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Boston Consulting Group partners with leaders in business 
and society to tackle their most important challenges and 
capture their greatest opportunities. BCG was the pioneer 
in business strategy when it was founded in 1963. Today, 
we help clients with total transformation—inspiring 
complex change, enabling organizations to grow, building 
competitive advantage, and driving bottom-line impact.

To succeed, organizations must blend digital and human 
capabilities. Our diverse, global teams bring deep industry 
and functional expertise and a range of perspectives to 
spark change. BCG delivers solutions through leading-edge 
management consulting along with technology and design, 
corporate and digital ventures—and business purpose. We 
work in a uniquely collaborative model across the firm and 
throughout all levels of the client organization, generating 
results that allow our clients to thrive.

The Network is a global alliance of more than 60 leading 
recruitment websites, committed to finding the best talent 
in over 140 countries. Founded in 2002, The Network has 
become the global leader in online recruitment, serving 
more than 2,000 global corporations. We offer these 
corporations a single point of contact in their home 
countries, and allow them to work in a single currency and 
with a single contract—while giving them access to a 
global workforce. The recruitment websites in The Network 
attract almost 200 million unique visitors each month. 
For more information, please visit www.the-network.com.

This article is part of the Decoding Global Talent series of BCG and The Network, which investigates long-term workforce trends around the world.



many—years of their lives. No wonder candidates 
are sensitive to “moments of truth,” when 
employers reveal who they really are.

For employers, it’s a critical business decision. But 
underlying that business decision is the crucial 
need for people, which makes the personal 
preferences of job seekers highly relevant to the 
business.1 Despite a possible economic slowdown, 
global unemployment remains low and employers 
still feel the impact of the Great Resignation. It’s 
not easy to win over top talent, especially in 
high-demand fields. Increasingly, a lack of suitable 
people creates a bottleneck that impedes business 
growth—thus elevating the talent issue to the 
C-suite level. 

Part of the problem lies in the recruitment 
process—how employers and candidates connect, 
communicate, set expectations, and make 
decisions. Or how they don’t. Often, employers 
don’t know what policies and actions will attract 
potential employees—or deter them. Sometimes, 
they may even be uncertain about how to find and 
recruit them. 

Who better to clarify those uncertainties and help 
companies improve their recruiting ROI than job 
candidates themselves? From August through 
October 2022, BCG and The Network, a global 
alliance of recruitment websites, undertook the 
world’s largest survey dedicated to exploring job 
seekers’ recruitment preferences—more than 

90,000 people participated. (See the sidebar 
“Methodology.”) We asked, among other things, 
how people see their position on the job market, 
what attracts and motivates them, and what they 
think the ideal recruitment process would look like. 

Among our findings: some myths about recruiting 
are just that—myths. 

This article reports and interprets additional survey 
findings and offers recruitment recommendations 
for employers. 

Realize that applicants are
not ROBOTS and treat us 
as individuals.

That’s what a respondent to our survey said when 
asked about the one thing companies should 
change in the way they recruit people. Many others 
echoed the sentiment. “Be less concerned about 
ticking the boxes and more about the person.” 
“Look at people.”

For candidates, choosing a job is a very personal 
decision. It’s the start of an extremely impactful 
relationship, one that may define several—or 

1https://www.bcg.com/capabilities/people-strategy/overview.
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Recruitment Myth: True or False?

Source: 2022 BCG/The Network proprietary web survey and analysis of 90,547 respondents.

of respondents would refuse an otherwise 
attractive job offer if they had a negative 
experience during the recruitment process

said that a timely, smooth process is 
the number one way for an employer 
to stand out during recruitment

52%

66%
False.

If the offer is 
attractive, the 
recruiting process 
doesn’t matter.



Source: 2022 BCG/The Network proprietary web survey and analysis of 90,547 respondents.

of respondents dream of a stable job with a 
good work-life balance—by far the most 
popular response when respondents are 
asked to envision their ideal careers

Lack of work-life balance is a top deal breaker 
when candidates are considering a job 
offer—in fact, it is a bigger deal breaker than 
limited leadership or career opportunities

69%

True.

People don’t live
to work anymore—
they work to live.

Recruitment Myth: True or False?



Source: 2022 BCG/The Network proprietary web survey and analysis of 90,547 respondents.

of job seekers still want a traditional 
five-day workweek

want to be self-employed or to 
start a business; most job seekers 
are looking for employment at a 
large company

75%

15%
False.

Traditional ‘day jobs’ 
are dead, replaced 
by part-time 
solutions, gigs, and 
side projects.

Recruitment Myth: True or False?

ONLY



Source: 2022 BCG/The Network proprietary web survey and analysis of 90,547 respondents.

Insufficient financial compensation is the top 
deal breaker when candidates are deciding 
whether to accept or refuse a job offer

Information about salary range 
is the first thing respondents 
look for in a job ad

No. 1

Recruitment Myth: True or False?

True.

Candidates want to 
see the money on 
the table.



Source: 2022 BCG/The Network proprietary web survey and analysis of 90,547 respondents.

Not actively looking
At first, candidates prefer to be approached 
by friends, acquaintances, or recruiters …

Looking for a job
... then, they look at company websites 
and social media …

Applying
... and, finally, most apply to jobs through 
recruitment platforms and job boards

Recruitment Myth: True or False?

False.

Job seekers prefer to 
use one single 
channel for all their 
job search and 
recruitment needs.

01

02

03



Source: 2022 BCG/The Network proprietary web survey and analysis of 90,547 respondents.

Most respondents—even people in digital fields 
and members of younger generations—prefer 
in-person application and selection channels 

are comfortable with participating in 
AI-led interviews or preparing a video 
to introduce themselves<25%False.

Cutting-edge 
digital solutions 
are attractive.

Recruitment Myth: True or False?



Source: 2022 BCG/The Network proprietary web survey and analysis of 90,547 respondents.

of candidates expect some 
openness to negotiate conditions 
after receiving an offer

appreciate outreach from the 
potential employer—calls from the 
future manager, for example, or a 
tour of the workplace—to help them 
make a decision

59%

>45%

Recruitment Myth: True or False?

Once the offer is 
sent, employers just 
need to wait.

False.



The most coveted people are those working in IT, 
digital, and sales jobs, followed closely by those in 
hospitality and transport and logistics. Scientists 
and teachers receive the fewest invitations to apply 
for jobs, likely because of the nondynamic nature of 
these fields, where tenure and long-term 
government contracts are common. 

THE TALENT MARKET IS STILL HOT—AND 
CANDIDATES KNOW IT 

At the time of our survey, 74% of respondents 
said that they are approached multiple times 
per year about job opportunities—in fact, 39% 
said that they are approached every month. 
Even if a future recession lowers the 
temperature of the talent market, employers 
probably won’t see an abundance of talent in 
the short term, especially in high-demand fields. 
(See the sidebar “Market Insights.”)



Most people in the workforce are regularly approached about job opportunities

Source: 2022 BCG/The Network proprietary web survey and analysis of 90,547 respondents.
Note: Because of rounding, not all percentages given add up to 100%.

How often are you approached with potential job opportunities?
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14% 10% 36% 39%
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The outreach to potential candidates doesn’t 
vary significantly by location or by age group 
(which is good news for the many respondents 
who told us that they wish hiring companies 
would not put so much emphasis on age).

Job candidates, well aware of how many 
opportunities they have, tend to be confident of 
their value and bargaining power. Most people 
(68%) feel that they are in a strong negotiating 
position when looking for a job (that is, they 
believe they have more power than prospective 
employers). Only 14% feel that employers hold 
the reins in negotiations. Confidence is highest 
among those who work in finance, business, and 
sales and lowest among manual workers, 
nonprofit workers, and volunteers. 



