 
Functional or Physical changes can be viewed without extra work, and 
over the long term

Medical Vendor Support Medical Vendor Support Medical Vendor Support Medical Vendor Support

Medical vendors perform Functional Testing and
Physical Testing and gather samples for Drug
Testing Receive

candidate and
provide

orientation on
Functional Test

Conduct Reach
Test

Determine if
wearables or
scans can help
as they evolve

See results
compared to

roles and note if
there are no
current rolesAdvise candidate that

roles may open, but no
existing roles are
available based on the
results

Candidate
Continue?

Conduct
remaining

Functional Tests

Use digital
tools where
possible.
Ensure all
data is
immediately
available

See results
compared to

roles and note if
there are no
current roles

Candidate
Continue?

Remind
candidate of
drug screen

requirement,
guide them to

medical

Orient candidate
on nature of

medical, confirm
medical history

Height,
weight, BP
(revisit BP if
necessary)

Conduct basic
screening

Knockout Issues?

Bring candidate
to Urinalysis

(UA) sample and
drug screen

Perform UA
sample and drug

screen sample

Gather samples
(but do not

send)

Bring candidate
to provider

Conduct
physical, gather

history if needed

Determine if
eligible to

proceed, halt, or
if detail is
needed

Results

Request follow
up detail from

candidate's
provider using

digital methods

Receive results
and determine if

candidate can
proceed

Confirm passing
results in
system

Submit drug
samples to lab,
only for those

who pass

Depending on frequency and
priority, possibly correspondence
with Dr. immediately

Medical System

Medical System

Remind candidate
of drug screen
requirement that
will occur during
this visit

Medical System

End process
with candidate

End process
with candidate

Medical System
Medical System

Medical System

Medical System

Hiring
System

Hiring System

Hiring System

Hiring System

Hiring
System

Hiring Sytem

Candidate Candidate Candidate Candidate

Start

Desire a
production line

position at
ManuCo

Locate and
complete Online

App

Online App

Finish Online
App by

scheduling visit

Access, when
convenient,

details on the
job, application

process, and
requirements

Candidate
Eligible?

Receive
cancelation
notice and

guidance on
possible next

steps
End

Review
confirming

details, next
steps, and
guidance

Outlook / Email

Hold pre-visit
prep call,

respond to
screening
questions

Learn next
steps, if

appropriate, to
re-apply

Knocked Out /
Declined?

End

Complete
preparation (as
desired) for site

visit

Hiring Website

Take online
assessment/

interview

Assessment is
designed to add
or change next
questions
depending on
key responses,
and reminds
candidate of
physicality

Proceed to site
and arrive

Complete
waivers online

Hiring Website

Complete
checking in and

await
Manufacturing

Simulation

Participate in
Manufacturing

Simulation

Pass Simulation?

Chose to
Continue?

Opt out, while
learning next
steps to re-

apply End

Receive guidance
that there is no
role right now,
later receive

email
confirmation

End

Receive
provisional offer,

fill out I9, give
approval for
background

Hiring Website

Possibly iPad or
tablet

Receive guidance
that there is no
role right now,
later receive

email
confirmation

End

Opt out

End

Participate in
Reach Test

Receive guidance
that there is no
role right now,
later receive

email
confirmation

End

Candidate behavior
or embedded vision
and hearing tests
can knock out
candidates

Perform
Functional

Testing

Receive guidance
that there is no
role right now,
later receive

email
confirmation

End

Provide any
medical history

not already
completed

Receive guidance
that there is no
role right now,
later receive

email
confirmation

End

Decide to
proceed or opt

out

Opt Out?

