
Why your hiring funnel 
is leaking talent and 
how to fix it?

This white paper shows where you’re losing
top candidates and shares simple ways to
fix it

Powered by



Overview
Hiring funnels are breaking down at multiple stages, like employer branding, job ads,
application flow, and candidate engagement. This white paper pinpoints where top talent
drops off and why it happens. It also presents a practical path forward by examining how
data-driven interventions like skills assessments can plug these leaks.
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This white paper explores the weak links in modern hiring funnels and outlines how
organizations can fix them with a skills-first approach. It combines industry data, common
funnel failure points, and real use cases to show how skills assessments reduce drop-offs,
prioritize the right candidates, and improve time-to-hire.

Executive summary

Introduction
You’re running campaigns, posting on job boards, active on social media, you have a
recruitment team calling up and tracking each potential candidate, you’re doing everything
right, yet there are no leads?

The numbers show a significant drop in candidate drop-off. The problem is real: your hiring
funnel is leaking. 

While candidate attraction strategies continue to evolve, the internal mechanics of the hiring
funnel have not kept pace. According to CareerPlug (2024), only 8% of candidates who start
an application complete it. 

Research from Glassdoor reveals that 60% of job seekers abandon applications due to
complexity or poor experience, while LinkedIn data shows that nearly 70% of candidates lose
interest if left without communication for more than a week. These gaps in process design
are eroding candidate engagement and silently eliminating high-potential applicants before
meaningful evaluation occurs.

The consequence is significant: increased time-to-hire, rising cost-per-hire, and prolonged
vacancies. More critically, organizations risk losing qualified candidates to competitors with
faster, more structured, and transparent hiring systems.

Funnel leakage often stems from friction points that go unnoticed, like poor application UX,
slow response times, inconsistent interview practices, and vague role expectations.
Compounding this with the overreliance on resumes and unstructured interviews, despite
growing evidence that they are weak predictors of future performance. 

In contrast, structured, skill-based evaluation models provide a scalable, objective
alternative, allowing hiring teams to identify genuine fit earlier in the process and reduce
unnecessary drop-off.
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This white paper explores where talent leakage typically occurs in the hiring funnel, why it
persists despite technological advancement, and how organizations can implement a data-
driven, skills-first hiring framework to fix the leak before it drains the pipeline further.

Below is a breakdown of where the funnel leaks most and why.

Despite best efforts in sourcing, outreach, and employer branding, many organizations
experience significant candidate attrition at multiple stages of the hiring funnel. These drop-
offs not only delay time-to-hire but also compromise the quality of talent reaching the final
selection phase.

One of the earliest and most significant leaks occurs at the application stage.

The real drop-off points in the hiring funnel

Application drop-off

According to Appcast’s 2023 Recruitment Marketing Benchmark Report, the average job
application completion rate across industries is just 5.5%. This means that out of 1,000
candidates who view a job posting, only about 55 complete the application.

Data from SHRM also shows that 92% of candidates who click “Apply” on a job post never
finish the process, largely due to lengthy, multi-step forms and outdated platforms that are
not optimized for mobile devices.

Key causes:

Lengthy application processes.

Lack of mobile optimization.

No clarity around required qualifications or role expectations.

A high volume of applications does not equate to high-quality candidates.

Unqualified inflow

A iCIMS report found that 48% of applicants to mid-level roles lack the baseline qualifications
listed in the job description.

Moreover, research by Modern Hire shows that 67% of recruiters say their biggest challenge is
screening out unqualified candidates early in the funnel, which consumes time and increases
the risk of letting top talent slip through.

Key causes:

Vague or overbroad job descriptions attract the wrong candidates.

No early filtering mechanisms like pre-screening assessments.

Heavy reliance on resume scanning, which doesn’t validate actual capability.
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Manual or resume-based screening often creates a backlog and delays time-to-interview.

Screening bottleneck

LinkedIn’s Future of Recruiting Report (2023) reveals that 49% of talent professionals believe
their screening process is too slow, causing drop-off from qualified candidates who receive
faster responses elsewhere.

A study by Harvard Business School found that AI-powered resume screening tools are
rejecting as many as 10 million viable candidates per year due to inflexible keyword filters
and poorly designed algorithms.

