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Purpose and
motivation

The purpose of Digital Onboarding project’s output O1 is to provide a Digital
Onboarding Methodology for setting new hires for success and decrease time for
them to become proficient in their new roles.

In times of labor shortages, acquiring and retaining talent is a strategic task for every
employer. Onboarding plays an important role for that purpose. According to
several studies, poor onboarding can leave the new hires with lower confidence in
their new roles, worsened engagement, and an increased risk of leaving when they
see a more attractive job opportunity.

On the other hand, companies that have a formal onboarding program could see
50% greater employee retention and 62% greater productivity among new recruits.
But even before the pandemic, more than one-third of companies did not have a
structured onboarding process, remote or otherwise.

A well-designed onboarding process based on digital technologies like e-learning,
Virtual Reality, etc. can dramatically improve new hires' experience and help them
achieve confidence and proficiency in their new roles. It can decrease onboarding
time and cost and improve performance of employers and VET organizations that
provide training along the onboarding

Scope

The “01 Digital Onboarding Methodology” comprises:
e Adigital onboarding methodology, process and implementation blueprint,
e Review of digital technologies that can contribute to the onboarding,
e Sample business cases from the partners.
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1 Introduction to the purpose

In times of labor shortages, acquiring and retaining talent is a strategic task for every employer.
Onboarding plays an important role for that purpose. According to several studies, (1), poor onboarding
can leave the new hires with lower confidence in their new roles, worsened engagement, and an increased
risk of leaving when they see a more attractive job opportunity. On the other hand, companies that have a
formal onboarding program could see 50% greater employee retention and 62% greater productivity
among new recruits. But even before the pandemic, more than one-third of companies did not have a
structured onboarding process, remote or otherwise.

Pursuant to “Gallup’s Perspective on Creating an Exceptional Onboarding Journey for New Employees”, (2),
new employees typically take around 12 months to reach their full performance potential within a role.
The Society of Human Resource Management (SHRM), www.shrm.org, estimates the Cost-Per-Hire and
onboarding will cost a company six to nine months of an employee salary. The cost of failed onboarding is
also high and can cost a company up to twelve months of an employee salary. Therefore, the cost of
onboarding, in particular the failed onboarding, can be significant.

There are different definitions of onboarding.

SHRM defines “onboarding” in following way “Onboarding is the process in which new hires are integrated
into an organization. It includes not only an initial new-hire orientation process, but an ongoing
introduction to an organization's structure, culture, vision, mission and values. Onboarding can last weeks
and even up to a year”.

Gartner, www.gartner.com, a research and advisory company, that provides “Essential insights and advice
for every leader across the enterprise”, adds more aspects to the definition of onboarding. It defines the
beginning and the end of the onboarding, mentions onboarding software, lists some typical onboarding
activities and suggests the importance of employee performance management along the onboarding:

“Onboarding is the business process that organizations execute from the point at which a job applicant has
accepted an offer of employment to the point at which the new employee is productive at work. The
onboarding software includes administrative activities (enrolling in benefits), provisioning activities
(assigning office space, user identification and employer property) and orientation (connecting with
colleagues and training). Some organizations include employee performance management as part of
onboarding”.

It will be interesting to see what artificial intelligence thinks about onboarding. As per ChatGPT:

“Onboarding refers to the process of integrating and familiarizing new employees or users with an
organization, team or system. It is structured approach that aims to help individuals into their new roles,
understand the company’s culture and values, and acquire the necessary knowledge, skills and resources
to be productive and successful”.

What all the definitions have in common is that onboarding is a process that starts from the point at which
the job applicant has accepted the employer's offer and ends at the point at which the new employee is
productive at work. Onboarding can include a series of administrative, training, technical and other
activities aimed at integrating the new hire into the company, understanding its culture and values, as well
as his role. And ultimately to acquire the necessary knowledge, skills and resources to be effective.
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In recent years, onboarding has faced new challenges for companies. More and more people are employed
and working remotely. This adds to the usual onboarding tasks new logistical tasks: securing the necessary
equipment for the job (e.g. computers, communication equipment, office furniture) and putting that
equipment back after the employee leaves. The shortage of qualified labor and the opportunities for free
movement in the EU allows employers to hire foreigners, but increases the requirements for language
training. Sometimes new recruits have to relocate to other countries or settlements, and the like.

Against the background of all these challenges, digital technologies play an increasingly important role.
They can be used not only as a communication tool in the process of selecting job candidates and as an
environment for cooperative work in some industries. A well-designed onboarding process based on digital
technologies like e-learning, Virtual Reality, onboarding platforms, etc. can dramatically improve new
hires' experience and help them achieve confidence and proficiency in their new roles. It can decrease
onboarding time and cost and improve performance of employers and VET organizations that provide
training along the onboarding.

The objectives of the Digital Onboarding project are:

1. To develop a Digital Onboarding Methodology for setting new hires for success and decrease time for them
to become proficient in their new roles.

2. Toidentify a set of open source tools suitable for digital onboarding purposes

To Develop a training course on these Digital Onboarding Methodology and Tools

4. Toimplement and disseminate the project results.

w

The purpose of this document is to present: an onboarding methodology and an onboarding process based
on digital technologies, as well as a blueprint for their implementation.

2 Terms and definitions

Buddy System

A buddy system is a form of employee orientation whereby newly hired employees are assigned to
another employee who shows the new employee the ropes, introduces him or her to co-workers,
gives personal assistance, and answers questions on an as-a-need basis.

Source: SHRS (Society for Human Resource Management), HR Glossary, www.shrm.org
competency

A competency is a knowledge, skills, ability or other characteristics (e.g., trait, mindset, attitude)
commonly referred as KSAO, or a group of characteristics, which, when applied in appropriate
roles, help achieve desired results. Competencies contribute to individual exemplary performance
that increases the likelihood of a positive impact on organizational outcomes.Competencies help
simplify the process of tying concrete examples of performance expectations to organizational or
professional mission and goals.

Source: SHRS (Society for Human Resource Management), HR Glossary, www.shrm.org

Competency model
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A competency model refers to a collection of competencies that are needed for effective job
performance. The individual KSAOs or combinations of KSAOs are the competencies, and the set of
competencies is typically referred to as the competency model.

Source: SHRS (Society for Human Resource Management), HR Glossary, www.shrm.org
Cost-Per-Hire

Cost-per-hire is an HR metric that measures the costs associated with filling a vacancy. This
includes the internal, external, direct and indirect costs associated with sourcing, recruiting and
staffing an open position.

Source: SHRS (Society for Human Resource Management), HR Glossary, www.shrm.org
Digital onboarding

Onboarding that intensively uses digital technologies.
Employer Brand

An employer brand is what an organization communicates as its identity to both potential and
current employees. Closely linked with the employee value proposition (EVP), the employer brand
incorporates an organization‘s mission, values, culture and personality.

Employee Value Proposition (EVP)

An employee value proposition (EVP) is part of an employer’s branding strategy that represents
everything of value that the employer has to offer to its employees. Items such as pay, benefits
and career development are common, but employers also highlight offerings that are currently in
demand—Ilike technology, remote work and flexible scheduling.

Source: SHRS (Society for Human Resource Management), HR Glossary, www.shrm.org
onboarding

Onboarding is the business process that organizations execute from the point at which a job
applicant has accepted an offer of employment to the point at which the new employee is
productive at work. The onboarding software includes administrative activities (enrolling in
benefits), provisioning activities (assigning office space, user identification and employer property)
and orientation (connecting with colleagues and training). Some organizations include employee
performance management as part of onboarding.

Source: Gartner’s Glossary

Onboarding is the process in which new hires are integrated into an organization. It includes not
only an initial new-hire orientation process, but an ongoing introduction to an organization’s
structure, culture, vision, mission and values. Onboarding can last weeks and even up to a year.

Source: SHRM (Society for Human Resource Management), HR Glossary, www.shrm.org

Onboarding refers to the process of integrating and familiarizing new employees or users with an
organization, team or system. It is structured approach that aims to help individuals into their new
roles, understand the company’s culture and values, and acquire the necessary knowledge, skills
and resources to be productive and successful”.
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Source: ChatGPT
Orientation

Orientation refers to the process of introducing new employees to their jobs, co-workers and the
organization by providing them with information regarding such items as policies, procedures,
company history, goals, culture and work rules.

Source: SHRS (Society for Human Resource Management), HR Glossary, www.shrm.org
Preboarding (Pre-onboarding)

Preboarding is the process of starting an employee’s onboarding experience before their first day
at the company.

Quality-of-Hire (QoH)
The term QoH refers to the value that new hires bring to the company.
Quality-of-Hire Metrics (QoH Metrics)

The QoH Metrics includes combination of performance metrics, managers ratings and turnover
metrics.

