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Talent Pool Checklist
Setup, consent, retention, import, upkeep and metrics, with references to the GDPR
A talent pool is your most valuable stock of contacts and also the place where most data protection mistakes happen for lack of time. This checklist takes you through the setup in six sections: purpose and responsibility, consent and legal basis, retention and deletion, import, upkeep and the rights of data subjects. Metrics and common mistakes follow.
In our conversations with recruitment agencies and recruiting teams we keep seeing two patterns: the pool is an Excel sheet plus a folder of CVs, and the biggest worry is that it turns into dead data. Data protection is usually a point to check, not a blocker, once hosting, retention, deletion and consent are answered concretely. This list is built for exactly that.
How to use the checklist
•  Prio A: settle before you start. Prio B: do within the first 30 days. Prio C: ongoing, on a fixed rhythm.
•  Tick each item you have done and note the date and owner in the note field.
•  Replace placeholders in curly braces, for example {Company}, with your own details.
•  The checklist is not legal advice. When in doubt, your data protection officer decides.

	The pool is not an archive of all applicants
A running application process and a talent pool serve different purposes. The application file must not silently turn into the pool after a rejection. The pool needs its own legal basis, for applicants usually voluntary, documented consent, and its own retention period.



A. Purpose, scope and responsibility (before you start)
	
	Task
	Note and basis
	Prio

	☐
	Write the purpose in one sentence, for example: “We approach people about suitable roles at {Company}.”
	Purpose limitation, Art. 5(1)(b) GDPR. Anything outside that purpose stays out of the pool.
	A

	☐
	Name the controller and a contact person, set access by role
	Art. 24 and 32 GDPR. Who may read, who may edit, who may export?
	A

	☐
	Separate groups in the pool: (1) rejected applicants who consented, (2) people you found yourself, (3) referrals and network contacts
	Each group has its own legal basis, retention period and a label in the system.
	A

	☐
	Define the data fields: only what you need to approach the person
	Data minimisation, Art. 5(1)(c). No special categories (health, religion, union membership, ethnicity), Art. 9. No personality ratings.
	A

	☐
	Add the processing to your record of processing activities
	Art. 30 GDPR.
	A

	☐
	Sign a data processing agreement with the tool vendor and record where the data is hosted
	Art. 28 GDPR. Ask the vendor: where is the data, who has access, how is it deleted?
	A

	☐
	Check whether a data protection impact assessment is needed, especially for large pools or AI-supported assessment
	Art. 35 GDPR. Clarify with your data protection officer and record the result.
	B

	☐
	Involve the data protection officer early
	Art. 38 and 39 GDPR. Asking early means less rebuilding later.
	A



B. Consent and legal basis
	
	Task
	Note and basis
	Prio

	☐
	Rejected applicants: ask for separate, voluntary consent for the pool, not tied to the application and not pre-ticked
	Art. 6(1)(a), Art. 7 GDPR; in Germany also Section 26(2) BDSG (voluntariness). Declining must not disadvantage the applicant.
	A

	☐
	Check the consent text: purpose, data categories, retention, contact channels, how to withdraw
	Art. 7 and 13 GDPR. Text block in the download “Candidate Outreach Templates for Active Sourcing”.
	A

	☐
	Store proof: time, text version, channel, ideally a confirmation link (double opt-in)
	Burden of proof, Art. 7(1) and Art. 5(2) GDPR. A tick in the system without a date is not enough.
	A

	☐
	People you found yourself: assess legitimate interest and write the balancing test down
	Art. 6(1)(f) GDPR. Public professional sources only, nothing private.
	A

	☐
	Send the Art. 14 notice at first contact, naming the source of the data
	At the latest at first contact and in principle within one month, Art. 14(3) GDPR.
	A

	☐
	Make withdrawal as easy as consent (link in every message or reply by email)
	Art. 7(3) GDPR.
	A

