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INTRODUCT ION 
 

Recruiting has been a domain where the best and the brightest have been informally good relationship managers. 

However, the need to manage increased applicant traffic and create enduring relationships with the qualified 

talent pool has brought into focus the necessity to integrate a formal candidate relationship management 

program, similar to the celebrated customer relationship management model, into all recruiting activities. This 

requirement has made the idea of applying a "salesforce-like" solution to the task of handling multiple candidates 

not only desirable but now also possible. 

  

In an exclusive interactive session devoted to the topic, the Human Capital Institute brought together a panel of 

experts, analysts and providers to deliberate on the growing interest in “Candidate” Relationship Management and 

how it is slowly but surely changing the face of recruiting. This paper captures the thoughts, reflections and 

opinions that the panel shared around candidate relationship management, its various definitions, the history of 

recruiting technology, the evolution to CRM and the latest in CRM technology trends. 

 
DEFINING CRM 

 
“Customer” Relationship Management 
 

Th The concept of “Candidate” Relationship Management, says Elaine Orler, Principal Consultant at The Newman 

Group, derives from Customer Relationship Management, which has been variously defined in the following ways: 

 

Figure 1 

 

 

 

 



 

 
 Recruitment CRM:  Features & Functionalities of Relationship Managers 

 
3 

Candidate Relationship Management 
 

Like its source concept there are many ideas about “candidate” (talent) relationship management [CRM] that can 

be gleaned from articles, research, analysts, and vendors. The following list is indicative of the various attributes 

CRM demonstrates: 

 

Figure 2 

 

 

Interestingly, the term “candidate” in CRM encompasses both current employees and candidates and can 

interchangeably be used with talent relationship management. “Everyone is a candidate,” says Allan Schweyer, 

Executive Director of the Human Capital Institute, “including an employee who is a candidate for another position 

in the organization.” CRM is a one-to-one or a one-to-many exercise depending on the approach and the kind of 

priority organization’s put on the person/persons in question. In other words, it covers both recruitment and 

retention efforts. 

 

While CRM is very much like talent relationship management, Dr. Keith Vencel of the University of Phoenix, 

Northern California, believes there is a slight difference. According to him talent is strategic whereas CRM is a 

more singular and immediate issue. “CRM means managing relationships with those people we work to process 

through and match with our positions,” he says “while with talent relationship management we not only get them 

in the door but also keep them through training and development.” 

 

For Bill Craib, Senior Director of HCI Communities at the Human Capital Institute, CRM in recruiting involves 

investing a great deal of thought in who can potentially be candidates in the future and so is similar to dealing 

with prospects in a sales type environment. “Everyone is a recruiter,” adds Vencel, “and the faster this knowledge 

cascades in practice, from executives onwards down to first level managers and supervisors, the better.”  
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CRM Technology Definition 
 

CRM technology is generally defined as a suite of software used to manage a fundamental recruiting discipline 

enabling    companies to build a stronger lasting relationship with potential employees from the first interaction. 

It also includes re-recruiting existing employees into new opportunities.   

 
WHY IS CRM TECHNOLOGY IMPORTANT? 

 
Volume Management 
 
“There is a volume management component to our job today,” says Orler, “as there are fewer recruiters now than 
we had during the boom time.” Also, even as the quantity of candidates increases, the quality of the applicants is 
in fact decreasing. 
 
To manage this disparity, different types of technology are required to support candidate relationships. Moreover, 
such relationships have two important aspects. The relationship with quantity may be something that we’ll 
address in the future, notes Orler, whereas the relationship with quality is what we need to address today.  Just as 
with volume hires, we need to pre-screen candidates for skills, cultural fit and general abilities, with quality hires, 
we need to build a qualified pipeline with a marketing strategy for targeted candidates. 
 
Candidate Self Service 
 
One of the prime drivers of CRM technology is the opportunity for candidates to interact with technology. But 
organizations should rise above the “black hole” experience they sometimes provide their candidates through an 
automated tracking system. With most tracking systems the trouble is that candidates go online, feed things into 
it and disappear forever. “Organizations should make some kind of interaction related to your current job searches 
a base standard,” adds Orler. The minimum is to give an automated reply when candidates apply, but the 
challenge is to continually have a dialogue with the candidate about where they are in the process and let them 
know other things about the organization, like positions for which they may be potentially qualified. In fact, in an 
iLogos Research survey of more than 1,500 visitors to career web sites of Fortune 500 companies, 99 out of 100 
jobseekers indicated that they expected an acknowledgement after applying online1. 
 