Key causes:

Overreliance on ATS filters and keyword matching.

Lack of standardized evaluation criteria.

Screening delays leading to candidate disengagement.

Once candidates are shortlisted, many organizations still see fallout in the interview stage.

Interview no-shows & ghosting

Indeed’s Hiring Trends Report (2023) found that 28% of employers have experienced
candidates ghosting scheduled interviews, with tech and remote roles reporting even higher
rates.

CareerBuilder reports that 45% of job seekers have admitted to “ghosting” a prospective
employer, often citing poor communication, slow response times, or unclear expectations as
primary reasons.

Key causes:

Interviews are scheduled without pre-qualifying for motivation or skills.

Delays between screening and interview invitation.

Lack of engagement or follow-up from recruiters.

Even after identifying the right candidate, companies often lose them at the final stage.

Offer rejections & final stage dropouts

According to Greenhouse, candidates who receive job offers within two weeks of first contact
are 1.5x more likely to accept than those who wait longer.

Additionally, Gartner found that 38% of candidates reject offers due to negative hiring
experiences, including inconsistent communication, long wait times, or unclear expectations
during the process.



2025 Testlify. All rights reserved. www.testlify.com 5

How to fix hiring funnel leaks (where it leaks and why)

According to LinkedIn's Employer Brand Statistics (2023), 75% of candidates research a
company’s reputation before applying. Yet many organizations delay communicating their
value proposition until after a job is posted. This leads to low intent among passive
candidates and a shallow top-of-funnel pipeline.

Key causes:

Delays in offer rollout and decision-making

No structured decision process tied to objective skill evaluation

Lack of transparency or competitive positioning during the offer phase

Leak 1: Weak employer brand visibility in early stages

Fix: Continuous presence with value-based differentiation via skills signals.

Modern employer brands earn visibility by offering value early, often through educational
content, insights, or tools. 

Traditional job ads often suffer from jargon overload and lack clarity on what success looks
like. Research by Appcast shows that application rates fall by 50% when job ads exceed 700
words or are too generic.

Leak 2: Job descriptions that don’t resonate

Fix: Write inclusive short job descriptions with salary brackets

Instead of vague requirements like “must be detail-oriented,” ads grounded in assessment
frameworks (e.g., “This role involves solving tasks related to data analysis, assessed during
application”) set clear expectations. Candidates understand what the role demands and
how they’ll be evaluated, improving both transparency and engagement. When ads link to a
skills assessment, job intent becomes a signal, not a guess.

Career pages often fail to serve as true destinations. According to a study by CareerBuilder,
34% of applicants drop off after landing on a career site due to poor design, excessive
navigation, or unclear next steps.

Leak 3: Ineffective career pages that don’t convert

Fix: Have a clean design, a clear purpose, user-friendly page

A cluttered career page with too many links, no clear call to action, and no sense of what the
company stands for leads to drop-offs. Candidates lose interest quickly if there’s no clear
reason to stay or apply. Including social proof, such as employee testimonials or team
photos, builds trust. The application path should be easy to follow, with minimal steps, clear
instructions, and simple navigation that works well on both desktop and mobile.
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Lengthy, outdated application forms remain one of the biggest contributors to
abandonment. A Glassdoor study (2023) found that 58% of job seekers abandon applications
due to long or complex processes.

Leak 4: Lengthy application processes

Fix: Replace forms with skills assessments

A skills-first application approach reduces the need for redundant information by assessing
what candidates can do upfront. Instead of a 30-minute form, candidates complete a 5–10
minute task that demonstrates job-relevant capabilities. This not only reduces friction but
helps recruiters prioritize applicants based on ability, not résume formatting.

The average time-to-contact after application in traditional funnels is 10–14 days. Yet, Robert
Half (2024) found that 62% of candidates lose interest if they don’t hear back within two
weeks.

Leak 5: Slow response times that kill interest

Fix: Automate shortlisting with assessment scores

Skills assessments generate structured data that enables instant shortlisting. 
High-performers can be identified automatically, and automated workflows can move them
to the next stage within hours, not days. This ensures top candidates remain engaged and
reduces recruiter response lag.

