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Executdve gummary

This report analyzes 6.2 million email sequences and 15.5 million messages sent through Gem in 2025, 

providing data-driven benchmarks and best practices for recruiting outreach.

Key findings

Sequence length: 4 is the magic number

The optimal sequence length is 3-4 emails, with diminishing returns beyond that.

Wednesday afternoons win for open rates
.

Wtdeted yt at3toat(a edhd attt a ttahat)tyhttdetagttghigteat otet  atet at65.8%.tTgtt9t a-4toat

window is consistently strong.

Personalize subject lines with tokens:

3-5tw  dteubjtaatthetetwhagta ao eyt tf eate att tahattta oteet aghtettagttghigteat otet  att at

71.7%, 10.4% higher than no tokens.

Follow-upg move the ieenle
.

Sequences that reach stage 3 see open rates climb to 74.9%, reply rates more than double to 16.3%, 

and interested rates hit 9.2% — up from 5.6%.

Tailor email length to company size.

Short emails work best for large, well-known enterprises (51-100 words, 23.7% reply rate), but SMBs 

attnyp ait ymteeriteya ymrxhmhzty tee aety rates

Send outreach on behalf of hiring managers:

Stqutaiteyagrayhaa  nuitySOBOyraySarity2y  yprat yettyehiahfiraaplyghigt y etayrany teply rates
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Part 1:

How many emails to send 

and when to send them
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Youi fiet eeai   oee t e  eaav  iitinng.

Make it count.

Across all 6.2 million sequences analyzed in 2025, we 

observed the following overall engagement rates:

Each metric represents a step in the engagement 

funnel: open rate (did the candidate open the 

email?), reply rate (did the candidate reply?), and 

interested rate (of those who replied, how many 

e$pressed genuine interest?)µ

Note: The interest rate is calculated as the 

percentage of sequences that received a reply 

marked "interested" by the recruiter out of the total 

sequences sent.

Overall benchmarks:

Metric 2025 202j Change

Open rate 75.3% 76.6% -1.3%

Reply rate 16.9% 22.6% -5.J%

Interested rate 9.4% 12.1% -2.J%

Cumulative engagement by stage in 2025:

Metric Stage 1 Stage 2 Stage 3

Open rate 64.3% 72.6% 74.9%

Reply rate 8.8% 13.7% 16.3%

Interested rate 5.6% 8.0% 9.2%
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Send emails on Wednesday at 3 pm for 

the best shot at an open.

Timing matters. We analyzed when candidates are most 

likely to open emails by converting all send times to the 

candidate's local timezone. The results show clear patterns.

Best daa and hourb

Best day: Wednerdayt(avg.t63.1%thpentuase)tvr.t62.1%taveuage

Best �our: 3tpmtlhcaltsimet(avg.t65%thpentuase)

80%

74.9%

72.6%

64.3%

60%

40%

20%

Interested rate

16.3%

Sta�e ¦

9.2%

13.7%

8.0%

Sta�e �

Reply rate

8.8%

5.6%

Sta�e �

Open rate

Strong window: 9tam-4tpmtchnrirsenslytpeufhumrtwellt(65.7-65.8%)

Quick opens: 54%thfthpenrt appentwis ints etfurst hou

0%

Schedule your frst eiawl for Wednesday at   pi wn the 

candwdate's local twiezone. If Wednesday doesn't work, 

Tuesday and Thursday are nearly as efectwAe.  Aowd 

weekends unless targetwng specwfc roles that show 

weekend engageient patterns.

Perswstence pays of   open, reply, and wnterested rates all clwim wwth 

each follow-up, so don't let your sequence stop at stage 1.
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Think of these as your performance guardrails. The 

"best" thresholds (68.5% for tech, 69% for non-tech) 

represent the open rates you should target when 

timing your outreach. The "worst" thresholds (61.7% 

for tech, 59.2% for non-tech) are your red fags.  f 

you're consistently hitting these numbers, your 

timing is o?. We calculated these by looking at the 

top and bottom 10-day-hour combinations with 

enough volume to be statistically meaningful, so 

you're seeing real patterns.

Send tech outreach mid-week during business hours (Tuesday-

Wednesday, 9 am-4 pm). Target non-tech candidates on Friday 

afternoon or Sunday morning when they have time to browse.

Tech roles include engineering, data science, product management, 

and design. Everything else falls under non-tech.

