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C A L C U L AT I N G  C O S T  P E R  H I R E  ( C P H ) 
F O R  E A R LY  C A R E E R  P R O F E S S I O N A L S
How much it costs companies to hire someone seems like the kind of thing that an HR 
department should know. It would allow firms to identify which parts of the recruiting process 
generate the most expenses, and help identify problem areas to focus on. It would also allow 
companies to benchmark themselves against their peers and determine whether they were 
spending more (or less) on average to hire someone, and thus indicate how efficient and effective 
their recruiting function actually was. 

Unfortunately, measuring and calculating cost per hire (CPH) is difficult. This is because there 
are a variety of costs that must be taken into account which typically aren’t tracked through 
standard hiring systems like an applicant tracking system or job board. Further, there is no official 
standard about what specific costs should be included in the CPH calculation, and thus, even 
for companies that want to measure this metric, they likely use vastly different cost inputs. 
(In other words, two companies may actually have the same CPH, but since they use different 
methodologies to measure, the calculated CPH for each company may be different). Last, average 
CPH varies based on the role being hired for, meaning that to be truly meaningful, CPH should be 
calculated at a certain level of granularity and similarity in job function (i.e. the CPH for senior 
executives with decades of experience is going to be dramatically different than the CPH for entry 
level sales persons). 

In this paper, we propose a set of common costs that should be included in calculating cost per 
hire for early career professionals and describe how to collect and calculate each of these costs. 
Separately, we’ve put together a spreadsheet that companies can use to calculate their cost per 
hire. We hope this framework and tool help you benchmark your CPH and make better decisions 
to improve your recruiting process. 

We have tailored the calculator and examples in this paper for early career/entry level 
hiring. That said, the calculator can be used for any role by merely changing the title 

for the inputs.

N O T E :

http://captivate.wayup.com/CPH-Calculator-TTL_Download-Now.html
http://captivate.wayup.com/CPH-Calculator-TTL_Download-Now.html
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The ‘formula’ for cost per hire is Total Hiring Costs / Total Number of Hires over a given period. The 
challenge for most organizations is figuring out what is included in “Total Hiring Costs.” Direct costs, 
such as the money spent on job boards, recruitment marketing, or an assessment technology vendor are 
relatively straightforward to measure. Some costs, such as the time a hiring manager spends interviewing 
candidates, office space or other overhead costs allocated to recruiting, events, and other indirect costs, 
are more difficult to measure. Though these indirect costs may be hard to measure, they represent a 
significant proportion of total hiring costs, and thus should be included in any cost per hire calculation. 
We’ve done our best in the CPH calculator to make it easy (or at least straightforward) to account for 

such costs.

What Is Cost Per Hire?

Most expenses don’t occur in neat, one year time periods. Thus, to calculate costs correctly, you will likely 
have to calculate an expense whose timing does not align with the period you are measuring, and adjust 
the costs accordingly. In accounting, this concept is known as accrual accounting; that is, accounting for 
expenses as they are incurred rather than when they are paid. 

A Note on Time and Allocations:

Further, many costs are shared by different groups, and thus costs must sometimes be allocated 
based on utilization. For example, say an organization’s HR function shares an office with the Corporate 
Development function. Which of these two teams should shoulder the cost of renting the office? The 
costs must be shared and ‘allocated’ in some fashion, typically based on utilization. For example, if the 
Corp Dev team is 2X the size of the recruiting team, their proportion of the rent expense would likely be 
2X the recruiting team’s. For many of the cost categories we outline in this paper, some level of allocation 
is necessary, particularly when measuring for a specific job category, such as early career hires. Figuring 
how much of an expense to allocate requires some management discretion and critical thinking. While your 
allocation will likely never be perfect, it is a significant improvement over not doing any allocation at all, 
and one should take care to make as good an estimate as possible where estimations are required.

Below we outline the main components of cost per hire, specifically as they relate to early career hiring. 

To illustrate, say an organization has a three year contract for its campus specific-
CRM, which is priced at $50,000 per year. If you are calculating cost per hire for a six 
month period, you will need to calculate the amount of that $50,000 attributable to 
the time period being measured (in this case, 6 months). An easy way to calculate 
this is to divide the total cost by the number of months the expense is incurred over 
to get an average monthly expense (in the example above, this would be $150,000 
total cost / 36 months = $4,166 per month ) and then multiply that by the number of 
months in the time period you are measuring (for the example above, that would be 

$4,166 * 6 months = $25,000 expense associated with this period of time). 
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C O M P O N E N T S  O F  C O S T  P E R  H I R E

The components for cost per hire include:

Hiring Event Expenses

Recruiting Team Salaries

Recruiting Technology and Recruitment Marketing Expenses

Indirect Hiring Manager Costs

Overhead/Facilities Expense

On the following pages, we provide examples of what expenses to include for each of these          
categories and how to calculate them.
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For many companies, on-campus college recruiting, career fairs, diversity events, and hackathons are 
important sourcing channels for early career hiring. The direct costs to include for these events are travel 
expenses (flight/transportation, hotel, food/drink reimbursement or per diems) and any money paid to 
sponsor an event or be an exhibitor. 

