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Agenda 
➔ Project context

➔ What we’re looking to achieve:

◆ Focusing on the user experience to 
make the process easier

◆ Facilitating collaboration between hiring 
team members to make the process 
faster

◆ Adopting a data-driven approach at each 
step to make the process better

◆ Supporting Racial Equity Initiative and its 
goals

➔ What’s next
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ATS Implementation

Project Context
Where we are, how it’s going
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High-level objective and project 
structure
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➔ The Human Resources Modernization Program (formerly known as the Hiring Modernization Project) is a 
City-wide initiative led by the Department of Human Resources to research, identify, procure, and 
implement intuitive, user-friendly tools and processes to improve the City’s human resources 
practices and procedures.

➔ In order to accomplish this we imagine taking on multiple projects addressing different parts of the HR 
landscape.  At present, we have one core project (the implementation of a new applicant tracking 
system solution) and are currently in discussions with our Steering Committee about what other project(s) to 
tackle next.

➔ Today’s discussion will focus on the implementation of the new applicant tracking system which has been the 
result of a multi-year effort including:

◆ Research with end users (applicants, hiring managers, and HR analysts) to understand pain points and 
prototype solutions to address them

◆ Procurement of a modern applicant tracking system that addresses key pain points identified in 
research while staying true to the merit system

◆ Phased implementation collecting ongoing feedback from initial users that has allowed us to 
continuously improve our solution



➔ Launched 50+ non-civil service pilot recruitments since late March which have allowed us to complete a 
first round of:

◆ User acceptance testing

◆ Training

◆ Onboarding of new users who have never been applicant tracking system users

➔ This month we are piloting permanent civil service recruitments which involve Merit Bridge (the 
custom software built to help manage permanent civil service recruitments) and continuing to build out 
resources to facilitate transition

➔ Over the next few months we will be going live with SmartRecruiters City-wide for all recruitments

Overview of where we are at in the 
process



Pilot recruitments: By the numbers
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72
Openings

1
Civil Service 

Exam

2,777
Candidates

28
Offers



What we are hearing and learning 
from our pilot users

➔ Feedback has been overwhelmingly positive--key features highlighted by initial users include:

◆ Simplicity of announcement creation process

◆ Automated distribution to large job aggregators and tracking job sources

◆ Tracking of all communications within SmartRecruiters

➔ Pilots have provided us with real user feedback which in turn allowed us to:

◆ Make changes to our configurations

◆ Collect valuable information that will inform how we conduct trainings moving forward

◆ Prioritize feature requests of SmartRecruiters
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Main objectives
What we are trying to achieve with the implementation of the new Applicant 
Tracking System
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Current state Future state 
➔ Integrated solution with data flowing between different 

systems

➔ Single source of truth allowing HR teams to consistently 
report on key metrics and make decisions based on insights 
gleaned from that data

➔ Better user experience to help shepherd candidates and 
hiring managers through a complex hiring process

➔ Giving hiring managers access to the applicant tracking 
system so all information is captured in one place

➔ Inefficient system with duplicative data entry throughout 
the process 

➔ Lack of consistent data reporting and points in the 
process where data is not captured which prevent staff 
from having consistent visibility into inefficiencies

➔ Poor user experience for candidates, hiring managers and 
HR professionals
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Supporting 
Racial Equity 

Initiative and its 
goals

Facilitating 
collaboration to 

make the 
process faster

A few key objectives as we look 
towards the future

Focusing on the 
user experience 

to make the 
process easier

Adopting a 
data-driven 
approach to 
continuously 

make the 
process better
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User experience
Focusing on the user experience to make the process easier
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User-centered communication at each 
step of the process
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Publishing jobs where candidates will 
find them and automating distribution
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A job gets posted through SmartRecruiters and, if 
selected, will automatically get posted to 20+ job 

aggregators including Linkedin and Indeed.



Making it easier to apply
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Engaging with candidates through the 
portal using their preferred channel
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Additional features to enhance the user 
experience

➔ Nurturing prospects pre-application using SmartRecruiters’ Candidate Relationship Management 

➔ Surfacing internal opportunities to existing employees and making it easier for existing employees to 
find opportunities

➔ Focusing on communications that happen at key points of interaction with candidates and 
stakeholders (and defining them as “moments that matter” and making them a central part of our 
implementation)
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Collaboration
Facilitating collaboration to make the process faster
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Hiring managers engaging with HR 
analysts through the system

18



Embracing the importance of 
de-identification at key stages

19A hiring manager rates the anonymized candidate profile. The rating flows through to the candidate’s profile.



Data-Driven Approach
Adopting a data-driven approach to continuously make the process better 
and supporting racial equity initiative in doing so
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Getting the word out through different 
channels and measuring their efficacy
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Consistently measuring the candidate 
pipeline and time-to-hire metrics
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Understanding how data is playing out 
across demographic groups
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What’s next
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What to expect over the coming months
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➔ Completing phased launch during which we will be continuously testing, learning, and adjusting as we go live with new 
system for all recruitments (as opposed to a big bang “waterfall” approach)

➔ Training City users adopting a train-the-trainer approach

➔ In addition to trainings, we will be providing users with a few additional outlets as we transition systems:

◆ Teams user group where we field questions and feedback

◆ Weekly office hours

◆ User feedback sessions

◆ How-to-apply event for applicants and community-based organizations in partnership with the Diversity 
Recruitment Team

➔ In parallel, we have also been matched with a third-party Civic Bridge partner helping us evaluate our new user 
experience since we know we are not going to solve all hiring pain points just by changing systems