“We have to find ways to make self-service an aspect of the candidate relationship,” advises Orler.  At present, 
there is a lot of resistance within organizations to give candidates things to do as it relates to their portal or 
profile or job assessments. Such measures go a long way in building a relationship marked by interest and 
understanding. 
 
Susan Burns of Federated Department Stores believes CRM technology must be continuously assessed for what it 
is worth and exploited fully to improve the dialogue between recruiter and candidate. “We have to recognize 
where the technology is today” she says, “and how it has enhanced interaction more so than what it was before 
and what that should allow us to do from a talent acquisition approach is to be better informed so that we are 
actually enabling superior interaction when there is human contact.” The end result is that the job seeker has as 

                                                 
1 See iLogos report  titled “Perception vs. Reality: Jobseeker Behavior Online” at https://www.taleo.com/research/ whitepapers/ 
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much rich information as possible while the recruiter improves on interactional effectiveness. Vencel also believes 
CRM technology can catalyze the recruiter-candidate relationship by generating enough information for both. 
 
“It ensures a sense of timeliness about our actions,” he points out “and since everything is documented you know 
where you are with each candidate.”  
 
Continuous Recruiting 
 
CRM technology is also crucial for filling needs today while constantly identifying resources to fill the needs 
tomorrow. Orler describes this as the ability to balance the “No not ever” and the “No not now.” Both candidate 
categories require different levels of relationships with the candidates and have to be complemented by flexible 
technology. The challenge is to not only manage the “No not now”, the No. 2 candidates, but also ready them for 
the “now.” It is equally difficult to engage with the “No not ever” and move their interest to areas where they 
could become the “now.” 
 
HISTORY OF RECRUITING TECHNOLOGY AND EVOLUTION TO CRM 
 
Recruiting Technology History: 1988 – 2001 
 
Recruiting technology began its evolutionary journey in the 90s with the launch of applicant tracking and 
applicant management. The technology initially was purely transaction oriented. In the late 90s, two additional 
frameworks were added: workforce management and candidate management. This period also witnessed the 
technology recruitment boom and the Y2K compliance problem.  Alternately, different types of solutions began to 
enter the market. The focus was now on managing candidate information, all illustrated in Figure 3. 
 

Figure 3 

 

Recruiting Technology History: 2002 – 2003 
 
Huge advances in technology available to recruiting were made in the shorter time frame stretching from 2002-
03. Enterprise resource planning modules were introduced to do applicant tracking and candidate profiling. In 
addition to this profiling tool, job seeker management also found its way into the market. This gave a real push 
to have an anonymous experience with the organization. 
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Figure 4 
 

 
 
 
Recruiting Technology History: 2004 – 2006 
 
In the last few years even more technological solutions and opportunities to do recruiting have appeared on the 
scene. Recruiting outsourcing is now an option and Contact Management of candidate, applicant and ultimately 
an employee have acquired visibility. All the different categories of tools shown in the visual below have a long 
list of solution providers saying this is their core competency. But technological progress has not seamlessly 
translated into robust CRM capabilities for many organizations. “While we now have the much needed 
specialization” says Orler, “the real question is how to blend all that is available with the relationship management 
aspect that we want in order to nurture and build talent pools of resources that are available and ready.”  
 

Figure 5 
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KEY COMPONENTS OF A CRM SYSTEM 
 
The following make up the basic ingredients list of any CRM System: 
 

Figure 6 

 
However, executive commitment is also a necessary part of the equation. “Recruitment needs to be advertised and 
endorsed throughout the organization,” says Vencel “with the help of a cheerleader who pushes these issues until 
becomes a part of the culture.” Organizational commitment, once in place, can then give a big push to embrace 
appropriate CRM tools. “Understanding the level of commitment within the organization and using it to tweak 
and prioritize your CRM activities is an important piece,” adds Schweyer. 
 
 Without a doubt, a CRM system also has to be agile and efficient with respect to time. According to Burns, the 
system should allow the candidate to be time-sensitive to what their needs are as well as to the needs of the 
organization and help recruiters move through the entire process in a satisfactory manner. In her experience at 
Federated, she finds that by integrating an interview scheduling management system into the hiring management 
system, the process can be made more time efficient. 
 
“Continuous communication,” says Orler, “is the bulwark of the CRM system.” For her, relationship building walks 
hand in hand with openness to all those other things that can add value to the relationship. Moreover, recruiters 
must find the means to advance relationships, she adds, even as they continue to filter and identify the best 
candidate for a particular opportunity.  
 
