| Employee
Onboarding
Strategy:
Goals, Choices,
and Tradeoffs

® Onboarding is a strategic system, not an admin checklist
* Core tension: speed vs. belonging vs. compliance vs. cost

e Only 12% strongly agree their org onboards well (Gallup)

® 39% of new hires have second thoughts during onboarding
e Ownership spans HR, L&D, IT, managers, and leaders

* Define goals, name tradeoffs, accept the costs you choose
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Failure patterns: compliance-
only programs, info dumps,
inconsistent manager
delivery, no measurement

42% overwhelmed by too
much content at once; 52%
say it focused on admin,
not role training

» 1in 3 poor onboarding
experiences sends new hires
looking elsewhere; some
leave within months

» Redesign signals: rising
90-day attrition, low
manager task completion,
stalled time-to-productivity,
no baseline data

Why Onboarding Succeeds or Fails

Success: role clarity, early
real wins, social connection,
feedback loops, clear
milestone ownership

Differentiate by role family,
level, tenure stage, and
work model — no single
journey fits all
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Settmg Goals and

® - Sequence goals deliberately: productivity,

retention, engagement, culture, compliance, brand Prr
® - Pair leading indicators (manager task completion,
day-7 satisfaction) with lagging outcomes
® - Four CFO-ready KPIs: 90-day retention, 90-day time-to-
time-to-productivity, ramp cost per hire, retention productivity
new-hire CSAT
® - Define time-to-productivity with a role
milestone, not a vague "full performance" date
® - Choose 3-5 metrics tied to business priorities;
report by cohort, never anonymous averages ]
ramp cost new-hire
per hire CSAT

at day 7/30/90




Strategic Choices: Centralization,

Standardization, and Personalization

Centralize process, policy, identity, P

analytics; keep statutory compliance,

pay, orientation local
CENTRALIZATION STANDARDIZATION

Drive consistency, Build the common spine,
control, and scale reduce complexity

Universal compliance and culture
spine plus role-family modules —
avoid 40 checklists

Automate paperwork and access;
reserve human time for coaching
and connection

Buy the HRIS backbone; build the

integration and orchestration layer Adapt to Iocal context, oy
roles, and people Automate the r,.outl_ne,

Global adaptation patterns: full elevate the human
replication, selective implementation,
integrated blend

Pair every choice with an explicit il et
Consistency Local Adaptation
tradeoff statement é-—ié and Control and Agility

Tradeoff:
Less Local Flexibility

Tradeoff:
More Complexity



Designing the Onboarding Journey

Preboarding Day 1

Set the stage Welcome and
before day one orient

D 0 3 () 2

Offer First First First Day-30
acceptance day deliverable feedback check-in

Phases: preboarding, day 1, week 1, 30/60/90 days, then ongoing development

Preboarding is cheapest to fix and most often skipped: paperwork,
IT, manager intro, buddy

Critical moments: offer acceptance, first day, first deliverable,
first feedback, day-30 check-in

Days 1-30 learn, 31-60 contribute, 61-90 own —
each phase has distinct success criteria

Managers own outcomes; HR owns process and compliance;
buddies handle connection

000000

lterate with journey mapping, personas, and day-30/day-60 pulse surveys



Role Clarity and Ownership:

Operating Model and Governance

¥ @ \ ©
ONBOARDING 8@ g. oY) © * HR owns compliance and
MILESTONES Pre-Start Day One First 30 Days 30/60/90 Plan Ongoing g e
Preparation Enablement Integration Execution Support COOI’Fjl'naislon, IT owns
provisioning
£l * Managers own role clarity and
the 30/60/90 plan
IT Owns Owns . .
provisioning provisioning ¢ Universal spine: People OpS,
pé = role tracks: departments
Hirin
Managgers * One accountable owner per
! : task, due dates relative to
o start date
L@ New o participa boarding :
(f;;, "'\\-_ . o
ey Hires - - & ¢ Cadence: weekly cohorts,
> ' monthly gaps, quarterly KPIs
: : s : * Scaling: center of excellence,
Operations = > = = v g

federated, or hub-and-spoke




Technology, Data, and Automation:

