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Navigate Onboarding Process  
Change with Confidence

The process of welcoming and orienting new employees to your organization may not always be 
smooth sailing. Even though newly hired employees’ first days and months on the job should be 
a time when they feel appreciated, nurtured and supported by their new employer, unfortunately it 
can be all too easy for HR professionals and hiring managers to be anchored down by the weight 
of tedious administrative tasks related to the onboarding process, at the expense of new hires’ 
initial experiences. New employees’ first impressions of your organization will make or break your 
employment brand and set off a chain of events that will certainly impact your business outcomes on 
the not-so-distant horizon.

That’s why more human resource professionals are now taking the plunge to reengineer their 
onboarding processes. With effective stakeholder engagement, documented process milestones and 
an infusion of automation technology, they’re not only making gains in onboarding efficiency, they’re 
also reducing turnover and enabling new employees to be productive more quickly, all while making 
desirable waves when it comes to the organization’s bottom line. 
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At ExactHire, we frequently speak with clients who recognize a need for significant changes to 
their onboarding process. And often a collaborative discussion brings clarity to the fact that the 
traditional new hire paperwork and first-day orientation sessions of yesterday are really just the tip 
of the iceberg when it comes to a modern, holistic view of employee onboarding. Consider the 
hidden treasures waiting to be uncovered in the form of expanded coaching, training, mentoring and 
automation opportunities. Make a plan to exceed the expectations of your contemporary employees, 
and maintain a compelling business case for continued resource allocation.

This ebook offers guidance on the best practices for employee onboarding, including expanding 
your onboarding definition, identifying common problems, making a business case for change, 
calculating the ROI of onboarding technology, laying the framework, implementing innovative ideas, 
maintaining a continuous feedback loop, and spotting trends in onboarding process automation. We 
hope this resource guide will help your organization stay on course and realize new opportunities to 
gain a competitive advantage through best-in-class employee onboarding activities.
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Chapter 1

What Does “Employee 
Onboarding” Mean for Your 
Organization?

It hurts to lose talent. But it’s even more painful and pointless to lose 
great employees in their first two years of employment in particular. We 
spend so much time on the candidate sourcing, screening and selection 
processes that it is understandably frustrating when new employees 
don’t stay with an employer longer. The costs rack up (turnover, 
recruiting, lost productivity), while many other key performance indicator 
percentages slide down (employee retention, manager satisfaction, 
length of customer relationships). Yet surprisingly, many organizations 
continue to shortchange the resources and time that should be spent on 
developing an effective employee onboarding process.

Maybe they understand the opportunity effective onboarding presents, 
but have not made a compelling business case for change to upper 
management yet. Or maybe they still need help to better understand how 
sound onboarding practices can allow organizations to

 › Enable new employees to become productive earlier in the 
employment relationship.

 › Scale to meet growth objectives.

 › Address a skills gap present in their workforce.

The Definition of Onboarding

What should be included in the employee onboarding process? What is 
the definition of onboarding? And not just the definition that you would 
find on Wikipedia either:

“Onboarding, also known as 
organizational socialization, refers to 
the mechanism through which new 
employees acquire the necessary 
knowledge, skills, and behaviors 
to become effective organizational 
members and insiders.”

The real question is...what does onboarding mean at your organization? 
How does it feel to new hires and existing employees? Consider 
whether your answers make your onboarding process sound like a two- 
or three-day to-do list (maybe even a post-it note waiting to be crumpled 
and tossed upon completion) or a challenging journey comprised of 
activities and tasks that deeply impact your business outcomes. 

Onboarding is a core component of your employment brand. It is the 
foundation on which employee engagement is built. Therefore, does your 
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current onboarding process reinforce the promise that your employment 
brand makes? For example...

 › If you work for a software company that develops applications 
using the latest technology, your employee onboarding 
process should also leverage slick technology to manage the 
administrative details of the onboarding process to be consistent 
with the implicit expectations your brand sets with its audience.

 › If you work for a retail organization that promises friendly, 
personalized customer service, your pre-boarding activities 
should include a phone call from a new hire mentor before the 
employee’s first day.

 › If you work for a healthcare organization that promises quality 
care and patient advocacy, your own onboarding activities should 
include sessions for thoroughly reviewing benefit enrollment 
options with employees and conveying an understanding of the 
organization’s commitment to employee wellness.

Rethink Your Process

It’s easy to unintentionally confine your thinking to the traditional ideas 
about bringing new hires into your company. Or, more likely, due to a 
lack of time, resources or know-how, just put the idea of reengineering 
your process in the “no wake” zone where it may not be addressed for 
months or years. But this idle approach is just a metaphor for accepting 
mediocrity--or potentially worse, failure in the long term. The good news 
is that little wins are okay and they are a great place to start.

One size doesn’t fit all when it comes to improving your onboarding 
process. To realize improvements over time, adjust your change 
objectives to reflect the capabilities of your company size. Additionally, 

contemplate how the milestones in your onboarding process may differ 
by job category. Then, set expectations with the stakeholders involved 
in the internal change effort. When stakeholders understand what is 
expected of them, then they will naturally promote a culture of setting 
expectations with your new employees, too. When new hires know 
what to expect, they will more quickly align their efforts with your overall 
organizational objectives.

At ExactHire, we work with small- and medium-sized organizations, 
and so we frequently encounter businesses that are, for the first time, 
expanding their onboarding process definition to be more inclusive than 
just new hire paperwork. The key to embarking on such an effort is to 
align your onboarding objectives to your overall business goals. Plan 
for ways in which the process can reinforce your company’s reason 
for existence, and then identify the metrics that will indicate when an 
improvement has been made.

Key Elements

While it should come as no surprise that a retooled onboarding process 
should still include tactical steps such as the completion of new hire 
paperwork and the provisioning of employee tools, the process must 
address the cultural activities that help a new employee feel like a part 
of the crew, too. As you plan for change in your organization, examine 
opportunities to enable, enlighten and impassion employees.

ENABLE
Enable your employees to be productive as soon as possible by 
preparing them for employment. Provide them with easy, early 
access to the necessary administrative documents and provision the 
equipment, tools and resources necessary for them to carry out the 
responsibilities of their role in the most efficient way possible.
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Consider whether automating new hire paperwork would help you 
better deliver on your employment brand, as well as whether its 
potential impact on key performance indicators (KPIs) justifies its 
implementation cost. Don’t forget to better enable your process 
stakeholders to fulfill their assignments as well. Get their feedback 
on the tasks they perform that could instead be accomplished by a 
software tool, so that the stakeholders have more time to refocus 
on strategic activities that will better support your employment 
brand. The decision to use a tool to automate many onboarding-
related tasks such as equipment provisioning, benefits enrollment, 
payroll coordination, training curriculum milestones and mentoring 
relationship activities will certainly impact your organization’s ability to 
introduce other concurrent changes to your onboarding process.

ENLIGHTEN
Enlighten new hires about the opportunities that exist within your 
organization by reinforcing their reasons for choosing you, and 
educating them about the potential career options available. A simple 
way to start down this path includes scheduling time for new hires 
and supervisors to reiterate the responsibilities of the position, discuss 
performance expectations, detail timelines for accomplishing the 
mastery of skills and discuss the next big goals for the organization.

Think of this activity as an exercise in reducing buyer’s remorse. 
Just like receiving a phone call from the dealership after a new 
vehicle purchase helps to remind you of the heated seats you’re 
now enjoying, a conversation between a new hire and management 
assures the employee he was hired for a reason, and the job is indeed 
the same role for which he was initially excited enough to apply.

Employees that are aware of long-term learning opportunities, such 

as advanced training and mentorship, are more likely to stay with your 
organization as well.

IMPASSION
Take the time to see how the passion employees have for your 
organization drives your business outcomes. Think in terms of customer 
satisfaction and retention, employee referrals and greater attention to 
operational efficiency as a start. Job passion will grow when employees 
are challenged in productive ways, recognized for their efforts and 
championed for their results.

Communication is fundamental to the aforementioned activities, and it can 
be fostered effectively early on through frequent, intentional opportunities 
for new hires to interact with others in your organization. Many firms 
get this “social” part of the equation right, but maybe at the expense of 
managing onboarding-related tasks successfully. Some organizations stop 
socializing after the obligatory new hire lunch on day one of employment. 
Don’t stop doing lunch...but start thinking beyond the first week for 
chances for new employees to collaborate with others.

How Long Should Employee Onboarding Last?

Just as our perception of “personnel” department duties has dramatically 
evolved over past decades into our modern view of HR responsibilities, so 
should our standards for the ideal length of the onboarding process evolve. 
Expand your definition beyond the first day and the first week. Actually, 
expand it to include pre-boarding before the first day on the job, too. Chart 
your onboarding touchpoints for the first month, first quarter, six months 
and one-year anniversary. After the time you spend on recruiting top talent, 
it’s anticlimactic to plan any other approach to onboarding.
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Chapter 2

Common Problems with  
Employee Onboarding

Let’s face it... employee onboarding can be problematic. Particularly 
because it plays second fiddle all too often to its predecessor: the 
recruiting process. Furthermore, onboarding is complicated by the 
fact that so many moving pieces must align to effectively realize an 
organization’s end goal for the effort: arming a new hire with the tools 
and knowledge to thrive in her new organization. And doing so while also 
instilling in her a real sense that she’s found her new work home.

Make no mistake, though - the employee onboarding process must be a 
regular priority if you want your organization to be the coveted employer 
of choice in your industry and/or community. However, before you can 
determine what adjustments should happen with your own company’s 
process, it’s helpful to be familiar with potential red flags. This chapter 
will review a list of common problems associated with employee 
onboarding.

Failure to Launch: No Compelling Business Case

If you find yourself surrounded by members of senior management who 
think onboarding is still just about getting new hire paperwork completed 
the first day, then it will be an uphill battle to sell your boss on how the 
benefits of onboarding improvements will outweigh the costs. However, 
making a business case for reengineering the onboarding process 
doesn’t have to be too difficult if you go about it the right way.

Consider the business outcomes that matter most to your company. Now 
ask yourself how many of those outcomes are driven by the people at 
your organization. It would be surprising if you don’t say all of them, and 
so that’s where you start building your momentum with management. 
While there are certainly costs associated with addressing your 
onboarding issues, your objective is to demonstrate how the expected 
return on investment of the change will outweigh the current opportunity 
cost of doing nothing. After all, engaging your people to be more 
productive and content over a long tenure with your organization will 
ultimately drive your bottom line.