Late-night emails (10pm-midnight) get buried by morning inbox 

overload. Early weekday mornings (6-7 am) catch candidates before 

they're ready to engage with outreach.
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Tech roles¶

Best and worst send times

Average 

open rates

Mon TuM Wed ThT Fri SaZ Sun

9am

12pm

1pm

2pm

3pm

7am

11pm

9am

19am

1pm

2pm

3pm

11pm

9am

19am

12pm

1pm

2pm

3pm

4pm

19pm

11pm

9am

1pm

4pm

19pm

9am

2pm

6pm

7pm

8pm

9pm

19pm

11pm

9am


-


-


-

Best send times

69%+

Worst send times <62%
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Non-tech roles:

Best and worst send times

Average 

open rates

Mon TuT Wed ThZ Fri Saa Sun

9am

2pm

3pm

4pm

-

9am

11am

1pm

2pm

3pm

-

9am

1Dam

11am

12pm

3pm

4pm

5pm

7am

9am

4pm

6am

11pm

2pm

6pm

7pm

8pm

9pm

1Dpm


-

4pm

6pm

11am


-

Best send times

69%+

Worst send times <59%
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Email spacing:

Email 1 → 2: Wait 4 days (median)

Space follow-ups 4–5 days apart. 

Don't wait too long to follow up.

Successful sequences in 2025 are moving faster than 

ever — the median gap between emails dropped 

from 6 days to just 4–5, suggesting candidates 

respond better to timely, consistent outreach.

Email 2 → 4: Wait F days (median)

Note: These are medians from successful sequences. 

The trend is toward faster follow-ups compared to 

2024 (previously 6 days for both intervals).

2026
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Part 2:

What to say in 

your subject lines
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Personalize subject lines with 

name, company, and title to 

boost open rates

Subject lines are tour irst impression. 

Our analtsis of millions of subject lines 

reveals what works and what doesn't.

Key insight: Using all three tokens 

together (compant   irsttname   title} 

delivers a 10.4 percentage point lift 

over no personalization. This is one of 

the highest impact optimizations tou 

can make.

Subject lines S��� The email itself Using data to optimize How Gem can help

t

Using tokens in subject lines

Personalization tokens (like  compante}  irsttnamee}  titlee} signiicantlt 

improve open rates. The best combination uses all three tokens together.

69.3%

71.5%

71.4%

71.4%

+10.4%

+10.3%

+9.7%

+�.�%

Ltft

coapnny   fisttnnae   tttte

coapnny    tttte

coapnny    fisttnnae

coapnny onty

No tokens

55% 60%

61.1%

75%

Baseline

65% 70%
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Keeping subject lines short

Shorter is better. The optimal subject 

line length is just 2 words, achieving 

a 71.7% open rate.

Aim for 2-5 words in your subject 

line. ÄEamples: "{¥rst$name} � 

{company}", "Quick question, 

{¥rst$name}", "{company} {title} 

opportunity"

Subject lines Siji The email itself Using data to optimize How Gem can help

t

Open rate

Best

3 words

68.1%

4-5 words 6Þ.1% Strong

6ä.6% Good

2 words

6+ words

6�.1%ç6ä.æ% Poor

55% 60% 65% 70% 75%
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Best performing subject lines: 

Real examples

Personalization matters, but not all 

personalization works equally. These 

examples show how the top-performing 

token combinations translate into actual 

subject lines you can use.

On this page you see the top-performing 

subject lines from :em customers in the last 

year. Some of the noteworthy trends include

appealing to the candidate’s career growth, 

asking questions, and highlighting specifc 

aspects of the opportunity Eor simply using 

the word $opportunity� also seems to work 

well!). Winning subject lines fnd the right 

balance between including relevant details 

while keeping the messaging concise½

Our customers� bestîperforming subject lines æåç�ä open ratesã

Appeal to the candidate’s values:

Career growth

Business impact opportunity

Business trajectory

AsB Tuestions:

{company} - Your application: 

Can you chat;

Highlight the opportunity

{company} - wn exciting new {title} opportunity for youk

{company} {title} role

{frst^name}, grow your {title} career at {company}k

{frst^name}, ¶0x growth needs a ¶0x {title}

head of growth @ {company}

{frst^name}, own the pipeline at {company}

{title} opportunity at {company}

2026 Page ¶«
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General approaches to 

winning subject line strategies

When it comes to crafting your subject 

line, there are a few tips and tricks you 

might want to experiment with. Many 

of these suggestions, like appealing to 

curiosity and mentioning mutual 

connections, are proven copywriting 

tactics that are based on principles of 

human psychology.

Subject lines SOBO The email itselM Usin- data to optimize How Gem can help

t

Best practice

Appeal to the candidate’s values

Why it works

Today’s candidates crave 

connection and purpose

Example

“Elevating talent acquisition together”

Be verb-forward

You’re helping candidates visualize 

what success will look like in the role

“Play a pivotal I impactful role as our 

machine learning expert”

Ask questions

You’re placing recipients in an instant 

dialogue with your email

“Want to join the next unicornN”

Mention mutual connections

Having a common connection 

minimizes risk

“�name~ recommended I reach out to you”

Indulge in a little lfattery

Compliments leave the candidate 

wanting more

“Come be �company’s~ expert marketer”

2026 Page 14
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Part 3:

How to leverage your 

team with SOBO
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Use SOBO in follow-ups to boost open 

and reply rates.