Job seekers tend to know their worth to prospective employers

Source: 2022 BCG/The Network proprietary web survey and analysis of 90,547 respondents.
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How do you perceive your negotiating position?
“All power with employers: I have to take 
any job offer without negotiation”

“All power with me as an employee: I can choose 
between many offers and negotiate freely”

72 72 71 72 72 70 68 67 67 66 65 62 63 64 62 60 61

4% 4% 6% 18% 22% 27% 19%

–1 0 321–2–3

Negative Neutral Positive



manual workers are “more attractive than they 
think.” They receive a relatively large number of 
invitations but are less confident about their 
negotiating power.

Employers need to be aware of where job 
candidates are coming from and should adjust their 
negotiation technique accordingly. With digital 
superstars, they may not get a second chance, so 
it’s best to start with a strong first offer. With other 
segments, employers may have more space for 
discussion. But one thing seems sure: candidates 
are less and less likely to simply accept an offer 
without asking for more.

Being on the receiving end of multiple 
invitations to pursue jobs would logically seem 
to correlate with confidence in one’s negotiating 
power, and this is generally true. Candidates 
currently in IT, digital, and other tech fields are 
“sexy and they know it”: they get many 
invitations and consequently believe that they 
are in a strong negotiating position. 

The correlation does not always hold, however. 
Many candidates in finance, sales, and law are 
“playing hard to get.” They believe that they 
have the upper hand, but the frequency with 
which they are contacted about job 
opportunities does not back up that confidence. 
On the other hand, service, media, science, and 



Negotiating power—real and perceived—varies by job role

Sources: 2022 BCG/The Network proprietary web survey and analysis of 90,547 respondents.
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Digitization, data
science, and AI

Engineering
and technical

Public service

Financial services

Health care
and social care

Legal

Teacher, educator, or trainer

Manual or physical work

Media, arts, and design

Sales and customer service

Scientist or researcher

Transport
and logistics

Volunteer or nonprofit

More attractive 
than they think

Playing hard to get



Planning a Career for the Long Term 

Most people don’t want to live to work anymore. 
They want to work to live. 

Most respondents (69%) in our survey said that 
they desire, above all, a stable job with a good 
work-life balance. This preference is dominant 
across job roles, regions, and age groups. Career 
progress at a good company comes second, and 
working on exciting products, topics, and 
technologies is third. 

Fewer people dream of reskilling to new careers or 
building their businesses.

WHAT CANDIDATES WANT

People’s desires regarding jobs vary depending 
on where they are on their career journey. In 
some instances, they may take a long-term view 
that includes planning their career trajectory. In 
others, they may have a job offer on the table 
and a decision to make. And in still others, they 
may be at a beginning or inflection point, 
considering a job or career change. 



Most respondents dream of a stable job with a good work-life balance

Source: 2022 BCG/The Network proprietary web survey and analysis of 90,547 respondents. 
Note: Respondents were asked to select a maximum of three options that were applicable.

How do you envision your ideal career path?

14%

16%

69%

8%

41%

27%

23%

21%

14%

I would like a stable job with a good work-life balance 
so I have time for family, friends, and hobbies
I would like to join a good company and progress to a 
leadership position
I would like to work on exciting products, topics, or 
technologies
I would like to try different careers by reskilling to new 
professions throughout my life

I would like to build my own successful business

I would like to have a stable part-time job and run my 
own projects on the side
I’m not thinking that far ahead about my career; I will 
take opportunities as they occur
Work is not so important in my life; I see it as a means 
of financial independence or a way to make a living
I would like to switch jobs and companies several 
times but stay within the same field



We also looked at respondents by age group. 
Compensation and work-life balance are generally 
the two top priorities regardless of cohort, but deal 
breakers change significantly with age: 

• For the youngest generation, learning and 
development opportunities are very important, 
but this attribute gradually decreases in 
importance as respondents age, and respondents 
older than 40 don’t cite it among their top ten 
deal-breaking concerns overall. Although this 
doesn’t mean that older workers will resist 
learning new things if they have to, the 
decreasing motivation to learn may pose a 
challenge, given the masses of people who will 
need to continuously reskill and upskill to keep 
pace with new workplace demands for AI, 
sustainability, and other skills.

Responding to a Job Offer

People may dream of a steady job with a good 
work-life balance for the long term, but when an 
opportunity is placed in front of them, they still 
look at financials first. Across regions, people 
who are weighing a concrete job offer usually 
make the financial package—salary and bonus 
included—their highest priority. 

But work-life balance (in accordance with 
people’s long-term vision) ranks second behind 
financial compensation. And, in most regions of 
the world, people consider shortcomings related 
to paid time off and job security to be leading 
deal breakers. 

• Workers who are 30 to 50 years old prioritize job 
security and flexible work arrangements. Many of 
these workers have family commitments (to 
young children, aging parents, or both) and value 
flexibility in work hours and locations to ensure 
that they have more time to spend with their 
loved ones.1

• Among respondents older than 60, impactful 
work and appreciation for their work rank 
relatively high—an interesting trend to consider 
in light of the aging workforce and the rising 
retirement age in multiple countries. Other 
factors that tend to become more important with 
age include relationship with a manager, 
company values, and interesting job content.
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1https://www.bcg.com/publications/2022/address-care-crisis-to-fix-labor-shortage.



Financial compensation is the top deal breaker, but work-life balance comes 
right behind it

Source: 2022 BCG/The Network proprietary web survey and analysis of 90,547 respondents. 
Note: Respondents were asked to select a maximum of three options that were applicable.

Do you consider the following elements to be a deal breaker when looking for a job?

Financial compensation

Work-life balance

Job security

Flexible work location and/or work schedule

Amount of paid time off or holidays

Appreciation for your work

Retirement and insurance benefits

Relationship with manager

Company values that are in line with personal values

Learning and career development possibilities

21%

19%

15%

14%

14%

14%

13%

12%

12%

12%



Source: 2022 BCG/The Network proprietary web survey and analysis of 90,547 respondents.

Deal breakers change with prospective employees’ age 

21–30 31–40 41–50 51–60 >60<21

KEY CONSIDERATIONS, IN ORDER OF STATED IMPORTANCE, BY AGE GROUP

Work-life balance

Financial compensation

Learning and career 
development possibilities

Appreciation for your work

Flexible work location 
and/or work schedule

Amount of paid time off 
or holidays

Retirement and 
insurance benefits

Job security

Company values that are in 
line with personal values

Family support solutions
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Employer reputation

Interesting job content

Company values that are in 
line with personal values

Relationship with manager



work is still popular—54% of respondents favored 
this model—but that result represents an 
unexpected decline in preference from our autumn 
2020 survey, in which 65% of respondents said they 
wanted a hybrid model that included two to four 
days of remote work.1 Further, 35% of current 
respondents, and an even higher share of those in 
Latin America and the Middle East, are 
comfortable with working all of their hours onsite.

We also asked candidates about their preferred 
working models and employment types. Many 
respondents had rather traditional 
choices—sometimes surprisingly so. They 
favored traditional employers: large 
corporations, small to midsize enterprises, and 
governments. Working at startups and as part of 
the gig economy were less popular choices. 

The majority also said that they prefer a 
traditional five-day workweek. Perhaps they are 
satisfying the appetite for flexibility that we saw 
in earlier surveys by taking advantage of 
opportunities for hybrid work, which blends time 
in the office with time working remotely. Hybrid 

1https://web-assets.bcg.com/cf/76/00bdede345b09397d1269119e6f1/bcg-decoding-global-talent-onsite-and-virtual-mar-2021-rr.pdf.