As you make your case for change, don’t just go for a blessing from 
upper management. In order for your program to succeed, you absolutely 
must get their involvement and public buy-in as well. Otherwise, the 
program will lack the credibility it needs to succeed long term.

Poor Participation from Stakeholders

Speaking of getting the corporate admiral to cheer on your revolutionary 
onboarding efforts, don’t forget the importance of rallying your other 
crew members. These are the other stakeholders included in employee 
onboarding such as hiring managers, new hire buddies, mentors, cube 
mates and those tasked with the administrative side of the process, 
including equipment provisioning, payroll enrollment, form approval, etc. 
Even though the HR team is often the department that champions the 
importance of onboarding and is therefore tasked with keeping others 
accountable, the other stakeholders must embrace the process and 
make it their own, too. All too often there is a disconnect here--other 
departments must be encouraged to jointly own the onboarding process 
with HR. Otherwise, they are only hurting their own departments’ (and 
the organization’s) productivity and morale in the end.
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A root cause of this problem is the failure to train stakeholders on 
how to deliver an optimal experience to new hires during onboarding. 
Additionally, part of training should include dialogue about why the 
process is paramount to success, and this dialogue can easily borrow 
from the business case details already made to upper management.

Details Slipping Through the Cracks

Many circumstances can affect the extent to which details are missed 
during employee onboarding. If you don’t yet have a documented 
onboarding checklist, then some of the following items may sound 
familiar. Some common examples of missed details include:

 › An employee’s key card doesn’t function on the first day.

 › A key piece of equipment did not arrive before the employee’s 
first day (i.e. laptop, computer mouse, cell phone, etc.).

 › A new hire arrives before the supervisor does on the first day.

 › An email address wasn’t set up by IT in time.

 › An employee uniform wasn’t ordered before the new hire arrived.

 › A benefits enrollment meeting was forgotten and the new 
employee is rushed to make benefit election decisions as a 
result.

Not only does the omission of these details leave your team scrambling 
at the last minute, but it also makes a shoddy first impression on your 
brand-new employee. For additional motivation, think about what new 
hires facing these setbacks may be saying about their first few days to 
their family and friends. Now think about how that might be amplified on 
social media. Great onboarding is great PR for your business.

Blind Onboarding Faith

Many people in human resources appreciate the opportunity that the 
profession offers to really help and support people. That inclination 
toward a glass half-full mentality can quickly turn into the belief that 
doing something different is good enough...because at least it’s better 
than what we used to do, right? It’s not enough to just fix it and forget it. 
You’ve got to measure, too!

Here’s what happens when your process isn’t documented and you don’t 
have any ongoing metrics:

 › No one owns the effort and there is no project champion to keep 
others accountable (which leads to the problems discussed in  
“Details Slipping Through the Cracks”).

 › Because there is no benchmark (even if it starts on the bottom 
deck), you don’t really know when real improvements have been 
made.

 › Therefore, it becomes unclear whether the process is failing, 
flailing or actually fulfilling.

A documented employee onboarding process enables you to state 
objectives and identify the KPIs that support business outcomes. Such 
a process should include periodic opportunities to evaluate progress, 
discuss lessons learned and enact new action steps. Central to the 
lessons learned component is the necessity to gather feedback from all 
participants, both new employees and stakeholders. Not doing so will 
leave you adrift without coordinates for the future.

Not Taking Your Time

Timing is a strategic element of rock star employee onboarding. Without 
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support from the others involved, if you start off too strong, the effectiveness of efforts can fizzle out too early due to 
a lack of direction. Or, in the absence of preparation and organization, activities can lag, leaving the new employee 
bored and disengaged.

When asked about challenges associated with trying to improve the employee onboarding process recently, HR 
Consultant Sharlyn Lauby (@HRBartender) shared the following remarks with ExactHire:

“I’ve always found the 
biggest challenge 
with onboarding to 
be time. There are 
so many things the 

employee wants to know. 
They’re excited to be with 

the company. Meanwhile, the company 
wants the employee to start being 
productive. They’re also excited to have 
the employee. Balancing those two 
very important goals is important.

Also related to the time factor is 
making sure employees learn the 
information they need at exactly the 
right time. This allows them to use 
and retain the information. Training an 
employee on something they might 
need in six months isn’t a good use 
of time. Training employees on the 
information they need immediately 
gives them the tools they need to be 
successful.”
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Not Customizing the Experience

Depending on the size of your organization, allowing for a good deal 
of flexibility may be necessary within your onboarding process. After 
all, some of the activities and requirements for onboarding a C-level 
executive at corporate headquarters will differ from the details associated 
with welcoming a new machine operator at a production plant in another 
region.

Failing to customize the employee onboarding experience can be just 
as detrimental as not having much of an onboarding process, too. No 
new hire wants to feel like the latest model coming off the just-in-time 
onboarding assembly line. Determine the core elements of your process  
that should be introduced to all new hires, but also be sure to cater to 
specific new hire requirements based on:

 › Employee geographic location

 › Department and/or division

 ›  Employee role/level in organization

 ›  Special accommodations for employee

 ›  Assessment results

Overlooking Technology Solutions

Because the definition of employee onboarding encompasses so much 
more than in the past, it’s no surprise that so many potential problems 
now exist. There’s so much to track, and so many others to involve. 
Growing organizations are beginning to utilize independent systems to 
alleviate some of the administrative burden. Emails are manually sent to 
different stakeholders to remind them to order business cards, create 

Many organizations don’t devote enough time to employee onboarding. 
If your current process isn’t comprehensive enough to go beyond 
paperwork and directions to your breakroom, you have room to grow 
in terms of pre-boarding, education and cultural assimilation activities. 
Incorporate pre-boarding activities before the new hire’s first day to 
calm his nerves and get some of the administrative items out of the way. 
Then expand your view of onboarding beyond a few days to include 
opportunities for training, mentoring, cultural development, performance 
management and employee feedback during the first year.

ADDITIONAL RESOURCE 
Preboarding Employees for the Long-Haul

Conversely, some organizations have good intentions but try to pack 
too much into a short time period in the hopes of making the employee 
productive sooner than reasonably possible. Don’t force new hires 
to drink from the fire hose. Trying to digest too much information in 
only a few days will lead to poor retention and the employee feeling 
overwhelmed. To alleviate this potential issue, some smaller companies 
invite full-time new employees to work a few half-days their first week. 
This allows the new hires to soak up the information with a better chance 
of retention, and it places less demand on the process stakeholders in 
a small business to be with the new hire constantly (thus, pulling them 
away from getting their own daily work done for a long period of time, 
too).
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a timesheet and coordinate their department members’ schedules for 
a new hire lunch. Excel spreadsheets are used to keep track of which 
employees have signed off to acknowledge the latest policy update.

This piecemeal approach to systems is a step in the right direction; 
however, it pales in comparison to the efficiency and productivity that 
can be realized with web-based onboarding technology. Having a single 
system to integrate all onboarding-related forms, tasks and activities can 
fix many other problems, and at the very least free up time to address the 
other more strategic aspects of the onboarding process.

Robust employee onboarding software can handle your tasks, 
notifications, employee signatures and HR countersignatures, form 
updates, prompts for benefits enrollment, equipment provisioning, 
training curriculum and more. Plus, moving cumbersome paperwork into 
the cloud means no more illegible handwriting and incomplete fields on 
statutory forms.

The popularity of gamification has important ramifications for onboarding 
as well. Use it to revitalize the way you train employees and hold them 
accountable for progress. By turning what might otherwise be grueling 
sessions in memorization into interactive, rewarding simulations, 
knowledge retention will increase and employment brand perception will 
improve as well.

Shabby Face Time

Despite the increasingly prevalent role of technology in employee 
onboarding, it’s imperative that companies still build in frequent “face 
time” opportunities. Think of these sessions as chances to deepen the 
employee-employer bond, as well as a window to take the temperature of 
your onboarding process.

Companies that neglect these activities will fail to reiterate and elaborate 
on their expectations for the employee in her new position. Valuable 
discussion regarding timelines for achieving certain performance levels 
will be lost. Conversations about specific job success factors will be 
forgotten. If you don’t recognize the importance of the timing of these 
discussions, as well as your follow-through on any relevant action steps 
that result from them, your precious employment brand will undoubtedly 
suffer--specifically in the form of early turnover that probably could have 
been avoided.

Overcome Your Onboarding Problems

Now that you are better equipped to see your problems’ impact on your 
own onboarding process, it’s time to start laying the groundwork for 
innovative change. But with any process improvement, it’s important to 
visualize your destination before charting your course.

Examining the approach and creative ideas of peer organizations can be 
a helpful exercise at this stage of the game. Good ideas elsewhere may 
not always work well with your own industry/culture/location; however, a 
few golden nuggets will surely surface.
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Chapter 3

Ideas for Creating  
an Onboarding Vision

Changing or reengineering processes is difficult, time-consuming 
work. If your organization is considering an overhaul of your employee 
onboarding process, then it is important that the change you seek is 
worth the investment of time and resources. To accomplish this, begin 
the change process by creating a compelling vision. This vision must 
inspire buy-in for change from all stakeholders, and it must serve as 
a “guiding light” once implementation is underway. Without a fully 
conceived, inspiring vision, your efforts at meaningful change will have 
little chance of success.

The creation of a compelling vision for your onboarding process is aided 
by looking outside your organization for new ideas, trends and best 
practices. However, you must also consider how these new approaches 
will serve your organization’s unique needs and culture. Ideally, your new 
employee onboarding process will be a blend of new ideas and existing 
practices that inspire current employees and affirm your organization’s 
employer brand.

In the spring of 2015, ExactHire conducted a survey of over 150 HR 
professionals at mostly small- and medium-sized organizations. We asked 
these professionals to provide an overview of their current employee 
onboarding processes, including innovative activities unique to their 
organizations. What follows is a summary of that survey.