To calculate specifically for early career hires, you may have to allocate expenses for certain events. For 
example, if your firm sponsors a diversity event and some of the hires resulting from the event are early 
career and some are for more senior roles, you would have to determine what proportion of that expense 
should be attributable to the early career hires. There is some discretion in how this could be done; we 
think a straightforward way to do this would be to divide the number of early career hires by the total 

number of hires for that event and use that percentage to allocate costs. 

Hiring Events:

To illustrate, if a diversity event netted 35 early career hires and 15 senior role/
professional hires and the total cost of the event was $20,000, the early-career hire 
allocation would be 70% (35 / 50) and the total cost attributable for early career 
would be $14,000 (70% * $20,000). In the CPH calculator, you will simply input the 
total expenses and then input the allocation for early career hiring as a percent. 

Your recruiting team’s salaries are a significant component of cost per hire. To calculate this for early-
career hires, include the total salary of anyone whose role is primarily related to early-career hiring, and 
then do an allocation to account for individuals who may have some responsibility for early-career hiring 
but don’t spend all of their time in that area. For example, for a team that has two early career sourcers, 
a recruiter that spends about 80% of her time on early career hiring, and a manager who oversees a team 
of eight (including those focused on early-career),  you would include all of sourcer’s salaries, 80% of 
the recruiter’s salary, and some proportion of the manager’s salary based on how much time they spend 
managing that particular team or the number of people they manage focused on early career hiring (which 
would work out to 37.5% in the example described above). 

One additional note on salaries expense, you have to account for non-salary statutory expenses and 
benefits paid by your company, such as insurance and 401k contribution matches or profit sharing. While 
employees often don’t think about these expenses, they comprise a considerable proportion of the total 
cost to employ workers. In the CPH calculator, we have used 15% as our estimate of these costs (i.e. if 
an employee is making $100,000 in income per year, non cash statutory expenses and benefits would 
$15,000). You may wish to do some analysis of the average benefits cost for your firm and update this 

figure in the associated tool.

Recruiting Team Salaries:
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Technology expenses include the cost of your applicant tracking system (ATS), candidate relationship 
management system (CRM), job board advertising or recruiter licenses, recruitment marketing costs, 
and any other talent acquisition technology expenses for tools you utilize in your recruiting process (e.g. 
assessments, social search, matching systems, chatbots, etc.). Since tools may utilized across different 
labor categories, you will likely need to allocate the proportion used for early career hiring. 

For productivity/collaboration tools (e.g. Slack, Microsoft Teams, corporate email, Calendly, etc.), only 
include the expense if there’s direct, and additional, cost associated with their use on the recruiting team. 

One additional layer of analysis you may consider performing for vendors that offer a free and paid product 
is performance by tier. That is, a product may have a high performing free product and low performing paid 
product (or little additional value add), or vice versa. 

Technology & Recruitment Marketing Expenses:

Hiring manager costs are the expenses associated with having a hiring manager interview candidates, 
write job descriptions, review resumes, and do other recruiting work. Because of the variance in time 
spent on recruiting by hiring managers and the fact that not all managers make the same amount of 
money, these costs are among the most difficult to capture accurately. That said, hiring manager costs 
are an important component of total CPH and thus accounting for these costs is crucial. 

The approach we have taken to measuring hiring manager costs in our CPH calculator is to estimate an 
average hiring manager hourly pay rate (the calculator is pre-populated with the average hourly rate for 
managers across the US, increased by 15% to account for non-cash employee benefits expenses and 
statutory costs), estimate the average number of hours spent on recruiting activities per hire, and then 

multiply these figures by the total number of hires to come up with a total cost. 

Hiring Manager Costs:

For example, if 1.) you discover that hiring managers spend an average of four hours 
on recruiting activities, 2.) the all-in average manager hourly pay rate at your company 
is $30 an hour, and 3.) the total number of early career hires is 1,000, then your total 
hiring manager costs would be $120,000 (30 * 4 * 1,000).  

