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About This Document  

owner HR   

access & use All Staff 

what it is 

A guide that: 

 Outlines the process for setting up and maintaining applicant tracking 
throughout recruitment and hiring. 

 Clarifies who is responsible for each step. 
 Provides point-and-click access to the documents needed for each step, 

along with instructions and examples. 

who uses it HR, Managers, and Staff involved in the recruiting and hiring process 

 

Overview 
 How do we collect and track applications from people who want to work here?  How do we 

keep track of applications we receive when there are no open positions?   

 What happens when we come across someone with the perfect background and cultural fit for 
our company, but have no openings?    

 What about posted or open positions?  How do we sort through resumes? Or keep track of who 
we’ve interviewed? Where do we consolidate and compare their interview ratings? How do 
track what’s been said to whom?  

 And who’s responsible for what? 

This guide answers all these questions and more.  It guides you on how to set up applicant tracking 
processes that will help you manage the entire recruiting and hiring process.  

Importance of Applicant Tracking  

When a position has been approved, the Hiring Manager is responsible to manage the recruitment 
process including screening applications, developing interview questionnaires, conducting interviews, 
selecting the final candidate and advising unsuccessful candidates of the outcome.  

HR supports Hiring Managers by managing job posting and advertising, and filing applications received 
and tracking screening, interviewing and hiring decisions.  HR also maintains a master list of 
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Support your HR Function 
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employment prospects that includes unsolicited applications, suggested or recommended candidates 
who would be a great addition to the team if the right position opened up, and applicants who were not 
hired for one position, but would be well-suited for another.   

Ongoing tracking of prospects in this way saves us time and money in the recruiting process.  If HR and 
other managers have already done the work to qualify applicants, it makes good business sense to draw 
on that pool before spending money and time to advertise and screen a whole new group.  If we hire 
one staff member a year from the pool of applicants and prospects we track, the process pays for itself.   

Even if we don’t have suitable candidates in our talent pool, the process gives us a thorough 
understanding of the effectiveness of our attraction strategies.  We know who is applying and how 
understanding of our talent pool, and the effectiveness of our attraction strategies.  We know who is 
applying and how frequently, and we can monitor the applicant-to-candidate conversion rate.  The 
target rate is 10:3 – for every ten applicants we get, we should be able to screen in at least 3. If we 
aren’t seeing this ratio, it’s a signal to review our strategy for attracting applicants. 

By rigorously tracking applicants and prospects, we will: 

 Know if there are good potential candidates before advertising externally 

 Know how effective our recruitment tactics are when we do advertise externally by tracking the 
number of: 

• Applicants per posting 

• Applicants who make it through initial screening  

• Applicants hired from variety recruiting sources 

 Have evidence to support or adjust our methods of attracting top talent. 

Assumptions 

Tracking Applicants is Stage 2 of the Recruiting & Hiring Process.   

 

This guide assumes you’ve completed Stage 1.  In other words: 

 Approval to open a position has been granted. 

 The position has been posted and advertised. PR
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 Applications for the open position are being received in a Jobs Inbox. 

Terminology 

The following terms are used throughout this document and in the supporting documents.      

 Applicant:  Individual who has expressed an interest to work for our Company.  

 Applicant – Solicited:  External individual or current employee who has applied to compete for a 
specific, open position in response to a posting or advertisement. 

 Applicant – Unsolicited:  External individual who has contacted the Company expressing an 
interest in any current or future position available.  They are not responding to a specific 
posting, but rather submitting a resume hoping we will contact them if we have a suitable 
opportunity available now or in the future. 

 Prospect:  Individual who has been recommended to HR by an employee or trusted external 
source as a strong candidate for future openings.  

 Candidate:  Applicant the Company has screened and contacted for a preliminary phone screen 
or in-person interview. 

 Red Hot Candidate:  Prospect or applicant who has been identified to HR by an employee or 
trusted external source as someone who would be a strong asset to the Company and should be 
hired as soon as a position is available. 