INDUSTRY RESPONDENTS

Agriculture 1

Banking/Credit Union 4

Biotechnology 1

Construction 5

Consulting 15

Education 6

Engineering 3

Entertainment 1

Finance 5

Food & Beverage 1

Government 4

Healthcare 17

Hospitality 3

Insurance 4

Logistics 1

Machinery 1

Manufacturing 9

Media 1

Not for Profit 19

Other 25

Quick Service/Restaurant 2

Retail 3

Software/Technology 15

Telecommunications 1

Transportation 2

Utilities 1
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Characteristics of Organizations Surveyed

Average Hires Per YearNumber of Employees

23.8% 100 or Less

35.8% 101-250

20.5% 251-500

13.2% 501-1,500

5.2% 1,500-5,000

1.5% 10,000 or More

15.3% Fewer than 15

40% 15-50

30.7% 51-249

11.3% 250-999

2.7% More than 1,000
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ONBOARDING ACTIVITIES/PRACTICES
PERCENT 

IMPLEMENTING

New employee orientation session(s) scheduled for new hire 89%

Training schedule covering first week on the job prepared in 

advance of first day
61%

Sending a pre-boarding welcome packet before the first day 58%

New hire statutory forms (i.e., I-9, state/federal tax forms, 

etc.) are completed and approved electronically
53%

Group gathering to welcome new hire occurs during first 

week
47%

Session with employee and direct supervisor held to 

reiterate job responsibilities and performance expectations
46%

Personalized, individual acknowledgement of new hire by 

senior management occurs
46%

Policies reviewed and acknowledgment signed electronically 43%

A scheduled session and/or supporting resources to 

discuss organizational culture are available to new hire
39%

Electronic, automated notifications are sent to individuals 

responsible for ordering new hire equipment/supplies before 

a new hire’s first day
35%

Scheduled session and/or survey to gather feedback from 

new hire about how to improve onboarding process occurs
32%

Periodic training is held for stakeholders involved with the 

onboarding process within the organization
27%

Formal mentoring relationship is established between new 

hire and existing employee(s)
26%

Training through university-style curriculum for more 

advanced topics is available for new hire beyond first few 

weeks
23%

Continuous process change occurs as the result of periodic 

analysis of feedback and KPI performance
17%

Established KPIs for benchmarking effectiveness of 

onboarding process exist
13%

Best Practices in Onboarding

ExactHire asked survey respondents to indicate which of the following contemporary onboarding activities were 
regularly included in their own employee onboarding processes. Activities that were infrequently included can be 
found at the bottom of the list with the lowest percentages.

How many of the above activities are missing from your own 
organization’s employee onboarding process?
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Views on the Length of Onboarding Period 

The survey was also designed to elicit responses regarding the average length of a participating organization’s 
employee onboarding process. The distribution of responses may be examined in the pie chart below. The leading 
response was 1–3 days (26.7%), followed by 2–3 weeks (23.3%) as a close second. When combined with 1-week 
respondents (in third place at 16.7%), you can see that 66.7% of respondents have onboarding processes that are 
finished sometime before the three-week anniversary of a new employee’s start date.

Duration of Onboarding Period

6% 4-6 Month

26.7%  
1-3 Days

16.7%  
1 Week

23.3% 2-3 Weeks

14%  
1 Month

12.7%  
2-3 Months

0.6% 7 Months - 1 Year
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Innovative Ideas for Onboarding

Survey respondents were invited to share their ideas for unique and 
innovative onboarding practices that work for their organizations. The 
most descriptive and unique survey responses are included in the 
following table. 

30 Innovative Ideas  
from Survey Respondents

Every new hire is given the training and resources to learn 
our own TinderBox software application within their first 
week, and by the end of their first week, they are asked to 
create a personal bio within the application and distribute it 
to the organization. This serves a dual purpose: 1) Gets them 
integrated into the product and 2) Allows existing employees to 
get to know their new co-worker. -- Samantha Haddad, Talent 
Manager at Tinderbox

We give employees a BINGO lunch card for them to use to set 
up lunches with the lateral attorneys and partners during their 
first three months at our law firm. -- Lisa Kelly, Attorney Hiring & 
HR Administrator

When you first walk in, we have a wall with a world map 
plastered to it—we did a survey to find out where employees 
have studied/lived/traveled and put pins with their name in 
that country. When we hire someone new, they add their 
pins. Next to it, we painted a wall with blackboard paint and 

employees can put up where they want to travel to. We offer 
our employees an opportunity to travel abroad to one of our 
locations once every two years (they have to put in a request 
and explain why it would benefit the company and their 
professional development) so the wishes change often. -- Emilie 
Grombacher, PHR, Director of Human Resources at CEA

Company Scavenger Hunt: A new employee has 4 weeks to 
independently go on a hunt for answers to questions about 
the organization, all teams/departments (including doing job 
shadows with our help desk), completing various trainings and 
demos, and reciting our company mission to the CEO. -- Tana 
Linback, Director of Administration at Indiana Health Information 
Exchange

This year we hired a new Training and Brand Manager to 
focus more on employee engagement, employee development 
and promote our company culture. -- Roetta Coller, Human 
Resources Manager at R+L Truckload Services and R+L 
Global Logistics

We utilize gamification on products, services, and policies 
and procedures. -- MeChelle Callen, SPHR, Vice President of 
Organizational Development

The new hire’s desk is set up on the first day with additional 
company branded items (notebook, Tervis cup, jacket) and we 
have a welcome poster that has been signed by the team. -- 
Leigh Crick, SHRM -CP, PHR, Human Resources Manager at 
FirstPerson
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In each job area, there is a “godfather” to introduce and 
instruct the new hire. The godfather (Padrinho in Brazil where 
we are located) is generally an HR focal point inside the job 
area, but is not an HR professional. It is the person that stays 
close to the new hire in order to fulfill what would otherwise be 
emptiness in a new environment. -- Bruno Visintin Martin, HR 
Manager at EBANX 

On a colleague’s first day, we welcome them with pastries for 
the entire office or branch so they feel welcomed and everyone 
else feels included. There is a lunch also on the first day for the 
branch or department. At the corporate office, the supervisor 
takes them on a formal tour of the office and introduces them 
to everyone. Corporate office colleagues also spend at least 
a 1/2-day at a local property so they can learn what those 
colleagues do on a daily basis (the core of our operations) and 
see them in action with our residents and prospects, who are 
the ultimate customers we serve. -- Eileen Shue, Vice President 
of Corporate Resources at Sterling Group

We have a list of 15 to 20 nontraditional questions that we ask 
each new employee to answer about themselves. We have 
an online blog called “The Talk” and feature those responses 
in the blog so our team learns unique tidbits about the new 
employee.-- Tricia Casey, Talent Manager at Briljent

We offer on-demand orientation to ensure new associates are 
introduced to the company’s culture, history and policies on or 
near their first day with the company; the department director 

A construction firm for which I consult has new hires wear 
brightly colored hard hats during their first 30 days of 
employment, so everyone knows that they are new to the 
company, and they can welcome them to the team! -- Joseph E. 
Boone, Jr., SPHR, CPC, President at Strategic HR Solutions, 
LLC

We have a program called “Passport to Success” that involves 
our new hires going through a series of activities every two 
weeks that are meant to help them engage other employees 
in the organization (to learn more about their dept.)...and 
then a series of quizzes to help them learn our past, present 
and future. -- Kevin Gamble, Human Resources Director at 
SAFEbuilt

We do a 1/2-day orientation where each department comes 
and presents about their department, and why the new hires 
should “care” about what their department does, and how it 
affects the entire company. -- Abby Olson, MBA, PHR, SHRM-
CP, HR Manager at Westfield Steel

Project FORUMway mirrors the show Project Runway. New 
employees get a mannequin, clothes and cards to display 
work-appropriate and inappropriate outfits, including jeans 
days. It really allows the employees to have fun, while also 
learning about appropriate dress code. -- Amanda Suter, Talent 
Acquisition Manager at FORUM Credit Union
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takes the new associate to lunch their first day, and employees 
are introduced to the entire company during our Friday staff 
meeting. -- Courtney Edwards, Human Resources Specialist

We have a very complete Procedure Manual that is the 
“roadmap” for the new hire, no matter their role. Clearly 
different elements are more of a priority depending upon 
responsibilities, but the new hire typically covers everything 
with a guide. The guide varies from the Operations Manager 
to the two business owners. Onboarding is a priority here! 
-- Nancy Ahlrichs, SPHR, SHRM-SCP, Consultant, Business 
Development at FlashPoint

We use Snapshot, a document that we created to help our 
new hires and managers easily be able to keep track of all of 
their training appointments. It lets the department know when 
they will be ready for the unit. We also use it to communicate 
to our new hire what we’ll be ordering for him/her in regards to 
a background check. This includes all relevant appointments/
training dates, times and location. It also includes the manager 
and new employee contact information. This is sent to the 
manager and those facilitating training as soon as we’ve talked 
with our new hire. We also have a new hire website where they 
can access all of our paperwork to complete at home. They are 
not able to submit it electronically, but they can print if off and 
bring it to their first HR visit. This site has resources about what 
to expect in the first 90 days, access to policies, a welcome 
message from our CEO and benefits information (www.ste.org/
newhire). We also have information for our contracted traveling 
workforce -- a list of amenities in our community, highlighted 

features about our facilities, etc. -- Lindsay Ford, Human 
Resources at Franciscan St. Elizabeth Health

The onboarding process at UCF Athletics is all about the 
power of first impressions, and the importance of building a 
strong bond between the new employee and the organization. 
For example, instead of just hearing from HR staff members 
regarding logistics and benefits, our new hires receive 
personal welcome phone calls from their new supervisor as 
well as fellow teammates before they come for their first day. 
These conversations help set the tone in terms of culture and 
expectations, as well as provide support for the new hire as 
they prepare for this opportunity. 
 
As many of our new hires are from outside Orlando, we send 
them emails with links about the organization and area, as 
well as information from some of our corporate partners that 
specialize in relocation, giving them access to resources such 
as web-based tools matching their housing preferences with 
local opportunities.  
 