CRM CURRENT TECHNOLOGY TRENDS 
 
CRM Tools: Traditional 
 
By and large, a good deal of the traditional tools meant for organizations as well as candidates, like one-to-one 
phone or one-to-many email are standard and happening on a consistent basis. There are opportunities here to 
leverage relationships with candidates, as summarized in Figure 7. 
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Figure 7 

 
 CRM Tools: Becoming Traditional 
 
The following tools have now become mainstream: 

 
Figure 8 

 

 
Just in time information submissions, for instance, allow candidates to approach various phases of the 
employment process in a staggered manner. The technology helps applicants to have a progressive engagement 
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with the company through the online tool without necessarily driving a person intervention every time. After they 
express interest in a job, candidates are asked to complete an assessment either within a certain period of time, or 
even come back and do it later. If recruiters identify a certain candidate, they can push the person to do the next 
set of activities. On the basis of their performance such individuals may be asked to register for an interview.  
 
Preference matching and redirection helps especially in volume-based positions. When candidates are interested in 
a position but are found unfit based on the assessment they have completed, they are immediately redirected to 
other opportunities for which they qualify.   
 
Multiple acknowledgements are carried out through different communication media and are intricately linked 
with technology. They range from the most basic set of activities like web pages thanking applicants for 
submission of resume followed by an e-mail doing the same to more complex forms of acknowledgement like 
“Thanks for submitting it...would you like to be a part of or may I ask you to do this next step...” 
  
No matter how quickly or slowly a particular tool may become mainstream, it is imperative not to lose sight of 
technology’s primary reason, which is to provide a communication link. “The ultimate proactive approach that 
organizations and HR departments today are trying to get to,” says Vencel “is a consistent level of 
communication.” It makes a difference to be familiar with candidates, send messages once in a while and let them 
know you have your eye on them. Such things resonate with people and give them a sense of belonging. 
 
The rapid rate at which tools become mainstream has been precipitated in part by the tightening of the labor 
market and the fast-paced evolution of instant communication. “The next generation of workers - the Echo 
Boomers- are conversant with tools like IM, chat and blogging,” adds Vencel, “and are likely to bring all those 
tools with them when they get into the position of recruiters or supervisors.”  
 
CRM Tools: Gaining Traction 
 
There are several tools like contact management, trigger notifications, reminders and updates, status indicators, fit 
assessments and job reality simulations that already have a promising presence. 
 
The new frontier for applicant tracking is contact management. “While we have always retained contact through 
the applicant tracking system,” observes Orler, “we never had the tools to do something with it.” Some contact 
management features like the ability to upload lists or the opportunity to segment core databases to put specific 
information and decide the next level of activity can help build, maintain and nurture candidate relationships. For 
Craib, Contact management is the art of communicating with people in your talent pool and managing it 
seamlessly. “True mail campaign managers,” he says, “should allow constant updating of candidates on an 
ongoing basis without anything going on in the background.”  
 
Trigger notifications, reminders, and updates enable setting timeframes in the future to do activities so that 
follow through happens. It can be, for example, setting a reminder/notification to call a candidate after 60 days.  
 
Candidate segmentation filing helps cultivate relationships with people who have the skills and expertise. By 
segmenting resumes that match into talent pools comprising core disciplines and functions, relationship 
management is enhanced. However, the trick is to deploy segmentation in tandem with other tools like manager 
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interaction or social networking through employees who already have the skills and turn it into one cohesive 
effort2.   
 
Candidate enablers like status indicators help candidates figure out where they are in the process, giving them 
instruction and framing them to do something next if they are still interested in the organization. Status 
indicators vary according to type of position and have to be used properly. A candidate may not know why they 
didn’t get it but may have to be told either that the processing is in progress or the opportunity has been closed. 
“It is a case of conveying that,” says Orler “they are in the “not yet” bracket instead of the “no not ever.”” In 
cases though, where there is an assessment or a condition that a piece of the candidate has to fit to be 
considered, they know right away they have not met the requirement.  
 
Fit assessments, on the other hand, have been predominant in high volume positions. Applicants are tested for a 
variety of positions across the organization to determine whether they have the competencies to meet the job 
requirements. Job reality simulations are candidate friendly and depending on the type of position allow 
candidates to participate in play to determine fit. 
 
While the idea of giving candidates visibility into the process is a noble one, it is not likely to have a lot of 
converts overnight. According to Christopher Defoe of DeFoe Associates, internal recruiters may not even want 
hiring managers to see the process of selection. “Being able to see where you are as a candidate in the process is 
a great one, but is industry ready,” he asks. Also, it is very difficult keeping up with the workload at times with 
multiple positions and hundreds of candidates. 
 
Vencel however, is hopeful the resistance can be surmounted with appropriate use of technology. “The technology 
tools we have,” he observes, “have a lot of features that can be turned on and off and as organizations become 
mature in their technology evolution they can activate the transparency feature because it does add value in the 
long run.”  
 
