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Why does 
onboarding 
matter?

1



Why do you do onboarding 
in your organization?

a. To deliver a great employee experience
b. To ensure new employees are set up 

for success
c. To boost engagement of new starts
d. To drive productivity and performance
e. To deliver on the employer brand 

promise



The impact of onboarding
82% more likely to remain for 
more than 3 years 
(Glassdoor)#1 | Reduces turnover costs

#2 | Accelerates time-to-productivity 60% faster to reach productivity 
(Brandon Hall Group) 

#3 | Enhances engagement and satisfaction 2.6 x more likely to be engaged 
(Gallup)

#4 | Influences long-term commitment 31% leave within the first 6 months
(Digitate)

#5 | Builds brand advocacy 60% higher employee referrals
(Glassdoor)



Where are we 
going wrong?2



How is onboarding 
experienced?



What are your biggest 
challenges in onboarding?

a. There is so much admin to do that it is 
overwhelming

b. I struggle to coordinate all the various parts of 
the process

c. Our processes are unstructured and difficult to 
repeat

d. I am not sure if our onboarding process is 
focused on the right things

e. We don’t have technology to support the 
onboarding process



What makes the onboarding 
experience fail?

Multiple role players shape the experience

Capacity to facilitate the experience

Administrative and operational burden

Disjointedness of the experience

One-size-fits-all approach

Little focus on connection

Neglecting support beyond 90 days

Failure to gather feedback



Tactics to elevate 
the onboarding 
experience

3



Balancing efficiencies with personalization through technology

Establishing continuous listening mechanisms

Applying EX design methodology to the onboarding process

Tactic #1

Tactic #2

Tactic #3

How can we elevate the 
onboarding approach?



Applying EX design methodology to the onboarding process

Tactic #1

❏

What does it entail and why 
is it relevant?

❏ Designing outside-in
❏ Understanding specific 

(shared) needs
❏ Identifying moments 

that matter
❏ Defining role players, 

systems and processes



Applying EX design methodology to the onboarding process

Tactic #1

Traditional inside-out 
approach

● Linear process
● Usually standardized 

across all employees
● Focused on HR 

processes to be 
completed

● Main outcome that is 
driven is to ‘activate’ 
new employee



Applying EX design methodology to the onboarding process

Tactic #1

EX driven outside-in 
approach

● Process based on 
moments that matter

● Flexibility to 
accommodate various 
needs

● Focused on experiences 
to deliver

● Main outcome that is 
driven is to ‘enable’ new 
employee



BENEFITS

➔ Addresses the specific needs of real 
employees

➔ Shapes the desired experience
➔ Facilitates process development
➔ Enables technology investment 

decisions
➔ Identifies where we should listen
➔ Beyond the first 90 days

POTENTIAL PITFALLS

1. Balance standardization with 
personalization

2. Catering for too many needs
3. Risk of over-complicating if you do not 

follow a methodology

Applying EX design methodology to the onboarding process

Tactic #1



Balancing efficiencies with personalization through technology

Tactic #2

❏

What does it entail and why 
is it relevant?

❏ Using technology to do 
the heavy lifting

❏ Leveraging technology 
to personalize the 
experience

❏ Tracking and managing 
the end-to-end 
experience

Enhance 
efficiencies

Optimizes 
processes

Deliver 
personalized 
experiences

In onboarding, technology has to do one (or more) of these things:



Balancing efficiencies with personalization through technology

Tactic #2
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Personalization

Basic use
● Document storage 

systems
● Standardized emails
● Shared calendars
● Basic video conferencing

Customizable application
● Custom onboarding 

portals
● Digital feedback surveys
● Role-specific content

Automated and standardized
● Automated onboarding 

emails
● Document collection 

platforms
● Benefits enrollment 

platforms
● Task automation tools

Automated and personalized
● AI-powered onboarding 

assistants
● Personalized learning 

paths
● Automated personalized 

surveys
● Interactive chatbots with 

AI
● Data-driven onboarding 

platforms

Considerations:

● What problem is 
technology solving?

● Which experiences 
should it enable?

● Where will it unlock 
most business value?

● What investment is 
required?