In addition to the calls and emails, new hires will also get an 
organizational chart and yearbook we’ve developed called 
“Faces,” to help put a face with a name/title. This helps new 
hires get a better feel for the people of UCF Athletics, as 
well as the reporting lines and responsibilities of individuals 
throughout the department. -- Brian Reed, Associate Athletic 
Director, HRRM (UCFAA) at UCF Athletics

16

17

18

All Hands On Deck: A Guide to Employee Onboarding Process Improvement  |  20

http://www.flashpointhr.com/
http://www.ste.org/
https://www.linkedin.com/pub/brian-reed/8/228/973
http://www.ucfknights.com/


We send a welcome gift package to new employees which 
includes local gifts from the Corporate Office (items unique 
to the Kansas City metro area), and a handwritten welcome 
card signed by senior management.-- Gayla D. Guthrie, HR 
Generalist at Benefit Communication Insourcing

We have new hires attend weekly networking lunches with 
people outside of their work group. -- Jim Nestor, Director of 
Human Resources at Katz, Sapper & Miller

We send welcome boxes to new hires which include the 
StrengthFinder book, a small gift, and information on how 
to complete new hire paperwork (via HRIS). -- Leigh Crick, 
SHRM- CP, PHR, Human Resources Manager at FirstPerson

Each new employee is assigned a “buddy” that is a current 
employee of the organization. This buddy is typically outside 
of their department so they are immediately exposed to 
teammates in different functions of the organization. The buddy 
is considered a “friendly” that the new employee can go to for 
things they’d rather not approach their supervisor or HR for. 
Buddies go to lunch together and check in with each other on 
a set schedule. -- Tana Linback, Director of Administration at 
Indiana Health Information Exchange

We make sure that new Team Members are tied to a person 
who is their “go to” resource as they start in their role. Not so 
much a mentor, but someone who knows the new employee’s 
role and does it well. -- Steve Browne, Executive Director of HR 
in the restaurant industry

Our organization gathers all new hires together on a quarterly 
basis to review our organization. Our CEO leads these small 
group sessions personally. She talks about her vision for the 
organization, our culture and values, and she reviews the 
organization goals...including how the respective divisions 
support the goals. -- Kennethe Vaughn, Vice President, Talent 
Management and Diversity in the non-profit industry

For our call center environment, we do mock transaction 
and call sets. This allows the new employee to learn real-life 
interactions that could happen with our members before even 
stepping into their branch or department.  -- Amanda Suter, 
Talent Acquisition Manager at FORUM Credit Union

All our new hires watch a video clip from our Chairman 
Emeritus that covers the history of our organization. 
Additionally, new employees have a meeting to get acquainted 
with our chairman...he learns about them and he talks about 
Walker culture. -- Lori Schneider, Vice President, HR at Walker 
Information

Rather than a mentor, we assign an “office buddy” to new hires. 
Their office buddy is a peer and the relationship is formalized 
so both understand the role. This provides a formalized way for 
new people to have someone to go to with questions if their 
supervisor is not available. -- Kerrie Lafky, SHRM-SCP, SPHR, 
Human Resources Director at Central Restaurant Products
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We hire many seasonal employees every year. In election years, 
the number of hires is likely over 1,500. Often we will have 
staff that are located at HQ travel to a field campaign office 
and engage in the person-to-person political and community 
organizing our organization is so known for. In this way, new 
employees can not only deeply understand the work our 
team does at the entry level, but will have participated in 
the work itself, building investment and confidence through 
creating crystal clear expectations. -- Scott Seeborg, National 
Recruitment Manager at Working America

We give new employees a welcome basket on their first day 
with business cards, a Subway gift card, an organizational 
chart, staff listing, etc. Most importantly, it includes chocolate!  
-- Lisa Heindricks, Sr. Director of People, Facilities and Risk 
Services at Kiwanis International

“Amazing Race” gets our new employees out at our HQ to find 
different facts and policies about our company. You have to find 
key people and also get their signature -- one more interactive 
and creative thing we do during onboarding. -- Amanda Suter, 
Talent Acquisition Manager at FORUM Credit Union

Whether you borrow any of the employee onboarding ideas listed 
above or come up with your own, make sure they support your vision 
for onboarding excellence and closely align with your organizational 
culture. Above all, make sure they truly create an experience for your new 
employees...from the first day to the end of the first year.
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Chapter 4

Small Business Checklist to 
Improve the Onboarding Process

Your business is agile and nimble. You’re capable of taking swift, decisive 
action in a short period of time. For example, it’s Thursday afternoon and 
your team has just finished interviewing the last of the final candidates for 
a newly created job in your firm. You needed to fill the position yesterday. 
But if all goes as planned, the offer will be extended yet today, the 
candidate (who seemed really excited) will accept on Friday, and in the 
spirit of chaotic yet productive startups, he will start work on Monday! 
He can just grab a notepad and some pens out of the supply closet, and 
do without a laptop for a few days (argh...you need to order that today) 
because he’ll just be shadowing other people during that time.

Sound familiar? Hopefully not, but don’t be ashamed if it is a sometimes 
accurate description of the employee onboarding process at your 
smaller business. It can be easy to ignore the importance of employee 
onboarding in the SMB space, especially if you happen to be growing 
like gangbusters, have a pretty good culture and perhaps many 
opportunities for upward movement across the organization. The thing 
is those positive attributes are likely in play despite your lackluster 
onboarding process. Since your onboarding process is akin to your new 
hires’ first impression of your company, the business needs to put some 
effort and time into this new employee experience. The results of your 
efforts will exponentially improve your business.

Here’s a checklist a small organization can use to improve its 
employee onboarding process:

1. ENVISION FUTURE SUCCESS

There’s no point in initiating a change effort if you won’t recognize 
success when it finally happens. If you’re not sure where to 
start, consider your organization’s current definition of employee 
onboarding, and then think outside the box to include other items 
that are now commonly attributed to this effort by the modern HR 
practitioner.

Think about broad adjectives that could be used to describe your 
future successful onboarding process. Do you want to make it more 
special, professional, efficient, niche focused, standardized and/
or personalized? Pulling out some key themes will then allow you to 
brainstorm more detailed ideas.

It’s key to visualize success simply so that you actually know when 
you accomplish it someday. And certainly the journey is never over. 
Upon reaching your first milestone accomplishment, you’ll want to 
create new goals; however, you must know where you’ve been and 
where you are going first. That’s why it’s important to identify potential 
performance indicators, establish starting benchmarks and then 
evaluate movement and impact over time to determine which metrics 
are the most influential to positive change. Stay tuned for more details 
on this in a future chapter.

2. DISCUSS PLANNING CONSIDERATIONS

Before embarking on the change effort, along with brainstorming 
ideas, it’s important to note constraints that may impact your 
reengineering endeavors as well. For example, identify potential 
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obstacles such as:

 ›  The availability of certain employees to participate in various 
steps of the onboarding process

 ›  Any existing policies prohibiting certain activities within the 
organization (i.e., new hires can’t watch videos about company 
culture and training on YouTube if your company blocks that 
site from employee computers)

 ›  Fulfillment time for provisioning employee equipment is set at 
a minimum number of days (no matter what)

 ›  The lack of hiring software to facilitate electronic signatures 
and approvals and task notifications

ADDITIONAL RESOURCE 
Are Electronic Signatures Valid?

Additionally, bear in mind that your approach will vary depending 
on whether your human resources function is centralized or 
decentralized. For example, in a centralized system, an organization 
with different locations will likely rely even more heavily on supervisors 
to carry out the majority of the tasks associated with pre-boarding and 
onboarding since HR staff won’t always be directly available.

The complexity of your business will of course drive the development 
of your new onboarding plan, too. If you have multiple divisions and/
or departments, then it would be to your advantage to take time to 
customize different versions of your plan so they each include items 

specific to their respective department to better engage employees. 
These customizations will range from different statutory forms 
being required, depending on employee location, to different long-
term training curriculum options being offered, depending on the 
employee’s role level.

As you plan the many elements of your revised employee onboarding 
process, continuously evaluate how the number of stages you choose 
to include impacts the overall length of your process. And remember, 
it’s not a bad thing to have a comprehensive onboarding process that 
lasts for a year or more. However, it is a bad thing to cram a bunch of 
information into a new employee’s first couple of days -- particularly, 
if your onboarding experience has traditionally been only a three-hour 
tour.

3. IDENTIFY POTENTIAL ONBOARDING  
PROCESS PLAYERS

Planning a stage in which you get buy-in from the stakeholders 
involved in your employee onboarding process is a critical port of 
call on your voyage to improvement. People will more likely be active 
participants in change that they help shape. So, at the onset of your 
project, think about people who have relationships with new hires, 
and also consider how the scope of their relationships will impact the 
extent to which they should be involved in the project. Some will be 
champion first mates for your cause, while others will be sufficient as 
supporting crew members, but you’ll want to engage all of them at the 
appropriate levels. Potential onboarding process players may include:

 ›  Newly hired employees

 ›  Human resources department members
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 ›  Hiring managers/supervisors

 ›  People that provision equipment/resources

 ›  People that approve and countersign forms

 ›  Existing department members

 ›  Members of senior management

 ›  Mentors and buddies assigned to new employees

 ›  External vendors who interact with a new hire

 ›  Customers of your organization

Depending on both the individual as well as his/her role in the 
onboarding effort, different communication styles may be appropriate. 
Take time to mutually create expectations with others about 
communication preferences that will efficiently support the execution 
of the process.

4. BUILD A FRAMEWORK FOR ACCOUNTABILITY

Where many small organizations fall down is in their tendency to 
repeatedly and hastily plug their process gaps, instead of making time 
for reengineering efforts and strategy sessions. Their immediate pain 
is often getting product out the door in time, delivering a personalized 
service and other issues that arise from narrow staff bandwidth. Or, 
if they do have a periodic project retreat to discuss action steps, 
they may later fail to execute those items and stay on track to realize 
change.

The same macro-level tendencies of the organization are often 

recreated at the employee onboarding micro level as well. To 
overcome this pattern, it’s important for companies to specifically 
document their plan for change, assign tasks to certain individuals and 
set milestone deadlines for project completion so that the revamped 
onboarding process can be put into action for future new hires. Your 
initial approach may involve the eventual creation of a Gantt chart; 
however, if you’re a small business ready to foster team collaboration, 
using colored sticky notes at a team meeting can go a long way, too. 
Brainstorm all facets and tasks involved in the process, narrow down 
a sequential order and then assign stakeholders action items and 
responsibilities by adding initials to the sticky notes. The note color-
coding strategy can be applied in whichever way is most appropriate 
for your organization. Here are some ideas:

 ›  Task category (tactical vs. strategic vs. cultural)

 ›  Task location within the onboarding process timeframe (first 
week vs. six months vs. one-year anniversary)

 ›  Person responsible

 ›  New onboarding process items vs. old process steps

 ›  Priority for completion (if process is being rolled out in 
multiple phases)

As you and your team hammer out the details, be sure and think 
about how employees’ task assignments and roles can affect their 
onboarding experience and adjust accordingly. For example, some 
tasks may be completed independently from one another, whereas 
others may require certain prerequisite items to be completed 
beforehand.
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5. INCORPORATE EXTERNAL FEEDBACK, TOOLS 
AND RESOURCES

It’s easy for small businesses to only consider how their existing 
resources might be altered to change the employee onboarding 
process. However, SMBs do themselves a disservice if they assume 
that external resources will always cost too much, take too much time 
to research/implement or have too many bells and whistles for their 
needs. Here is a list of ideas that could further raise your employee 
onboarding process game:

 ›  SURVEY STAKEHOLDERS: While your HR team is 
accustomed to looking out for employees and striving to make 
improvements, you have only one perspective of what needs 
to change--your own perspective. By taking time to survey 
other players in the process who are external to HR, valuable 
ideas can be gained.