3 Challenges of digital onboarding

The purpose of the digital onboarding methodology is to address the challenges described below in this
section. We have identified these challenges in implementing and running our organizations processes for
recruitment, selection, appointment, orientation, onboarding and deselection of staff, and also by
researching a variety of sources, some of which are referenced in this document.

(1) Onboarding is an important new hire’s experience.

A potential future employee’s experience with your organization is created and developed
throughout the organization’s process for recruitment, selection, appointment, orientation,
onboarding and deselection of staff.

The popular saying goes “You never get a second chance at a first impression”. This applies to both
the candidate’s first contact with your organization and onboarding. A poorly drafted job ad, a
poorly organized interview or a chaotic onboarding can lead a job seeker or a new-hire to think
that the company is not well managed.

Therefore, the organization must design the new-hire’s experience — from the first contact to the
moment they leave the company. A good method for solving this task is User Journey Map, (3), or
Experience-Centered Journey Map, (4).

(2) Onboarding is a process

By definition onboarding is a process. Therefore, onboarding should have a clearly defined
beginning and end, input and output, and be ordered in time and space.
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When designing the onboarding process, organizations must answer six fundamental questions:

Why? — Why we conduct onboarding in this way? What are the goals of our onboarding process?
Are there any restrictions?

Who/What? — Who are the participants in organization’s onboarding process? What are their
responsibilities and powers? Do they know how to do the onboarding tasks? What are the
artefacts used by the onboarding process — Employee Value Propositions? Documents? Orientation
software system? E-learning platforms? And the like.

How much? — What are the quantitative parameters of the onboarding process? How many job
applications need to be processed? Daily? Weekly? Monthly? Annually? How many new-hires will
pass onboarding? How long does onboarding program take? How many employees with a specific
competency profile should be onboarded?

These quantitative parameters are essential for the design of a cost-effective onboarding.

Where? — Where does onboarding take place? In the enterprise training center? In virtual space?
At the work place? In the e-learning platform? Fully remote for employees who work remotely?

When? — When does onboarding start and end? Often, organizations start onboarding after a
candidate has accepted an offer of employment. But the candidates’ experience with the company
can start much earlier. For example, if the company organizes open trainings for specific
occupations and makes an effort to recruit the trainees who perform well during the training.
Therefore, companies should clearly define the beginning of their onboarding program.

How? — How onboarding works step-by-step? In what sequence are the works performed? Which
of them are performed by people and which with the help of digital technologies? Which parts of
the onboarding process can be automated?

(3) Employee Value Proposition (EVP)

An employee value proposition (EVP) is part of an employer’s branding strategy that represents
everything of value that the employer has to offer to its employees. Items such as pay, benefits
and career development are common, but employers also highlight offerings that are currently in
demand—Ilike technology, remote work and flexible scheduling.

According Gallup’s research, (2), “Onboarding fulfills promises made during recruitment and lays
the foundation for the rest of the employee lifecycle”.

(4) Competency model

Organizations often use competency models to structure the competencies that people and teams
must possess to perform their jobs effectively. Competencies can be structured according to
different criteria, such as: competencies applicable to all jobs (e.g., core competences) in an
organization, or specific to particular jobs, roles or categories (e.g., technical competences, “white
collar” or “blue collar” competencies). Competency models can include information on key
behaviors, standards of proficiency that apply to different levels of job experience or expertise.

Usually, the onboarding of "blue" and "white" collars is of different duration and complexity. Some
engineering positions may take 12 months.

https://www.erasmusplus.eu/
2022-2-BG01-KA210-ADU-000101185 ,,Digital Onboarding”
Funded by the European Union. Views and opinions expressed are however those of the author(s) only and do not necessarily reflect those of the
European Union or the European Education and Culture Executive Agency (EACEA). Neither the European Union nor EACEA can be held responsible
for them.

Page 8 of 44


https://www.erasmusplus.eu/

01000101 01110010
01100001 01110011

Co-funded by

o Digital Onboarding the European Union

00100000 00100000

Therefore, competency models should be used in the onboarding process to determine what the
new hires’ starting competency level is. Onboarding programs should complement competencies
that new hires lack, provide the core competencies and support new hires to achieve the required
proficiency for their new jobs.

The competency model can be used to measure the performance of the onboarding process.
(5) Onboarding customization

Multiple professions may be represented in an organization. Therefore, onboarding needs to be
customized by roles.

(6) Digital tools

Digital tools can be used at all stages of onboarding. For this purpose, organizations should use
both their available paid or open source digital tools, and select others suitable for orientation and
onboarding. Of course, people involved in onboarding should be properly trained on how to use
them for onboarding needs.

[6]6

4 Theoretical frameworks

4.1 Our approach

Our approach for development of digital onboarding methodology, process and implementation blueprint
is depicted in Figure 1.

AT AT Preparation of digital

onboarding processes
. p . . Resear:_:h on got?cl Defining the onboarding
and supporting digital onboarding practices . . .
. . requirements for digital methodology, process
tools that are and digital tools used . . .
. . . onboarding and implementation
implemented in our along the onboarding .
blueprint

organizations

Figure 1 O1’s methodological framework for development

4.2 Current onboarding processes of partners’ organizations as they are
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4.2.1 Onboarding process

The current state of the our organizations’ onboarding processes is presented in Figure 2.

Onboarding is a part of process for recruitment, selection, appointment and deselection of staff

Selection of
Recruitment of job Appointment of Onboarding The new employee
O—' candidates I | ol i I W selected candidates | (ehif et l ’ program productive at work 1'_’9
vacant positions
1

*-e
b
Introduces new Formal procedure
employees to or practice that is
Digital technologies used in orientation and onboarding :::;Li:: :n‘: :::i:::mﬂlv
+  Digital marketing channels (websites, Google Ads, FB, LinkedIn, ...} organization. Usually takes up
+ Communication tools (Teams, Zoom, Viber, ...) Administrative to 3 months
+  Tests tasks, policies,
+  E-Learning platforms goals, work rules
+ Intranet, Corporate documentation warehouse
*  Video content Involves HR, Involves team
*  Presentations supervisors, leaders,
managers, managers,
colleagues mentors,
supervisors

Figure 2 Current onboarding processes as they are

The analysis of the active onboarding processes of the partners shows that at a high level the processes are
similar. The processes differ in the level of formalization and the number of specialists involved.

Typical tasks in the process steps shown in Figure 2 are listed below.
Recruitment of job candidates

e Managers of units looking for new employees declare vacancies to the HR department.

e Determination of the requirements for candidates to occupy each position, based on the
established job characteristics. If necessary new requirements are defined.

e Determination of the sources for recruitment of candidates (local labour offices, head hunting
agencies, specialized websites, social and professional networks, advertising in mass media, and
the like).

e Determination of the documents to be submitted by the candidates and the deadlines for their
submission.

e Selection of the candidate selection method:

o Structured interview,

o Professional test or other form of professional examination,

o Internal competition to develop a project, technology, business plan and the like,

o Selection tests, which may include a language ability test, an intelligence test, teamwork
aptitude tests, motivation tests, psychological testing.

e Selection of place and time for selection of candidates.

e Determining the positions of the persons who will carry out the selection of the candidates.

e Choice of method for publicizing vacancies.

Selection of candidates for vacant positions

e Collection and processing of applicants' documents.
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e Preliminary selection, based on the submitted documents.

e Implementation of the selected selection methods.

e Summarizing the results of the methods used to select and rank the candidates.
e Selection of the most suitable candidates;

the European Union

e Inclusion in the company's database of all candidates who have not been offered an appointment,

but have suitable qualities for work in the company.

e In cases where priority as candidates for the vacant position is given to the potential substitutes
determined by the company's personnel career development procedures, the entire recruitment

and selection procedure is carried out first for them.
e Evaluation of each candidate and ranking.
e |dentification of candidates to whom an employment contract will be offered.
e Identifying lessons learned to improve the recruitment and selection process
Appointment of selected candidates

e Job offering.
e Determination of the type of employment contract that will be offered to the candidate.
e Negotiating details.
e Collecting the documents necessary to sign an employment contract.
e Signing an employment contract.
Orientation

e Reception of new hires at the company office. Administrative tasks of the appointment.
e Familiarizing new hires with the onboarding plan.

e Instruction on safe and healthy working conditions.

e Fire safety briefing.

e Acquaintance of the newly appointed with the immediate supervisor, the members of the team

with whom he will work, and the mentor.
e Excursion to the premises of the organization.

e Providing access to information resources: email, documentation (processes, company’s rules,

ERP, etc.).
e Getting to know the company culture
e Feedback sessions and briefings.
Onboarding

e |tis carried out in accordance with an onboarding plan lasting from 1 to 3 months.
e Training, reskilling, upskilling.
e Performance of work duties under the supervision of a manager, mentor, colleagues.
e Theory and practical exams to track progress.
e Feedback sessions and briefings.
The new employee is productive at work

e Measuring employee performance.
e The employee is productive at work.

