
 

 

CASE STUDY 

Recruiting the Future Workforce 

Overview  
Millennials (those born between about 1980 and 2000) are forecast to comprise 75 percent 
of the global workforce by 2025. Companies including Ernst & Young and Accenture had 
reported before 2020 that Millennials made up over two thirds of their entire employee base. 
So, when professional services firm PwC wanted to reimagine their student recruitment 
assessment and selection process, they recognised a need to address their Millennial 
audience directly. Their new approach is objective, inclusive and engaging. This case study 
demonstrates how they worked with a range of partners to achieve success. 

Challenge 
PwC’s student recruitment team received tens of thousands of applications every year, from 
which they typically hired over 3,000 students. Their student recruitment process had not 
changed significantly in well over a decade and it was at risk of becoming outdated and 
commercially inefficient. They wanted to better manage the applications they received. PwC 
had been using assessment tools that focused on Candidates’ prior experience, rather than 
their future potential, and the process did not support their diversity and social mobility goals 
in the right way. The process was not helping PwC tell their story to the ‘Workforce of the 
Future,’ or reflect their ambitions as an organisation.  

When reviewing the process with a view to improving it, PwC’s aim was to think big, be bold 
and be courageous. They wanted technology at the centre of the change, improving the 
process and bringing financial efficiencies without compromising their ability to identify top 
talent. 

Above all, PwC wanted to engage the ‘Workforce of the Future’ by enhancing the Candidate 
experience and bringing added value to Candidates who were not successful in the process, 
by helping them learn more about themselves. They also wanted to make a difference by 
placing the assessment of potential, rather than past experience, at the heart of the process. 

To achieve this, PwC embarked on an ambitious transformation agenda to tell their story, 
and attract and identify the best talent, in an immersive and interactive way. This was not 
only transformational for the organisation; it had the potential to be disruptive and pioneering 
in the early talent recruitment space. 

In considering the approach to be taken, evidence from a number of sources was considered 
including: 

• Amberjack’s “Future Talent Insights” research, part 2; analysis of predictive 
effectiveness of selection tools in relation to assessment criteria 

• Amberjack’s high potential (HiPo) Framework 

• Amberjack’s experience in innovating and transforming recruitment processes for 
firms like Unilever 

• PwC’s business insight: stakeholder interviews extracting issues and objectives 
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• Academic research (Hausknecht, et al., 2004, Truxillo, Bodner, Bertolino, Bauer & 
Yonce, 2009), which highlighted important characteristics for effective behavioural 
assessment solutions: 

• Consistent and clear 

• Job relevance 

• Providing Candidates opportunity to show what they know 

• Treating Candidates with respect (Anderson, Salgado, & Hülsheger, 2010) 

Stakeholders were involved in co-development of all processes, tools and exercises. All 
stakeholders bought in to the approach because it was inclusive. Regular feedback, detailed 
planning and milestones provided stakeholders with clarity, on plans and progress, at all 
times. 

Approach 
Over 100 Visionaries, Subject Matter Experts and Incumbents within PwC were interviewed, 
to inform the design of the process, resulting in 56 different assessment tools being selected 
and integration of six different technologies (from Amberjack, Arctic Shores, HireVue and 
Cirrus). The result was an innovative selection process, aligned to identifying and meeting 
the demands of the ‘Workforce of the Future.’ 

Technology Enabled 
PwC partnered with Business Psychologists to create a new process which adopted a 
technology-first approach to Candidate assessment. Advanced technologies provided on-
demand updates to Candidates and brought the realities of working at PwC to life. 

PwC’s reimagined process featured the latest technology, combining artificial intelligence 
(AI), machine learning, and automation with data-driven insights and predictions. The 
technology used was integrated to form an immersive and seamless candidate journey. The 
process was objective and inclusive, on-demand, valid, and robust. It was characterised by 
intelligent data capture, candidate-matching, and storytelling with a realistic job preview. The 
assessments were authentic, addressing role requirements and culture fit, and offered 
reduced assessment anxiety with instant feedback.  

Setting Standards 
Success was measured in the form of Key Performance Indicators (KPIs) that included 
candidate registrations, applications, stage progression, pass/success rates, diversity, 
candidate experience, feedback comments, offers accepted/declined, and time-to-hire.  

All KPIs were recorded centrally and benchmarked against internal targets and the wider 
market, using ISE’s annual survey as part of PwC’s continual improvement process. 

Psychological Principles 
The process was built around the principles described below. 

