BPO HIRING GUIDETO




Table of Contents

INErOAUCHION .......oooooooe s 03
Why Speed and Quality Both Matter ..., 03
Automation and Al Are Not The Same................cccoiccccvccisrs, 04
Three Tests for ANY HirING TASK ..........oeeeeeeeeeeeeeeeeeeeeeeeeeeeeseesesessesesssesenes 06
Where Each Belongs Across the Hiring Funnel ... 07
What Stays HUMAN............coo s 08
Getting the Balance WIONE ... 09
Walk, Run, Fly: ROl It OUt inN Order...............oooooeeeeeeeeeeeeeceeeeeeeeeeeeesseeesennens 09
K@Y ACTIONS. ...ttt sssss st 10
SEE T TN ACHION ...t 10
REFEIEINCES ...ttt 11

L] [ ] [ ] L] L] L] [ ] [ ] L] L] (] L] L] L] (] L] L] o .........' ........
e 6 06 6 06 6 06 ¢ o ® O O O G OIS L. .“:.
o ®© © © 6 06 06 06 0 0 0O 5 e ¢ e o000 00e0 0
e o 0o 06 06 06 0 0 0 0 0 ¢ ) e o e 0 o 0o 0 0 0 0 o o

, X ° OOCKOX
J T L

Journeyfront



Introduction

BPO hiring runs on volume, speed, and thin margins. Requisitions
arrive in waves, classes start on fixed dates, and every day a seat
sits empty costs money and client goodwill. Automation and Al
promise to fix this, but only when each is pointed at the work it
does well.

So the question is no longer whether to use these tools. It is
which tasks to hand to a rule, which to hand to a model, and
which to keep with a person. This guide gives you three tests for
sorting any hiring task, a stage-by-stage map of the funnel, and
the order to roll it out.

Why Speed and Quality Both Matter

The manual work in BPO hiring adds up faster than most teams realize. Take one task that costs four
minutes per candidate, such as reviewing an application or scheduling a screen. At 40,000 applications a
year, that one task is 2,700 hours: more than a full-time recruiter doing nothing else, on work that needs
no judgment. Now count how many four-minute tasks sit in your process.

The hard part is that the two things you care about most pull against each other. Move faster and quality
usually slips. Screen harder and speed usually suffers.

Why Speed Matters

* Top talent is off the market fast. Two-thirds of job seekers wait less than two weeks before moving
on (CareerBuilder, 2016). In competitive BPO markets it is often 7 to 10 days, and sometimes less.

¢ Engagement decays daily. In our experience, about 95% of candidates are responsive on day one,
about 55% by day 7, and about 30% by day 14.

e Delays cascade. Classes start on fixed dates, so a two-day delay in screening can become a two-
week delay in production if a candidate misses the class.

Why Quality Matters

¢ Bad hires underperform, then leave. You pay for the miss twice: in the seat and in the backfill.
¢ Quality problems reach the client. Underperformance in the seats puts the account at risk.
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Faster, but quality suffers Better quality, but speed suffers Improve speed and quality at once

Rank candidates by qualification

Lower minimum thresholds Raise minimum thresholds and work best-fit first

Automate screening steps,

Cut screening steps Add screening steps especially at the top of the funnel

Skip steps under deadline . Fast-track high scorers straight to
Never skip steps . .
pressure the final interview

Shorten assessments and Lengthen assessments and Trim every step to what predicts
interviews interviews job success

Everything in the third column runs on automation, and most of it gets better with Al. The rest of this
guide is about using both Al and automation well.

Automation and Al Are Not the Same Thing

The two terms get used interchangeably, and the confusion costs money when you buy the wrong
tool. They have two things in common: a system does the work instead of a person, and it does it
faster. Beyond that, they run on different logic.

Automation follows the rules you write, exactly and every time. Feed it the same four scores and it
returns the same result today and next quarter. That predictability is the point: it makes automation
easy to explain, audit, and control when a candidate, client, or regulator asks why a decision was made.