 ›  RESEARCH OTHER EMPLOYERS: If you admire any other 
organizations for their low turnover and ability to assimilate 
happy new employees, then make time to take some notes 
on how your organization can incorporate some of their best 
practices...or at least take their ideas and tweak them to fit 
your culture.

 ›  DON’T FORGET THE LEGALESE: The more tactical side 
of employee onboarding includes the requisite paperwork 
and documents, some of which are required in order for the 
individual to be in your employ legally. The employment law 
landscape changes over time, and being aware of the latest 
updates is essential to avoiding big costs later, especially 
if you hire in different states and industries. A trusted 

employment law attorney is someone you should have on 
speed dial.

 ›  MAKE THE MOST OF EMPLOYEE ASSESSMENTS: A 
validated, job-relevant assessment tool, when embraced and 
used by the entire team, can dramatically improve a new 
hire’s productivity earlier in the employment relationship, 
especially if the assessment includes cognitive and behavioral 
elements. Such an assessment tool allows both the new hire 
and manager to peer into one another’s hard-wiring right off 
the bat so that they can begin to work together effectively that 
much sooner. Scheduling onboarding sessions to discuss 
assessment tools and how they tell a story about one’s skills, 
motivations and/or preferences is time well spent.

 ›  RESERVE A SPOT FOR TECHNOLOGY: Many budget-
friendly web-based tools for employee onboarding now exist, 
especially because some software companies are focusing 
on small- and medium-sized companies. Whether a company 
uses social media to publicly welcome new employees to the 
firm, gamification activities to improve training retention rates 
and/or software to allow a paperless process and improve 
accountability through task assignments and notifications, the 
cost of tech resources is often insignificant when compared 
to the savings realized by the resulting improved productivity, 
lower turnover and quick access to web-based information.

If you’re committed to avoiding future abruptly executed new hire 
scenarios, then follow this checklist to plan innovative changes to your 
onboarding process that will positively impact your organization.
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Chapter 5

Make a Business Case  
for Onboarding Process 
Improvement

You know it’s time to do something better with your employee 
onboarding process. Your HR intuition is on full alert after spotting the 
telltale signs: high employee turnover, low workforce morale, lagging time 
to productivity statistics and perhaps even lengthening time-to-fill trends 
for open positions.

But is your boss convinced that the new hire onboarding pain is 
palpable enough yet? As a person charged with human resources 
activities within your organization, it is your job to convince upper 
management that they need to care about this process and take action. 
To do so, you must make a business case for onboarding process 
improvement, and it starts with a discussion on how change can make 
the company more profitable.

Focus on KPIs That Impact Business Outcomes

Key performance indicators (KPIs) for any organization are always tied to 
people. So, to help connect the dots between profitability and your plans 
for employee onboarding nirvana, you’ll need to identify and track the 
onboarding-related metrics that will impact business outcomes the most. 
This means moving from a conversation that was once focused only on 
efficiencies gained or staff time saved to one that illuminates the direct 
impact those efficiencies can have on your organization’s revenue growth 

and profitability.

In addition to your trusty turnover and time to productivity metrics, 
introduce ratios such as revenue per employee and profit per employee 
to the discussion with senior management. The latter metrics are more 
easily tracked and benchmarked, and they more clearly affect the bottom 
line, a factor that will cause ownership to take notice when a process 
improvement effort can move that needle.

Next, paint a picture of how those business outcomes can be positively 
changed as the result of onboarding process reengineering:

 ›  Automating the management of onboarding process tasks 
using employee onboarding software makes it easier for new 
employees and onboarding process stakeholders to address 
administrative items quickly and correctly.

 ›  Allowing employees and managers to electronically sign and 
approve completed forms from any web-based device requires 
fewer HR business partners to be involved in document review in 
the instance of an organization with multiple branches/offices.

 ›  Leveraging automatic email notifications for onboarding process 
task reminders allows the human resources team to focus on 
more strategic process elements, such as culture assimilation, 
training excellence, fostering a sound mentoring program and 
continuous analysis of new hire feedback, even with a potentially 
greater number of new employees and/or stakeholders involved 
in the process.

 ›  Focusing more effort and enabling all stakeholders to spend 
more time with new employees leads to retaining teammates...
teammates who are excited to be a part of the organization as a 
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result of the attention, assistance and expectations offered in a 
revamped onboarding process.

 ›  Engaged employees are likely to become productive more 
quickly, stay with your company longer and be better performers.

 › Having a productive, well-trained employee population improves 
your customer satisfaction statistics, reduces operating costs, 
improves business output and drives more revenue per employee 
in part due to the use of technology to automate the more tactical 
aspects of the process.

Record Benchmarks for Current Levels

During the process of identifying which quantitative KPIs are critical to 
your company’s success, be sure and note their current levels so that 
benchmarks may be established and compared against future metrics. 
Only by doing this will you be able to realize the extent to which your 
ongoing onboarding process improvements have an impact on business 
outcomes.

Meet with other process stakeholders to determine, in advance, where 
KPIs will be collected and reported, as well as who is responsible for 
monitoring them and how often.

To increase awareness of your reengineering efforts, and to illustrate the 
importance of this endeavor with the rest of your organization, consider 
making highly visible dashboards available, either via a web-based portal/
Intranet and/or in frequently trafficked areas of your office(s). The added 
benefit of this approach is that it further commits all stakeholders to 
staying accountable to the goal for onboarding improvement. There’s no 
hiding from the onboarding scoreboard!

Organize Your Findings

Position yourself for success when making a request for support and 
resources to senior management. By now, you will have identified which 
KPIs will resonate with ownership, but also remember that your best 
approach is to come to management with a solution...not just a problem 
that needs fixing because a bunch of numbers are looking scary.

Think about the types of activities that will result in a positive outcome 
for your business. A helpful exercise is to organize potential items in a 
SWOT (Strengths - Weaknesses - Opportunities - Threats) four-square 
grid. This format helps to flesh out which items are the most critical 
objectives, since upon completing the grid, items that are truly top 
priorities are often redundantly referenced across more than one of the 
four squares. Additionally, a SWOT can help demonstrate that you are 
thinking beyond the change’s impact on your own department and more 
broadly at organizational-level change.

Grab Your Bullhorn and Spread the Word

In addition to presenting the raw numbers and proposed action steps to 
company ownership, it’s important to garner support from peers within 
the organization as well. While you will need the captain’s issue to set 
sail, it’s vitally important to make your peers aware of the forthcoming 
voyage as well. The more you can engage them to offer feedback on 
how the process might work more effectively, the better your chances 
of future business outcomes being positively impacted. After all, you will 
continue to rely on these stakeholders to buy-in to the change so they are 
willing to help you execute the plan moving forward.

Do focus groups and/or surveys with existing employees for insight on 
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what works or doesn’t work with your current employee onboarding 
process. Solicit feedback (and also communicate future progress) via 
many different avenues:

 ›  Internal company newsletter

 ›  Email

 ›  Social media (particularly if you wish to also include feedback 
from your vendors and/or customers)

 ›  Word of mouth

 ›  Periodic company and/or department meetings

 ›  Company dashboards/intranet

Stay the Course

Approval for significant onboarding process improvement may not 
happen overnight in your organization, but continuing to speak 
the language of senior management will at least keep the lines of 
communication open (while you continue to amass data that supports 
your cause) and improve your perceived value to the organization (icing 
on the cake).

We asked the president and Chief Talent Strategist of Unbridled Talent, 
LLC, Jennifer McClure (@UnbridledTalent), for her insights on making a 
business case for onboarding change.

QUESTION: What tactics have you seen HR professionals use to make 
a business case for onboarding process reengineering?

“When recommending 
any change in the 

organization, it’s 
important to make a 
business case that 

outlines what the 
‘problem’ is that your 

suggested solution will solve, what it’s 
costing the company in terms of money, 
resources, time, etc. if the problem is 
not solved and how your recommended 
solution will address the ‘problem.’
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“In the case of recommending changes or improvements to 
onboarding programs, often the ‘problems’ center around 
retention of new hires, engagement levels of new hires 
and time to productivity, so these are areas where I’ve 
seen onboarding process reengineering recommendations 
accepted by executive leadership.

“For example, one client had significant new hire turnover rates of over 50% within the first 90 days. When 
they evaluated the reasons employees were quitting, many of them indicated that they did not feel like they got 
enough training and ramp-up time to be productive in this fast-paced assembly-line environment. By partnering 
with operations leadership, and involving team leaders, the HR leader proposed a completely revamped 
onboarding program – going from a ½ day to 2 weeks of both classroom training and progressive time spent on 
the shop floor, which included hands-on training and support, as well as lower productivity expectations.

“Within the first year of implementation of the new onboarding program, new hire turnover had been reduced 
62%, which represented significant savings to the company, as well as increased employee engagement and 
improved employer brand.”
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Chapter 6

Calculate the ROI of  
Employee Onboarding  
Software

Making sweeping changes to your employee onboarding process 
(or perhaps enacting a documented process in the first place) isn’t 
easy or free. In fact, developing and maintaining a sound and effective 
onboarding experience for your newly hired employees can be quite 
labor-intensive for both human resources staff and other process 
stakeholders in your organization. The employees charged with 
acclimating new hires into the business could very well be working on 
other projects that help the organization drive revenue, reduce costs 
or both. As a result, it’s an uphill battle for HR professionals to get 
senior management to view the effort required for onboarding process 
improvement, including employee onboarding software implementation, 
to be anything more than a fruitless overhead cost to the organization. 
However, employers of choice make it a priority to calculate the impact of 
employee onboarding efforts on business outcomes, thus making it clear 
whether there is a business case for ongoing process improvement.

In this chapter, the focus is on how to calculate the ROI of employee 
onboarding software so you may demonstrate the value of this tool for 
easing the burden of the more tactical and administrative aspects of 
employee onboarding. Please note that the cost estimates that follow for 
each hiring scenario are quite conservative and may be greater for your 
own organization.