Where They Help and Where They Hurt

Onboarding now lives inside HRIS:
Rippling, BambooHR, HiBob, Gusto

® Automate the predictable: documents,
e-signatures, access, reminders,
compliance

Expectation- Manager
setting connection
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AUTOMATE THE PREDICTABLE

Documents | E-signatures | Access . Reminders | Compliance

® Preserve the human: expectation-setting,
manager connection, buddies, feedback

® Gartner: 40% of enterprise apps use
task-specific Al agents by end of 2026

® Al cuts ramp time 25-40% —

but only 32% of HR teams have
INTEGRATE FIRST deployed it

® |ntegrate first: ATS=>HRIS, HRIS—payroll,
C‘Q’) —) —) then HRIS—IT provisioning
Sl Paym" hFersianig ® Clean data and documented processes

decide whether Al helps or hurts
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The Business Case: Costs, Risks, and ROI

e SHRM 2025: cost per hire $5,475 COST-OF-FAILURE i COST-OF-INVESTMENT
(non-executive), $35,879 (executive) The hidden costs of | The returns of a strong
ineffective onboarding : onboarding experience

* Ramp cost per hire = (salary + benefits)

x ramp share + training + manager & Cost per hire
hours + tech >

A

* Only 20% of organizations track ﬂ Ramp cost
quality of hire — budgets are hard
to defend '

* Use cohort before/after comparisons
with sample sizes, not single-hire
anecdotes

* Onboarding correlates with retention;
pay, manager quality, and market also ‘
drive outcomes

METRIC INSTRUMENT PANEL: FOUR CFO-READY KPlIs
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COST PEOPLE OPERATIONAL RISK

EFFICIENCY OUTCOMES IMPACT REDUCTION

* Strongest case: avoided turnover +
faster time-to-productivity + released
HR capacity + lower compliance risk




Implementation Roadmap: Diagnose, Design, Pilot, Scale
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PHASE 1
Diagnose

- Phase 1 — Diagnose: map
offer-accepted to day-90
journey; baseline 90-day
retention and time-to-
productivity

PHASE 2
Design

- Phase 2 — Design: universal
spine (culture, compliance,
HRIS, payroll) plus role-family
modules with named owners

PHASE 3

Pilot

Phase 3 — Pilot: run one
department or role family
for a full hiring cycle;

measure against baseline

S

Offer
Accepted

T —

QUICK WINS

[@ ' = Quick wins: preboarding automation,
4 manager task nudges, day-7/day-30

pulse surveys

O

O

Preboarding Day 7

Begins Checkpoint

CE Gy
PHASE 4
Scale

- Phase 4 — Scale: roll out
in waves by region or
business unit; expect
change-management
slowdowns

O

Day 30
Checkpoint

PITFALLS

- Pitfalls: automating before standardizing;
skipping stakeholders; treating go-live
as the finish line

o——€ig—

Checkpoint 90+ Days
and Beyond



Measuring Impact and
Improving Continuously

® Multi-level framework: reaction,
learning, behavior change, business results @ Reaction
® Lead with leading indicators—preboarding, -
. . ; I;Q Learning
manager task compliance, day-7 satisfaction

® Ask the same questions at 30, 90, and 365 days O Behavior Change
- Lagging
» Compare cohorts by department or manager, Indicators
not individuals

» Keep a change log; three months of silence
means the engine stalled

7 ~ N\
I:I / m \
A/B test cohorts, not individuals; El[l - - - _J |

two cycles minimum MEASURE CHANGE I{i‘q{__RE-MEASURE /

® Quarterly fairness review on predictive models t s )
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CHANGE LOG




