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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

Medical Vendor Support Medical Vendor Support Medical Vendor Support Medical Vendor Support
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proceed, halt, or
if detail is
needed

Results

Request follow
up detail from

candidate's
provider using

digital methods

Receive results
and determine if
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Depending on frequency and
priority, possibly correspondence
with Dr. immediately
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Medical System

End process
with candidate
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steps
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Outlook / Email

Hold pre-visit
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respond to
screening
questions

Learn next
steps, if

appropriate, to
re-apply
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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
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await
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apply End
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provisional offer,
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Hiring Website

Possibly iPad or
tablet

Receive guidance
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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
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including
guidance on how
and when to re-

apply

Receive email
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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
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to end process,

provide re-
application
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of provisional
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details
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immediate
results system
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Updated Manufacturing
Simulation design includes
testing that confirms
baseline sight and hearing
capabilities
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of passing

status, pending
drug screen

Learn drug
screen results,
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Schedule
candidate for
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provide link to
medical history

Pass?

Collaborate with
candidate for
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End

Host advises
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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
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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

Metrics

Medical Vendor  
Support

Candidate

Talent Acquisition  
Support

PRO_PM_MFG_HR_HiringProcess_FutureState

Process Map Legend

Process Step

Process Metric

Change  
Option

Best Practice

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 ClientCo.

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

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

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

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
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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 

Goal25%

Goal75%

Goal
10  
Days

Goal5%

Top Performer Alternate 
Sites

DATA ARE FOR ILLUSTRATION ONLY

This sample view 
demonstrates how leaders 
can understand overall status 
and benefits and performance 
across sites

Key
Metrics

Time to Hire (Days)

36.7 ↓

Application Date

9/1/21 12/31/21

Recruitment Cost

$15,000 ↓
Time to Onboard (Days)

114.8 ↑
New Hire Injuries

9.8% ↑
Operational 
Dashboard
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This sample dashboard 
indicates a balanced and 
visual way for one site to 
understand its status and 
performance

Future State Concept Theme 1

Improve Digital Hiring Experience

Current State:
The company’s software is run differently at different 
sites, undermining the ability to test improvements 
or optimize results. Data connectivity is not fully in 
place diminishing the quality of data. The current test 
to determine a candidate’s ability to perform tasks is 
administered online with no way to verify the candidate 
was the one completing the assessment. Studies found 
little correlation between pre-hire test score and job 
performance. 

Future State:
Remove paper from the candidate experience and from 
the hiring process. Use the data to improve reporting 
and information sharing across HR functions involved 
with hiring new candidates. For example, moving the 
application online and allowing virtual appointments to 
be made for the application process. Connect medical 
hiring resources to candidate providers using digital 
methods to speed responses, improve clarity, and 
reduce data entry.

Future State Concept Theme 2

Reduce Underqualified Candidate Cycle Time

Current State:
The time required to eliminate all unqualified candidates 
is excessive; this increases the chance of a candidate 
accepting another job. Current background qualification 
checks are slower than desired and verify aspects not 
relevant to the job description, which increases the risk 
a candidate could accept an offer from a competitor. 

Future State:
Organize onsite processes to test a candidate’s 
qualifications which remove candidates from the 
application pool if deemed unqualified. Ensure that 
if the process needs to stop, the candidate’s time is 
respected and hiring capacity is freed. Use real time 
data to make decisions based on results, including, if 
necessary, removing a candidate from consideration or 
adjusting their approach.  

Future State Concept Theme 3

Future State Concept Theme 5

Future State Concept Theme 6

Future State Concept Theme 7

Future State Concept Theme 4

Clarify Processes and Improvement Opportunities 

Current State:
Interview questions used to be behavior-based 
to encourage dialog unlike the new open-ended 
structure. Qualifications for determining pass/fail are 
not consistent across interview teams, causing the 
elimination of potential candidates who could work 
successfully in alternative processes for the employer.  

Future State:
Develop and regularly review balanced KPIs that cover 
volume, productivity, cost, service levels and quality. 
For example, a recruiting KPI that can measure job 
performance, productivity, and compensation would 
be effective. Set expectations and goals and routinely 
review progress. Tools, uniforms, applications, and 
other technologies are quickly improving their ability to 
measure health and physical characteristics. Maintain a 
view on innovative methods worth deploying. 

Reduce Candidate On-site Visits 

Current State:
Existing hiring processes can require a candidate 
to take time off of work multiple times. At one site 
candidates can wait for over three hours when arriving 
for testing and interviews which potentially frustrate 
candidates.  

Future State:
Candidates should be able to fill out medical history at 
home before the visit. As well as limiting overlapping 
components of medical testing, on site interviews and 
psychological profiling. Establish a clear and concise 
process between candidate and interview site to 
ensure there are no delays or complications to  
the process.  

Improved Usage of Candidate Information 

Current State:
Staff often have concerns over implementing data. 
The intention of the data is to reduce manual time but 
becomes disorganized and diminished. This leads to 
management struggling with late job design.

Future State:
Review data collected throughout the interview 
process to assist in job placement. For example, skills 
assessment, personality, and prior experience. Ensure 
all Functional Testing of employee performance is linked 
to relevant and effective criteria that reflect the actual 
work requirement.  

Improve Vendor Management and Collaboration

Current State:
The current vendor process can be confusing to 
clients. Manual processes within vendor management 
mean less time for more important tasks, wasted 
resources, and information that is not accurate or up 
to date.  Collaboration is weak with others; Requests 
have to be tailored to fit the vendors’ capabilities, often 
vendors are late in providing key candidate information.  

Future State:
Identify risks along the vendor management lifecycle 
and establish standard procedures for dealing with 
each step and risk. Rely on automating paperwork 
through vendor management software to avoid 
outdated spreadsheets and vendor information. Create 
a data repository for all vendor management data 
to give you a simple and easy overview of the entire 
lifecycle.

Improve the Candidate Experience 

Current State:
The candidate procedure is stressful and long for 
candidates. Often, candidates are found fatigued 
and stressed because of long days of work (DOW). 
Hiring practices and incentives are different depending 
on location which adds a risk of losing candidates. 
Physical exams often lead to long wait times 
sometimes requiring the candidates to return another 
day for the exam.  

Future State:
Design and launch a process so that if a candidate is 
not able to proceed that candidate can be released 
from finishing on site assessments. Candidates should 
be well informed of all paperwork/ medical records 
needed before showing up on site to accelerate the 
processing time. Ensuring effective before and after 
measurements for returning to work from an extended 
leave can improve employee morale and productivity.  