Calculate Employee Onboarding  
Administrative Costs

Even within the SMB space, there can be a great deal of variation in the 
number of employees hired annually from one organization to another. 
So, we’ll look at two different companies and calculate the ROI of using 
employee onboarding software for each. Note that Small Company hires 
50 employees annually, and Medium Company hires 250 people per 
year.

What Are the Hard Costs of Preparing New 
Employee Paperwork?

Assume an average of $10 per hire for costs related to the following 
items:

 ›  Paper and printer ink for new hire forms, employee handbook, 
policy acknowledgments and a branded company folder for 
presenting items.

 ›  Shipping new hire packets to employee homes and/or other 
office locations (particularly if HR is centralized in a corporate 
office); this cost will increase if you send your packets via 
certified mail.

SMALL COMPANY: 
Calculate the annual hard costs for Small Company ($10 x 50 employees 
= $500).

MEDIUM COMPANY: 
Its annual hard costs come to $2,500 ($10 x 250 employees = $2,500).
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How Many HR Labor Hours Does it Take to 
Assemble, Route and Approve New Employee 
Paperwork?

Assume this amounts to 2 hours per new hire regardless of company 
size. That figure includes the time spent to:

 ›  Print forms and policy acknowledgments

 ›  Assemble and ship the new hire packet

 ›  Initiate (and often follow up on) requests to IT, those who 
provision equipment, payroll and other affected departments

 ›  Double-check submitted employment paperwork to ensure 
legibility and completion

 ›  Countersign employment forms

 ›  File paperwork with employment records

Now consider the time saved when onboarding software is introduced 
to the equation. Because so many of these tactical responsibilities can 
then be automated and handled much more quickly and easily, assume 
that only 15 minutes (or .25 of 1 hour) is required per hire to execute the 
above items when using software. That’s a savings of 1.75 hours per hire 
per year.

SMALL COMPANY: 
If it hires 50 employees per year, calculate the labor hours saved (50 x 
1.75 = 87.5 hours).

MEDIUM COMPANY: 
Since it hires 250 employees per year, it could save 437.5 man hours per 
year with onboarding software (250 x 1.75 = 437.5).

How Do Saved Staff Hours Translate to Saved 
Labor Costs?

SMALL COMPANY: 
Assume it has only a couple of people in the HR department, perhaps an 
HR manager and a generalist. Jim the generalist is the most likely staff 
member tasked with fulfilling these administrative duties, and his salary 
is $45,000. Divide his salary by 2,000 (hours worked in a year assuming 
a 40-hour work week and 2 weeks’ worth of vacation) to get his hourly 
rate. For Jim, that’s $22.50. Multiply his hourly rate by the number of 
hours saved annually to calculate Small Company’s saved HR labor 
costs ($22.50 x 87.5 = approx. $1,969).

MEDIUM COMPANY: 
Since Medium Company is larger than Small Company and hires about 
250 employees per year, you can assume that its HR department is 
larger and has an entry-level HR assistant to handle the administrative 
tasks. Anna the HR assistant has a salary of $32,000. Therefore, 
her hourly rate can be calculated as $16 ($32,000 / 2,000 = $16). 
Consequently, we can estimate that Medium Company would save 
$7,000 in annual HR labor costs ($16 x 437.5 = $7,000).

In both scenarios, consider how the hours saved on administrative 
minutia can now be applied to more strategic aspects of the employee 
onboarding process: the items that Jim and Anna never had time to 
address before, and the tasks that really help engage new hires and 
better equip them to be productive sooner.
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How Long Does it Take a New Employee to 
Complete New Hire Paperwork by Hand?

Assume this comes to 1 hour per new hire in both of our company 
examples. Consider the many different types of forms and documents 
that need to be completed by new hires--many of which require the same 
fields of information to be written over and over again:

 ›  Federal I-9 form/e-Verify

 ›  Federal W-4 tax withholding form

 ›  State tax withholding form

 ›  Background and drug testing authorization form

 ›  Direct deposit authorization form

 ›  Building access card request form

 ›  Emergency contact form

 ›  Employee handbook acknowledgement form

 ›  Sexual harassment and workplace violence policy 
acknowledgement forms

 ›  Uniform order forms/technology order forms

 ›  Continuing education program enrollment form

 ›  Non-compete and/or non-disclosure agreement

 ›  Personal information form

When the new hire is able to access a web-based employee dashboard 
via an onboarding software application, he enjoys the benefit of 
answering questions only once before they are automatically populated 
to various electronic documents and presented to him for his approval 
and electronic signature. Not only does this improve his perception of 
your organization’s professionalism, but it cuts down the hour he would 
have otherwise spent completing paperwork by hand to only 15 minutes. 
You’ll take that savings of 45 minutes (or 0.75 hours) per hire per year!

SMALL COMPANY: 
Calculate new hire labor hours saved (50 x 0.75 = 37.5 hours).

MEDIUM COMPANY: 
For Medium Company, that amounts to 187.5 new hire hours saved (250 
x 0.75 = 187.5).

How Do New Hire Saved Hours Translate to Saved 
Labor Costs?

SMALL COMPANY: 
To be conservative, assume the average new hire salary is $35,000/year. 
That’s a new hire hourly rate of $17.50. Multiply this hourly rate by the 
number of hours saved annually to calculate Small Company’s saved new 
hire labor costs ($17.50 x 37.5 = approx. $656).

MEDIUM COMPANY: 
Use the same hourly rate for Medium Company to keep things simple. 
Medium Company would save $3,281 in annual new hire labor costs 
($17.5 x 187.5 = approx. $3,281)!
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TYPE OF COST Small Company

Paperwork Hard Costs Saved $500

HR Labor Hour Costs Saved $1,969

New Hire Labor Hour Costs Saved $656

TOTAL COSTS SAVED $3,125

Onboarding Software Access Fees Spent ($1,800)

ROI 174%

TYPE OF COST Medium Company

Paperwork Hard Costs Saved $2,500

HR Labor Hour Costs Saved $7,000

New Hire Labor Hour Costs Saved $3,281

TOTAL COSTS SAVED $12,781

Onboarding Software Access Fees Spent ($3,150)

ROI 406%

What Can You Expect to Pay for Ongoing Access 
Fees for Onboarding Software?

While the exact cost an organization pays for onboarding software 
access fees will be determined by both the number of annual hires as 
well as the number and complexity of forms used during the onboarding 
process, the below examples paint an accurate picture of what the 
average organization with the same specs as our sample organizations 
would pay ExactHire.

SMALL COMPANY: 
Since it hires 50 employees annually, it can expect to pay around 
$1,800/year in access fees.

Now, add up the total savings Small Company can expect as the result of 
using employee onboarding software:

That comes to an attractive return on investment (ROI) of 174% (($3,125 
/ $1,800) x 100 = approx. 174%), suggesting that onboarding software 
will save Small Company money and make life easier for both new 
hires and staff. Additionally, it frees up labor hours so that they can be 
allocated to the activities that will really take an organization’s employee 
onboarding process to the next level (i.e., mentoring, training university 
development, KPI benchmarking and analysis, employee recognition, new 
hire feedback sessions and the list goes on).

MEDIUM COMPANY: 
With 250 new hires annually, it will pay around $3,150 per year. Now, 
consider the total savings anticipated from using onboarding software:
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While the ROI for Small Company was already encouraging, the ROI for 
Medium Company is a whopping 406% (($12,781 / $3,150) x 100 = 
approx. 406%)! That’s a number that CFOs and CEOs can’t ignore.

Other Employee Onboarding Costs Are Subjective

If your organization is an SMB, then it is even more likely that you will 
need to make a compelling business case to senior management if 
you are going to get employee onboarding software approved. The 
aforementioned ROI examples should help your cause, but that doesn’t 
mean organizations that hire even fewer employees per year should 
discount the positive financial impact of onboarding software. While the 
ROI calculated from hard administrative costs may not initially appear to 
be as much of a slam dunk as in our two examples (if you’re hiring fewer 
people), don’t forget to consider the impact of employee onboarding 
technology on your onboarding process as a whole. What other more 
subjective items can be eliminated or reduced as the result of using 
software? Don’t forget about the time it takes (and related opportunity 
cost) to:

 ›  Prompt hiring managers and other HR staff to log in to approve 
documents that are assigned to them (because there’s always 
someone that needs to be reminded to follow through)...software 
will send email reminders to employees with items that are due 
soon and overdue.

 ›  Prompt new hires to complete paperwork that may extend 
beyond the first initial days of employment...software will send 
these reminders, too.

 ›  Manually look up which onboarding process stakeholders are 
responsible for which department’s or division’s new hire forms 
and equipment provisioning tasks...software automatically knows 
which admin users should be assigned tasks for new hires 
depending on role level, location, business unit, etc.

 ›  Ensure that existing employees (both new hires and veterans) 
have an easy means to approve policy updates...software isn’t 
only for new hires.

 ›  Cultivate a strong employment brand...software is attractively 
customized to match your company brand, and its ease of use 
offers new hires a positive user experience.

 ›  Keep track of which employees have completed certain training 
prerequisites so that they can be manually invited to more 
advanced training sessions...software has a task hierarchy that 
allows notifications to be presented to the new hire only after the 
new hire has already completed prerequisite tasks.

 ›  Remember to prepare and administer an employee satisfaction 
survey at a significant date milestone beyond a new hire’s start 
date...software can send automatic notifications for you at the 
right time.

Even for small and medium businesses, the return on investment for 
employee onboarding software can be significant. It may be  
worth your organization’s time to navigate these waters.
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Chapter 7

Ready to Improve... 
Where Do You Start?

Congratulations! You’ve successfully made a business case to get 
the resources to improve your onboarding process. And as a result of 
demonstrating its compelling potential ROI, you even received upper 
management’s blessing to implement onboarding software to infuse 
technology into your new hire experience. So, you’re ready to get 
started...but where should you start?

This chapter will focus on four key strategies for ensuring that your 
onboarding process change effort will result in marked improvement for 
your organization’s business outcomes.

1. GET STAKEHOLDER BUY-IN
If it has been some time since you’ve examined your onboarding 
process and enacted changes, then now is the time to invite others 
to participate, those who haven’t previously been involved in the 
design of this critical new hire process. Modern onboarding calls for 
the inclusion and engagement of a wide variety of stakeholders, and 
by involving them from the early stages of process reengineering, 
the probability of them carrying out onboarding tasks willingly and 
successfully greatly increases.