Supporting Documents  

There are a number of templates and guides available to support you through the applicant tracking 
process.  The rest of this Guide describes when to use each one, but they’re all listed below for quick 
reference.   

Click on an icon in the table below to open that document.     

Note:  The Doc ID column contains a unique identifier for all our HR documents.  Think of it like a bar 
code you don’t have to pay attention to, unless you want to double-check you have the right document. 

Doc ID Document Name Description Doc Help Ex. 
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NOTE:  There’s a fine line 
between coming across as a 
business associate discussing 
a future job opportunity 
versus looking like you’re 
harassing or looking for a 
personal connection.  

Keep it professional at all 
times! 

Doc ID Document Name Description Help Ex. 
TA-ALL-
5530-R.   

Sourcing Prospects Guide Guide for all staff on how to approach and 
cultivate professional relationships with future 
employee prospects 

   

TA-HR-
5510-X. 

HR Master Applicant 
Spreadsheet 

Spreadsheet for HR to track and sort all 
applications and expressions of interest from 
people who want to work in the company, 
maintain knowledge base of qualified candidates, 
and gage effectiveness of recruiting efforts 

   

TA-MGR-
5520-M. 

Position Applicant Tracking 
Spreadsheet 

Spreadsheet template to help managers track, 
rate and shortlist candidates who have applied 
for an open position 

   

TA-ALL-
5505-R. 

Reviewing Applications 
Guide 

Guidelines and recommended procedures for 
reviewing, shortlisting, or disqualifying job 
applicants in a consistent manner 

   

Collect Applications 

Step 1. B.O.L.O. for Prospects! 

Always be on the lookout (BOLO) for prospective new employees for our 
team.   

Passive candidates, or prospects as we call them, are already working 
for other companies. So it’s up to us to identify them and think of ways 
to get them interested in our company and keep them “warm” until an 
opportunity presents itself.  

Of course, just because we identify and track them doesn’t mean they 
will accept a position from us, but they might!  We have to be careful 
that we’re not seen as poaching other company’s employees, so it’s 
important that it’s done in a professional manner.   

When you meet someone who you think would be a great prospect for our company: 

1. Make a connection with them. 

2. Tell them a little about the company and that we’re always on the lookout for talented people. 

3. Tell them what they’ve done to impress you or why you think they’d be a great fit. PR
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NOTE:  All applications, 
including those sent directly 
to internal staff, must be 
forwarded by email to the 
Jobs Inbox. 

4. Ask if they’d mind providing you with some contact information 
in case a suitable position becomes available.  

5. Forward that information to HR. 

6. Follow up with an email and copy HR. 

For more information and a suggested follow-up email script, refer to the TA-ALL-5530-R. Sourcing 
Prospects Guide. 

Step 2. Monitor Jobs Inbox and Save Applications  

1. Review the Jobs Inbox daily.  As per the website instructions, applications should arrive in the 
Jobs email Inbox as a single MS Word or PDF attachment. If you receive a printed resume and 
cover letter, scan them into a single PDF and email the document to the Jobs Inbox. 

2. Save the file attachment from the applicant’s 
email to your Master Applicant Tracking and 
Applications folder.  

a. If an applicant attaches more than one 
document to their email as part of their 
application (e.g., cover letter and resume 
are 2 separate documents), use Adobe 
Acrobat Pro to create 1 file that contains 
their complete submission. Do not save 
each attachment as a separate file – it’s 
too time-consuming to work with 
multiple attachments and our system is 
not set up to accommodate this.  

b. Save all files in the root directory of the 
0000-Master Applicant Tracking and 
Applications folder.  Do not create sub-
folders.  Instead, use the file naming 
convention below to sort and organize 
files.  This ensures when you link 
resumes to the Master and Position 
Applicant Tracking Spreadsheets the links 
will never get broken. 

c. Save every application, even repeats, as a permanent HR Record.  Use the file naming 
convention below, depending on the type of applicant:  
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 Solicited:   
Position Number_Last Name_First Name_ YYYY_MM 
e.g., 0005_Parker_John_2016_12  