4.2.2 Digital technologies
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In the stage of Appointment of job candidates the partners’ organizations use variety of digital marketing
channels: their own websites and social media pages (Facebook, LinkedIn); specialized jobs offering
websites; advertising by Google Ads and Facebook.

Throughout the Process for recruitment, selection, appointment and deselection of staff the partners use
variety of communication tools like Teams, Zoom, Meet, Viber, as well as e-mails for communication and
exchange of documents.

The partners, which are educational organizations, intensively use their e-learning platforms. The focus is
for newly appointed teachers and training administrators to learn to work with the platforms; familiarize
themselves with the learning content they will be teaching; to learn to produce learning content that will
be delivered through these platforms.

The possibilities of conducting tests through e-learning platforms are not intensively used to evaluate the
progress of new recruits. Rather, the tests are used by new recruits for self-assessment.

Classical presentations are used in the stages of Orientation and in the implementation of the Onboarding
programs.

New hires are ensured access to the information resources of the organizations - Intranet, servers with
Corporate documentation warehouse, Storage are in the cloud like Google Drive.

Video content is used where available, but there is a lack of a systematic program to produce video
content for orientation and onboarding purposes.

Depending on the specifics of the job positions, the newly appointed are trained to work with various
information systems - ERP, CRM, CAD/CAM.

AQ Electric uses VR for training welders.

4.3 What employees are saying about onboarding

A representative sample of employees was surveyed about onboarding. The main results are as follows:

e 54% of the employees have received an onboarding program on their first day of work.

e 96% of employees were introduced to their direct manager on the first day of work and had a
working meeting with her/him.

e The immediate supervisor introduced 76.4% of the new hires to their mentor.

e 53.7% of the new recruits were given specific goals for the implementation of the onboarding
program.

e 57.4% of new hires have consistently completed the onboarding program.

e 25.8% of new recruits took tests and exams to determine their progress.

e 30.1% of new recruits received answers on specific cases from their mentors along the onboarding
period.

e A 10-point rating of whether the onboarding program is consistently implemented, Figure 3.
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B Figure 3 Assesments of whether the onboarding program is being implemented consistently

e A 10-point rating of whether the onboarding program is adequately personalized, Figure 4.
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B Figure 4 Assesment of whether the onboarding program is properly personalized

e A 10-point rating of whether the newly appointed employees are ready to carry out their duties
effectively after completion of the onboarding program, Figure 5.
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B Figure 5 Assessment of whether the new hires are ready to perform their duties effectiveley afte
onboarding

X

e New hires consider their direct supervisors and mentors to have roughly equal input into the
onboarding process.

e A 10-point rating of how well new employees understand their position, goals, structure and
operation of the company after completing the program, Figure 6.
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B Figure 6 Assessment of how new employees understand their position, goals, structure and operation
of the company after completing the onboarding program

https://www.erasmusplus.eu/
2022-2-BG01-KA210-ADU-000101185 , Digital Onboarding”
Funded by the European Union. Views and opinions expressed are however those of the author(s) only and do not necessarily reflect those of the
European Union or the European Education and Culture Executive Agency (EACEA). Neither the European Union nor EACEA can be held responsible
for them.

Page 14 of 44


https://www.erasmusplus.eu/

01000101 01110010
01100001 01110011

et Digital Onboarding

00100000 00100000

Co-funded by
the European Union

4.4 Onboarding best practice

One of the most popular onboarding approaches is the Four C’s.

Prof. Thalia N. Bauer defines onboarding as , A system of processes for integrating new employees into an
organization and making them productive as quickly as possible” (5). In 2010 she wrote a report for the
Society of Human Resource management (SHRM) and outlined the Four C’s (4 C's) onboarding model (6).

She defines onboarding has four distinct levels, the Four C's:

Compliance is the lowest level and includes teaching employees basic legal and policy-related rules
and regulations.

Clarification is to ensure that employees understand their new jobs and all related expectations.
Connection is for interpersonal relationships and information networks that new employee must
establish.

Culture provides employees with a sense of organizational norms, formal and informal.

Later these Four C’s evolved to 5 C’s of Onboarding: Compliance, Clarification, Confidence, Connection,
and Culture.

Confidence refers to how much a new employee feels she or he can do the job well and tackle new
challenges.

In 2022 4 C’'s and 5 C’s have evolved into the 6 C's of employee onboarding:

Compliance,

Clarification,

Connection,

Culture,

Confidence,

Checkback that refers to onboarding feedback.

Professor Bauer points out that the degree to which an organization leverages these four building blocks
determines the overall onboarding strategy, with most firms falling into one of the following three levels:

Level 1 — Passive onboarding

Almost all organizations cover compliance activities as part of formal onboarding and some of
them may provide role clarifications, but neither Culture nor Connection is addressed.

Level 2 — High potential onboarding

At this level are organizations that cover compliance and clarification well through their formal
onboarding practices. But such organizations do not have a complete process in place that
addresses organization’s onboarding process in a systematic way.

Level 3 — Proactive onboarding

At this level are organizations that all Four C’s blocks are formally addressed. These are
organizations that systematically organize onboarding with strategic human resource management
approach.

The Gallup’s Perspective on Exceptional Onboarding Journey for New Employees, (2), provides valuable
insights about onboarding:

First and foremost, onboarding is to fulfill the promises made during recruitment.
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Onboarding lays the foundation for the rest of the employee lifecycle.
An important observation is that it typically takes around 12 months for new hires to reach their
full performance potential within a role.

Gallup defines seven critical stages that an employee experiences with an organization:

Attract — Does the organization and job match what was advertised?
Hire — Did | make the right decision in accepting this job?

Engage — Do | feel connected to this organization?

Perform - What are the expectations for excellence?

Develop — Do | have a future here?

Depart — Did this organization set me up for success?

The Gallup’s Perspective on Exceptional Onboarding Journey for New Employees outlines an onboarding
model that aims to:

Get the new employee answered 5 key questions:
o What do we believe in around here?
o What are my strengths?
o Whatis myrole?
o Who are my partners?
o What does my future here look like?
Involve managers to take an active role in employee’s onboarding and contribute to the building
of exceptional onboarding experience.
Help the new employee feel fully prepared and supported to excel in her/his new role.

The outcomes of such an exceptional onboarding experience are employee engagement, workplace
satisfaction, and feeling that his job is as good or better than he expected to be.

Multiple sources and organizations offer onboarding practices and tools.

Employee Value Proposition (EVP) — It represents everything of value that an employer has to
offer to its employees.
Onboarding program components:

o Preboarding (Pre-onboarding)
Orientation
Foundation Building
Mentoring and Buddy systems
Re-boarding

o Roles and Responsibilities
Welcome newcomers and set expectations prior to their start day — welcome email, video,
booklet.
Provide new hires with software, tools and access to resources they need to perform their jobs —
pass, e-mail account, phone, computer, work place, password to access the necessary resources,
company phone directory, and the like.

O O O O

Remote onboarding — it is for onboarding new hires that will work remotely — from their home
office or other place. The remote onboarding may comprise specific logistical and administrative
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activities, to provide the new hire with office furniture and equipment, computer, communication
equipment, internet, and the like.

e Tailoring onboarding to different audiences

¢ Implementation of Orientation and Onboarding software

e Interactive training courses and test

e Job shadowing

5 EU context

The European approach to the onboarding new hires varies across organizations and countries, but there
are common principles and practices used in many European organizations.

1. Equality and inclusiveness

The principles of equality and inclusiveness are part of the core values of the European Union. These
principles are applied by employers both in the appointment of nationals of their countries and of
nationals of other countries of the European Union.

2. Compliance.

Countries in the European Union have strict labor laws and regulations that employers must follow when
selecting, hiring, orienting, onboarding and terminating employees’ job contracts. Usually it is required to
provide information to labour or social insurance institutions about hiring a new employee and the
employment contracts. The employers are obliged to provide proper work conditions, safety and healthy
environment. Thus, European companies must comply with these legal and regulatory requirements.

3. Structured onboarding process

European organizations especially larger ones often have a well-structured onboarding process. This
process may include orientation sessions, health and safety instructions, training programs, tests and
examinations, introduction to the key colleagues. In practice, all the components we have discussed so far
can be found in the onboarding processes of European organizations.

4. Inclusion and diversity

The principles of equality and inclusiveness are part of the core values of the European Union. At the same
time, societies are increasingly diverse. therefore, when onboarding, employers must consider the
differences in culture, language and competencies that new hires have acquired through their education in
different countries.