Generic hiring flows overlook the diverse needs of candidates from first-time applicants to
experienced professionals. The Talent Board (2023) reports that nearly half of candidates feel
the process is impersonal and not tailored to their skill level or background.

Leak 6: One-size-fits-all candidate treatment

Fix: Personalize every message

Introduce segmentation into the hiring funnel. Personalize messaging as much as possible,
adapt to each touchpoint, and deliver a unique candidate experience.

Posting jobs where only active job seekers look (e.g., job boards) misses the majority of the
talent market. LinkedIn data (2024) confirms that only 30% of the global workforce is actively
seeking jobs at any given time.

Leak 7: Find candidates where they are

Fix: Use smart targeting, headhunting to find passive candidates

Recruiters should apply marketing principles, use social platforms like LinkedIn, Instagram, &
even niche communities to promote opportunities in the daily flow of candidate attention. For
active candidates, aggressively promoting job openings through search-optimized listings,
sponsored posts, and high-visibility content ensures better reach and application rates.
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How skills assessments plug the leaks in the hiring
funnel
Skills assessments offer a measurable, unbiased way to evaluate talent across all stages of
the hiring process, from initial screening to final decision-making. When integrated correctly,
they reduce friction, accelerate decision-making, and help teams focus on truly qualified
candidates.

A report by SHRM shows that 82% of companies using pre-employment assessments say
they help reduce time-to-hire. By using assessments early, recruiters can bypass manual
résumé reviews and immediately identify high-potential candidates saving hours of effort
and eliminating unqualified applicants.

Assessments also improve resource allocation. Instead of spending equal time on all
applicants, recruiters can prioritize candidates with top assessment scores, ensuring that the
best-fit candidates get faster communication, tailored engagement, and fewer delays. This
directly addresses one of the most common leaks: slow response time and lack of
personalization.

Skills tests can also be introduced later in the funnel to validate shortlisted candidates and
avoid costly hiring mistakes. According to the Harvard Business Review, bad hires can cost up
to 30% of the employee's first-year salary. Validating skills before an offer reduces this risk.

Most importantly, assessments enable data-driven hiring decisions, reducing bias and
improving the quality of hire, two critical metrics often compromised by gut-based decisions
or subjective interviews.

Where assessments stop leaks:

Top of funnel: Replace resume screening with short tests to qualify interest and skill.

Mid-funnel: Use results to segment candidates and tailor communication.

End of funnel: Validate finalist capabilities and de-risk hiring decisions.

By integrating skills assessments across the funnel, organizations can fix inefficiencies,
reduce drop-off, and build a more predictable, performance-based hiring process.

It all boils down to one question: Where are candidates falling off, and what would it take for
them to stay?

Conclusion: Stop the leaks with clarity, structure, and
skills

Every drop-off in the hiring funnel is a signal. A missed opportunity to engage, clarify, or build
trust. Most candidates don’t leave because they’re unqualified. They left because the process
didn’t speak to them. The message lacked relevance. The journey felt one-sided. The effort
outweighed the clarity of the outcome.
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Great candidates aren’t dropping off because they’re unqualified.
They’re dropping off because the process fails to engage, qualify, or prioritize them.

Testlify helps close the gaps.

With real-world skills assessments, structured workflows, and intelligent candidate insights,
teams can identify top talent earlier, reduce drop-offs, and focus efforts where it matters
most.

Whether scaling hiring across teams or improving funnel efficiency, Testlify powers a skills-
first approach that converts interest into hires, without wasting time or talent.

To stop the leaks, organizations must stop relying on assumptions and start building hiring
experiences that are intentional, human-centered, and data-informed. This means delivering
value early, communicating clearly, and respecting candidates' time at every touchpoint.

Testlify’s skills assessments offer a concrete way to operationalize this. Not by adding friction,
but by creating a clear, fair, and scalable way to match the right people with the right roles.

When your hiring funnel leaks, plug it with skills-first
hiring. Turn to Testlify

Build a leak-proof hiring funnel today. 

Visit testlify.com or book a product demo

Pre-built and custom assessments

Structured interviews & global benchmarks

Anti-cheating controls

Fast, bias-free screening

http://testlify.com/
https://hs.testlify.com/meetings/testlify/demo