Opt out

End

Provide samples

Receive guidance
that there is no
role right now,
later receive

email
confirmation

End

Coordinate with
physician to

provide results,
or opt out

Opt out

End

Receive
confirmation of

job offer
pending drug

screen

Receive guidance
that there is no
role right now,
later receive

email
confirmation

Fill out medical
history when
convenient,

online and at
home

Receive notice of
entering hiring
pool, provide
guidance on

start date

End

Online App uses
SSN to reference
ManuCo and
other sources to
automatically
verify eligibility

Hiring Website

Online App Hiring Website

These details were automatically
sent by the system, and may
have been duplicated by text,
based on candidate preferences

Proceed to site
and arrive

Medical Issue?

Medical Website

Learn result and
receive

automatic
guidance on how

to re-apply

Outlook / Email

End

May include
reviewing videos

Receive email
confirmation,

including
guidance on how
and when to re-

apply

Receive email
confirmation,

including
guidance on how
and when to re-

apply

Gather
disclaimer from

personal
provider or
other detail

Rules in the
system
determine if
additional history
is desired -
before the
candidate arrives
to the site

Talent Acquisition Support Talent Acquisition Support Talent Acquisition Support Talent Acquisition Support

Talent Acquisition vendors perform functions that
relate to securing candidates, checking eligibility,
performing work simulations/Manufacturing
Simulation testing, making offers, background
testing, ID verification, start date scheduling and
general process overview.

Hiring System

Receive or place
confirming

welcome call,
using screening

questions

Using a confirmation process
to increase the odds the
candidate will arrive, and to
ask selected interview
questions to knock out
candidates who are unlikely to
succeed. This conversation will
note the need for a hair
sample, emphasize the
physicality, and can start the
process of sending an online-
only interview. Candidates may
opt out or be knocked out.

Check
candidate's ID,

confirm waivers
are signed

Hiring System

Answer
questions, guide

candidate,
provide content

Content can include visuals on the
wall, videos, or hand held material
that provides the candidate with
encouragement, clarity, and guidance
on next steps

Orient candidate
or candidates
and conduct

Manufacturing
Simulation

Guide candidate
to end process,

provide re-
application

details

Advise candidate
of provisional

offer, gather I9
details

Conduct
background

check by
accessing

immediate
results system

Background

Pass?
Advise candidate
of issue, provide
guidance on re-

application

Candidate
Proceed?

Updated Manufacturing
Simulation design includes
testing that confirms
baseline sight and hearing
capabilities

Advise candidate
of passing

status, pending
drug screen

Learn drug
screen results,

advise candidate

Schedule
candidate for
Functional &

Physical tests &
provide link to
medical history

Pass?

Collaborate with
candidate for
onboarding

End

Host advises
candidate not

eligible, and re-
application rules

Host advises
candidate that

they cannot
proceed, must

re-apply

This future state flow reflects a perhaps longer term concept
assuming a good bit of change is possible, and is mostly
oriented to larger sites. A few notes:
- Ultimately, especially at sites with scale, the facility will need
to match the vision. Single visit processes require connection
to varied types of services (Manufacturing Simulation,
Functional, Physical, Drug Screen). Dedicated and well-
organized space can enable a smooth flow and good candidate
impression, while a fractured space can impede progress.
- This flow is agnostic to the count of vendors involved. It is
important to note it may be difficult, and perhaps more
expensive, to consolidate vendors, and that coordinating
across elements should be easier if there is only one vendor
involved.
- This flow concentrates a bit more on the functional and
physical testing.
- This flow uses terms like Online App and Hiring System
because of their currently recognizable role. It is possible over
time that ManuCo could control these functions differently,
which may have benefits in the candidate experience and
pipeline data management Hiring System

Hiring System

Hiring SystemHiring SystemHiring System

Hiring SystemHiring System

Yes

Ye
s

No

N
o

No

N
o

N
o

Yes

N
o

No

Opt Out

Proceed

Need Info

Pass

Yes

N
o

Yes

Yes (Common)

N
o

No (Typical)

Ye
s

Yes

Yes

Issue Needing
Disclaimer
or History

Knock Out Issue

Knockout
(Uncommon)

Yes
(Uncommon)

No (Typical)

54. Conduct all tests on work simulation site visit. 
Use scheduling techniques that allow candidates 
to get functional, drug, and physical on same day 
as work simulation.