	☐
	Set up a suppression list: anyone who objects or says no is not added again
	Art. 21 GDPR. Keep only the bare minimum on the list so nobody is recorded again.
	B

	☐
	Do not add minors or special cases without a separate check
	Extra care, possibly guardian consent. When in doubt, leave them out.
	B





C. Retention and deletion
	
	Task
	Note and basis
	Prio

	☐
	Set a retention period per group and give the reason (see table below)
	Storage limitation, Art. 5(1)(e) GDPR. The GDPR names no fixed period.
	A

	☐
	Separate application file and pool: the file after a rejection has a different purpose from the pool
	In Germany about six months is a common benchmark for the file (background: Section 15(4) AGG, Section 61b ArbGG). It is not a GDPR rule.
	A

	☐
	Keep a mandatory “Delete on” field in every record
	Without a deletion date, dead data piles up. Fill the field when the record is created.
	A

	☐
	Ask before expiry (“Would you like to stay in the pool?”) instead of extending silently
	Extend only with fresh confirmation.
	B

	☐
	Delete completely: record, attachments, notes, emails, local exports and Excel copies
	Art. 17 GDPR. Cover backups in your deletion concept (rotation).
	A

	☐
	Keep a deletion log without content: date, internal ID, reason only
	Accountability, Art. 5(2) GDPR.
	B

	☐
	Handle deletion requests and access requests within one month
	Art. 12(3) GDPR. Clarify owner and template beforehand.
	A



Retention: rules of thumb
	Group
	Legal basis (orientation)
	Period (orientation)
	Ends on

	Application file after rejection
	Carrying out the application process (Section 26 BDSG in Germany, Art. 6 GDPR)
	In Germany often about 6 months
	Deadline passes; delete or move to the pool with consent

	Pool with consent
	Consent, Art. 6(1)(a)
	Often 12 to 24 months, then extension only with fresh confirmation
	Expiry, withdrawal or deletion request

	Person you found yourself
	Legitimate interest, Art. 6(1)(f)
	Until the search is closed; then delete or obtain consent
	Role filled, objection, no

	Person said no
	Obligations under Art. 21
	Suppression note with minimal data only
	Never approach again



Practice-based rules of thumb, not statutory deadlines. The GDPR names no number (Art. 5(1)(e)). Set your values with your data protection officer and keep the reasoning in writing.
D. Import from Excel, folders and network exports
	
	Task
	Note and basis
	Prio

	☐
	Survey what you have: where is the data (Excel, folders with CVs, mailbox, network export, old tool) and how many records?
	No clean import without an overview. Result: a list of all sources.
	A

	☐
	Check the age of the old data: anything older than your retention period is not imported but deleted
	Art. 5(1)(e) GDPR.
	A

	☐
	Label source and legal basis per record (consent, legitimate interest, application)
	Without these columns nobody can later explain why the person is in the pool.
	A

	☐
	Map columns: name, email, phone, role, location, skills, source, legal basis, last contact, delete on
	Fill missing mandatory fields before the import or do not import the record.
	A

	☐
	Clean duplicates (email, profile link, name plus company)
	Duplicates lead to double outreach and deletion gaps.
	B

	☐
	Trial import of about 50 records: check umlauts (UTF-8), column mapping and date formats
	Import the full set only after the sample looks right.
	B

	☐
	Import CVs from folders only when person and legal basis are clear
	Delete anonymous files that cannot be matched.
	B

	☐
	Old contacts without a documented legal basis: inform first (Art. 14) and ask for consent, then approach
	Do not just load them into a campaign.
	A

	☐
	After the import, delete or lock the Excel files, folders and copies
	Do not keep a second source of truth: deletion deadlines would apply only in the tool, not in the folder.
	A





E. Upkeep without dead data
	
	Task
	Note and basis
	Prio

	☐
	Store “last checked” and “last contact” in every record
	Both fields drive reactivation and deletion.
	A