 Unsolicited 
Department_U_Last Name_First Name_YYYY_MM 
e.g., Finance_U_Parker_John_2016_12 
(the “U” stands for “unsolicited”) 

 Prospect:  
Department (or Department Code)_P_Last Name_First Name_YYYY_MM 
e.g., Finance_P_Parker_John_2016_12 
(the “P” stands for “prospect”) 

Adding a date to every applicant’s file name lets us track the number of times an applicant 
applies, and we will always know which application is the most recent.  If you notice one 
particular applicant sending you an application once a week, for example, you can contact 
them and let them know:  “As per the automated email you received from us confirming 
receipt of your application, we have indeed received your application…” 

Using a four-digit number for the position number ensures that solicited applications sort in 
correct numeric order.  It also makes it easier to search for files by position number.  For 
example, if you search for position number “5”, the search results will show you every file 
name with the number “5” in it, whereas if you search for position number “0005”, you’ll 
only get files with that exact string in the filename. 

d. Once applications are saved in the Master Applicant Tracking and Applications folder, 
move the emails from the root of the Jobs Inbox to the Processed sub-folder. 

 

An unsolicited application is any application received that is not targeted at a specific, open position. 
When an unsolicited application is forwarded to HR, review the application and categorize the applicant 
based on how well their skills and background fit the Company needs.   

The category you select will be entered in the HR Master Applicant Spreadsheet when a new entry is 
created for the unsolicited application. PR
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HR Assessment Category Action 

Applicant’s skills and background are an 
excellent match for the Company; identified 
as someone who should be hired as soon as 
possible 

Red Hot 
Candidate 

 Check with CUSTOMIZER:  Insert 
Invidual's title for next steps 

 A senior manager needs to speak 
with the individual right away and 
explore options 

Applicant’s skills and background are a good 
fit for the Company. May have been 
recommended by a trusted employee or 
external contact as someone who’d be an 
excellent fit for our Company 

Prospect  Check with CUSTOMIZER:  Insert 
Invidual's title to determine if the 
prospect should be granted an 
interview even though no open 
positions exist 

 Wait for a suitable opening and 
bring applicant forward with other 
candidates during screening  

The applicant’s skills and background are 
average and individual may or may not be a 
good fit for the Company 

Unsolicited  Wait for a suitable opening and 
bring applicant forward with other 
candidates during screening 

There appears to be no fit between the 
applicant’s skills and background and the 
Company 

Unsolicited –  
no fit 

 The applicant will not be considered 
for future positions 

 

Step 4. Add Applications to HR Master Applicant Spreadsheet  

 

2. Enter each application received—solicited or unsolicited—on the Applicant List worksheet tab: 

• Enter each application as a new row.   

• While duplicate applications from the Jobs Inbox are saved as individual files in the Master 
Applicant Tracking and Applications folder, this is not the case with the HR Master 
Applicant Spreadsheet.  Create only one row for each applicant. 

• For guidance on how to enter new applicants in the HR Master Applicant Spreadsheet, 
refer to the Instructions document that accompanies the spreadsheet.  

3. Hyperlink the resume file to the last name of the applicant.  For duplicate resumes and 
applicants, link the most recent version to the applicant name.  To hyperlink: 
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a. Click to highlight the cell containing the last name of the applicant. 

b. Right-click and select Hyperlink from the pop-up menu.  The Insert Hyperlink window 
displays. 

c. Use the Look in field to Browse to the Master Applicant Tracking and Applications folder.  
The list of files in that folder will display. 

d. Click and highlight the applicant’s resume file, then click OK to add the hyperlink.  

Step 5. Create Position Applicant Tracking Spreadsheet 

The HR Master Applicant Spreadsheet is an ongoing tool used by HR to manage and track all applicants 
and prospects for all positions.   

As soon as the position posting date closes, HR copies applicant information relevant to the posted 
position from the HR Master Applicant Spreadsheet into the TA-MGR-5520-M. Position Applicant 
Tracking Spreadsheet template, creating a position-specific spreadsheet the Hiring Manager can use to 
track applicants and record decisions throughout the screening and interviewing process.   