Cost per Hire
 Average cost per new hire by month and 

location

New Hire Injury Rate
 Ratio of new hires who have a safety incident 

within the first 120 days, by site

Segment Cycle Time
Median time spent in each phase of the hiring 

process by segment

New Hire Attrition
Percentage of hires who voluntarily depart 

within 120 days, by site

Dropout Rate by Segment
 Percentage of candidates who pass one 
segment but do not continue to the next

Source Conversion Rate
Applicant conversion rate by referral source

Applicants per Opening
Count of applicants in a site’s pipeline divided 

by open positions

Application Completion Rate
Percentage of applications started that are 

completed

Offer Acceptance Rate
 Offers accepted divided by offers made

Funnel Conversion Rates
 Number of applicants completing a stage 

divided by total applicants who entered  
the stage

Physical and Functional Attendance
Count of applicants attending planned  

sessions and percentage of capacity used

SLA Adherence
 Count of responses to applicants within 24 

hours compared to opportunities to respond 
within 24 hours

Pass / Fail Rate by Segment
Percent of applicants that successfully pass a 
particular test or module of the hiring process

Hiring Cycle Time
 Median total time between application 
submission and acceptance of job offer

Applicant Count
Count of applicants completing Online App,  

by site and over time

Applicant Touch Time
Average touch time required by an applicant  

to complete the hiring process

Applicant to Employee Diversity 
Comparison

Ratio of % of applicants of diverse populations 
divided by % employees of diverse populations
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Process Step

Process Metric

Change  
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Best Practices

System

Hiring System

Background

Outlook / Email

Online App

Medical System

Hiring Website

17. Gather data on all hiring channels and all 
phases of the hiring process, then use this 
information to understand what is working well 
or not, to take steps toward optimization.

36. Allow candidates to apply for roles via text 
to streamline the process for candidates and 
begin digital engagement. This can help draw in 
additional candidates.

38. Use video interviewing platforms which 
integrate on-demand and live interviews, text 
interviewing, and automated scheduling to help 
recruiters engage candidates while delivering a 
fast, simple, and convenient hiring experience.

5. Ensure screening tests for applicants are 
in line with both job requirements and the 
characteristics that make employees successful. 
Prevent use of irrelevant or outdated practices.

51. Organize sequencing and candidate flow 
so that once their results suggest they are 
eliminated their process stops. This can save time 
and cost and improve candidate satisfaction.

46. Use digital communications when possible, 
when follow up information is required from a 
candidate’s medical provider. This can reduce 
cycle time.

53. Minimize the paperwork required of 
candidates, by reviewing what is required, how 
data is shared, and what can be gathered from 
other sources. 6. Keep applicant testing as lean as possible, 

making sure that the testing is rigorous enough 
without being unnecessarily burdensome.

24. Prevent wait time during onsite visits by 
organizing effective and flexible sequencing.

48. Prioritize applicant drug screens over spot 
checks for existing employees, when sending 
samples to labs for testing. This may reduce cycle 
time for the hiring process.

13. Solicit feedback on existing and evolving 
reports and dashboards covering performance 
for functional and physical testing. Use the 
feedback to improve usability.

4. Restructure the Interview - Assess the value of 
interview questions and add or subtract questions, 
as appropriate. Consider adding some questions, if 
possible, during the initial scheduling, to weed out 
candidates unlikely to pass through the testing.

3. Release applicants as soon as they encounter 
the first knock out during an onsite visit, doing so 
without causing embarrassment to the applicant. 
This can reduce the cost and demand on the hiring 
process, as well as respecting the applicant’s time.

6. Use Instant Background Checks - Prevent 
candidates from proceeding through processes if 
they fail an instant background check, which is less 
comprehensive than the current background check 
process.