Source: 2022 BCG/The Network proprietary web survey and analysis of 90,547 respondents.
Note: For “preferred employer type,” respondents were asked to select a maximum of three options that were applicable. Because of rounding, not all percentages given add up to 100%. 

Most workers prefer a hybrid work location model but adopt more traditional 
views about working hours and employer type

Preferred work location Preferred working hours Preferred employer type

54%35%

11%

2%

14%

75%

10%

A hybrid model (e.g., a few days at 
home office and a few days home)
A fully onsite model
A fully remote model 

Part time, 1–2 days a week 
Part time, 3–4 days a week
Full time, 5 days a week
More than full time (e.g., working multiple
 jobs or unlimited working time)

68%

51%

41%

19%
15% 15%

10%

Large corporation
Small or midsize enterprise
Government or public sector
Startup

Self-employed or contractor
Be a founder or start my own company
Nonprofit employer



• Passive candidates are not necessarily 
uninterested in these job attributes, but to 
capture their attention, employers must dangle 
the promise of a significantly improved 
compensation package in front of them. A better 
work-life balance is also among the top five 
features that they say could capture their interest.

Employers need to fish in both ponds because 
hooking active talent alone is insufficient. 
Companies that can capture passive talent will 
have a major advantage.

Deciding on a Change

Many (42%) of our survey respondents reported 
that they were actively looking for a job. Many 
others (41%) described themselves as not 
actively looking but said that they’d be open to a 
job change if presented with a good offer. 

The motivations of these actively looking and 
passively looking job candidates differ: 

• Active job seekers care mostly about higher 
seniority, greater responsibility, or the chance 
to explore a new profession. They are 
motivated by the content and scope of the 
prospective job itself.



Source: 2022 BCG/The Network proprietary web survey and analysis of 90,547 respondents. 
Note: Respondents were asked to select a maximum of three options that were applicable. The 17% of respondents not identified in this exhibit as either active candidates or passive candidates said that they would not consider a new job at this time.

People are leaving for higher seniority, better career progress, or a higher salary

WHY ARE YOU LOOKING FOR A NEW JOB? HOW COULD AN OFFER CATCH YOUR INTEREST?

ACTIVE CANDIDATES
42% of respondents are actively searching for a job

PASSIVE CANDIDATES
41% of respondents are not searching for a job, but would 
consider a good offer

Looking for a more interesting 
position or higher seniority

Lack of opportunities forupward 
career progress at current job

I want to explore a 
different occupation

Dissatisfied with salary and 
benefits at current job

Currently do not have a job

Higher salary and better 
benefits at a new job

Better opportunities for 
upward career progress

More interesting position 
or higher seniority 

Better work-life balance 
at a new job

Better opportunities to 
try out new things

40%

25%

26%

24%

22%

31%

39%

65%

28%

21%



HOW TO ACQUIRE TALENT

A bad recruitment experience can torpedo even 
an exceedingly attractive job offer. In our survey, 
52% of respondents said that they would refuse 
an otherwise attractive offer if they had a strong 
negative experience during recruitment. It’s 
important for would-be employers to 
understand a candidate's ideal recruitment 
journey at each step of the way. 



Preferences along the recruitment journey for the average job seeker

Source: 2022 BCG/The Network proprietary web survey and analysis of 90,547 respondents.
Note: Respondents were asked to select all options that were applicable.

Insights

To catch the interest of 
someone who is not actively 
looking for a new job, a 
company needs to make a 
strong impression. This 
usually has to come through 
someone they know—a 
friend or someone from 
their personal network.

Targeted job ads on social 
media may work, too, and 
the traditional way of being 
approached by recruiters still 
resonates with a large share 
of respondents.

How could a new opportunity catch your attention when you aren’t looking for a job?

Not looking Looking for a job Want to know more Application and selection Decision

50%
44%

38%42% 38%

Recommendation 
from a friend

Personal 
outreach from

someone in my
professional 

network

Job and 
employer ads 

on professional 
social media 

platforms

Outreach from 
a recruiter

Outreach from 
job boards or 
recruitment 

platforms I'm 
registered to



Source: 2022 BCG/The Network proprietary web survey and analysis of 90,547 respondents.
Note: Respondents were asked to select all options that were applicable.

Preferences along the recruitment journey for the average job seeker

Insights

When looking for jobs, people use 
many different online channels. 
Company websites, social media, 
web searches, and recruitment 
platforms are all popular. 

But when it comes to actually 
getting a job, the most common 
approach seems to be to use job 
boards and recruitment platforms. 
Personal connections (such as a 
recommendation from a friend) 
remain important at this step; they 
are the second-most-common way 
people find employment.

Not looking Looking for a job Want to know more Application and selection Decision

Which channels would you use when 
looking for a new job?

Through which channels did you get 
your current job?

65%
56%

65% 61% 56%

Company websites
Professional social media platforms 
My personal professional network 
Search engines
Online recruitment platforms

Job boards or recruitment platforms 
My personal network (e.g., recommendation 
from a friend or colleague) 
Referral from a current employee 
Professional social media platforms 
Directly through company website 

16%

29% 28%

13%
19%



Source: 2022 BCG/The Network proprietary web survey and analysis of 90,547 respondents.
Note: Respondents were asked to rate each option as “not important,” “neutral,” or “very important”; the percentages of respondents who chose “very important" for each factor are shown here.

Preferences along the recruitment journey for the average job seeker

Insights

At this stage, candidates value 
transparency and clarity.

First and foremost, they are 
interested in the financial 
compensation when looking at 
a job ad—to decide whether 
they should apply. This 
information is not usually 
provided.

Similarly, they consider a 
description of the expected 
tasks and process to be critical.

Not looking Looking for a job Want to know more Application and selection Decision

What do you look at first in a job ad? What matters in a good job ad?

17%

30%

20%

22%

16%

Financial
compensation

Location

Job description

Whether remote 
work is offered

The skills and 
experience needed

Indication of salary range

Precise, clear description 
of the tasks expected

Transparent explanation 
of the application process

Focus on skills and attitudes 
rather than on education or 
years of experience

Description of flexible 
work options offered

39%

39%

32%

29%

28%



Source: 2022 BCG/The Network proprietary web survey and analysis of 90,547 respondents.
Note: Respondents were asked to select all options that were applicable.

Preferences along the recruitment journey for the average job seeker

Insights

To find more information 
about an interesting 
position, most candidates 
start on the employer's 
website. Companies 
should make sure that 
their website represents 
their employer brand in 
an attractive way.

Not looking Looking for a job Want to know more Application and selection Decision

Which of these channels would you use to find out more about job that caught your interest?

Company website

Search engines

Professional social media platforms

Company reviews on job portals

Ask friends or alumni

65%

42%

57%

53%

38%



Source: 2022 BCG/The Network proprietary web survey and analysis of 90,547 respondents.
Note: Respondents were asked to select all options that were applicable.

Preferences along the recruitment journey for the average job seeker

Insights

Job seekers are open to 
many different ways of 
applying for a job, but they 
prefer direct methods: 
sending their résumés or 
CVs to a recruiter or applying 
on the employer's website.

Getting the basic things right 
during the recruiting 
process—including offering 
a timely, smooth process 
and engaging in honest 
conversations without 
overselling—makes an 
employer stand out.

Not looking Looking for a job Want to know more Application and selection Decision

Which application channels would you use? What makes an employer stand out during 
application and selection?

Sending my CV or 
application directly 
to the recruiter

Applying on the 
company’s website 
through standard forms

Applying through job 
boards or recruitment 
platforms

Applying through 
professional social 
media channels

Sending my CV or 
application through 
a headhunter

Timely, smooth 
recruiting process

Honest conversations; 
not trying to oversell

Immediate feedback 
after a selection step

Competent, 
responsive HR

Showing interest in 
me as a person

64%

58%

55%

50%

45%

65%

60%

54%

51%

66%



Source: 2022 BCG/The Network proprietary web survey and analysis of 90,547 respondents.
Note: Respondents were asked to select all options that were applicable.