Al learns patterns from data and makes predictions. The same resume scored twice can come back
with a slightly different score. Two candidates can answer the same question in different words and
both be excellent, and Al can see that where a rule cannot. That flexibility is what lets it handle messy
inputs. It is also what makes Al harder to explain and control, and it can be confidently wrong.
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Automation Al

. Executes the rules you wrote, without Learns patterns from data and makes
What it does - L
deviation predictions
Same input, run twice Identical result A result that may vary within a range

Needs captured rationale and ongoing

To explain a decision Point to the rule that fired .
monitoring

Cost as volume grows = Flattens: build once, run for almost nothing = Scales: every evaluation costs compute

Three Myths Worth Busting

e "Al is automation." A workflow that advances every candidate scoring above 3 is automation, and it
was automation twenty years ago. A model that reads an open-ended answer and judges the
reasoning is Al. Much of what is sold as Al in hiring is conditional logic with a new label.

e "Al is better." Better at what? Scoring a multiple-choice test is rule territory: you want the same
answer every time, and a rule is faster, cheaper, and cannot hallucinate. Scoring a two-minute video
answer about an angry customer is not. No rule can read it, and no team can watch forty thousand
of them. That is where Al earns its keep.

e "Alis cheaper." Not yet, and maybe not ever. Gartner predicts that by 2030 the cost per resolution
for generative Al in customer service will exceed the cost of many offshore human agents (Gartner,
2026). Run Al on every applicant and it is a line item your CFO asks about. Run it only on
candidates who clear an automated gate and it is a rounding error.
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Three Tests for Any Hiring Task

Three questions will tell you where almost any hiring task belongs.

Can you write the rule down? If the task can be fully described as "if this, then that," it belongs to
automation. If there is a real pattern but no way to write it as a rule, such as "this resume looks strong," it
is a candidate for Al. If it takes judgment, context, or accountability, it stays with a person.

What happens when it is wrong? Every system makes mistakes. A reminder sent twice is cheap and
reversible: automate it. A wrong rejection is expensive, hard to detect, and unfair to the candidate: keep
a person in the loop and treat the system's output as a recommendation, not a decision.

How often do you do it? A task you do a few times a month rarely repays the effort of automating it
reliably. A task you do thousands of times per hiring class pays for itself fast, with a consistency no team
can match.

Order matters too. Automate first, then apply Al to what remains. Rules are the cheapest, most
controllable win, and they shrink the pool Al has to evaluate.

One caution before you automate anything: automation and Al scale whatever process you give them. If
your process screens for the wrong things, you will screen for the wrong things faster. Aim first, then
automate.

A Note on How Automations Are Built

Inside a platform like Journeyfront, an automation usually breaks into three parts: a trigger, a
condition, and an action. The trigger is the event that starts it (a candidate applies, completes
an activity, moves a step, or hits a time limit). The condition is the test that has to be true for it
to run (a score, a status, a source, a hiring class, a fraud risk level, or a location). The action is
what the system does next (move a step, reject, assign a hiring class, add to another req, or
send an email, SMS, or WhatsApp message).
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Where Each Belongs Across the Hiring Funnel

Applied stage by stage, the pattern holds: automation carries the volume, Al handles the interpretation,
and people stay where influence and judgment matter, which is also where recruiters want to spend
their time.

Automation (wherever you can) Al (where it is best) People (where needed)

Score structured inputs
Reviewing (multiple-choice questions,
and screening tests); aggregate scores; rank and
route candidates

Score unstructured inputs
(resumes, open-ended
answers, video)

Design the screening
plan; watch the funnel

Engaging Reminders, instructions, and Personalized follow-up; a One-off and sensitive
candidates communications at scale chatbot for routine questions messages
L Schedule interviews; advance Score one-way interviews; Run live interviews; sell
Interviewing . .
candidates by score take and summarize notes the role
Deciding who Predict performance and

Aggregate every score Make the decision

to hire retention
Tracking and Populate dashboards; track the Discover patterns; build .
optimizing metrics you already know predictive profiles Decide what to change
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What Stays Human

Six things should stay with a person. Not because technology cannot touch them, but because a person
does them better, and candidates can tell the difference.

e The final hiring decision. Automation can gather every score and Al can predict success, but both
should inform the decision, not make it. A person owns the outcome, weighs context no system
sees, and provides the accountability candidates, clients, and regulators expect.

¢ Selling the role and building the relationship. Candidates connect with people, not workflows.
Sharing enthusiasm, reading hesitation, answering the question behind the question, this is the
domain of human work and it's where recruiters create the most value.

e One-off and sensitive communications. Mass reminders belong to automation; the message to a
candidate with an unusual situation, a hardship, or a bad experience does not.

¢ Designing the system. Systems execute; they don't decide what “good” looks like. People define the
outcomes that matter, the attributes that predict them, and the guardrails the machines run within.

e Watching the funnel and intervening. Dashboards report what's happening; people figure out why.
Activus Connect, a division of Tech Mahindra, saw candidates leaving at the video-interview step.
The team's read was fear of being judged by Al, which no report could show. A short note before the
guestion, saying who they were and what to expect, brought the drop-off down from two-thirds of
candidates at that step.