5. Integration

As a rule, European organizations help new hires to integrate into the company culture and establish social
connections with the organization. This may involve assigning mentors or buddies to new employees,
organizing team-building activities, and encouraging participation in social events.

6. Training and development

European organization often provide training and development opportunities for new hires. This may
comprise on-the-job trainings, workshops, access to online learning resources.

The European Union and the national agencies provide opportunities for learning that are accessible for
all. These are under programmes like Erasmus+, voucher schemes for achieving vocational competences,
and the like.
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7. Employee well-being

During the onboarding process , European organizations may provide information about flexible working
arrangements, employee benefits, and policies that promote work-life balance. This helps new hires
understand and appreciate the organizational culture that values their personal and professional lives,

8. Continuous support

Onboarding in Europe is not limited to the initial weeks or months of employment. Organizations aim to
provide ongoing support and feedback to new hires throughout their tenure. Regular check-ins,
performance evaluations, and opportunities for career development and advancement are often part of
the onboarding and employee support process.

6 Onboarding methodology

In this chapter, we describe a digital onboarding methodology that, on the one hand, is the basis for
dramatically improving the organization's typical onboarding process and addresses the challenges
identified in the previous chapters, and on the other hand, intensively implements digital technologies.

The main purpose of this Digital Onboarding Methodology is to ensure Level 3 - Proactive onboarding.
The Digital Onboarding Methodology is designed to:

e Ensure proactive onboarding.

e Cover the life cycle of the employee.

e Provide an exceptional employee experience from their first contact with the organization,
through onboarding to achieving work productivity.

e Demonstrate possibilities of applying a variety of concepts, tools and digital technologies in
onboarding.

e Address the specifics of “blue” and “white” collar onboarding.

6.1 The digital onboarding process

Systematic onboarding requires a process. Therefore, design and document a digital onboarding process
appropriate for your organization. You can do this in two ways: by looking for a way to improve your
current process, if there is one, or by constructing a completely new process. In both cases, use the
guidelines given in this Digital Onboarding Methodology.

ISO 9000:2015 defines a process as “set of interrelated or interacting activities that use inputs to deliver an
intended result” (7).

Typical stages along the employee life cycle are shown in Figure 7. These are a good base to design or
improve the onboarding process in your organization.
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Figure 7 A typical employee life cycle

In his book Process innovation, (8), Thomas H. Davenport notes “A process is thus a specific ordering of
work activities across time and space, with a beginning and an end, and clearly defined inputs and outputs:
a structure for action.” Therefore, when designing a digital onboarding process, you need to define its
beginning and end, inputs and outputs, and sequence all onboarding activities in time and space.

For this purpose, you need to answer 6 fundamental questions:

Why?

Start with clarifying what the strategic approach to human resource management is in your
organization and see what its goals are. The digital onboarding process will need to help achieve
part of these goals. If there are other specific goals or restrictions, define them.

Examples of process goals and restrictions

e The process should onboard an average of 350 new employees per year,

e The process should reduce engineer onboarding time from 9 to 6 months,

e The process should fully automate new hire orientation activities,

e A work visa or blue card is required when recruiting citizens from countries outside the
European Union.

Who/What?

To answer the question Who? You have to define:

e Who are the participants in organization’s onboarding process?
e What are their roles, responsibilities and powers? Do they know how to perform their
tasks?
For this purpose, you can use RACI matrix.
Examples of process participants

e HR-manager, job applicant, employee in the human resources department, mentor, buddy,
HR-agency, production unit manager, etc.

To answer the question What? You have to identify what kind of artifacts are used in the digital
onboarding process.

Examples of artifacts

e Company’s website — “We are hiring” page,

e Company’s pages in Facebook and Linkedin,

e Orientation software system,

e Company’s E-Learning platform,

e Short videos about the occupational health and safety policies and procedures that the
company uses during the new hire orientation,

e Set of forms,
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Communication tools like Zoom, MS Teams, Google Meet,

Online training videos saved for reuse,

Employee Value Propositions,

Job profiles that include a list of the competencies required for the job,

It is necessary to determine the quantitative parameters of the process. They are important for its
throughput.

Examples of quantitative parameters

Where?

Estimated number of job applications per month,

Estimated number of new-hires who will pass onboarding,

Number of blue/white collar job applicants,

Average onboarding program duration in months,

Number of employees with a specific competency profile to be onboarded per quarte,
How much time can mentors spend onboarding new hires,

Percentage of correct answers on the test to determine that the worker is moving to the
next level of training.

You have to answer where does onboarding take place. In the enterprise training center? In virtual
space? At the work place? In the e-learning platform? Fully remote for employees who work

remotely?

In particular, the answer to this question is important when employees will work remotely - from
another city or country. In such cases, it may be necessary to establish a separate procedure for
providing such employees with appropriate work environment, office and communication
equipment.

Examples

When?

New hire orientation is done entirely in the cloud,
There are three scenarios for interviewing job candidates:
o Inthe factory,
o Atthe HR agency,
o Remotely,
The training and certification exams of welders are carried out in a specialized center in the
capital,
The training for assembling electrical cabinets is carried out in the assembly workshop.

You have to define when your digital onboarding process starts and ends. You should also specify
the sequence of onboarding activities.

Examples

Onboarding starts after a job candidate has accepted an offer of employment,
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e Onboarding ends after employee’s onboarding program is completed and employee
successfully has passed an exam,
e Onboarding ends early if the new hire fails the first of a series of tests,
e For students in dual education classes, onboarding begins on their first visit to the plant.
How?

You have to define how onboarding works step-by-step, answering questions like:

e In what sequence are the tasks performed?
e  Which of them are performed by people and which with the help of digital technologies?
e Which parts of the onboarding process can be automated?

Examples

e The first remote training of the newly appointed constructors to work with the CAD system
is carried out through MS Teams and is recorded. This video is used to train each
subsequent new constructor.

e for each position, the company prepares a profile with the competencies that the new hire
must achieve. For each of these competencies, the enterprise creates a lesson in electronic
form and uploads it to its e-learning platform.

e Each new hire goes through a procedure to assess which of the skills required for the
position they possess. The administrator of the e-learning platform then prepares an
individual training plan for the employee for the missing competencies. The training for the
missing competencies is provided and controlled automatically by the e-learning platform.

6.2 Document the digital onboarding process

It pays to document your digital onboarding process well, especially if your organization is large. Typical
elements of the documentation of a process are listed in Figure 8:

Document information Process management
Title, code, date created, author, owner, approved, last Objectives, indicators for measurement, monitoring and
version, review plan, classification analysis, target values and tolerances, methods an
. . frequency of measurement, roles and responsibilities for
Revision history measurement and analysis

Revised, description, reviewed, version, approved, date

Related Artifacts

Terminology
Description of the process and procedures

Purpose Verbal, diagrams, input, output, addressing the questions
Who/What, How Much, Where, When, How, Why;
Scope manual/automated
Organizational units, roles Connections with other processes

Process owner References

Roles and Responsibilities Documents, records, necessary information and
e.g. RACI (Responsible-Accountable-Consulted-Informed) conditions ngI’ the execution of the process

Distribution

Who should receive the process and what rights to work
with the document they have. Seizure.

Figure 8 Typical elements of the documentation of a process

If your organization has a certified management system according to one of the popular ISO standards,
then it probably has implemented an appropriate practice for documenting business processes. Use it to
document your digital onboarding process.
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6.3 Designing the new hire experience

Onboarding is an important new hires’ experience. The experience of a prospective employees begins with
their first contact with the employing organization, and goes through all stages of employee life cycle, till
departure.

Two agile practices are relevant to designing the employee experience: Personas, (3), (9), and Experience-
Centered Journey Map, (9).

A Persona is a human role of an “actor” in our solution. In the context of digital onboarding, Personas
represent typical people who will interact with the Digital Onboarding Process.

Creating a Persona involves identifying each potential user of the solution (in this case, the Digital
Onboarding Process), and considering them as a real person, or category of person, including their likes,
dislikes, concerns and needs.

Persona descriptions can be high level or very detailed. They will use ‘real names’ rather than just the user
role (e.g. Job Seeker). It may be helpful to use alliteration for the personas (e.g. Johnny Jobseeker, Emily
Employee, Helena Human Resource), so that it is easier to understand and remember their role. Personas
should seem real, (3).

Example
Persona: Johnny Jonny is 23-year-old student in his last year at
Jobseeker technical university. He studies machine engineering.

He likes CAD systems and numerical methods.
Johnny is faced with the challenge of finding a
suitable job. He wants to develop as a machine
designer in the metalworking industry.

He likes Facebook and LinkedIn and often uses his
smartphone to watch short videos on Facebook and
search for contacts in LinkedIn.