This position-specific spreadsheet includes applications received in response to the job posting, as well 
as suitable resumes from prospects, unsolicited applications, and future potential candidates who were 
not selected for other positions.   

There are several tasks in this step, but the end result is worth it.  The Hiring Manager will collect all the 
tracking and screening information in one place, and HR will be able to easily extract it to update the HR 
Master Applicant Spreadsheet. 

1. Open the Position Applicant Tracking Spreadsheet template and click to display the Applicant 
List worksheet.   

2. Save a copy in the Position folder using the convention:  
0-<Position Number> <Position Title>-Applicant Tracking Spreadsheet-<Year> <Month> 
e.g., 0-005 Accountant-Applicant 
Tracking Spreadsheet-2016-10 

3. Open the HR Master Applicant 
Spreadsheet and click to display the 
Applicant List worksheet.  You now 
have two worksheets open. 

4. Copy all solicited applications and 
suitable unsolicited applications for 
the position from the HR Master PR
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Applicant Spreadsheet to the Position Applicant Tracking Spreadsheet.  

a. Turn on the Filter function in the HR Master Applicant Spreadsheet by clicking the Filter 
icon under the Data tab.  Drop-down menus will appear in each header cell. 

b. Filter the list in the HR Master Applicant Spreadsheet in this order: 

i. Column B – Department:  Click the drop-down arrow and select only the department 
the new position is in.  This hides all applications but those suited for that department 

ii. Column C – Position:  Click the drop-down arrow and select only the open position 
name and any blanks.  This hides applications for any other positions in that 
department. 

iii. Column A – Application Type:  Click the drop-down arrow and turn off (de-select) the 
“Unsolicited – No Fit” option. This will result in a list of all solicited and suitable 
unsolicited applications received for the open position.  
 

 
c. Highlight the information in Columns A to H and copy it to columns A to H in the Applicant 

List worksheet of the Position Applicant Tracking Spreadsheet workbook.   

 Those column headings are identical on both worksheets so they will align properly. 

 The hyperlinks you created from the applicant last name to the application file will also 
copy across.  
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d. Remove any applications that you know are not applicable to the Hiring Managers position. 

e. Save the populated Position Applicant Tracking Spreadsheet. 

Step 6. Copy Application Files to the Position Folder 

1. Open the Master Applicant Tracking and Applications folder.  

2. Copy the application file for each applicant listed in the Position Applicant Tracking Spreadsheet 
from the Master Applicant Tracking and Applications folder to the position folder (e.g., 0005 
Accountant).  As long as the Position Applicant Tracking Spreadsheet and applications are saved 
in the same folder, the hyperlinks will continue to work. 

Screen Applicants 

You will use the Position Applicant Tracking Spreadsheet to track applicants through the screening and 
interview process until a hiring decision is made.  This spreadsheet contains 5 worksheets: Applicant 
List, Phone Screens, Round 1 Interviews, Round 2 Interviews, Regrets & Future Potential.   
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TIP:  Assign the initial review 
of resumes to another 
manager or employee who is 
familiar enough with the 
position’s requirements to be 
able to shortlist applicants, or 
at least, eliminate completely 
unqualified applicants. 

NOTE:  Applicants expect 
that their information will be 
shared within the company 
but only to the extent 
necessary; i.e., limited to the 
hiring manager and staff 
participating in the 
recruitment process.  

Treat applications like you 
would treat medical 
information – with utmost 
confidentiality. 

Step 1. Review and Rate Applicants 

 

Click on the Applicant List worksheet of the Position Applicant 
Tracking Spreadsheet. The columns with blue headings (A to H) were 
populated by HR.  The columns with green headings (I and J) are for 
you to complete as you review each application.  

The goal of this step is to review all solicited and unsolicited 
applications and select 6 to 9 candidates who will be shortlisted for 
phone screens.   