	☐
	Set a reactivation rhythm: every {6 or 12} months a short check whether the details are right and the person wants to stay
	A reply extends the record, no reply leads to deletion after the deadline.
	B

	☐
	Flag undeliverable emails and delete after the second bounce
	Bounces are dead data with a warning label.
	B

	☐
	Update profiles only from permitted sources, and tell the person
	Art. 14 GDPR. No covert tracking of private activity.
	B

	☐
	Give every record an owner on the team
	Without an owner nothing gets maintained.
	B

	☐
	Quarterly review: work through “expires in 30 days” and “no contact for over 12 months”
	A calendar slot, not “when we get round to it”.
	C

	☐
	Keep tags small: role, level, location, status. No free-text ratings of the person
	Fewer fields, fewer errors, less exposure in an access request.
	B

	☐
	Write notes as if you could show them to the person
	In an access request under Art. 15 GDPR the person can see their notes. Factual, no speculation.
	C

	☐
	Keep contact status in one place so nobody on the team writes to the same person twice
	Especially for agencies and teams with several recruiters.
	B

	☐
	Withdraw access immediately when someone leaves or changes role
	Art. 32 GDPR.
	B



F. Rights of data subjects
	
	Task
	Note and basis
	Prio

	☐
	Describe the process for access, rectification, erasure, restriction, portability and objection
	Art. 15 to 18, 20 and 21 GDPR. Who handles it, in what time, with which template?
	A

	☐
	Verify identity before releasing data
	Protection against misuse, Art. 12(6) GDPR.
	B

	☐
	Log requests with date received and reply
	Deadline: one month, Art. 12(3) GDPR.
	B





Metrics: is the pool healthy?
	Metric
	How to calculate it
	Direction

	Active pool size
	Records with a valid legal basis and contact in the last 12 months
	Grows over time

	Documented legal basis
	Records with legal basis and source divided by all records
	Target: 100%

	Age without contact
	Share of records with no contact for more than 12 months
	Falls

	Reactivation reply rate
	Replies divided by check-in messages sent
	Rises or holds

	Deletion on time
	Deleted by the deadline divided by due
	Target: 100%

	Undeliverable addresses
	Bounces divided by messages sent
	Falls

	Hires from the pool
	Hires that came from the pool divided by all hires
	Rises

	Time to first fitting candidate from the pool
	Hours or days from role approval to the first pool suggestion
	Falls

	Handling time for data subject requests
	Days from receipt to reply
	One month at most



Every metric starts at your own baseline. Write down today's values and re-measure quarterly. We deliberately give no target values that may not fit your industry.
Common mistakes and what helps instead
	Mistake
	Consequence
	Better

	Every rejected applicant is moved into the pool automatically
	No valid consent, exposure in access requests and complaints
	Separate, voluntary consent after the rejection

	Excel files circulate in several versions by email
	Uncontrolled copies, deletion impossible
	One system, access by role, delete the copies

	No deletion date in the record
	Dead data
	Mandatory “Delete on” field

	Free-text notes with ratings of the person
	Access-request exposure, discrimination risk
	Factual notes, fixed tags

	Consent without proof
	Cannot be demonstrated (Art. 7(1))
	Store time, text version and channel

	Loading the old list into a campaign unchecked
	Outreach without legal basis or notice
	Art. 14 notice first, then outreach



Sources (primary sources, as of 5 November 2026)
•  General Data Protection Regulation (EU) 2016/679: https://eur-lex.europa.eu/eli/reg/2016/679/oj (Art. 5, 6, 7, 12 to 21, 28, 30, 32, 35)
•  Federal Data Protection Act (Germany), Section 26 data processing in the employment context: https://www.gesetze-im-internet.de/bdsg_2018/__26.html
•  General Equal Treatment Act (Germany), Section 15 compensation and damages: https://www.gesetze-im-internet.de/agg/__15.html
•  Labour Courts Act (Germany), Section 61b claims for discrimination: https://www.gesetze-im-internet.de/arbgg/__61b.html
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