Preferences along the recruitment journey for the average job seeker

Insights

Job candidates have 
different perceptions 
about different selection 
methods used during the 
recruitment process. 
Personal interviews with 
future managers rank as 
the most comfortable 
option; candidates are 
much less comfortable 
with tech-heavy methods 
such as preparing an 
introductory video about 
themselves or 
participating in AI-led 
automated interviews.

Not looking Looking for a job Want to know more Application and selection Decision

Which selection methods do you prefer?

57% 56%
49% 48%

43% 40% 39% 37% 36% 32% 32% 30%
23% 20%

Personal 
interviews 

with 
future 

manager 
(face to 

face)

Personal 
interviews 

with 
recruiter 
(face to 

face)

Online or 
phone 

interview 
with 

future 
manager

Online or 
phone 

interview 
with 

recruiter

Personal 
coffee 

chats with 
future 

colleagues 
(face to 

face)

Online 
personality 

test

Online 
capability 

or 
knowledge 

test

Online or 
phone 

chats with 
future 

colleagues

In-person 
assessment 

center

Showing 
a demo 

or 
example 

of my 
work

Showing 
my work
 through 

a trial 
period 

Personal 
essay or 

motivation 
letter

AI-led 
automated 
interview

Preparing 
an intro 
video of 
myself



Source: 2022 BCG/The Network proprietary web survey and analysis of 90,547 respondents.
Note: Respondents were asked to select all options that were applicable.

Preferences along the recruitment journey for the average job seeker

Insights

Even if the offer is attractive, a 
strong negative experience 
during the selection process 
(such as discriminatory 
questions) can impel people 
to refuse the offer. So can an 
unprofessional, slow 
recruitment process.

Although some candidates 
appreciate having space to 
decide, employers can actively 
try to persuade candidates to 
accept the offer, especially by 
being open to negotiation and 
offering encouragement from 
the future manager.

Not looking Looking for a job Want to know more Application and selection Decision

What would make you refuse a good offer? How can an employer motivate you to take 
the offer?

Strong negative 
experience during the 
selection process

Unprofessional selection 
process (e.g., too slow)

Lack of flexibility to  
match the offer to 
my needs

Doubts about 
company culture 
and values

Doubts about my 
future colleagues 
or manager

Being open to 
negotiation

Giving me space and 
time to decide

Calls from my future 
manager to encourage me 
to take the offer

Tour of the workplace

Calls with future colleagues 
to better understand the 
company and job

52%

39%

30%

24%

21%

49%

59%

47%

45%

29%



journeys. It can be helpful to think of potential 
employees as customers, understanding the needs 
of different segments and adjusting the 
recruitment approach accordingly. 

Our research proves that people’s priorities vary 
depending on their life situation, job role, 
motivations, labor market position, and more. By 
gathering data from various sources (social media, 
surveys of your new hires, focus groups), you can 
shape talent personas (such as senior professionals 
with high expectations or young digital experts) 
and then reimagine the recruitment journey to 
make it—and your ultimate job offers—optimally 
attractive.

WHAT EMPLOYERS CAN DO

In our experience, employers can take a number 
of effective steps to maximize their 
attractiveness to desirable job candidates. Here 
are six key actions to consider.

Segment your approach to appeal to 
different target personas. At the outset, 
employers must have a clear view of the specific 
skills and profiles they need—and this entails 
developing a structured, future-proof 
workforce-planning process. Then they must 
segment these requirements into personas with 
distinctive needs, differentiated employer value 
propositions, and customized recruitment 

Clear target segmentation also supports a refined 
sourcing strategy. To recruit tech experts, 
companies can monitor large digital firms for 
layoffs or relocation moves, for example; to bring in 
agile coaches, they can pay attention to the local 
startup scene.

Reimagine recruitment as a personal journey. 
Our data shows that job candidates’ impressions 
during recruitment have a bigger influence on their 
decisions than employers may think. Nevertheless, 
many companies continue to manage recruitment 
as a corporate process, optimized for 
administrative requirements and legacy systems 
and not for creating a positive and persuasive 
experience for prospective employees. 
Best-practice employers apply a zero-based process 

design, stripping the process down to the essential 
steps and focusing on the value add for the 
candidate.

This type of candidate-centric design should 
identify moments of truth when trust can be built. 
Many of our survey respondents cited a desire for 
honesty about the role itself and the financial 
compensation that comes with it, along with 
continued contact (rather than being “ghosted”) 
and feedback on their progress along the 
recruitment journey. 

Other ways to create trust include a genuine 
conversation about the potential manager’s own 
experiences, a chat over coffee with future 
colleagues, and a walk on the shopfloor.

Recommendations from friends or acquaintances 
can be another key element in building trust; job 
seekers value these insights and referrals. Already, 
leading companies leverage employee referral 
programs, with great results. 

Overcome your biases to increase your talent 
pool. The bigger the talent pool, the greater the 
likelihood of accessing needed talent. To broaden 
the pool, companies should look beyond the usual 
requirements for hiring. They may, for instance, put 
less emphasis on formal requirements for attributes 
such as degrees and years of experience and focus 
instead on skills, motivations, and potential. 
Employers may also consider hiring candidates who 
are a 70% fit and then training them to quickly come 
up to speed on the remaining requirements.

STARs—people who are “skilled through 
alternative routes”—can be a great source of 
talent. They lack a bachelor’s degree but have work 
experience and skills that ready them for 
higher-wage jobs. There are some 70 million STARs 
in the US alone. Indeed, many of our survey 
respondents said they wished employers would 
look at experience versus degrees and certificates.

Yet another possibility is to look internationally, to 
emerging talent markets, where candidates might 
be willing to sign on to work remotely—or even to 
relocate. To reach further groups of unexplored 
talent, companies can work with skilling and 
inclusion programs geared toward finding jobs for 
minorities and disadvantaged populations. Finally, 
diversifying their panel of interviewers can help 
employers hire a truly broad range of talent.

Wield digital tools impactfully—but selectively. 
Although the digital HR market is booming, our 
survey found that candidates do not want digital 
solutions to replace personal contact.1 Most people 
today wouldn’t be comfortable being interviewed 
by an AI entity in place of a human interviewer or 
talking to a chatbot about the recruitment process. 

This doesn’t mean that employers should stick to 
brick-and-mortar processes. Digital alternatives 
can work well for non-candidate-facing HR tasks (a 
strong applicant-tracking system, for instance, or 
AI-enhanced résumé screening). They can also 
work for certain candidate-facing tasks, such as 
automated interview updates or app-based 
preparation tips. There are also some situations 
where a gain in efficiency may justify a potential 
tradeoff in candidate satisfaction. In fact, digital 

tools can help deliver on some of the things that 
prospective employees want to see in the recruiting 
process, including prompt responses, clear 
communication, and well-defined timing. 

Get culture fundamentals right. The prospect of 
a salary boost or higher seniority can attract 
candidates, but in the long run they want a good 
work-life balance and flexibility. Employers can 
usually meet these needs by offering hybrid 
working models (and even the option to work from 
anywhere, including different countries), flexible 
hours (part-time hours, for example, or options to 
adjust work shifts), and access to family support 
services. Offering these benefits is an excellent way 
to attract candidates. Make sure that they know 
about these options. 