When you design a digital onboarding process, from Johnny's persona, you can tell that most likely
Johnny would find your ad for machine engineers through his mobile on Facebook and LinkedIn.
Because Johnny likes short video, it will be a good idea to use short video ads at Recruitment stage
of employee life cycle. These videos must be in a format suitable for viewing on a smartphone.

Experience-Centered Journey Map is the modelling of a possible journey through an existing or proposed
service (in this case Digital Onboarding) from the customer’s perspective. One way to use Experience-
Centered Journey Map is shown in Figure 9.
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Figure 9 Experience-Centered Journey Map
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In this example, the Persona is Johnny Jobseeker. He is looking for a job as “machine engineer”.

Let's see how the Experience-Centered Journey Map works for the first stage of the onboarding
“Recruitment of job candidates”.

Johnny Jobseeker’s contact points with the employer are the following three:

1. Company’s web site, “Application for job” page

https://www.erasmusplus.eu/
2022-2-BG01-KA210-ADU-000101185 ,Digital Onboarding”
Funded by the European Union. Views and opinions expressed are however those of the author(s) only and do not necessarily reflect those of the
European Union or the European Education and Culture Executive Agency (EACEA). Neither the European Union nor EACEA can be held responsible
for them.

Page 23 of 44


https://www.erasmusplus.eu/

01000101 01110010
01100001 01110011

Co-funded by

o Digital Onboarding the European Union

00100000 00100000

2. Alob agency

3. Company’s HR department
His feelings and thoughts are focused on Employee Value Propositions (EVP) for machine engineer
position. His concerns are related to whether the promises in the EVP reflect the reality at the
plant. The environment in which Johnny Jobseeker makes his first contact with the employer
through his smartphone is the company's website.
To create an exceptional experience, the company makes special efforts to design its website. The
job application page has easy navigation, automatic translation of the texts in many European and
non-European languages. It accepts voice-commands and provides text-to-speech functionality.
Thus, the jobseekers can communicate with the website even when driving.

Page colors provide a colorblind interface too. The page is resizable and looks good both on a
computer monitor and on smartphones and tablets.

To create a quality EVP, the HR department uses a convenient business tool — The Value
Proposition Canvas, (10). This tool allows the company to standardize its EVPs for all positions. The
EVPs constructed in this way send strong marketing messages to job applicants. They distinguish
the company's messages from those of competitors and create a sense of security and
professionalism in jobseekers.

The company applies a similar approach to the next stages of the process. For example, at the
“Selection of candidates for vacant positions” stage, the HR department takes care to show that
the EVP addresses the expectations of the candidate for the position of “mechanical engineer”.
For this purpose, the HR department has included in the interviews a special section in which the
candidate can express his expectations. In response, the interviewer indicates which EVP elements
address the expectations accordingly. The interviewer supports his claims with evidence.

Obviously, the experience so designed is built on modern digital and business technologies.

6.4 Designing Employee Value Proposition (EVP)

An Employee Value Proposition (EVP), (11), is part of an employer’s branding strategy that represents
everything of value that the employer has to offer to its employees. Items such as pay, benefits and career
development are common, but employers also highlight offerings that are currently in demand—like
technology, remote work and flexible scheduling.

Organizations use different methods to create value propositions. For the preparation of the EVP, the
Human Resources Department can seek the assistance of the enterprise's marketing, sales or PR
department.

Here we will demonstrate a handy business tool — The Value Proposition Canvas, (10). It is depicted in
Figure 10. The Value Proposition Canvas has two sides. The three-sector circle at the right side in Figure 10
represents the Customer Profile (In the context of Digital Onboarding a jobseeker plays the role of a
customer). You can use the Customer Profile to clarify your understanding of a job applicant.

The three sectors square at the left side in Figure 10 represents The Value Map. You can use it to describe
how you plan to create value to the customer (the job-seeker).
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The Value Proposition Canvas ﬂ :

Value Proposition Customer Segment

Gain Creators

Products m Customer
& Services Job(s)

LIPS

Pain Relievers

®

@ Strategyzer

strategyzer.com

COPYRIGHT: Strategyzer AG
The makers of Business Mode! Generalion and Sirategyzer

Figure 10 The Value Proposition Canvas, Source: www.strategyzer.com

According to (10):

e ”Customer Jobs” describe what customers are trying to get done in their work and in their lives, as
expressed in their own words,

e “Pains” describe bad outcomes, risks, and obstacles related to customer jobs,

e “Gains” describes the outcomes customers want to achieve or the concrete benefits they are
seeking,

e “Products & Services” represents the list of organization’s products and services a value
proposition is built around,

e “Pain Relievers” describes how organizations products and services alleviate customer pains,

e “Gain Creators” describe how your products and services create customer gains.

Example
Let us see how The Value Proposition Canvas can be used to design an EVP for welders, Figure 11.

Let Will Welder’s Persona is a potential candidate for the position of welder.
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Figure 11 EVP for welders
Will Welder’s customer profile
Customer Jobs

| Will Welder am ready to develop as a welder. | would like to get certified as a higher-grade
welder. As welding technology evolves, | would like to have the opportunity to upgrade my
skills. 1 would like to know what are the prospects of being promoted. Of course, salary and
bonuses are important to me. Also what are the health insurance parameters and do they
include dental treatment package. | live in a village about 40 km from the plant. So | want to
know if the employer provides transportation to the plant or if they pay for the fuel costs?

In addition to the above, if the applicant for the position of welder is a foreigner, he may be
interested in language training, does the company provide accommodation and school for the
children, etc.

Pains

Questions that may concern Will Welder are: Does this EVP correspond to the truth? Does the
company provide transport to the factory? If I'm a foreigner. Shall the company provide
accommodation for me and my family? Are there opportunities for my wife to find job in the
area? And the like.

Gains

| Will Welder want to become certified welder. | want a stable job and competitive salary.
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The Value Map that addresses Will Welder’s customer profile:
Products & Services
The employer addresses the expectations of Will Welder’s Persona in following way.

The company has its own accredited VET and certification center, that provides welders curriculum
and certification. The training programs are accredited according to the national and European
qualification frameworks, which makes the people who have completed the training
“transferable”.

The company has a competency validation procedure. Thus, job applicants from other countries or
with other specialties can validate their competences obtained earlier. The center even provided
the opportunity to acquire a professional diploma and the corresponding opportunities for
promotion. The company has a well-developed onboarding program. It operates an e-learning
platform that is open to job seekers. The company works with cutting-edge welding technology
and has VR-based welder simulators. It offers personal career development plans, upskilling and
reskilling programs.

The company has organized the transportation of the workers from the settlements within a radius
of 40 km, and for those who use their own transport, it covers the fuel costs.

The company has a well working Buddy system that supports new-hire in onboarding. The buddy
system is designed to help employees and their families in case of relocation. The company offers
an excellent financial and insurance package. Salaries are in average 5% higher than those in the
sector.

Proof of these facts are the publicly available financial reports, audit reports and a number of
awards for the best employer. Job seekers can take a virtual tour of the facility through the
company's website to get an idea of the working conditions.

As this example shows, The Value Proposition Canvas offers a standard approach to constructing an EVP.

6.5 Recruitment of job candidates

Recruiting job candidates is an essential stage in the life cycle of an employee. At this stage, the
candidate's first contact with the organization is being prepared.

It usually includes activities such as:

applying for a vacancy,

determining the requirements for candidates,

determining the sources of recruitment of candidates,

determining the documents that the candidates must submit and the deadlines,
choosing the candidates selection method,

selection of place and time for candidate selection,

designation of officials for carrying out the selection of candidate,

selection of a method for publicizing vacancies.
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Of course at this, as at all other stages of the employee life cycle, the employer must systematically design
the job applicant experience. Here are some guidelines that can help digitize your recruiting activities.

Design, create and maintain a database of job descriptions in your organization

Often companies have an information system for human resources. For the purposes of digital
onboarding, it is good, in addition to the usual information such as job descriptions, for each job to
maintain:

e Alist of general and specific documents that the applicant for the position must submit.
For some of these documents, the company can prepare templates and publish them in an
appropriate place on its website.

e Ajob profile that includes a list of required competencies. It is recommended that this list
be viewed from the perspective of professional standards for the profession. This will help
you update and maintain job descriptions as per the industries requirements.

e To prepare individualized orientation and onboarding programs for each profession, for
each competency or group of competencies, you can prepare a curriculum. Later, it will
allow you to set up the onboarding program so that you will train new hires only in those
competencies that are needed to achieve a full set of competencies for the position.

e Tests to check if the candidate meets the requirements of the position. These tests can be
uploaded to the enterprise's e-learning platform.

This can reduce time both for recruitment and at later stages for checking onboarding
progress of a new hire.

e Questionnaires for conducting interviews with job candidates and selection criteria.

e Questionnaires to be published on the company's website and to allow the applicant to
check whether he/she is suitable for the position.

e EVPs for the position.

e Posts and advertisements for publication on the company's website, in social networks or
in other places. Some of these may be in the form of video clips.