Note, you will never get the “exact” amount of hiring manager costs because of the variances discussed 
above, but you should do your best to get as accurate a measure as possible. To come up with an estimate 
of how much time is spent on recruiting activities by hiring managers, you could ask a sample of hiring 
managers to make an estimate of how much time they spend, or better yet actually have them track 
the time they spend on recruiting activities over a certain period of time. These assumptions should be 
periodically updated, at a minimum at least once a year or if major structural changes happen in the 
recruiting process, for example when introducing a new technology or interview/screening process. 
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Overhead/facilities expense includes rent on buildings, utilities, and other facilities expenses. Some 
organizations will know exactly what their facilities expenses are, or already account for them by 
department. In the case where this information is not known, we propose accounting for facilities cost in 
the following manner. First, calculate a ‘per desk cost’ for the office building that houses your recruiting 
function by dividing total facilities expense by the number of “desks” or headcount. Then, multiply this 
per-desk-cost by the number of internal staff working on early hires. In the case where this information 
is not available, we have used $650/month as an average “per desk cost” (based on average cost of 
coworking spaces in the US).

Overhead/Facilities Cost:

For example, if there are two sourcers and one recruiter that work on early career hires, 
and also a manager that spends 30% of her time managing the early career team, the 
facilities cost for early career hiring could be estimated as 3.3 * 650 (or whatever the 
average desk cost was for your organization) * number of months being measured. 

We note that this expense category is slightly more advanced, and many practitioners may not include this 
expense in their cost per hire calculations. If you are feeling intimidated in trying to calculate this cost, we 
think you could safely skip it.  

Performing this analysis will take some work, but can yield significant insights. Further, it can be used to 
benchmark technology or process performance. For example, you might discover that by implementing 
a new sourcing tool you were able to increase hires without increasing headcount, thus lowering your 
cost per hire. Or you may find that an expensive tool actually increased your cost per hire, suggesting 
insufficient ROI. The important thing is to do the analysis, and let the data be a guide for more strategic 
thinking. We think the framework we’ve outlined for calculating CPH and the associated tool will make 
this process easier, and we hope it helps elevate the power of your recruiting function. 

On the pages that follow, we provide an overview and case study from WayUp, a sourcing tool used to 
hire early career professionals.

Putting it Together:
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WayUp is a leading early career hiring tool. It has tapped 
into a market where there are way more applications 
to posted jobs than most companies can handle, and 
the company has developed a way to curate pools of 
candidates for specific companies. The tool includes 
self identifying filters to provide customers with a way 
to ensure they are including diverse candidates in their   
hiring process. 

WayUp is designed to screen as many candidates as 
possible before passing them to employers. In that way, 
the hiring process is streamlined and indirect costs 
associated with hiring (wasted hiring manager time, 
blackholed candidates etc.) are reduced, and it operates 
more like a tech-enabled RPO than a traditional job board. 

Company Overview: WayUp
C O M P A N Y  S N A P S H O T

Year Founded: 2014

HQ: NYC 

Regions Served: US 

Employees: 75+

# Candidates on the Platform: 

5.25 million+

Client Examples: Johnson & 

Johnson, KPMG, Nasdaq, Apex, 

Dow Jones

Client Industry Specialties:  

Finance, Engineering, Technology, 

Pharma, Aeronautics and Aviation

As noted, WayUp goes beyond just being an early career job board, they actually screen and conduct 
interviews on behalf of their clients. Companies that have a large number of applicants coupled with a 
small TA team focused on early career professionals can leverage WayUp’s Source, Screen and Coach to 
connect with the appropriate talent, screen them based on pre-set criteria and ultimately qualify the right 
candidates for the role with the final hiring decision remaining with the Hiring Managers.

https://www.wayup.com/
https://www.wayup.com/
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They were inundated with thousands of resumes from 
unqualified candidates and spent 1,000+ hours per quarter 
reviewing resumes. Further, the company wanted to position 
themselves as a tech company to STEM candidates.

Implemented WayUp’s Source, Screen, & Coach product, 
which screens applicants within 24 hours and only moves 
forward qualified applicants, and created a campaign on 
WayUp to highlight Nasdaq’s technology opportunities.

Description of Client Problem/Old State:

Proposed Solution:

Nasdaq

FinTech

Client Company:

Client Company Industry:

Case Study

Significantly reduced time spent screening resumes, and 
were able to avoid adding recruiter headcount to process 
the volume of applications they received. Expanded their 
digital reach across universities without having to have 
a physical presence on campus via a branded campaign 
through the platform, saving travel costs and freeing up 
time for other activities. 

Results:

https://www.nasdaq.com/
https://www.nasdaq.com/