53. Determine if it is possible to connect the 
physical provider with a candidate’s MD to review 
medical records as a proxy to a physical, if there are 
challenges in getting the physical scheduled and 
executed.

63. Provide applicants with the ability to fill out 
medical information online, prior to their visit, 
to make the process easier for them, and to flag 
anything in advance that might knock out the 
candidate.

14. Set reminders for candidate follow up after 
Online has been verified and validated. 24 & 48 
hour reminders to get work simulation scheduled. 
Automate the reminders as much as possible.

17. Place Reference Material in Online App 
Structure - Allow candidates access to guidance 
on how they can best navigate the hiring process 
and/or avoid knock outs like the drug screen. 
Include information on how to prepare for the work 
simulation, and what to expect.

19. Ask in the Online App when the candidate expects 
to be available. This information can be used to help 
tailor the process, including accelerating activity and 
combining them if someone is available quickly. This 
customization could take place in the first scheduling 
conversation, if appropriate.

24. Remove or reduce the strength-related restrictions 
for Functional Testing, so that additional candidates 
who have the height and reach can proceed. Rely 
instead on work hardening and conditioning to  
ensure the candidate has the appropriate strength 
and stamina to perform the work.

44. Consider a process where, if a candidate has 
low job fit but is otherwise all good - AND the low 
job fit score is related to something malleable, such 
as strength, we can tell them “You are on a good 
trajectory, but there is just one issue. If you can 
work on that we can accelerate re-testing.”

41. Design a formal process to query the providers 
about knock out results in physicals, and how those 
results could be telegraphed or captured earlier in 
the process. 12. Develop candidate feedback survey for all new 

hires regarding the hiring experience. Utilizing 
postcard questionnaires on the first day of work, 
gather feedback on the hiring experience in order to 
gauge the candidate experience.

46. Enable those managing the hiring pipeline to 
have visibility and access to the scheduling tool for 
the clinic in order to dynamically add clinic visits 
when openings occur during the current week.

57. Define the specific criteria for the physical to 
local physicians who would then be able to perform 
testing. Build a relationship where prioritized 
candidates could test with other physicians, at a 
cost reasonable to ManuCo.

28. Formally measure the results of work 
conditioning and apply learnings to the job fit 
activity, to help calibrate which measures are able to 
be changed during conditioning. This can improve 
the job fit test and the reliance and valued of work 
conditioning.

Application

1. Manage with KPIs
Develop and regularly review balanced KPIs that cover volume, productivity, cost, service levels and  
quality. Set expectations and goals and routinely review progress.

A Dashboard with Mock Data Demonstrates How Leadership Plans to Review Performance
A Dashboard with Mock Data Provides a Sample Mechanism for Comparing Performance Across Sites

11. Consolidate Vendors
Seek a more positive candidate experience and more efficient and transparent process by 
consolidating the vendors involved.

9. Investigate Innovative Data Collection Methodologies
Tools, wearables, apps, and other technologies are quickly improving their ability to measure health and  
physical characteristics. Maintain a view on innovative methods worth deploying.

7. Priority Sequencing
Organize onsite processes by blending the odds that the activity will knock out a candidate and 
the time and expense to perform the test. Ensure that if the process needs to stop, the candidate’s 
time is respected and hiring capacity is freed.

6. Mid-Activity Knock Out
Design and launch processes so that if a candidate will not be able to proceed that candidate can be released 
from finishing onsite assessments.

3. Digital Follow Up
Connect medical hiring resource to candidate providers using digital methods, to speed responses, improve 
clarity, and reduce data entry.

5. Standardize Non-Physical Referrals for Job Placement
Assess the data collected, and collectible, across every onsite process, and use it in real time in relation to job placement. 
Ensure all Functional Testing is linked to relevant and effective criteria that reflect the actual work requirement.

2. Digitize Data
Remove paper from the candidate experience and from the hiring processes. Use the data to 
improve reporting, work flow, and information sharing.