Of course, a good work-life balance is about more 
than working from home or choosing work shifts. It 
comes back to viewing the employee as a whole 
person, not just a worker, and it means formulating 
solutions that match individual needs. In many 
cases, this may require managers to significantly 
shift their mindset.1

Re-recruit your internal talent. Often people 
decide to look for a new job in hopes of advancing 
their careers and improving their opportunities. If 
they could find those things with their current 
employer, they might reconsider leaving. In a hot 
talent market, retaining existing talent is critical. 
It’s therefore worthwhile for an employer to 
maximize its existing talent’s potential and even to 
look to former workers and freelancers.2

Formal internal talent mobility programs can help 
match existing employees with project needs and 
job opportunities.3 When this arrangement enables 
organizations to respond quickly to market 
opportunities and enhances their workers’ career 
development, it’s a win-win. 



journeys. It can be helpful to think of potential 
employees as customers, understanding the needs 
of different segments and adjusting the 
recruitment approach accordingly. 

Our research proves that people’s priorities vary 
depending on their life situation, job role, 
motivations, labor market position, and more. By 
gathering data from various sources (social media, 
surveys of your new hires, focus groups), you can 
shape talent personas (such as senior professionals 
with high expectations or young digital experts) 
and then reimagine the recruitment journey to 
make it—and your ultimate job offers—optimally 
attractive.

WHAT EMPLOYERS CAN DO

In our experience, employers can take a number 
of effective steps to maximize their 
attractiveness to desirable job candidates. Here 
are six key actions to consider.

Segment your approach to appeal to 
different target personas. At the outset, 
employers must have a clear view of the specific 
skills and profiles they need—and this entails 
developing a structured, future-proof 
workforce-planning process. Then they must 
segment these requirements into personas with 
distinctive needs, differentiated employer value 
propositions, and customized recruitment 

Clear target segmentation also supports a refined 
sourcing strategy. To recruit tech experts, 
companies can monitor large digital firms for 
layoffs or relocation moves, for example; to bring in 
agile coaches, they can pay attention to the local 
startup scene.

Reimagine recruitment as a personal journey. 
Our data shows that job candidates’ impressions 
during recruitment have a bigger influence on their 
decisions than employers may think. Nevertheless, 
many companies continue to manage recruitment 
as a corporate process, optimized for 
administrative requirements and legacy systems 
and not for creating a positive and persuasive 
experience for prospective employees. 
Best-practice employers apply a zero-based process 

design, stripping the process down to the essential 
steps and focusing on the value add for the 
candidate.

This type of candidate-centric design should 
identify moments of truth when trust can be built. 
Many of our survey respondents cited a desire for 
honesty about the role itself and the financial 
compensation that comes with it, along with 
continued contact (rather than being “ghosted”) 
and feedback on their progress along the 
recruitment journey. 

Other ways to create trust include a genuine 
conversation about the potential manager’s own 
experiences, a chat over coffee with future 
colleagues, and a walk on the shopfloor.

Recommendations from friends or acquaintances 
can be another key element in building trust; job 
seekers value these insights and referrals. Already, 
leading companies leverage employee referral 
programs, with great results. 

Overcome your biases to increase your talent 
pool. The bigger the talent pool, the greater the 
likelihood of accessing needed talent. To broaden 
the pool, companies should look beyond the usual 
requirements for hiring. They may, for instance, put 
less emphasis on formal requirements for attributes 
such as degrees and years of experience and focus 
instead on skills, motivations, and potential. 
Employers may also consider hiring candidates who 
are a 70% fit and then training them to quickly come 
up to speed on the remaining requirements.

STARs—people who are “skilled through 
alternative routes”—can be a great source of 
talent. They lack a bachelor’s degree but have work 
experience and skills that ready them for 
higher-wage jobs. There are some 70 million STARs 
in the US alone. Indeed, many of our survey 
respondents said they wished employers would 
look at experience versus degrees and certificates.

Yet another possibility is to look internationally, to 
emerging talent markets, where candidates might 
be willing to sign on to work remotely—or even to 
relocate. To reach further groups of unexplored 
talent, companies can work with skilling and 
inclusion programs geared toward finding jobs for 
minorities and disadvantaged populations. Finally, 
diversifying their panel of interviewers can help 
employers hire a truly broad range of talent.

Wield digital tools impactfully—but selectively. 
Although the digital HR market is booming, our 
survey found that candidates do not want digital 
solutions to replace personal contact.1 Most people 
today wouldn’t be comfortable being interviewed 
by an AI entity in place of a human interviewer or 
talking to a chatbot about the recruitment process. 

This doesn’t mean that employers should stick to 
brick-and-mortar processes. Digital alternatives 
can work well for non-candidate-facing HR tasks (a 
strong applicant-tracking system, for instance, or 
AI-enhanced résumé screening). They can also 
work for certain candidate-facing tasks, such as 
automated interview updates or app-based 
preparation tips. There are also some situations 
where a gain in efficiency may justify a potential 
tradeoff in candidate satisfaction. In fact, digital 

tools can help deliver on some of the things that 
prospective employees want to see in the recruiting 
process, including prompt responses, clear 
communication, and well-defined timing. 

Get culture fundamentals right. The prospect of 
a salary boost or higher seniority can attract 
candidates, but in the long run they want a good 
work-life balance and flexibility. Employers can 
usually meet these needs by offering hybrid 
working models (and even the option to work from 
anywhere, including different countries), flexible 
hours (part-time hours, for example, or options to 
adjust work shifts), and access to family support 
services. Offering these benefits is an excellent way 
to attract candidates. Make sure that they know 
about these options. 

Of course, a good work-life balance is about more 
than working from home or choosing work shifts. It 
comes back to viewing the employee as a whole 
person, not just a worker, and it means formulating 
solutions that match individual needs. In many 
cases, this may require managers to significantly 
shift their mindset.1

Re-recruit your internal talent. Often people 
decide to look for a new job in hopes of advancing 
their careers and improving their opportunities. If 
they could find those things with their current 
employer, they might reconsider leaving. In a hot 
talent market, retaining existing talent is critical. 
It’s therefore worthwhile for an employer to 
maximize its existing talent’s potential and even to 
look to former workers and freelancers.2

Formal internal talent mobility programs can help 
match existing employees with project needs and 
job opportunities.3 When this arrangement enables 
organizations to respond quickly to market 
opportunities and enhances their workers’ career 
development, it’s a win-win. 
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of different segments and adjusting the 
recruitment approach accordingly. 

Our research proves that people’s priorities vary 
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In our experience, employers can take a number 
of effective steps to maximize their 
attractiveness to desirable job candidates. Here 
are six key actions to consider.

Segment your approach to appeal to 
different target personas. At the outset, 
employers must have a clear view of the specific 
skills and profiles they need—and this entails 
developing a structured, future-proof 
workforce-planning process. Then they must 
segment these requirements into personas with 
distinctive needs, differentiated employer value 
propositions, and customized recruitment 

Clear target segmentation also supports a refined 
sourcing strategy. To recruit tech experts, 
companies can monitor large digital firms for 
layoffs or relocation moves, for example; to bring in 
agile coaches, they can pay attention to the local 
startup scene.

Reimagine recruitment as a personal journey. 
Our data shows that job candidates’ impressions 
during recruitment have a bigger influence on their 
decisions than employers may think. Nevertheless, 
many companies continue to manage recruitment 
as a corporate process, optimized for 
administrative requirements and legacy systems 
and not for creating a positive and persuasive 
experience for prospective employees. 
Best-practice employers apply a zero-based process 

design, stripping the process down to the essential 
steps and focusing on the value add for the 
candidate.

This type of candidate-centric design should 
identify moments of truth when trust can be built. 
Many of our survey respondents cited a desire for 
honesty about the role itself and the financial 
compensation that comes with it, along with 
continued contact (rather than being “ghosted”) 
and feedback on their progress along the 
recruitment journey. 