Creating and maintaining such a database is not the work of a day. But your company can start
with what it has and gradually build on it. For example, when hiring another new worker or
employee, complete the information as indicated in the previous points.

Preparation to use digital channels for recruitment
Companies use different channels to find potential job candidates:

e Advertising on the company's website, in social networks and specialized job-offering
websites,
e HR-agencies,
e Labour offices,
e C(Classic advertising channels such as radio, television, billboards, publications in print
media.
It is recommended to use EVP when preparing job announcements and advertising messages. It
provides you with a simple formulae to promote jobs.
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In order to successfully search for job candidates through digital channels, it is necessary for
organizations to use relevant search engine optimization (SEOQ) strategies. It may be necessary to
use the services of specialized organizations in the field of SEO.

Since more and more people, especially the younger ones, use their mobile phones to surf the
Internet and social networks, it is good to prepare advertising materials in a format suitable for
viewing on a mobile device.

6.6 Selection of candidates for the vacant positions

The main activities of the candidate selection stage for the vacant positions are:

e collection and processing of applicants' documents,

e preliminary selection, based on the submitted documents,

e implementation of the selected selection methods,

e summarizing the results of the methods used to select and rank the candidates,

e selection of the most suitable candidates,

e inclusion in the company's database of all candidates who have not been offered an appointment,

but have suitable qualities for work in the company.

Throughout the employee's life cycle, the requirements of REGULATION (EU) 2016/679 OF THE EUROPEAN
PARLIAMENT AND OF THE COUNCIL should be respected (GDPR).

Here are some guidelines for digitizing activities at this stage.
Automating the collection of documents from job applicants
The collection of applicants’ documentations can be automated:

e Onthe organization's website, create application forms. Use standard methods to confirm
that this is a genuine candidate. For example, by confirming through e-mail. Here you can
check if the applicants have submitted all the required documents.

e Set the website to automatically send the candidate information about next steps of the
selection procedure.

e Forinternational applicants, provide multilingual interface capabilities or use automatic
translation capabilities.

e In some cases, you can require applicants' documents to be signed with an electronic
signature.

Selection methods suitable for digitization

Possible methods of selecting candidates are:

e interview in a predetermined form,
e professional test or other form of professional examination, including questionnaires,
e selection tests, which may include a language ability test, an intelligence test, teamwork
aptitude tests, motivation tests, psychological testing.
Conducting remote interviews

https://www.erasmusplus.eu/
2022-2-BG01-KA210-ADU-000101185 ,,Digital Onboarding”
Funded by the European Union. Views and opinions expressed are however those of the author(s) only and do not necessarily reflect those of the
European Union or the European Education and Culture Executive Agency (EACEA). Neither the European Union nor EACEA can be held responsible
for them.

Page 29 of 44


https://www.erasmusplus.eu/

01000101 01110010
01100001 01110011

Co-funded by

o Digital Onboarding the European Union

00100000 00100000

Technology today offers many opportunities to conduct remote interviews: Google Meet,
Microsoft Teams, Zoom, Viber, and the like.

Most of these services are also available for free, with some limitations, usually time limits.

With the candidate's consent, you can videotape the interview. Often, companies conduct the
interviews in several steps. First by specialists from the Human Resources department who make
an initial selection. Later, specialists and managers from the specialized departments are involved,
who interview the candidate in the technical areas.

Video recordings of the interviews may be useful to technical professionals in assessment of the
candidate.

Automatic translation

Technology today offers many opportunities. For instance, you can use services like Microsoft
Translator, (12), or Google Translate, (13), for real time translation when interviewing foreigners.

Variety of translating applications are available for smartphones too,
Selection Tests Automation

Most e-Learning platforms and Learning Management Systems (LMS) provide standard
functionalities for conducting tests. Thus, you can prepare variety of tests and use them for
selection purposes or to asses new hire progress through orientation and onboarding. Usually, the
functions for conducting tests allow to define evaluation criteria - "passed", “failed”.

Automating the search for job candidates

With the skilled labor shortage, one of the most serious and costly challenges for employers is
establishing contact with potential job candidates.

One solution to address this problem is shown in Figure 12.

The employer's idea is to create and automate a recruitment pipeline.

S

rd

Recruitment -
Landing page

Automated
Mailing engine

[ ]
Candidate’s contact data
- - I - Foll
against attractive EVP ﬂ oflow up

m Pipeline that is constantly

E . loaded with "warm" contacts

Figure 12 Automated recruitment pipeline

The pipeline works as follows. The company creates a simple landing page to collect contacts of
potential job candidates and connects that page to an automated mailing engine. Then the
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company prepares a series of advertising posts and video clips with job ads and publishes them on
relevant social networks. The company executes advertising campaigns in the targeted social
networks and adjusts them so that the messages reach the target audience. Artificial intelligence
functions of social networks such as Facebook, and Google help to reach the target audience.

When someone clicks on the ad, it takes them to the landing page. Its task is to provide visitors
with interesting information, such as EVP, video about the company, etc. But this information is
provided against contact details - phone, email, name.

This is where the Automatic Mailing Engine is turned on, which, according to a predefined process,
starts sending the visitor relevant information about the company and the vacant position.

After a few emails, the "warmed up" visitor either calls the company himself, or someone from the
HR department contacts him. Visitor’s data is stored in a database for further usage.

Thus, against a one-time investment of 2-3 thousand euros for the development of the landing
page an mailing automation, and a few hundred euros for advertising on social networks, the
company continuously fills the pipeline with job candidates.

6.7 Appointment of selected candidates

At this stage of the employee's life cycle, the main activities are related to the conclusion of an
employment contract. These activities include determining the type of employment contract that will be
offered to the candidate, the administrative work of collecting the necessary documents, and the like.

Depending on the national legislation, there can be specific requirements. For instance, in some EU
countries the employment contract must be registered in Social Security Body.

An important element of the activities at this stage is to organize an orientation and onboarding

program for the new hire.

6.8 Appointment of candidates who will work remotely
For some positions, companies can appoint employees who will work remotely. Examples of such positions
are software engineers, designers, constructors, consultants, etc.

In such cases, the company must implement a procedure to provide the new hire with the necessary work

space, computer, office and communication equipment, software and access to the necessary resources.

This procedure should ensure that the equipment is maintained and retrieved when the employee leaves

work.

To manage and work with employees who work remotely, it is necessary to implement a suitable platform
such as MS Teams, Google Meet, Zoom, WebEx, and the like.

It is likely that the majority of the orientation and onboarding program for such employees will be in digital
form and through digital channels.
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6.9 Orientation

Orientation refers to the process of introducing new employees to their jobs, co-workers and the
organization by providing them with information regarding such items as policies, procedures, company
history, goals, culture and work rules, (11).

In the orientation stage, representatives of all departments of the enterprise can be involved.

Digital technologies have significant potential to automate the process of orientation of newly hired
employees and workers.

Here are some guidelines for digitizing activities at this stage.

Exchange of documents in electronic form

Instead of working with paper documents that await a signature, send them to the employee by
email for an electronic signature.

If you have documents management system, you can use it to automate the paper pushing
process.

Granting access to organization’s resources

Set up new hires' desk, phone, computer, information systems, email and password logins before
they arrive.

Send the new hire a welcome email with links to relevant resources.
Use Job Profiles

In topic 6.6 Recruitment of job candidates we suggested you to design, create and maintain a
database of job description in your organization.

A very important part of this database are the job profiles. The purpose of these profiles is to
associate with each position attributes such as: required competencies, professional standard,
orientation program, onboarding program, access to company’s information system, etc.

The Job Profiles allow you to offer the new hire individualized orientation and onboarding
programs.

Granting access to the organization’s orientation and onboarding portal

As soon as new employees receive a job offer, they can also receive access to organizations
orientation and onboarding portal.

Here they discover relevant onboarding content, especially designed to guarantee smooth
orientation, like a welcome note from their department manager, first day information, employees
handbook, etc.

Example

For orientation purposes, a small software company uses two web services, one for project

management and one for ccollaborative documentation system.
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The actions that the new hire must complete during orientation and onboarding are defined as
tasks in the project management system. It automatically informs new hires about these tasks.
Tasks are displayed on a Kanban board.

When the corresponding task is completed, the employee drags and drops it to the "completed"
column of the Kanban board. Thus, his supervisors monitor the implementation of orientation and
onboarding tasks.

In the collaborative document system, the company has created a Wiki that has photos and
information about team members, information about the projects the employee will be working
on, and other orientation and onboarding resources.