4. Pre-Visit Online Medical History
Enable candidates to fill out medical history at home, before the visit. Embed logic to ask follow up questions, 
depending on earlier responses.

Manufacturing Simulation Visit Pre-Functional Prep Functional Testing Physical Testing Follow Up

8. Use Conditioning
Use effective before-and-after measures of the results of Work Conditioning to make sure that job placement 
thresholds are calibrated (factor into the placement the expected physical gains).

10. Enable Real Time Results
Use real time data to make decisions based on results, including, if necessary, knocking out or deferring a  
candidate or adjusting their approach.

Note: 45 ManuCo or vendor staff contributed to this initiative

(14 Pages)

 ⁾ Interviewees rated Functional and Physical parts of the process as better 
than average while the overall impression was mediocre 

 ⁾ Legacy processes remain favored across sites, providing confidence in 
candidates selected

 ⁾ Interviewees also communicated that the hiring process is long, 
burdensome and outdated

Focusing Interviews

Interviews revealed custom practices across 
sites, little performance management, and a 
wide variety of opportunities to improve

(5 Pages Analyzing 7 Sites Over 36 Months)

 ⁾ Provided sample dashboard of Hiring data to highlight metrics that can be 
tracked today both overall and by specific location

 ⁾ Focused on Functional and Physical test results to highlight drop out rates exceed 
fail rate for each test 

Statistical Analysis

Statistical analysis found no holistic reporting, and 
ineffective site-by-site reporting, but helped scale 
the challenges after review of what was available

(8 Pages)

 ⁾ Total of 6 cases were randomly selected from 2 sites
 ⁾ Detailed analysis of each Candidate’s experience provided based on interviews 
and Hiring data

Staple Yourself

Staple yourself highlighted the significant burden on the 
candidate, and some root causes for lengthy processes

(1 Candidate Experience Map)

 ⁾ Opportunity exists throughout the hiring process to improve the candidate experience
 ⁾ Lack of communication, wait times, and unclear path forward are the main drivers of 

the cautionary behaviors on the map

Customer Journey Map

Candidate Journey Map revealed some sub-par 
candidate experiences, plus specific challenges

(47 Improvements, 53 Best Practices, 31 Performance Metrics)

 ⁾ Opportunities included policies, practices, and integration across sites
 ⁾ Bulk of improvement opportunities do not require technology to implement
 ⁾ Performance metric options focused on balanced assessments

Improvement Opportunities 
& Best Practices

Improvement opportunities documented specific 
symptoms, best practices and metrics offered options 
for change and for improving performance management

(7 Improvement Themes)

 ⁾ Seven key themes address all 53 improvement opportunities
 ⁾ Implementation approach with list of actions for each improvement theme
 ⁾ Improvement objectives described for each theme

Improvement Themes & 
Implementation Approach

The implementation themes and approaches summarize 
the details and informed future state concepts

(2 Maps, 1 Highlighting Details on 11 Sites 
and 1 Highlighting Competitors’ Attributes)

 ⁾ Detailed view of the Functional and Physical components of the overall 
hiring process by site 

 ⁾ Outlines who is providing the service for each component today and the 
current capacity to serve

 ⁾ Comparison of Candidate impressions and hiring practices across other 
large manufacturing companies 

Hiring Attributes and Site 
Comparison Maps (Current State)

Site analysis and competitive analysis reinforced 
the variance between sites and offered options 
used by competitors to improve the experience

(1 Future State Flow)

 ⁾ Outlines pre-Functional actions for candidates that enable a streamlined approach
 ⁾ Includes concepts for using digital and other enhanced tools
 ⁾ Shows sequencing to maintain throughput and reduce waste
 ⁾ Integrates 51 future state process options

Future State Map

The Future State Map offered a process designed 
to reflect significant changes and a holistic 
process that can meet needs across sites

 ⁾ Reviews project output
 ⁾ Provides summary level findings
 ⁾ Develops implementation structure and approach

(This Document)