• Fiero: a neuroscientific concept; Fiero drives engagement and loyalty, triggered by 
stretching challenges that allowed one to showcase capability (Ekman, 1992 and 
Bateman, 2009) 

• Flow: as defined by Mihaly Csikszentmihalyi, flow is a state within which one’s innate 
strengths could be assessed, reducing contamination from socially desirable or 
learned behaviours (Csikszentmihalyi, 1975 and 1990) 
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• Defamiliarisation: a tool for creating a sense of ‘flow,’ defamiliarization exercises put 
Candidates in unfamiliar situations without clear rules allowing an authentic 
assessment of resilience and agility (Shklovsky 1917) 

• Assessment of ‘High Potential,’ using Amberjack’s High Potential Framework which 
had as core principles:  

• Learning Agility  

• Self-Awareness  

• Resilience  

• Motivational Drive 

• Reflection: assessing Candidates’ self-awareness and relative strengths, when in a 
disarmed state, through reflective interviews 

• Immersion and Realistic Job Preview (RJP): every stage was anchored in the reality 
of life at PwC and the different business areas that existed within the organisation 

Recruitment Process 
Once Candidates commenced their application to PwC’s student recruitment programmes, 
they were invited to complete, in their own time: 

• An immersive video-based Situational Judgement Test (SJT), offering a realistic 
insight into PwC’s culture, work environment and roles, through first-person video 
storytelling 

• A game-based assessment, providing a fun and engaging experience which 
assessed innate capability, rather than learned behaviour or socially desirable 
behaviour. Each play of the assessment measured 10,000-12,000 data points, 
covering cognition, aptitude and preference, in a highly engaging and bias-free 
manner 

• A future-focused video assessment which included scenario-based questions and 
case studies. The tool simulated a realistic job preview, allowing Candidates to learn 
more about PwC 

Collectively this offered Candidates a fair and more consistent experience, especially for 
high volume recruitment campaigns, with Assessor time reduced by over two-thirds. 

These stages were supported by automated personalised Candidate feedback. Candidates 
were provided with instant feedback, based on their answers, which delivered true insight 
without Recruiter intervention. This allowed all Candidates to learn something new about 
themselves. 

Candidates invited to attend an assessment centre completed exercises on laptops, as they 
would in role, which supported PwC’s objective to provide a realistic job preview. The 
paperless assessment centre was fully technology-enabled, immersive and deliberately 
small and personal. The assessments were true job simulations, with defamiliarisation 
elements designed to test the most critical but hard to assess facets of potential. Candidates 
received a personalised coaching call before attendance. And, on the day, they met and 
engaged with people from the teams they would be joining. 

Outcome 
All KPIs for success were well above the targets set. PwC had created an engaging student 
selection process within their recruitment technology ecosystem which positively impacted 



 

 

CASE STUDY 

their time-to-hire and delivered cost savings. Additional benefits were seen as well, as 
described below. 

Process Efficiencies 
PwC’s student recruitment process steps were streamlined and reduced from five to four. 
Process design and automation resulted in savings of over 5,000 hours of chargeable staff 
time.  

At the same time, PwC increased the objectivity of their recruitment process, ensuring that 
all candidates were consistently and robustly assessed against the PwC Professional 
competency framework.  

Time-to-hire reduced to under six weeks, just 25 days in some instances, compared to 7.5 in 
the previous year with the former process. This compares especially favourably with the 
market average of 12 weeks (source: Institute of Student Employers). 

Engaging Candidate Experience  
Advocates for Realistic Job Previews (RJPs) propose, ‘the best way to tell if someone can 
do the job is to get them to do the job.’ PwC took advantage of this opportunity by using 
RJPs to underpin their selection process (Dugoni & Ilgen, 1981). They believed their new 
process delivered a highly personalised, highly tailored, insightful experience. 

Additionally, by applying automation and remote working solutions; PwC’s selection process 
replicated their working environment. “This is absolutely critical to give an authentic view of 
what it's really like as a place to work.” - Laura Hinton, Chief People Officer, PwC. 

Results from the Candidate feedback to date show 92% of applicants ‘agreed,’ or ‘strongly 
agreed,’ that the recruitment experience had enhanced their view of PwC as a firm they 
would like to work for. 

Workforce of the Future 
The World Economic Forum has recognised the importance of softer skills and emotional 
intelligence in the future of work. PwC’s new process enabled them flexibility in how they 
assessed Candidates, whilst also looking at new traits which had been identified as 
desirable for the future. This would pay-off once candidates entered the organisation, and in 
time became members of PwC’s future workforce. These traits had not necessarily been 
present in the organisation in the past and had not been assessed.  

Future-focused assessment could not rely on assessment of past experience. To address 
the forecast demands on the ‘Workforce of the Future’, PwC focused on behaviours, skills 
and potential that would be required in the ‘Workforce of the Future’. 

Market Differentiation 
Recruitment processes and practices had been disrupted by new technologies. PwC took 
advantage of this and completely transformed their approach. They integrated emerging 
recruitment technologies such as artificial intelligence, machine learning and automation, to 
deliver data-driven insights and predictions. By working with leading industry suppliers; 
Amberjack, Arctic Shores, HireVue and Cirrus, they developed a trend-setting selection 
process for student recruitment.  

Digital Natives  
PwC had been increasingly targeting school-leavers in their student recruitment campaigns, 
so their processes needed to appeal to that demographic. Meeting school-leaver 
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expectations meant the Candidate Experience needed to emulate the ‘modern consumer 
experiences’ they were accustomed to. 

With the new solution, PwC’s assessments were Candidate-Owned and seamless across 
multiple devices, meaning Candidates could select when and how to access each stage.  

Candidate feedback indicated they had been successful in this ambition, for example: “I 
thoroughly enjoyed the online application process - unlike any other application I’ve done. A 
lot of fun whilst also testing me and informing me about the company.” 
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