A database of resources that the new hire should familiarize themselves with

Create a database of resources such as policies, employee handbooks, safety rules, videos and the
like that the employee needs to familiarize themselves with.

Creation of digital resources for orientation purposes
In most cases, information about orientation needs is the same for all employees.

Organizations can use a number of tools, including free ones, to generate content for orientation
purposes. Such are the standard office packages that allow creating text files and presentations.
Programs such as Power Point or Google Slides allow to add voice to the slides and after that to
save them in MP4 video format. Standard smartphone allows you to produce high quality video
records.

Thus, the organization can easily generate videos for orientation purposes, and upload them to the
orientation and onboarding portal, to company’s YouTube channel, or to some Learning
Management System.

Automatic translation and text-to-speech synthesizers

If your company employs foreigners who do not speak the local language or some of the common
European languages, then you can use digital technologies to solve this problem.

We have already mentioned Microsoft Translator and Google Translate services. You can use them
to translate text documents.

You can use services like Balabolka, (14), for dubbing and subtitling movies in different languages.
Balabolka is open source Text-To-Speech (TTS) program. It processes text files in multiple
languages, synthesizes a sound file with a male or female voice and produces subtitles. They can
easily be added to video files produced with any of the programs mentioned above.

N.B. You will find more details about these technologies in the second product of this project -
102 Set of Open Source Tools for Digital Onboarding

Example

The School of Business Competences produces video lessons in many languages according to the
following scenario:

1. The teacher creates a lesson in Bulgarian by Power Point. He writes down the lines that the
teacher should say in the notes section below each slide.
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Then the teacher uses Balabolka to generate a sound file for each slide and attaches that file to
the slide.

At the end the teacher saves the presentation in MP4 format.

The result is a video lesson dubbed in Bulgarian language.

If the teacher wants to produce a video lesson in another language, for example German or
Spanish, he/she uses Google Translate. Thus, the teacher produces Power Point presentation
in German and Spanish.

The teacher then again uses Balabolka to produce voice files in German and Spanish, attaches
them to the appropriate slides and saves the presentations as MP4 files.

The results are video lessons in German and Spanish.

ity (VR)

Virtual and augmented reality technologies (VR, AR) are increasingly used in company
presentation, orientation and onboarding. You can create a digital twin of your enterprise and use
it for various purposes. For example, for a virtual tour of the company for job applicants, interns

and

students from dual-education schools.

In the next chapter you will find examples of the use of VR in onboarding.

Automate t

The

he orientation process

re are many open source systems available that you can use to automate the orientation

process.

Example

The School of Business Competences uses an open source e-learning platform Moodle. In it, in the
form of lessons, the documents with which the new hire must familiarize themselves in the
orientation process are loaded. Tests have been created to test knowledge. A training program is
set up that obliges the new recruit to read the lessons and solve the tests according to a certain
schedule.

If the employee fails one of the tests, the system sends him back to go through the relevant lesson

again and then through a new test.

Thu

s, a high degree of automation of the orientation process is achieved.

Annual Moodle hosting costs are in the order of less than €200.

6.10 Onboarding program

We defined
not only an
culture, visi

onboarding as “the process in which new-hires are integrated into an organization. It includes
initial new-hire orientation process, but an ongoing introduction to an organization's structure,
on, mission and values. Onboarding can last weeks and even up to a year”.

We also defined digital onboarding as “onboarding that intensively uses digital technologies”.

All the digitization methods that we indicated in chapter 6.9 Orientation are also applicable to

onboarding.
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Onboarding programs should take into account the peculiarities of the onboarding of "blue" and "white"
collar workers.

Blue-collar onboarding

Generally, the onboarding program of blue collar workers in the technical field takes less time than that of
white collar workers.

Blue-collar onboarding programs are likely to be focused on acquiring skills in working with machines and
tools, specific process equipment, measuring techniques, product assembly, working with instructions and
technical documentation. In most cases, this involves working with physical objects and aims to build
appropriate habits.

Here are some guidelines for digitizing blue-collar onboarding activities.

Video tutorials

Often tooling and manufacturing equipment suppliers provide video guides. Provide computer and
internet access to blue-collar workplaces. So, they will be able to use the video tutorials during the
onboarding or when necessary.

ERP-systems

Almost every manufacturing plant uses some kind of ERP system. Well set up, the system provides
a detailed list of production operations for the workplace. Teach workers to use these instructions,
at least as a checklist.

The reporting of the performed operations through the ERP system also allows the performance of
the worker to be measured. Therefore, it is the tool for measuring the progress of the onboarding
process.

Simulators
Some businesses use digital simulators to train workers.
Example
AQ Electric AD tests prototypes of VR simulators for training:

e Drivers of electric trucks and lift trucks,
e The whole personnel to behave properly in case fire, earthquake.
o Welders to develop precise welding habits,

White-collar onboarding
Usually white-collar onboarding programs in the technical and soft skills part take longer.

Often, white-collar workers must be trained to work with complex CAD/CAM/ERP systems.
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Here are some guidelines for digitizing blue-collar onboarding activities.

Organize white-collar onboarding programs by Job Profiles
This is a lean approach to the onboarding.

Make video recordings of the trainings and use them repeatedly
Today, digital technologies allow the easy creation of any kind of content. Use these opportunities.
Example

A manufacturing company in a small town is looking to hire designers who must be prepared to
work with multiple CAD systems.

A suitable candidate appears in 5-6 months. Usually he is prepared to use the basic functions of
the CAD systems, but training on the specific solutions of the enterprise takes a lot of time.

The enterprise solves the problem in the following way. The training is conducted by an
experienced colleague. He and the new hire sit down in front of the workstation. The trainer
launches Zoom and the CAD system, shares the screen in Zoom, and records the training.

As a result, a video film is obtained that shows the work with the system and the trainer's
explanations. This video is used to train the next designer assigned. The coach only intervenes if
the new employee has questions. Thus, the enterprise saves a lot of the time of colleagues
engaged in training.

Example

A consulting firm develops franchising. Interest in franchising is gaining momentum. Training
consultants is proving to be a serious challenge. Similar to the previous example, the consulting
firm begins recording the training sessions. Within half a year, it created 42 educational films and
uploaded them to Moodle. Almost all of the new franchisees successfully use these educational
films for onboarding new consultants.

6.11 Preboarding
Preboarding (or Pre-onboarding) is the process of starting an employee’s onboarding experience before
their first day at the company.

We have already identified some employee life cycle activities that can be performed as preboarding.

Here we want to share one more method for recruiting suitable candidates during training in training
centers of the organization or its partners. We will do it by example.

Example
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AK Electric AD has accredited a professional training center for some deficient and important
professions for the plant. The center is managed by HR-departments. The center is used both for
training its own workers and employees, but is open to the public.

When a person from outside the enterprise is enrolled for training, one of the teachers' tasks is to
evaluate his performance and offer him a suitable job in the plant.

In this way, the enterprise outsources some of the elements of the orientation and onboarding
programs to the training center. Actual costs are borne by the trainee

Producer’s business model
Enterprises can implement the production business model, developed under Erasmus+ project:

2021-1-BG01-KA220-ADU-000026986 ,,Digital transformation: from adult education institution to Digital
Education Enterprise”

In order to study it in details please download 103 product from the project’s website

www.digitaleducationenterprise.eu

The idea of the Producer’s model is as follows. A company wants to hire many specialists with skills in a
specific field, but the education system does not offer such training. The company acts as a Producer for
such a course, outsourcing the development, maintaining, advertising, running of multiple courses and
selecting of suitable job candidates for the producer.