1. Review each resume in the Applicant List to determine if the 
applicant’s skills and experience fit the open position and/or potential future job openings: 

• Resumes should already be hyperlinked to the last name of the applicant.  Click (or Ctrl + 
Click) on the applicant’s name to open the resume. 

• Review resumes according to the guidelines and process in the TA-ALL-5505-R. Reviewing 
Applications Guide.  We expect all Hiring Managers are following this guide to ensure a 
standard and consistent approach is used for screening.  

• Give extra consideration to internal applicants, and applicants referred by, or known to, 
internal staff.   

• If an applicant is not suitable for your position, consider 
whether he/she may be a good prospect for another 
department or position.  If so, make a note of it in the 
Position Applicant Tracking Spreadsheet so that others 
in the Company can benefit from time you’ve invested 
to review the application. 

• Maintain confidentiality of applicant information, 
including names.  Ensure anyone who has access to the 
Position Applicant Tracking Spreadsheet and applicant 
resumes also understands and respects this 
responsibility.  

• To save money and trees, avoid printing resumes.   As 
much as possible, review them online. 

2. In the Shortlist for Phone Screen column (column J), record a decision for each applicant.  The 
options are: 

• Yes – Applicant has most of the main criteria you’re looking for and appears to be a good 
candidate for the position.  Schedule for a phone screen interview. 
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• No – Applicant is not suitable for this position or any other position in our Company. 

• Maybe – Applicant is being parked and set aside until all resumes have been reviewed and 
you know how many definite “yeses” there are.  These applicants are first to be revisited if 
there are not enough quality candidates in the Applicant List.   

• Future Potential – Applicant not suited for this position, but should be considered for 
other positions in the Company. 

3. Add brief notes to the Comments/Notes column (column K) so you can remember why you 
made the decision recorded in column J.   Capture and record the work you did so the 
knowledge isn’t lost.   

• It’s especially important for any applicants flagged as “Future Potential”. 

Step 2. Select Phone Screen Candidates 

 

1. Click on the Applicant List worksheet of the Position Applicant Tracking Spreadsheet. Filter or 
sort the rows so that applicants are grouped by rating category (column J – Shortlist for Phone 
Screen?).   

2. Consider the list of applicants categorized as “Yes” or “Maybe” for a phone screen.  Your target 
is to conduct phone screens with 6-9 suitable candidates.   

• If you have too many applicants in the “Yes” category, review their applications again to 
see if you still feel they’re equally suited for the position.  You can do more than 9 phone 
screens if needed.  It just takes more time and means you’ll have to eliminate more 
candidates before you begin in-person interviews. 

• If you have too few applicants in the “Yes” category, re-visit the resumes of those you 
categorized as “Maybe” to see if you can move them to the “Yes” or “No” category.  If you 
still have too few applicants, refer to the Reviewing Applications Guide for suggested 
options and next steps.   

3. Copy the information of applicants categorized as “Yes” for a phone screen from the Applicant 
List worksheet to the Phone Screens worksheet: 

a. In the Applicant List worksheet, highlight the applicant information from columns F to I 
(Last Name, First Name, Employer, and Title) and press Ctrl + C to highlight it for copying. 
 PR
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b. Click on the Phone Screens worksheet tab to display the Phone Screens worksheet. 

c. Click on the first data field row and column (A2) to highlight it.  

d. Press Ctrl + V to paste the highlighted information from the Applicant List worksheet to 
columns A to D of the Phone Screens worksheet. 
 

 
 

e. The Phone Screen worksheet is now ready to populate with competencies and ratings.  
Refer to the IV-ALL-2500-S. Process Guide for Staff - Interviewing for information on how to 
use this, as well as all remaining worksheets in the Position Applicant Tracking Spreadsheet. 

Next Steps – Interviewing 
The next step in the Recruiting & Hiring process is to interview your shortlisted candidates. Refer to IV-
ALL-2500-S. Process Guide for Staff - Interviewing.    

 

 

This template is included in the ConnectsUs HRTM Toolkits. 
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