SOBO allows you to send emails from another person's 

email address (typically a manager or senior team 

member). Our analysis reveals important insights 

about when and how to use this feature.

Nearly 1 in 5 outreach sequences sent through Gem 

include a message sent on behalf of someone else. Our 

data shows that 19.2% of sequences use send-on-

behalf-of (SOBO) — typically a hiring manager or 

e�ecutive — and the results spea� for themselves.

Sequences that include SOBO outperform those that 

don't across both open and reply ratesf yet over �0% of 

sequences still don't use SOBO at all — representing a 

signipcant untapped opportunity for recruiters loo�ing 

to improve outreach performance.

No SOBO

80.8%

Overall sequences sent: SOBO vs No-SOBO

SOBO

19.2%
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Use SOBO after stage 1

When candidates don't respond to early 

outreach, switching to Send-on-Behalf-Of 

(SOBO) in follow-up stages consistently 

improves both open and reply rates — and 

the efect compounds the later you 

introduce it in a se�uence»

In 2025, recruiters who used SOBO after an 

unanswered stage saw relative open rate 

lifts of 7.5% to 10.4% across follow-up stages, 

and relative reply rate lifts of 23.6% to 61.3%. 

To be clear, these are relative lifts: a reply 

rate jumping from 6.04% to 9.74% represents 

a 61% relative improvement, but still a 

modest absolute gain.

Was there a 

response?

Using SHDH in 

follow-up stage

Initial stagØ

+7.5% open rate

+23.6% reply rate

Stage å

No

+10.4% open rate

+61.3% reply rate

Stage ë

No
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SOBO works best as a strategic re-engagement tool. 

If a candidate hasn't opened or replied, putting a 

hiring manager's name in the "from" feld can be the 

nudge that gets them to pay attention — and the 

data suggests that nudge gets more powerful the 

deeper into a seXuence you goD

Recommendations:

Introduce SOBO in later stages fora

maximum impact

Ensure SOBO messages are personalized to 

compensate for the authenticity gap

Track your team's SOBO performance separately 

to identify best practices

2026 Page 18
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Part 4:

The email itself - what 

to say and how to say it
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Match email length to 

company size — shorter for 

enterprise, longer for SMB.

The length of your email body 

matters, but the optimal length 

varies signifcantly by company siie. 

Well-known enterprise companies 

need less explanation — candidates 

already know the brand and just 

want the role details. Lesser-known 

or early-stage companies need to 

work harder to sell the opportunity 

and make a compelling case for why 

candidates should care.

Subject lines SO�O The email itself Using data to optimize How Gem can help
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Overall email body length performance

Aneo  yallynogpaeby izm ,y51-100ywoed ypmefoegy m nywinhyay9t2%yemplby

eanmtyHowmvme,ynhi yga k yigpoenaenydifmemenm y by megment

Reply rate by email body length:

11%

9.2%

9.×%

8.9%

8.6%

8.à%

8%

6%

6.1%

4%

2%

0%

51-100 101-150 151-200 201-250

Word count

251-ò00 401-450
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Body length by 

company size

The optimal email length varies dramatically by company size. 

Enterprise candidates respond best to emails under 150 words — reply 

rates drop sharply from 23.7% at 100 words to 2.8% at 500 — while 

MME recipients are more tolerant of length, with rates staying 

relatively stable between $�11% across all word counts. ior �M�, the 

longer the better, so focus on relevance over brevity.

2026

One size does NOT ft all. 

Tailor your email length 

to your company size.
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SM}: email body length vs reply rate MME: email body length vs reply rate
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10.4%

9.9%

9.4%

10%

8.6%

9.1%

6.2%

6.9%

6.µ%

7.4%

7.6%

9.3%

0%

50

100 150 200 250

Email body length (word count)

300 350

100

Email body length (word count)

150 200 250 300 350

Enterprise: email body length vs reply rate
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Part 5:

Using data to optimize 

your outreach strategy
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What to test:

Subjeca liie vaoiaaifik (afreik, leigaw, afie)

Email bfny leigaw  fo yfuo kpecifc kegmeiat

Sein aimek  fo ni°eoeia jfb oflet

Se�ueice leigaw (ª vk 4 vk ² emailk)

Email kpaciig iiaeovalt

S��� vk ifiPS���  fo kpecifc kceiaoifk

Tweke beicwmaork pofvine a kaaoaiig pfiia, bua 

awe beka aeamk cfiaiiufukly aeka ain fpaimize 

aweio fuaoeacw. ]eoe'k wf  af mare naaaPnoivei 

necikifik abfua yfuo oecouiaiig fuaoeacw.