Demonstrate how an improved framework for welcoming and 
acclimating new employees will benefit stakeholders. While you’ve 
already shown senior management how your planned KPIs will be 
positively influenced by the change, and therefore have a positive 

impact on business outcomes, your peers (other hiring managers 
and administrative employees) may not have heard your case yet. 
Show them the numbers, especially how they impact their respective 
department areas, if possible.

Department heads, in particular, should appreciate the new plan’s 
aim to reduce turnover and shorten time to productivity, as it should 
prevent them from spending as much time interviewing replacements 
in the future. Additionally, the use of employee onboarding software 
will automate reminder notifications so important process milestones 
aren’t forgotten (i.e., periodic progress meeting reminders, benefit 
enrollment meetings, alerts to request future training sessions). Take 
it a step further and build in opportunities to have conversations with 
new employees that further set expectations with them about job 
responsibilities and performance expectations.

Having a system in place that alleviates any concern about forgetting 
tasks removes the urgency for managers to tell a new employee 
every little thing in the first week. Avoid forcing new hires to drink 
from the water hose the first few days. As a result, realize the benefit 
of improved knowledge retention due to more digestible information 
sessions being spread out over a longer period of time. Allocate the 
time saved with automatic software notifications toward strategic 
elements of the onboarding process that make a new hire comfortable 
and more likely to stay with your business for years to come.

2. MAKE IT EASY FOR UPPER MANAGEMENT TO 
SUPPORT THE EFFORT
The hard part of getting the blessing of senior directors is behind you. 
However, to maximize the potential success of your new plan, you still 
need their ongoing support. Make it easy for them to give that support 
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by telling them how they can be helpful and providing the information 
they need to communicate the project’s importance and progress. 
In doing so, make sure their public involvement in supporting your 
objectives is done in such a way that aligns your improved onboarding 
process with the company’s image and culture.

For example, if your organization is somewhat transparent and 
regularly shares certain aspects of financial information and goal 
progress with employees, then share a dashboard of your onboarding 
process metrics with staff members as well. Or, if your smaller 
business prides itself on personalized service (including thank you 
notes to new customers), then ask your CEO to send handwritten 
notes to new employees before their first day on the job.

Other ideas for visible senior management support include:

 ›  Public recognition of new employees on social media

 ›  An email to the entire company from the president welcoming 
a new hire

 ›  A 1-on-1 lunch with a new teammate during the first week on 
the job

 ›  Public acknowledgment of newly hired employees during the 
next company meeting

3. NOTE THE IMPORTANCE OF SOUND 
DOCUMENTATION
The greatest plans will fail to deliver if they aren’t recorded properly, 
particularly employee onboarding process checklists that have 
multiple moving parts. Start by researching and confirming the 
required employment paperwork that should be presented to a 

new employee. This will most certainly vary by country, state and 
even municipality if you operate in a number of different geographic 
locations. If you’re unsure of requirements, it’s always a good idea to 
involve a trusted employment law attorney.

Along with the required tax and employment eligibility paperwork 
based on your location and industry, document which other forms 
and policy acknowledgments should be included in your new hire 
packet(s), and how packet contents will vary based on role, division 
and/or location of employee. Effective onboarding software should 
allow you to create many different new hire packets, and you can 
then automatically present the appropriate packet to a new employee 
within the onboarding dashboard based on his/her employment 
characteristics (again...role, division and location).

Next, assign stakeholders to tasks for each step of the onboarding 
process. Have conversations with these individuals so they have 
an opportunity to volunteer, consent, ask questions and/or decline 
based on their understanding of the assignment. During this exercise, 
map out how stakeholders’ assignments to different tasks within 
the onboarding process could affect a new employee’s onboarding 
experience. For example, don’t accidentally assign an individual in 
your corporate office to be the Form I-9 approver for new hires in your 
production plant two states away. If possible, have more than one 
individual available to handle certain types of onboarding roles so that 
each geographic area has an appointed person in all of the critical 
roles. However, if, for example, new employee equipment orders are 
centralized in your corporate office, it’s okay to have a single person in 
that equipment-provisioning role regardless of new employee location.

Brainstorm other onboarding tasks that could add value for your 
stakeholders. If they’ve not previously been involved in this group 
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effort, you may be surprised about the innovative ideas they bring to 
the table. As you vet other tasks for potential inclusion, determine 
where they should fall in the process, and whether any other tasks 
should happen as prerequisites beforehand. Assign owners to each of 
these tasks as well.

4. CREATE AN ONBOARDING ROADMAP TO 
COMMUNICATE EXPECTATIONS
Take your documentation efforts a step further by creating an in-depth 
visual resource for both your process stakeholders, as well as your 
other teammates. Share this roadmap with your new hires before their 
first day on the job as well. It’s okay to have a condensed version of 
your roadmap for your newly hired employees.

Make this resource available as a handout for stakeholders and, if 
possible, have an attractive summary version posted as a banner on a 
wall inside your offices and/or on your intranet as well. Its prominent 
appearance will be a constant reminder for all employees to support 
the onboarding process in order to make it successful.

Your roadmap might be as simple as a flowchart showing the order 
of tasks and time period during which they are executed. Or it might 
be a chance to get more creative and literally illustrate the “road” to 
new hire success, complete with pit stops and task milestone markers 
along the way. What works for you will depend on the culture and 
resources available within your organization.

This visual representation sets expectations for all stakeholders and 
clearly depicts assigned responsibilities by person. It is a mechanism 
to document minimum accepted timeframes for task completion 
and therefore helps to bring context to the dashboard on which you 
track onboarding-related KPIs. In fact, consider including a roadmap 
milestone that documents how frequently you conduct lessons 
learned sessions with stakeholders, and check on KPIs.

The roadmap makes clear which employee onboarding tasks need 
to be addressed at what time, and this frequent familiarity with the 
onboarding process and KPI dashboard is key in demonstrating how 
process improvement drives business outcomes.

If you’re ready to include employee onboarding software as a critical 
driver in your organization’s process change efforts, please contact 
ExactHire to schedule a live demo today.
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Chapter 8

Gain a Competitive  
Advantage Through  
Continuous Improvement

Processes exist so that a series of actions can be completed efficiently 
and produce a desired outcome. In human resources management, 
we build processes to produce a desired outcome in and for people...
dynamic, diverse, unique people. After all, human capital has the potential 
to be a significant competitive advantage for any organization. However, 
this dynamism means that process improvement could be needed 
frequently and at any time. And so it’s especially vital for organizations 
to embrace the concept of continuous improvement as it relates to 
optimizing HR processes. 

The most efficient processes only include those actions that are essential 
to producing a desired outcome. Therefore, a process becomes 
inefficient when previously essential actions become obsolete--usually 
due to advances in technology--or when the desired outcome changes 
to require actions not included in the original process. Take a look at how 
inefficiency can show up in the employee onboarding process.

A Simple Onboarding Process Inefficiency 

Imagine a small startup that initially specialized in a single area of tech 
consulting. In the beginning, they used a few different analytics tools, 
and new employees were required to quickly learn them all. The staff 
was small--only five people--so cross-training on these tools was vital. 
The desired outcome of the onboarding process was to have new hire 

paperwork completed on the first day and employees fully trained on all 
tools within the first 14 days. 

Since the desired outcome was fairly straightforward, the company’s 
onboarding process was simple. On the first day, new hires were given 
a manila folder with payroll and benefits paperwork that they were asked 
to complete by the end of the day. Training consisted of reviewing a 
binder of various user manuals for each analytics tool and checking in 
with coworkers for help as needed. New hires were expected to pass 
a proficiency exam (created in-house) for each analytics tool after two 
weeks. The work culture was very casual with very few formal policies, 
and as a startup it was still finding its brand identity.

Fast forward four years. Now the company has expanded its operations 
to include several additional consulting areas. The staff is comprised of 
50 employees, and consultants use a different set of tools according to 
their consulting area. The tools now offer integrated training lessons and 
proficiency exams online. The company’s work culture remains casual, 
but over the years the company has established unique ways of doing 
things that now define its brand. The company has grown quickly and 
much change has occurred. 

Unfortunately, the onboarding process hasn’t changed all that much 
from the first year. New hires are still required to learn all the tools--many 
that they may never use. And although more efficient training methods 
exist for those tools, the organization still relies on hard-copy training 
manuals and in-house proficiency exams. There is no formal introduction 
to the company’s “way of doing things,” so new employees have to learn 
work culture on the fly. It usually takes a couple months of trial and error 
before most new hires feel remotely acclimated--and even then, many are 
unsure. What is happening?
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Inefficient, Ineffective Onboarding

For this company, the desired outcome and essential actions of the 
onboarding process have changed, but the company has not evolved the 
process to address those changes. Sure, parts of the desired outcome 
are still served--like completing new hire paperwork on the first day--
but role-specific training for analytics tools and an understanding of the 
company culture are now more likely high-priority desired outcomes, and 
those currently go unsupported by the process.

Additionally, the organization’s failure to embrace new technologies 
means that nonessential actions--like maintaining user manuals and 
proficiency exams--have begun to bog down the process. In short, an ad 
hoc, piecemeal onboarding process that was fine for a startup in its first 
year has now proved both ineffective and inefficient as it experiences 
rapid growth.

This is an example of an organization that fails to value the employee 
onboarding process. What this example doesn’t illustrate, however, 
is how this failure can lead to low levels of productivity that plague 
an organization far beyond the onboarding phase of new hires. And, 
unfortunately, even though low productivity may be realized, it is rarely 
even partially attributed to an inefficient, ineffective employee onboarding 
process. 

So how can a fast-growing organization that does value employee 
onboarding ensure that its process is optimized to continually produce 
desired outcomes and set new hires on a path toward optimal 
productivity?

Scaling for Growth with Continuous Onboarding 
Improvement

When a small business begins to grow quickly, it is inevitable that some 
processes will fail to scale adequately. This failure to scale results in 
inefficiency and undesired outcomes that many small businesses find 
challenging to address. But by committing to a process of continuous 
improvement--ideally from the very start--organizations can position 
themselves to make incremental improvements that enable them to scale 
for growth and efficiently achieve desired outcomes.

Fortunately, a plan for continuous improvement can be easily built into 
employee onboarding processes. Whether your organization has been 
around for a while or is a young startup, the following steps will help you 
build an employee onboarding process that adapts to your changing 
needs by incorporating continuous improvement.