Segment Playbooks:
Hybrid, Remote, Frontline, and Executive

» Hybrid onboarding leads satisfaction: 75% vs. 73% remote and 71% in-person (2025 data)
* Remote hires need deliberate structure: written day-one agenda, scheduled intros,
documented norms, check-ins weeks 2-8
* Frontline: G4S compressed training to 30 minutes with Week 2 and Week 12 human touchpoints
* Specialized retail early turnover: too much digital-only training, weak relational support, unformalized mentoring
» Executive runway: 180-365 day plans with listening tour, strategy synthesis, 120-day cadence
* Contingent and seasonal hires need jurisdiction-based routing, not one uniform flow

JOURNEY
AT A GLANCE

M (B (&R

Pre-Board Welcome Role Integration Day-One  Scheduled Documented Check-ins 30-Minute Week 2 On-the-Job  Week 12 Listening

& Prep & Connect  Immersion & Feedback Agenda Intros Norms  Weeks 2-8 Training Human Support Human Tour
Touchpoint Touchpoint

People Team People Team £ 7\ People Team
(Program Lead) (Program Lead) U (Training Design)

Hiring Manager Hiring Manager ¢_1\ Frontline Supervisor
(Role & Integration) (Structure & Context) @ (On-the-Job Support)

Buddy / Peers Buddy / Peers i \ Peers / Mentors
(Relationship & Culture) (Connection & Support) “a»  (Human Touchpoints)

Strategy 120-Day Long-Term
Synthesis Cadence Impact

Board / Sponsor
(Alignment)

People Team
(Enablement)

Executive Peer Network
(Insight & Partnership)



Action Planning: Goals,
Tradeoffs, and the Next 90 Days

- Diagnose first: baseline 90-day
retention, time-to-productivity, manager

task completion, new-hire scores P
- Pick 3-5 goals tied to business '%
priorities — and name the tradeoff DIAGNOSE CHOOSE GOALS / DEFINE OWNERS 90-DAY
BASELINE & TRADEOFFS & SCOPE EXECUTION

90-DAY ACTION PLAN

for each

- Decide what stays central, what
goes local, and who owns each piece

53

- Assign owners for the spine, role
modules, manager enablement,
measurement

- 90 days: baseline, pilot one role family,
launch day-7 and day-30 surveys

TRADEOFF
ACCEPTED:

TRADEOFF
ACCEPTED:

Local customization
means more
coordination
and variation.

Focus on what
stays central
means less
local flexibility.

- Flag dependencies and support
@ needed from finance, IT, legal,

business leaders




Building the
Ongoing Improvement Loop

® Quarterly KPI reviews; annual reset of
retention, productivity, and engagement targets

® Share dashboard monthly with HR leaders,
quarterly with line managers

® \Visible manager task completion rates
improve without extra intervention

® Treat onboarding as a product: backlog,
versioned templates, change log, named owner

® C(Close the loop with retro conversations that
explain the 'why' behind metrics

® Rotate what works into the standard spine;
retire what stopped working




Your Onboarding Strategy Decision Canvas

OWNERSHIP

Q
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People Operations
Leader

©)

People Operations
Leader

oy

Strategy
Lead

&8

Finance Partner

228

Data & Insights

=

Executive
Sponsor

- Current state: hire volume, roles, geographies,
work models, pain points

- Goal statement in one sentence: what onboarding
must achieve in 12 months

- Tradeoffs named for each choice,
so decisions survive finance scrutiny

— Commit 3—5 metrics, one owner per metric,
review date this quarter

- Choices: centralization, standardization,
human vs. digital, build vs. buy
l 1 |

(@) — First pilot identified, with executive

%ﬁ sponsor to unblock it




PersonWise.

PersonWise - Al digital-human course platform

Scan the code or click anywhere to watch this course live, with voice Q&A
personwise.ai/t/846f6a32/public


https://personwise.ai/t/846f6a32/public?entry_surface=public_courseware_pdf