Other ways to create trust include a genuine 
conversation about the potential manager’s own 
experiences, a chat over coffee with future 
colleagues, and a walk on the shopfloor.

Recommendations from friends or acquaintances 
can be another key element in building trust; job 
seekers value these insights and referrals. Already, 
leading companies leverage employee referral 
programs, with great results. 

Overcome your biases to increase your talent 
pool. The bigger the talent pool, the greater the 
likelihood of accessing needed talent. To broaden 
the pool, companies should look beyond the usual 
requirements for hiring. They may, for instance, put 
less emphasis on formal requirements for attributes 
such as degrees and years of experience and focus 
instead on skills, motivations, and potential. 
Employers may also consider hiring candidates who 
are a 70% fit and then training them to quickly come 
up to speed on the remaining requirements.

STARs—people who are “skilled through 
alternative routes”—can be a great source of 
talent. They lack a bachelor’s degree but have work 
experience and skills that ready them for 
higher-wage jobs. There are some 70 million STARs 
in the US alone. Indeed, many of our survey 
respondents said they wished employers would 
look at experience versus degrees and certificates.

Yet another possibility is to look internationally, to 
emerging talent markets, where candidates might 
be willing to sign on to work remotely—or even to 
relocate. To reach further groups of unexplored 
talent, companies can work with skilling and 
inclusion programs geared toward finding jobs for 
minorities and disadvantaged populations. Finally, 
diversifying their panel of interviewers can help 
employers hire a truly broad range of talent.

Wield digital tools impactfully—but selectively. 
Although the digital HR market is booming, our 
survey found that candidates do not want digital 
solutions to replace personal contact.1 Most people 
today wouldn’t be comfortable being interviewed 
by an AI entity in place of a human interviewer or 
talking to a chatbot about the recruitment process. 

This doesn’t mean that employers should stick to 
brick-and-mortar processes. Digital alternatives 
can work well for non-candidate-facing HR tasks (a 
strong applicant-tracking system, for instance, or 
AI-enhanced résumé screening). They can also 
work for certain candidate-facing tasks, such as 
automated interview updates or app-based 
preparation tips. There are also some situations 
where a gain in efficiency may justify a potential 
tradeoff in candidate satisfaction. In fact, digital 

tools can help deliver on some of the things that 
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process, including prompt responses, clear 
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working models (and even the option to work from 
anywhere, including different countries), flexible 
hours (part-time hours, for example, or options to 
adjust work shifts), and access to family support 
services. Offering these benefits is an excellent way 
to attract candidates. Make sure that they know 
about these options. 

Of course, a good work-life balance is about more 
than working from home or choosing work shifts. It 
comes back to viewing the employee as a whole 
person, not just a worker, and it means formulating 
solutions that match individual needs. In many 
cases, this may require managers to significantly 
shift their mindset.1

Re-recruit your internal talent. Often people 
decide to look for a new job in hopes of advancing 
their careers and improving their opportunities. If 
they could find those things with their current 
employer, they might reconsider leaving. In a hot 
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It’s therefore worthwhile for an employer to 
maximize its existing talent’s potential and even to 
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match existing employees with project needs and 
job opportunities.3 When this arrangement enables 
organizations to respond quickly to market 
opportunities and enhances their workers’ career 
development, it’s a win-win. 
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companies can monitor large digital firms for 
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This type of candidate-centric design should 
identify moments of truth when trust can be built. 
Many of our survey respondents cited a desire for 
honesty about the role itself and the financial 
compensation that comes with it, along with 
continued contact (rather than being “ghosted”) 
and feedback on their progress along the 
recruitment journey. 

Other ways to create trust include a genuine 
conversation about the potential manager’s own 
experiences, a chat over coffee with future 
colleagues, and a walk on the shopfloor.

Recommendations from friends or acquaintances 
can be another key element in building trust; job 
seekers value these insights and referrals. Already, 
leading companies leverage employee referral 
programs, with great results. 
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pool. The bigger the talent pool, the greater the 
likelihood of accessing needed talent. To broaden 
the pool, companies should look beyond the usual 
requirements for hiring. They may, for instance, put 
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such as degrees and years of experience and focus 
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STARs—people who are “skilled through 
alternative routes”—can be a great source of 
talent. They lack a bachelor’s degree but have work 
experience and skills that ready them for 
higher-wage jobs. There are some 70 million STARs 
in the US alone. Indeed, many of our survey 
respondents said they wished employers would 
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Yet another possibility is to look internationally, to 
emerging talent markets, where candidates might 
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relocate. To reach further groups of unexplored 
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inclusion programs geared toward finding jobs for 
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Wield digital tools impactfully—but selectively. 
Although the digital HR market is booming, our 
survey found that candidates do not want digital 
solutions to replace personal contact.1 Most people 
today wouldn’t be comfortable being interviewed 
by an AI entity in place of a human interviewer or 
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This doesn’t mean that employers should stick to 
brick-and-mortar processes. Digital alternatives 
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strong applicant-tracking system, for instance, or 
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1https://www.bcg.com/publications/2022/billion-dollar-opportunity-in-hr-technology.
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prospective employees want to see in the recruiting 
process, including prompt responses, clear 
communication, and well-defined timing. 

Get culture fundamentals right. The prospect of 
a salary boost or higher seniority can attract 
candidates, but in the long run they want a good 
work-life balance and flexibility. Employers can 
usually meet these needs by offering hybrid 
working models (and even the option to work from 
anywhere, including different countries), flexible 
hours (part-time hours, for example, or options to 
adjust work shifts), and access to family support 
services. Offering these benefits is an excellent way 
to attract candidates. Make sure that they know 
about these options. 

Of course, a good work-life balance is about more 
than working from home or choosing work shifts. It 
comes back to viewing the employee as a whole 
person, not just a worker, and it means formulating 
solutions that match individual needs. In many 
cases, this may require managers to significantly 
shift their mindset.1

Re-recruit your internal talent. Often people 
decide to look for a new job in hopes of advancing 
their careers and improving their opportunities. If 
they could find those things with their current 
employer, they might reconsider leaving. In a hot 
talent market, retaining existing talent is critical. 
It’s therefore worthwhile for an employer to 
maximize its existing talent’s potential and even to 
look to former workers and freelancers.2

Formal internal talent mobility programs can help 
match existing employees with project needs and 
job opportunities.3 When this arrangement enables 
organizations to respond quickly to market 
opportunities and enhances their workers’ career 
development, it’s a win-win. 



journeys. It can be helpful to think of potential 
employees as customers, understanding the needs 
of different segments and adjusting the 
recruitment approach accordingly. 

Our research proves that people’s priorities vary 
depending on their life situation, job role, 
motivations, labor market position, and more. By 
gathering data from various sources (social media, 
surveys of your new hires, focus groups), you can 
shape talent personas (such as senior professionals 
with high expectations or young digital experts) 
and then reimagine the recruitment journey to 
make it—and your ultimate job offers—optimally 
attractive.

WHAT EMPLOYERS CAN DO

In our experience, employers can take a number 
of effective steps to maximize their 
attractiveness to desirable job candidates. Here 
are six key actions to consider.

Segment your approach to appeal to 
different target personas. At the outset, 
employers must have a clear view of the specific 
skills and profiles they need—and this entails 
developing a structured, future-proof 
workforce-planning process. Then they must 
segment these requirements into personas with 
distinctive needs, differentiated employer value 
propositions, and customized recruitment 

Clear target segmentation also supports a refined 
sourcing strategy. To recruit tech experts, 
companies can monitor large digital firms for 
layoffs or relocation moves, for example; to bring in 
agile coaches, they can pay attention to the local 
startup scene.