¢ Overriding the score. When an experienced recruiter’s judgment conflicts with a model’s number,
the recruiter needs a clear, sanctioned way to override it. Then treat overrides as data: if they cluster,
your rules or your model need fixing.

Automation also changes what a recruiter does. When the top of the funnel filters itself, the recruiter
stops pushing candidates through stages and starts orchestrating: watching the numbers each class
needs, calling high-fit candidates personally, supervising the follow-up agent, and running the final
screen only for people who are already qualified. Dawn Nash, who leads recruiting at Activus Connect,
puts the rule simply:

“My team should not talk to a candidate unless they believe they are about to make an offer.”

Journeyfront 08




Getting the Balance Wrong

Automation, Al, and people each cover gaps the other two can't. Lean too hard on any one, or use it the

wrong way, and your hiring speed or quality (or both) will suffer.

e Over-automating sacrifices judgment. Rules can'’t anticipate everything, and a funnel with no human
checkpoints turns edge cases into lost candidates and quiet, systematic errors nobody notices for

months.

¢ Over-relying on Al raises costs and risk. Usage pricing grows with volume, outputs vary where you
need consistency, and an unexamined model can carry bias you cannot see or explain to a client.

¢ Over-relying on humans sacrifices speed and consistency. People are slow at repetitive work,
inconsistent at scoring, and expensive to scale with hiring waves. Burning recruiters on robot work is
how you lose your best ones.

Walk, Run, Fly: Roll It Out in Order

Start with what is easiest to deploy and cheapest to get wrong. Two principles set the order. Automate
before you apply Al, for the reasons above. And move a capability forward only when the phase before it
is producing clean, trustworthy data, because everything in the Fly phase depends on it.

Walk (lowest risk,
fastest to deploy)

Run (higher leverage,
needs governance)

Fly (compounding
advantage)

Knockouts for hard requirements; self-

scheduling; acknowledgements, reminders,

and rejections; scoring of structured
assessments; funnel dashboards

Advancement by score threshold; routing
to the right req or interviewer;
communication cadences by stage and
market; duplicate, VPN, and location
checks

Predictive prioritization of the pipeline;

outreach triggered when a candidate stalls;

automated ingestion of post-hire
outcomes; alerts before a class misses its
fill date

Back-office drafting only: job
descriptions, ads, interview questions.
Nothing that touches a candidate
decision

Scoring open-ended text, audio, and
video with written rationale; resume
scoring; interview summaries

Pattern discovery across pre-hire and
post-hire data; program-specific
predictive profiles; continuous re-
validation of screening criteria

“Run” is where Al first touches a candidate evaluation, so it needs rationale capture, human spot-checks,
adverse-impact monitoring, and candidate notification.
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Four habits keep a rollout working the way you intended:

¢ Document the happy path first. Map the ideal sequence (step 1, communication 1, and so on)
before you automate any of it.

¢ Review the funnel after launch. Watch time in step and bottlenecks to confirm you got the
improvement you expected.

* Ask candidates about their experience. A single survey question at the end tells you whether the
automation helped or got in the way.

¢ Know what the system can't do. An automation needs a trigger, a condition, and an action, so check
which actions your platform can take before you design a flow around one.

Key Actions

,e.m Pick one role or program. List every task in its hiring funnel, from application to offer.
Run each task through the three tests and label it Automation, Al, or Person.
Automate the rule-based tasks first, add Al only where a rule cannot reach, and write
down what stays human. Then pick one measure, such as time in step or 90-day
retention, and check it after the first class.

See It in Action

The automated gates, Al scoring, and human-in-the-loop controls are built into Journeyfront, a hiring
platform (ATS) designed for BPOs, across every stage of the funnel from screening through decision-
making and optimization.

Under the hood, Journeyfront organizes automation into three stages. Measure captures every input,
from resume scores, screening questions, job simulations, behavioral assessments, skills tests, language
proficiency, and one-way video interviews (many of them Al-scored) through to live interviews. Decide
normalizes each of those onto a single 1-to-5 scale and rolls them into one weighted score per
candidate. Act is where the automations fire: rejecting, advancing, reminding, dispositioning, sending
email, text, or WhatsApp, assigning a hiring class, or moving a candidate to another req.

In a recent webinar, we built and ran five of these live: a pre-screen auto-rejection, a pre-screen auto-
advance to assessments, a final-attempt follow-up, flagging and moving qualified technical-role
candidates, and automated interview scheduling for qualified candidates. Watch the replay here:
journeyfront.com/resources/webinars/bpo-automation-hiring-speed-quality

To see what it would look like in your hiring funnel, schedule a demo: journeyfront.com/demo
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