Always be testing

Uke aweke beicwmaork ak yfuo bakeliie, bua nfi'a 

kafp aweoe. Twe mfka kuccekk ul aeamk oui 

cfiaiiufuk expeoimeiak af fin  waa  fork  fo 

aweio kpecifc aunieice.
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Outreach analytics checklist

Use this checklist to ensure you're tracking the right metrics and making data-driven improvements:

Track open, reply, and interested rates by sequence template Measure the impact of email body length on reply rates

Monitor performance by company size segment Track time-to-frst-open and time-to-reply

Analyze send time performance for your specifc audience Monitor sequence completion rates

Compare SOBO vs non-SOBO performance on your team Identify your top-performing templates and replicate them

Review subject line token usage and performance Set up monthly reviews to spot trends and opportunities

Remember: These benchmarks represent aggregate data across millions of messages. Your specifc results will vary 

based on your industry, roles, and approach. Use this data as a guide, but always validate with your own testing.
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2025 Key metrics at a glance

Overall performance

2025 vs 2024

Send times

2025 vs 2024

Open rate

75.3%

Reply rate

16.9%

Interested rate

9.4%

Best day

Wednesday

C H A N G E D

Best 3oIr

3pm

S H I F T E D

Email 1→ 2 spacing

4 days

F A S T E R

Email h → 4 spacing

5 days

F A S T E R

2024: 76.6%

Sequence performance

2024: 22.6% 2024: 12.1%

2025 vs 2024

S A l E

2024: TIesday

Subject line

2024: 8am 2024: 6 days 2024: 6 days

2025 vs 2024

Best lengt3

2é5 words

S H z R T E R

Best tokens

co + fn + title

S A l ES A l E

Token impact

+10.4%

+  0 . 2 %

3é4 emails

Optimal lengt3

2024: 4 emails 2024: h words

Body length

2024: co + fn + title 2024: +10.2%

2025 vs 2024

SOBO usage & impact 2025 vs 2024

Key takeaway
:

Reply and interest rates increase when SOBOs are used in follow-up 

stages. SOBO works best as a strategic re-engagement tool.

Usage rate

19.2%

Overall pest

51é100 words

S H z R T E R

Enterprise pest

51é100 words

S A l E

SMB pest

350 words

S H z R T E R

2024: 21.Ð% 2024: 101-150 words 2024: 51-100 words 2024: 401-450 words
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How Gem can help

Gee so ahe sipy  A-ipoa app-si-sie peepusasig dpaafspen Aa bpsigo asgeahep ysup  ATs  CRs osupesigs 

oeheiupsigs aii aiapyaseo — dpuo 800+ esppssi dpsipeo as osupee fpse — wsah  A buspa sias evepy wspkkswn 

By epsesiaasig ahe heaiaeheo sf juggpsig eupasdpe asspos Gee hepdo euoaseepo bssoa peepusaep dpsiueasvsay 

by ud as 5x whspe oavsig 30-50% si aeehispsgy esoaon Ovep 1s000 spgaiszaassio — fpse oaapaudo as siiuoapy 

peaiepo pske Zsppsws DsspDaohs aii  oaia — apuoa Gee as fuep ahesp gpswahn Wsah ai siiuoapy-peaisig 4n8/5 

paasig si G2s Gee so ahe dpaafspe peepusaepo aeauappy psve as uoe.

Wsah Gees ysu eai exdepseiee ahe dswep sf a apupy esiieeaei peepusasig dpaafspe — sie esiosoaeia 

siaepfaees uisiei iaaas oeapaep  A peeseeeiiaassios aii osedpsiei depesoossion
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Cut costs through consolidation

Replace your scattered recruiting tools with one AI-powered platform for ATS, CRM, sourcing, scheduling, and analytics. Reduce spend on expensive 

sources of talent and eliminate redundant point solutions.

Maximize recruiter productivity

Get up to 5x efciency gains with h  built into etery workrow o  rom sourcing talent and retiewing applications to scheduling intertiews and managing 

candidates. With all products working better together, recruiters spend less time switching systems and more time building relationships.

Unlock data-driven recruiting

Get access to analytics across the recruiting funnel without complex BI tools. From pipeline metrics to hiring forecasts, Gem helps you make data-

driven decisions and demonstrate impact.

Use }� that actuallP workº

Get ×etter results from AI that learns from all your recruiting data. Ïith insight into every candidate touchpoint and interaction, Gem AI makes smarter 

decisions a×out who to engage and howì

Work with software built for recruiters

Use a platform designed around hoo recruiters actually oork, not a collection of technical features. Quick implementation, intuitive oorkfoos, and 

clear analytics make Gem the solution teams actually use and trust, earning us an industry-leading 4.8/5 rating on G2.
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Thank you.

Gem is the AI-powered recruiting platform 

recruiters actually love to use.

To learn more and see a demo, visit gem.com.