Example

Figures 13 and 14 show a business case for the economic efficiency of the production business
model.
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Producer’s model business case
company wants to hire 20 new specialists in specific area per annum

Costs
Typical hiring process Responsible Description Opt. A-HR agency Opt. B - own efforts  Opt. C - Producer's model
Definition of job requirements HR+Ops. 1 week €500 €500 €500
Job advertising HR Per month €300
Selection of relevant candidates - short list HR+Ops. 1 week €500
1st interview HR €250 €250
2nd interview HR+0ps. €500 €500 € 500
Signing labor contract HR £ 100 €100 € 100
HR Agency success fee HR 2 months salaries € 5,000
Candidate meets job requirements HR+0ps.+Empl. 3 months € 8,500 € 8,500 £ 3,000
Training on specific technolgies Ops, Vendors 1 month € 1,000 €1,000
Candidate ready for efficient work
Total cost to hire 1 employee € 15,600 £ 11,650 £ 4,350
Annual cost to hire 20 employees €291,100 £€217,800 £€77,500
Cost margin €140,300

(1) In Opt. C Producer’s model a candidate meets job requirements within 1 month
(2) Any cost less than €217,000 - €77,000 = £140,300 is acceptable for the Producer to invest in developing training course
under Producer’s requirements, to conducting 10 courses and select 20+ suitable candidates per annum

Figure 13 Producer’s model business case

Training organization cost to develop a course under Producer’s requirements, to
conduct 10 trainings, and select at least 20 candidates

Training organization course production costs

Development course under Producer's curricula 3 months € 9,000
Production of the training resources pack € 3,000
Mark-up 30% for advertising and administration € 3,600

Total course development cost £ 15,600

Delivery cost for 10 courses by 15 students

Trainer €1,500 Break Even Point = 5 employees
Training room rents €600 hired by Producer’s model
Training resources €450
Catering €2,250
Consunables €200
Total cost to deliver single course € 5,000
Mark-up 30% for advertizing and administration ,5
Total delivery cost £ 6,500
Annual cost to develop and deliver 10 courses € 80,600
Annual cost incl. average profit margin of 10% € 88,660
T option A~ R Agency | Opion B~ Own efors | Producer’s ol
Annual cost to hire 20 employees €291.100 £€217.800 €166,160

Figure 14 Producer’s model Break Even Point

6.12 Measuring performance

Without a doubt, measuring the performance of new hires during onboarding is important. For this
purpose, it is recommended that the enterprise defines the key result areas (KRA), the key performance
indicators (KPI) and the objectives and key results (OKR).
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Here are some guidelines for digitizing measuring performance.

Use your e-learning platform or Learning management system (LMS)

Almost any e-learning platform or LMS provides functionalities to design and conduct different
types of tests and examinations. Thus, you can implement self-tests or examination test at
appropriate points of the orientation and onboarding.

The tests’ results shall be analyzed by new hire managers, mentors, HR-specialist, trainers. based
on the results of the tests, decisions can be made, for example, to improve the onboarding
program or to terminate the employment contract with the new recruitsn

Use your ERP-system

In most ERP systems, workers are considered as a work center with a certain capacity. Along with
time for process operations, worker information is used for production planning and reporting
purposes.

Therefore, ERP reports can be used to measure the performance of workers and employees
considered as work centers

Use your project management system

In the IT industry, project management systems are often used in software production. As a rule,
these systems allow measuring the time for the execution of individual tasks.

Example

Software company has implemented Jira, a popular project management system. The company
uses Kanban board and Agile Project Management Method. Development tasks are defined as
epics, user stories, and tasks. The option to measure the time to complete a task is enabled.

When a software developer selects a task from the backlog and moves it to the right in the
development process, for example from development to testing, Jira automatically calculates the
time spent. After that it produces variety of reports and shows them on a dash-board. Thus, the
software team leader has real time information about team members performance, delays, poor
quality of coding, and the like.

6.13 Departure
The life cycle of an employee in your enterprise ends with Departure.

At this stage, it is important to get feedback on his overall experience in your enterprise. You can use the
usual offline methods, such as an interview, but you can also use digital tools for questionnaires.

Of course, the purpose of this event is to look for opportunities for improvement, in particular the
orientation and onboarding processes.
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7. Onboarding scenarios and business cases

In Chapter 6, we outlined the typical stages of the employee life cycle and a typical onboarding process.
Now we will give examples of scenarios for digitalization of activities related to onboarding.

7.1 Remote interviews

More and more organizations are performing a variety of recruitment, orientation and onboarding
activities remotely. For this purpose, they use popular communication platforms such as MS Teams,
Google Meet, Zoom, Viber, Skype, etc.

A common work scenario is for the HR department to schedule a meeting in one of these platforms and
invite both the job applicant and a representative of the unit applying for a vacancy. With the consent of
the meeting participants, the interview may be recorded.

This scenario is routine, but sometimes poses serious challenges.

For example, a factory suffers from a lack of skilled labor and is forced to look for welders, assemblers and
technicians from abroad. The whole group are workers with a lower level of education, but a serious
problem is that many of the applicants do not speak foreign languages well. To deal with the problem, the
factory uses automatic translation capabilities offered by Google Translate or Microsoft Translator. On
many smartphones they come pre-loaded or can be installed from a suitable app store.

The use of these technologies allows the parties to translate and put the questions or give answers in
writing, or to dictate them into the microphone of the computer or smartphone.

This technology allows the employer to conduct interviews with job candidates from more exotic countries
such as Kyrgyzstan.

7.2 Remote tests

For many occupations, when recruiting, employers try to clarify the current level of competence of the
candidates. This allows unsuitable candidates to be screened, an individualized onboarding program to be
planned, and decisions to be made regarding competency validation.

To deal with such challenges, enterprises can use an open source learning management system (LMS) such
as Moodle. Specialists from the relevant divisions of the enterprises or from their professional training
centers prepare appropriate tests to assess the level of competence of the applicants for jobs in specific
professions.

Moodle and similar platforms offer a multilingual interface and editors to develop and automatically assess
tests.

Such open source LMS offer a low-cost solution that, for a few hundred euros per year, provides the
necessary training and assessment environment for the employee's life cycle.

https://www.erasmusplus.eu/
2022-2-BG01-KA210-ADU-000101185 ,Digital Onboarding”
Funded by the European Union. Views and opinions expressed are however those of the author(s) only and do not necessarily reflect those of the
European Union or the European Education and Culture Executive Agency (EACEA). Neither the European Union nor EACEA can be held responsible
for them.

Page 40 of 44


https://www.erasmusplus.eu/

01000101 01110010
01100001 01110011

Co-funded by

o Digital Onboarding the European Union

00100000 00100000

7.3 Implementation of LMS
The learning management systems (LMS) offer multiple opportunities for automation throughout the
employee lifecycle, particularly in the orientation and onboarding processes.

The installation of an open source LMS is a fairly routine task. A serious challenge, however, is the creation
of appropriate training content and the organization of training for new recruits, especially if the
enterprise employs workers with diverse professions.

One consulting firm has taken a programmatic approach to tackling this problem. The company applies a
franchise model for the development of its business. The company begins the implementation of its
concept by conducting online training of the staff of the first franchisee via Zoom. Training sessions are
recorded in video format via Zoom. So the company recorded more than 40 video lessons, uploaded them
to Moodle, and subsequently used them repeatedly to train the staff of subsequent franchisees, as well as
its own new hires.

These lessons are beginning to play an essential role in the onboarding of new employees, both for the
franchisor and for the franchisees.

7.4 Competency matrix, LMS and fast track onboarding

A large enterprise hires employees and workers with a wide variety of specialties - engineers, technicians,
assemblers, welders, designers, project managers, etc. For the enterprise, onboarding is a serious
challenge due to the large number of different professions.

To address the problem, the enterprise uses a concept developed more than 20 years ago by NOVEL to
provide users with access to exactly the resources they need to do their jobs. The human resources
department develops a competency matrix that includes a list of competencies that an employee must
possess to be successful in the position.

The enterprise then systematically begins to develop learning content for each competency in the
competency matrix and upload it to its e-learning platform. Also, HR specialists develop tests that allow a
fairly accurate determination of which of the competencies required for the profession a new hire
possesses.

Each new recruit goes through the test relevant to his position in the e-learning platform. After that, the e-
learning platform is set up so that the new recruit learns only the competencies he lacks. This becomes an
integral part of his onboarding program.

Obviously, this approach allows the enterprise to create the shortest training program.

7.5 VR for training welders

AQ Electric, one of the partners in the project Digital onboarding, implemented a welding simulator to
train welders. SOLDAMATIC is training system based on virtual reality technology. SOLDAMATIC is the
world's first VR/AR welding simulator complete with a Learning Management System (LMS). It dramatically
decreases the cost of training welders and, at the same time, improves the welders’ training efficiency.
This VR-based training approach is implemented in welders’ onboarding program.
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7.6 VR for training drivers for intra-plant logistics

The analysis of the behavior of the operators of vehicles for intra-plant logistics, such as electric trucks, gas
trucks, lift trucks, etc. indicates that they have a problem with spatial orientation. The consequences are
expressed in incidents in the logistics of expensive end products and breakdowns that increase production
costs.

In order to deal with the problem, the enterprise decided to experiment with a VR simulator for operators
of means of transport from in-plant logistics. To ensure maximum realism, the enterprise uses the services
of a company specializing in the VR-technology. For this purpose, the company uses a drone with 360-
degree cameras. Drones surround the production premises and provide 3D video information about the
transportation environment. The company's software engineers develop training scenarios, for example,
with obstacles appearing on some of the routes — like pallets, boxes, etc. For training, the operators work
with a specialized console and VR glasses. This training environment becomes part of the operators
onboarding program, as well as for upskilling and reskilling drivers.

Since the enterprise already has a digital twin, this video information can be used for other purposes - for a
remote walk in the enterprise for students, job candidates, investors, etc. Also for the development of
other training scenarios - for fire action, disasters, accidents and the like.
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