1. CREATE A VISION FOR YOUR ONBOARDING 
PROCESS (DESIRED OUTCOMES)
In Chapter 3, you read about the importance of having a compelling 
vision for your onboarding process before building or changing it. It 
is also important to do this when incorporating a plan for continuous 
improvement. The vision for your onboarding process is the initial 
benchmark against which your performance and real outcomes will be 
measured. 

Additionally, since each new hire will bring different experiences and 
perspectives, the best continuous onboarding improvement plans will 
measure real outcomes against the individual expectations of new 
hires, too. Information gained from this analysis will be valuable for 
improving not only the onboarding process, but the recruiting process 
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“I think it’s important 
to gather a baseline 
regarding new hire 
expectations before, 

or at the beginning of, 
the onboarding process. 

I’d also recommend soliciting feedback 
upon completion of the program, after 
one month, six months and one year. 
This feedback can be obtained from 
in-person discussions, as well as quick 
surveys; however, it’s important to 
ensure that the feedback mechanism is 
designed to solicit specific responses 
and not just numerical ratings. If 
something was great, how specifically 

as well. Perhaps you will even uncover information that indicates that 
you are creating unrealistic expectations during recruitment.

2. DETERMINE WHAT IS ESSENTIAL TO 
ACHIEVING YOUR VISION (ESSENTIAL ACTIONS)
With a vision of where you want your new hires to be after 
onboarding, you now must determine the most efficient way of 
getting them there. Remember, because this is a process that 
manages people, efficiency needs to be measured quantitatively and 
qualitatively. In other words, efficiency is not just having an employee 
accomplish tasks in the most timely manner, but also ensuring that 
each individual’s experience is exceptional. 

As you review the actions required in your organization’s onboarding 
process, make note of why or how each action is essential to 
achieving your vision. Then begin to design survey questions that will 
be asked of new hires. These questions should be a mixture of ratings 
and open-ended style questions, and each question should relate 
to an essential action and corresponding desired outcome. In this 
way, compiling and reviewing the responses will be much easier and 
consistent.

3. REQUEST FEEDBACK FROM NEW HIRES AT 
IMPORTANT TRANSITION POINTS
Jennifer McClure, president of Unbridled Talent, LLC, sums up 
the importance of gathering new employee feedback as it relates to 
continuous onboarding improvement:
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did it help the employee in feeling 
more a part of the team, or doing their 
job better, or assimilating into the 
culture? Similarly, if something was not 
helpful, or was not covered that should 
have been, how did that impact the 
employee?

“Knowing what works, what can be improved and understanding 
the impact of onboarding will be important not only for continuous 
improvement, but also reporting back to leadership on whether or not 
the program is meeting, or exceeding, expectations.”

4. COMPILE AND REVIEW FEEDBACK 
CONSISTENTLY
By consistently soliciting feedback from new hires, you will have 
a good amount of data with which to review and measure the 
performance of your onboarding process. Organizations vary as 
to how often or how much they hire, so the timing of onboarding 
process reviews will vary as well. A good place to start is to review 
your onboarding process on a quarterly basis. Of course, “red flag” 
responses (feedback that signals an obvious need for improvement) 
should immediately trigger a review.

5. MAKE CHANGES TO THE ONBOARDING 
PROCESS TO OPTIMIZE EFFICIENCY AND 
EFFECTIVENESS
Once you have all the feedback gathered, you must decide 
which process adjustments to make. This final step should not 
be taken lightly. It’s dangerous to make changes based on every 
critical response received because it can transform your continual 
improvement process into a continual change process--which may be 
the worst kind of inefficiency. 

Additionally, in reviewing feedback, always ask yourself if the critical 
feedback is describing a bad process or poor execution. Many 
times the process is fine, but extenuating circumstances, technical 
difficulties or incompetence result in undesirable outcomes. Before 
making a decision to change the process, determine the source of 
inefficiency or ineffectiveness; the change you need to make may be 
in the supporting resources, not the process.
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Chapter 9

Mapping Trends in  
Employee Onboarding  
Automation

It’s no secret that technology has rapidly advanced over the past 
15 years. These advances include the advent of social networks, 
smartphones, mobile web, cloud-based software and countless others. 
Along with these advances--or perhaps because of them--organizations 
have become increasingly open to the idea of automating and digitizing 
laborious analog processes.

Within the human resources space, process automation is evident due 
to the wide adoption of applicant tracking systems and software for 
background checking and employee assessments. A lot of momentum is 
also building up behind automating the employee onboarding process, 
and like technology as a whole, this trend seems to be rapidly advancing. 

Top Four Trends in Employee Onboarding 
Automation

1. ELECTRONIC SIGNATURES
Less than 10 years ago, the following process used to be considered 
an advancement: employer emails PDF document to new hire; new 
hire prints off and signs document; new hire emails signed document 
back to employer; employer prints off signed document and places in 
file. Wow! 

Although e-signatures have been around for decades, they have only 
recently become a commonly used tool in the business world. Human 
resources departments can utilize e-signatures to enable new hires 
to quickly complete and sign necessary employment paperwork, from 
W-4 forms to I-9’s. And hiring managers can review and countersign 
these documents quickly through simple web-based systems.

By going paperless, hiring departments will also have digital versions 
of all the necessary documents and forms, allowing for easy retrieval 
and review. If needed, documents can be printed and stored or 
mailed, but the software allows HR professionals to perform every 
process, from digital delivery to secure storage, all from the software 
platform itself.

2. E-VERIFY INTEGRATION
E-Verify originally began as a pilot program commissioned by the 
U.S. government in 1997. Initially used as a tool to discourage 
undocumented immigrants, it quickly found a practical application 
at the employee onboarding level. E-Verify works by comparing the 
information on the Employment Eligibility Verification Form I-9 to the 
information stored in government records. When the information 
provided matches the government’s information, the verification 
process is complete, confirming the individual’s identity and allowing 
one to progress to later stages of the onboarding process.

By using onboarding software with E-Verify integration, organizations 
have a solution that allows for faster onboarding, greater efficiency 
and reduced demands on human resources departments. This 
allows HR professionals to save time, money and other resources 
in the onboarding process, while having complete confidence in the 
employment eligibility of new hires.
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3. TASK MANAGEMENT
Automating the completion of documents and forms with onboarding 
software is a beautiful thing. If organizations only chose to adopt these 
features alone, it would be a big win for productivity and the new 
hire onboarding experience. But onboarding automation is already 
advancing beyond documents and forms to automating tasks and 
workflow.

Today many organizations manage everything through email. Gone are 
the days of always picking up the phone or walking down the hallway 
to pop in with questions, reminders or memos. Now this is frequently 
done by sending an email. This method saves steps and might be 
quicker, but it also has a number of drawbacks--the risk of it not 
being read, the sender forgetting to type all the details, the recipient 
forgetting he received it and many others.

Advanced onboarding software now provides HR professionals with 
the ability to pre-build tasks for new hires that can be scheduled and 
assigned at any point in time during the onboarding period. The new 
hire simply logs in to his individual dashboard to see a list of tasks 
and corresponding deadlines. Periodic reminder email notifications 
can also be set up to alert new hires of upcoming due dates. Here are 
some examples of what these assigned tasks may include:

 ›  Watch training videos

 ›  Read company policy e-book

 ›  Schedule meeting with supervisor

 ›  Complete online staff biography

In addition to managing the tasks of the new hire, current employees 

can be included in notifications and assigned tasks as they relate to 
supporting the new hire. Some examples of this include:

 ›  Equipment orders

 ›  Software installation

 ›  Username and password assignment

 ›  Staff photo

With task management, HR professionals have one hub to manage 
all the activities surrounding the successful onboarding of a new hire. 
This improves efficiency, but it also helps ensure that all stakeholders 
in the process are on the same page. The result is an onboarding 
process with fewer steps and no hiccups.

4. OFF-BOARDING
Like employee onboarding, a case can be made that automating the 
employee offboarding process is a good move, too. A variety of things 
must be done or tracked when an employee leaves an organization. 
Below are some common things that may be part of your off-boarding 
process:

 ›  Retrieve office keys/entry badge

 ›  Retrieve company laptop and/or phone

 ›  Confirm date of last paycheck

 ›  Provide COBRA information

 ›  Provide retirement plan options upon termination

 ›  Conduct exit interview
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 ›  Provide copy of any non-compete or NDA agreements signed 
by employee

 ›  Set up auto-forward of the former employee’s corporate email

 ›  Deactivate employee access to various software platforms

Certainly, many other things might fall into this list, but it’s easy to 
see these are not trivial items. As with new hire onboarding, you 
may choose to manage these tasks in a physical checklist or in a 
spreadsheet. Likewise, software solutions are emerging to help 
automate this in the same manner as new-hire onboarding.

The Future of Onboarding 

All of these trends in onboarding automation are relatively new as of 
2015. But you can be sure that for the organizations that keep up with 
these advances in technology, these trends will be old news by 2016. So 
where is onboarding and automation headed?

According to Sharlyn Lauby, president of ITM Group, Inc.--a consulting 
firm that develops training solutions for engaging and retaining talent in 
the workplace--the next generation of onboarding may be determined by 
the employees.

“I believe employees 
will want a say in their 
onboarding experience. 
Some aspects of 

onboarding will be 
determined by the company, 

for example compliance training or 
new hire paperwork. But there’s a point 
after the employee is hired where they 
could make choices about what–and 
how–they would like to learn.” 

And that seems appropriate. After all, technology advances and evolves 
in order to fulfill a need. So it follows that new trends in onboarding 
automation will likely arise to better serve new hire needs. And who 
knows new hire needs better than the new hires themselves?
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Want More Information?

ExactHire helps small- and medium-sized organizations automate and improve the employee 
onboarding process. Your employees are smarter, more tech-savvy and better informed than 
ever. They choose to work for companies with amazing employment brands. ExactHire’s software 
solutions will help you deliver on a positive employment brand promise, with the following choices 
available:

Employee onboarding software

Applicant tracking system (with integrated background checking)

Reference check software

Employee assessments

Have Questions? Contact ExactHire Here

www.exacthire.com
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Connect with ExactHire!

Contact Jeff Hallam, Co-Founder, at info@exacthire.com if you have 
questions about ExactHire software solutions.

Office | 317.296.8000

LinkedIn | https://www.linkedin.com/company/exacthire/

Facebook | www.facebook.com/exacthire

Twitter | @goExactHire

Web | exacthire.com

10333 N. Meridian, Suite 130, Indianapolis, IN 46290
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