CRM Tools: Making a Presence 
 
Some of the new tools in the CRM segment include social networking, relationship (history) tracking and 
proactive connections3. 
 
There are various vendors who provide very specific and targeted solutions around social networking. Classmates 
and Linked In, for example, see degrees of relationships and leverage that.  
 
Relationship tracking is useful for organizations to know how each candidate is related with the organization and 
who all the interaction touch points are. Such information is critical for a new recruiter who steps into the shoes 
of the one who has left. Questions like... what do we know about these relationships...how much of that 
information can we store and retain from a history perspective so that we are not asking the candidate to do the 
same thing over again... need to be asked on an ongoing basis. Such data can help ensure that a candidate does 
not take the same assessment twice. 
 

                                                 
2 See FastTrack’s “Candidate Relationship Management” for basic information on how candidate relationship management can be 
amalgamated into recruiting software at http://www.fasttrack.net.au/solutions/frontoffice/recruitmentmanager/skills 
3 See Alice Snell’s “Candidate Relationship Management” at http://www.vault.com/nr/newsmain.jsp for a useful list of tools in use. 
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Proactive connections employ core technology solutions to look at candidates in terms of what their association 
is, what their reach is, and how existing relationship with the person can be utilized to get to the person needed 
who happens to be three or four or five degrees removed. 
 
Interestingly, while there is a big question mark on how these tools are going to get traction in many 
organizations, there is no doubting the fact that they hold a lot of promise. Schweyer is of the opinion that in the 
long run, ERP programs may utilize CRM technology to tap into people that are two or three generations 
removed. At the same time, with the growth of networking opportunities both virtual and real, among the kids 
coming into the workstream, ERP programs might get eroded because it will be flooded with people and thereby 
affect the streamlining and speeding up of the hiring process.  
   
CRM – SIX RULES TO CONSIDER 
 
The six golden rules that Orler feels recruiters or organizations must follow are4: 
 

Figure 9 
 

 
Of the rules listed above, Orler particularly stresses candidate privacy, because she finds it routine for 
organizations today to have candidates fill an online application form where they share details like date of birth, 
social security number, driver’s license, etc. even when they may not be considered for the position. “We should 
provide candidates,” she says, “the opportunity to pull out of the process or submit information only when it is 
necessary.” Also, there has to be some thinking as to when such information is absolutely necessary for business.  
 
WHAT CAN YOU DO TO IMPROVE YOUR CRM EFFORTS? 
 
Where to start 
 
There are several steps, according to Orler, that a company may consider while rolling out or augmenting a CRM 
system. Some of these are listed below: 
 

                                                 
4 Also see Kevin Wheeler’s insightful white paper, “Candidate Relationship Management: Recruiting that Empowers the Job Seeker” at 
http://www.glresources.com to learn about some more rules that can help ensure a successful CRM program. 
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1.   Define CRM for your organization 
• Focus on your recruiting processes as CRM strategy is different for diverse positions 
• Align with your corporate goals 
• Reinforce employment brand 

2.   Get Legal and Compliance involved as well as the IT department 
3.   Start with what you have 

• Gain a solid understanding of the solutions you already own 
4.   Summarize the GAPS 
5.   Identify and acquire the vendor services that fill the gaps 
 
Training is also an important concern here. “The issue of implementing technology tools,” says Vencel “and 
getting it out on the field apart from making recruiters and managers accept it calls for a massive training effort.” 

 
CONCLUS ION 
 
The application of CRM methodology to the recruiting process is likely to be a shot in the arm for organizations 
and recruiters facing quality talent shortages and cumbersome hiring procedures5.  As Schweyer puts it, “One 
reason why CRM can become strategic is it can help organizations become more proactive in recruiting and 
building that talent pool with “no not nows” to make recruiting a lot quicker rather than starting from scratch.” 
Besides, a robust CRM can be used to build pipelines to talent pools, he adds, through talent supply chain 
management so as to ensure there is a constant stream of minimally qualified candidates internally and externally 
for all kinds of jobs.    
 
Recruitment CRM may also be todays answer to what Orler calls the “evolution of the resume” brought on by the 
radical change in reporting on a person’s chronological achievements, work history and capabilities. “We need a 
system that is able to capture the lot many dimensions coming into play,” she says, “in determining the fit for the 
organization.”  
 
As organizations struggle for scarce talent in the years to come, CRM is bound to look more alluring as a model 
to rethink recruiting from the perspective of sales and marketing. 
 
Based on the Human Capital Institute webcast Recruitment CRM: Features and Functionalities of Relationship 
Managers, January 20, 2006 
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