Balancing efficiencies with personalization through technology

Tactic #2

Automated and standardized
● Automated onboarding 

emails
● Document collection 

platforms
● Benefits enrollment 

platforms
● Task automation tools

Onboarding task example Technology you can use What it does Impact

Benefits Form 
Completion

Gusto / Zenefits Automates the 
distribution and 
collection of benefits 
forms

Saves HR time, ensures 
accurate data, timely 
completion



Balancing efficiencies with personalization through technology

Tactic #2

Automated and standardized
● Automated onboarding 

emails
● Document collection 

platforms
● Benefits enrollment 

platforms
● Task automation tools

Onboarding task example Technology you can use What it does Impact

Drafting a Welcome 
Email & Engagement

Mailchimp / 
ActiveCampaign / Zapier

Sends personalized 
welcome and follow-up 
emails automatically

Increases engagement 
and reduces manual work



Balancing efficiencies with personalization through technology

Tactic #2

Automated and standardized
● Automated onboarding 

emails
● Document collection 

platforms
● Benefits enrollment 

platforms
● Task automation tools

Onboarding task example Technology you can use What it does Impact

Driving a Task Process 
Flow

Trello / Asana Automates task 
assignment and progress 
tracking across teams

Streamlines coordination 
and ensures timely task 
completion



Automated and personalized
● AI-powered onboarding 

assistants
● Personalized learning 

paths
● Automated personalized 

surveys
● Interactive chatbots with 

AI
● Data-driven onboarding 

platforms

Balancing efficiencies with personalization through technology

Tactic #2

● Personalized guidance to new 
employees

● Powered by chatbots or virtual 
agents 

● Personalized instructions, answering 
questions, and making 
recommendations

AI-powered onboarding assistants

Examples:
1. Talmundo: An AI-driven onboarding platform that helps personalize the onboarding experience for each new 

hire.
2. Enboarder: A platform that automates and personalizes the entire onboarding process, including tasks and 

check-ins.
3. WorkBright: Specializes in remote onboarding and automates document collection and compliance tasks.

What activities can it help automate and personalize?

➔ Communication and guided interactions 
through the onboarding process

➔ Task management and reminders
➔ Role-specific and contextual information
➔ Onboarding progress tracking and feedback 

loops
➔ Onboarding ‘buddy’



Balancing efficiencies with personalization through technology

Tactic #2



Automated and personalized
● AI-powered onboarding 

assistants
● Personalized learning 

paths
● Automated personalized 

surveys
● Interactive chatbots with 

AI
● Data-driven onboarding 

platforms

Balancing efficiencies with personalization through technology

Tactic #2

● Uses data and machine learning 
algorithms to curate customized 
training materials and development 
programs 

● Paths adapt in real-time as the 
employee progresses 

Personalized learning paths

Examples:
1. WorkRamp: Provides personalized learning paths and integrates with other onboarding tools to streamline the 

training process.
2. Cornerstone OnDemand: Offers a learning management system (LMS) that tailors courses and materials to 

individual employees’ roles and learning preferences.
3. Docebo: An AI-powered LMS that curates personalized learning experiences for employees based on real-time 

data and feedback.

What activities can it help automate and personalize?

➔ Skill gap analysis to provide tailored training 
programs

➔ Role-specific onboarding tailored to the 
employee's job

➔ Ongoing development recommendations based 
on the employee's progress and aspirations



Balancing efficiencies with personalization through technology

Tactic #2



BENEFITS

➔ Creates efficiencies across the 
onboarding process

➔ Eliminates errors and compliance risks
➔ Ensures that employees are set up for 

success
➔ Delivers personalized experiences at 

scale
➔ Even a small enhancement can 

improve the onboarding experience

POTENTIAL PITFALLS

1. Over-reliance on technology
2. Lack of human oversight in 

decision-making
3. Not moving out of the automation 

mindset when it comes to technology 
use

Balancing efficiencies with personalization through technology

Tactic #2



Analysis and 
response

Establish 
feedback 
channels

Establishing continuous listening mechanisms

Tactic #3

❏

What does it entail and why 
is it relevant?

❏ Shifting from feedback 
on the process to insight 
on the experience

❏ Establishing multiple 
feedback points across 
multiple channels

❏ Closing the loop / 
iterating based on 
feedback

Set feedback 
collection points



Analysis and response

Establish feedback 
channels

Establishing continuous listening mechanisms

Tactic #3

Set feedback collection 
points

➔ Aligned to moments that matter
➔ Across the onboarding journey
➔ At minimum pre-onboarding, first day check-in, 

pulse survey (bi-weekly or monthly) and 
end-of-onboarding review

➔ Surveys & questionnaires
➔ One-on-one check-ins
➔ Digital touchpoints
➔ Peer feedback

➔ Sentiment analysis
➔ Trend analysis
➔ Escalations and issue resolution
➔ Predictive analytics

Considerations:

1. What type of feedback is 
valuable?

2. What is the desired 
experience you want to 
measure?

3. How will you use the 
feedback?

4. How can technology 
support the process?



Establishing continuous listening mechanisms

Tactic #3

Officevibe
- Personalized survey questions
- Two-way feedback

TINYPulse
- Integrates with collaboration 

tools
- Weekly pulses

Betterworks Engage
- Real-time analysis and 

sentiment analysis
- Manager prompts



BENEFITS

➔ Real-time insights into the onboarding 
journey

➔ Allows for iterations and interventions 
throughout the process

➔ Creates trust and transparency in the 
process

➔ Enables line managers to take 
ownership of the process

POTENTIAL PITFALLS

1. Data that is gathered and not used has 
little value

2. Feedback is not actionable
3. Analysis becomes retrospective and 

not real-time insights

Establishing continuous listening mechanisms

Tactic #3



Getting started4



How to get started

What is the 
desired 

onboarding 
experience that 

you want to 
create?

What are the 
objectives of 
onboarding in 

your 
organization?

What processes 
and technology is 
required to bring 

this experience to 
life?

How do you 
enable critical 
role players?

How do you 
create feedback 

loops in the 
onboarding 

process?

Why is it 
important

What should it 
deliver

How do you 
enable others

How do you 
operationalize it



Any questions? 
Ask away!