Executive Summary & 
Business Case

The Executive Update summarizes the detailed 
work, findings, and future state concepts to build 
momentum toward implementation

This Future State Process Was Designed to Improve Consistency and Reduce Inefficiency 
While Materially Improving the Candidate Experience

Dashboard Options Can Allow Comparisons of Recent or Historical Performance

Performance Detail Comparative View

Total in Queue Past 
Onsite Visit Scheduled

1,417

Total Open Positions

1,722

Pipeline to Positions 
Ratio

82%

New Hire Injury Rate

0%

10%

5%

15%

20%

Site 1

Top Performer Non-
Union Sites

Site 2 Site 3 Site 4 Site 5 Site 6 Site 7 Site 8 Site 9 Alt 1 Alt 2

EZ App to Hiring Pool Cycle Time

0

20

10

30

40

Site 1 Site 2 Site 3 Site 4 Site 5 Site 6 Site 7 Site 8 Site 9 Alt 1 Alt 2

Conversion Rate Functional Test to Hire

0%

40%

20%

60%

80%

Site 1 Site 2 Site 3 Site 4 Site 5 Site 6 Site 7 Site 8 Site 9 Alt 1 Alt 2

Conversion Rate EZ App to Hire

0%

10%

20%

30%

Site 1 Site 2 Site 3 Site 4 Site 5 Site 6 Site 7 Site 8 Site 9 Alt 1 Alt 2

These views could alternate 
to show months of history 

for a single site

Conversion Rate 
Functional Test  

to Hire

Hiring Pool Cycle 
Time

New Hire  
Injury Rate

Cost to  
Hiring Pool

Site 1 49%  31 15%  $4,284 

Site 2 47%  30 17%  $2,910 

Site 3 46%  32 12%  $4,850 

Site 4 55%  34 18%  $3,634 

Site 5 53%  29 19%  $3,530 

Site 6 61%  26 10%  $2,964 

Site 7 44%  25 13%  $2,466 

Site 8 59%  33 11%  $3,240 

Site 9 62%  21 14%  $3,502 

Alt 1 58%  17 9%  $1,780 

Alt 2 67%  15 7%  $1,850 

Average 55%  39 13%  $3,183 
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DATA ARE FOR ILLUSTRATION ONLY

This sample view 
demonstrates how leaders 
can understand overall status 
and benefits and performance 
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This sample dashboard 
indicates a balanced and 
visual way for one site to 

Future State Map

The Future State Map offered a process designed to reflect 
significant changes and a holistic process that can meet needs 
across sites

 ⁾ Reviews project output
 ⁾ Provides summary level findings
 ⁾ Develops implementation structure and approach

(12 Pages)

Executive Summary & 
Business Case

The Executive Update summarizes the detailed work, findings, and 
future state concepts to build momentum toward implementation

This Future State Process Was Designed to Improve Consistency and Reduce Inefficiency 
While Materially Improving the Candidate Experience

Dashboard Options Can Allow Comparisons of Recent or Historical Performance
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Site 1 49%  31 15%  $4,284 

Site 2 47%  30 17%  $2,910 

Site 3 46%  32 12%  $4,850 

Site 4 55%  34 18%  $3,634 

Site 5 53%  29 19%  $3,530 

Site 6 61%  26 10%  $2,964 

Site 7 44%  25 13%  $2,466 

Site 8 59%  33 11%  $3,240 

Site 9 62%  21 14%  $3,502 

Alt 1 58%  17 9%  $1,780 

Alt 2 67%  15 7%  $1,850 

Average 55%  39 13%  $3,183 
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This sample view 
demonstrates how leaders 
can understand overall status 
and benefits and performance 
across sites

Key
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Time to Hire (Days)
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Recruitment Cost

$15,000 ↓
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This sample dashboard 
indicates a balanced and 
visual way for one site to 
understand its status and 
performance

Note: 45 ManuCo or vendor 
staff contributed to this initiative