Reimagine recruitment as a personal journey. 
Our data shows that job candidates’ impressions 
during recruitment have a bigger influence on their 
decisions than employers may think. Nevertheless, 
many companies continue to manage recruitment 
as a corporate process, optimized for 
administrative requirements and legacy systems 
and not for creating a positive and persuasive 
experience for prospective employees. 
Best-practice employers apply a zero-based process 

design, stripping the process down to the essential 
steps and focusing on the value add for the 
candidate.

This type of candidate-centric design should 
identify moments of truth when trust can be built. 
Many of our survey respondents cited a desire for 
honesty about the role itself and the financial 
compensation that comes with it, along with 
continued contact (rather than being “ghosted”) 
and feedback on their progress along the 
recruitment journey. 

Other ways to create trust include a genuine 
conversation about the potential manager’s own 
experiences, a chat over coffee with future 
colleagues, and a walk on the shopfloor.

Recommendations from friends or acquaintances 
can be another key element in building trust; job 
seekers value these insights and referrals. Already, 
leading companies leverage employee referral 
programs, with great results. 

Overcome your biases to increase your talent 
pool. The bigger the talent pool, the greater the 
likelihood of accessing needed talent. To broaden 
the pool, companies should look beyond the usual 
requirements for hiring. They may, for instance, put 
less emphasis on formal requirements for attributes 
such as degrees and years of experience and focus 
instead on skills, motivations, and potential. 
Employers may also consider hiring candidates who 
are a 70% fit and then training them to quickly come 
up to speed on the remaining requirements.

STARs—people who are “skilled through 
alternative routes”—can be a great source of 
talent. They lack a bachelor’s degree but have work 
experience and skills that ready them for 
higher-wage jobs. There are some 70 million STARs 
in the US alone. Indeed, many of our survey 
respondents said they wished employers would 
look at experience versus degrees and certificates.

Yet another possibility is to look internationally, to 
emerging talent markets, where candidates might 
be willing to sign on to work remotely—or even to 
relocate. To reach further groups of unexplored 
talent, companies can work with skilling and 
inclusion programs geared toward finding jobs for 
minorities and disadvantaged populations. Finally, 
diversifying their panel of interviewers can help 
employers hire a truly broad range of talent.

Wield digital tools impactfully—but selectively. 
Although the digital HR market is booming, our 
survey found that candidates do not want digital 
solutions to replace personal contact.1 Most people 
today wouldn’t be comfortable being interviewed 
by an AI entity in place of a human interviewer or 
talking to a chatbot about the recruitment process. 

This doesn’t mean that employers should stick to 
brick-and-mortar processes. Digital alternatives 
can work well for non-candidate-facing HR tasks (a 
strong applicant-tracking system, for instance, or 
AI-enhanced résumé screening). They can also 
work for certain candidate-facing tasks, such as 
automated interview updates or app-based 
preparation tips. There are also some situations 
where a gain in efficiency may justify a potential 
tradeoff in candidate satisfaction. In fact, digital 

tools can help deliver on some of the things that 
prospective employees want to see in the recruiting 
process, including prompt responses, clear 
communication, and well-defined timing. 

Get culture fundamentals right. The prospect of 
a salary boost or higher seniority can attract 
candidates, but in the long run they want a good 
work-life balance and flexibility. Employers can 
usually meet these needs by offering hybrid 
working models (and even the option to work from 
anywhere, including different countries), flexible 
hours (part-time hours, for example, or options to 
adjust work shifts), and access to family support 
services. Offering these benefits is an excellent way 
to attract candidates. Make sure that they know 
about these options. 

Of course, a good work-life balance is about more 
than working from home or choosing work shifts. It 
comes back to viewing the employee as a whole 
person, not just a worker, and it means formulating 
solutions that match individual needs. In many 
cases, this may require managers to significantly 
shift their mindset.1

Re-recruit your internal talent. Often people 
decide to look for a new job in hopes of advancing 
their careers and improving their opportunities. If 
they could find those things with their current 
employer, they might reconsider leaving. In a hot 
talent market, retaining existing talent is critical. 
It’s therefore worthwhile for an employer to 
maximize its existing talent’s potential and even to 
look to former workers and freelancers.2

Formal internal talent mobility programs can help 
match existing employees with project needs and 
job opportunities.3 When this arrangement enables 
organizations to respond quickly to market 
opportunities and enhances their workers’ career 
development, it’s a win-win. 

1https://www.bcg.com/publications/2022/all-about-generative-leadership-and-its-benefits.
2https://www.bcg.com/publications/2022/tapping-into-fluid-talent.
3https://sloanreview.mit.edu/article/what-outperformers-do-differently-to-tap-internal-talent/.



Employers can’t afford to let recruiting 
missteps leave them without the talent they 
need—or, worse, damage their brand in a 
way that makes attracting talent even harder. 

In the war for talent, talent may have the upper 
hand today, but a rapprochement, or 
reconciliation, is entirely possible for employers 
that approach candidates in honest, 
open-minded, and flexible ways. 
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BCG and The Network asked 90,547 people from 160 
countries how they want to be recruited, what matters to 
them in a job search, and what aspects of the recruitment 
journey deter them. Our survey was conducted from 
August through October 2022.

The survey covered three main topics: prospective 
employees’ current position in the labor market, their 
preferences regarding their ideal career, and their preferred 
recruitment journey. In addition to conducting the survey, 
we collected insights from leading recruitment platforms in 
key talent markets.

Methodology

90K+
people

160
countries



Source: 2022 BCG/The Network proprietary web survey and analysis of 90,547 respondents.
Note: Financial services includes insurance companies; TMT = technology, media, and telecommunications. Because of rounding, not all percentages given add up to 100%.
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Market Insights: US, UK, and Germany

The incredibly simple force that will revolutionize recruiting
The job market remains one of the most underdigitized and dysfunctional markets in the global economy. Some 
industries thrive on business concepts like “same-day delivery” and “instant gratification.” Labor markets do not. It 
takes far too long for job seekers and employers to find one another. 

Global labor markets are in the middle of a fundamental change, with employers increasingly facing great challenges to 
hire the staff they need in order to stay competitive. Competition for workers will become much more intense because 
of one incredibly simple force: the pool of labor in most advanced economies has begun to shrink.

The big picture
Labor markets are already tight today. In 2022, in the US, the UK, and Germany, unemployment was low and the 
number of open positions hit record highs. (See the exhibit on the next slide.) Workers are quitting at record rates. 
The Great Resignation is frequently cited in news stories around the world. No wonder workers perceive themselves as 
being in a very comfortable situation—they are, and their bargaining power will grow further in the future. Workers find 
themselves in a position to choose—25% of candidates in the US and Germany and more than 40% in the UK are 
contacted weekly about job opportunities. Changing jobs for a better match is the new normal. Unsurprisingly, efficient 
recruiting has become critical to business. Isn't it time for recruiting to adapt to this new dynamic?

How to adapt
It is up to employers everywhere—with the help of the e-recruiting industry—to automate and improve the job market, 
starting now. First, better technology is obviously key to fulfilling staffing needs in an extremely complex, increasingly 
globalized market environment. Second, improved matching of candidates to job requirements and corporate cultures 
will boost productivity in a future of smaller teams and bigger tasks. Third, efficient recruiting processes constitute a 
competitive advantage for companies.

StepStone is a leading digital recruitment 
platform that connects companies with the right 
talent and helps people find the right job. 
StepStone connects more than 100 million job 
applications with over 150,000 employers every 
year. With its integrated platform, StepStone 
automates the recruitment process and offers 
AI-based solutions that cover the entire 
recruitment process. StepStone operates in more 
than 30 countries—including with StepStone in 
Germany, with Appcast in the USA and Totaljobs 
in the UK. The company is headquartered in 
Düsseldorf, Germany and employs around 4,000 
people worldwide. 

SEBASTIAN DETTMERS
CEO
StepStone



Because candidates can increasingly “shop”—be in touch with more and more potential employers at the same 
time—it’s imperative for businesses to stand out. And stand out in a positive way, rather than a negative one. After 
all, the most likely reason for a prospective employee to reject a good job offer is a negative experience during 
recruitment; 71% of German, 53% of UK, and 40% of US survey respondents pointed to this possible outcome.

Is it a contradiction to focus on recruiting technologies when job seekers tell us that personal contact and concrete 
impressions matter the most to them? It is not. Think about the basics of recruiting. Recruiting is about connecting 
people. People will always make the difference. Those of us in the recruiting business are charged with enabling job 
seekers and employers to connect. Side by side with employers, we have the power to place technology in the 
service of people. We can fix the frustrating processes—making them so smooth, natural, and seamless that people 
won't even notice all the technology enabling the best possible connection. The only thing they should notice is the 
result: finding the right job and finding the right person for the job.

StepStone is a leading digital recruitment 
platform that connects companies with the right 
talent and helps people find the right job. 
StepStone connects more than 100 million job 
applications with over 150,000 employers every 
year. With its integrated platform, StepStone 
automates the recruitment process and offers 
AI-based solutions that cover the entire 
recruitment process. StepStone operates in more 
than 30 countries—including with StepStone in 
Germany, with Appcast in the USA and Totaljobs 
in the UK. The company is headquartered in 
Düsseldorf, Germany and employs around 4,000 
people worldwide. 

SEBASTIAN DETTMERS
CEO
StepStone
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Market Insights: Switzerland

Evolution of the Swiss labor market
Demographics and digitization are among the key structural changes that constrain Swiss market talent. Today, 
employers are fighting for candidates, with a strong need to support reskilling/upskilling programs and to import talent 
from nearby countries. An economic slowdown would not significantly affect the need for companies to invest in 
recruiting and employer branding. However, reduced recruitment budgets may push employers to change their 
approach to job advertising, shifting toward pay-for-performance models or programmatic advertising.

Jobseekers’ shifting expectations
Swiss candidates, like their global peers, tend to be quite confident in their negotiating position, although not all of 
them equally. Young talent, blue-collar workers, and gray-collar talent (those at the intersection of physical and 
technical skills, such as health care workers, technicians, engineers, pilots) have the best reasons to be confident about 
their professional chances.

They are also clear about their wish for flexibility and remote work options. Overall, 70% of Swiss survey respondents 
say they prefer to work in a hybrid model, and they rank work-life balance high on the list of deal breakers when 
considering a job. Swiss job seekers also wish to work for a company with strong purpose, a culture of transparency, 
and a high degree of social responsibility. However, given the high cost of living, it’s not surprising that salary is 
their first consideration when accepting a job (and it will probably remain important).

JobCloud (jobs.ch and jobup.ch) is the leading 
digital company in the Swiss employment market 
and offers a variety of recruitment solutions. 
Besides job portals such as the regional market 
leaders jobs.ch and jobup.ch in German-speaking 
and Western Switzerland, respectively, its 
portfolio includes innovative technologies and 
sourcing solutions. JobCloud is the sole 
shareholder of JobCloud HR Tech in Vienna, the 
leading provider of multilingual semantic 
recruitment technologies. JobCloud was created 
in 2013 as the result of a merger between jobs.ch 
AG and Jobup AG. Today, it employs 180 staff in 
Zurich and Geneva.

DAVIDE VILLA
CEO
JobCloud



Market Insights: Switzerland

Recommendations for employers
First, employers need to rethink the value they offer and ensure that they meet the needs of modern candidates. To 
stand out on the Swiss talent market, employers need a strong purpose and a great culture and values. Further, they 
need to embrace flexible working models. Transparency on career progress and development opportunities matter, too. 
And an attractive and clear financial offer is a must.

Second, employers need to reimagine how they approach and connect with job seekers. A high share of Swiss 
respondents (66%) say they would refuse an attractive job offer if they had a strong negative experience during 
recruitment. In our experience, candidates’ chief sources of frustration are a lack of feedback from recruiters, slow 
processes, lack of transparency, and delays in communication. Leveraging modern recruitment technology—for 
example, using a smooth mobile application with real-time chat support—can improve candidates' experience 
significantly and can become a competitive advantage.

JobCloud (jobs.ch and jobup.ch) is the leading 
digital company in the Swiss employment market 
and offers a variety of recruitment solutions. 
Besides job portals such as the regional market 
leaders jobs.ch and jobup.ch in German-speaking 
and Western Switzerland, respectively, its 
portfolio includes innovative technologies and 
sourcing solutions. JobCloud is the sole 
shareholder of JobCloud HR Tech in Vienna, the 
leading provider of multilingual semantic 
recruitment technologies. JobCloud was created 
in 2013 as the result of a merger between jobs.ch 
AG and Jobup AG. Today, it employs 180 staff in 
Zurich and Geneva.

DAVIDE VILLA
CEO
JobCloud



Market Insights: France

Key shifts on the French labor market
After COVID-19, the tension in the French labor market reached a peak: an increased number of job ads published 
by recruiters combined with historically low talent mobility and low talent interest in job opportunities. Google searches 
for job-related topics have decreased significantly since 2020, in France and around the world.

Even if France avoids recession, 2023 is expected to be a difficult year. The job market is still very tense, with a 
historically low unemployment rate, but there are some very recent signs of increased talent mobility. Concerns about 
inflation and the economic situation may be among the key reasons for this change: people are looking for new jobs 
that offer higher wages in order to maintain their income.

The role of talent management and recruitment has also shifted in the past two years. Now, most companies consider 
recruitment and talent retention as strategic imperatives that have a direct impact on company performance. Time 
to recruit and failed recruitment are becoming strategic KPIs. And more than half of French companies admit to having 
a failed recruitment rate in excess of 25%.

Recommendations for employers
One thing companies could do to increase their talent attractiveness is to promote the concrete results of their 
corporate social responsibility (CSR) policies in their job ads, and in their employer-branding campaigns. In France, 
as in the rest of the world, most people do not want to work for a company that does not align with their values 
regarding the environment or diversity. Many employers believe they don't yet do enough in terms of CSR to justify 
communicating their policies. But this is what employer-branding transparency is about. To be transparent about 
something, you don't need to be perfect or the leader in that field. You need to humbly work on an issue and 
acknowledge that a lot remains to be done. Companies should be proud of their CSR efforts, and potential employees 
will value their commitments and engage with them on that basis.

FIGARO CLASSIFIEDS, a subsidiary of the 
FIGARO GROUP, is one of the most important
internet companies in France, with 70 M EUR of 
turnover, 350 employees, and 9 million unique 
visitors per month on all of its sites. Its raison 
d'être is to provide answers to three essential 
concerns of the French: employment, education, 
and real estate. Figaro Classifieds’ ambition is to 
offer internet and mobile users and professionals 
“the best of media and classified ad solutions.” 
Its flagship brands include CADREMPLOI, 
KELJOB, LE FIGARO EMPLOI, LE FIGARO 
IMMOBILIER, and PROPRIETES LE FIGARO. 

FREDERIC NGUYEN
Deputy CEO
Figaro Classifieds

https://corporate.apec.fr/home/nos-etudes/toutes-nos-etudes/barometre-apec--3e-trimestre-2022.html
https://classifieds.lefigaro.fr/nos-communiques/barometre-annuel-cadremploi-ifop-sur-letat-desprit-des-cadres-francais-et-leurs-envies-de-mobilite/
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