Employee Onboarding

Platform: Selection,
Architecture, and Tradeoffs
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Onboarding is a cross-functional decision:
HR, IT, Security, Procurement, Legal

Three decision layers: selection criteria,
technical architecture, forced tradeoffs

What good looks like: faster productivity,
less admin, auditable compliance, clean data

Who owns what across six functions —
with one accountable rollout owner

2026 context: onboarding absorbed into
HRIS cores, operational Al, consolidation wave



The Onboarding Problem Space

What onboarding must deliver:
pre-boarding, day-one readiness,
30/60/90 milestones, compliance, culture

L
m‘

~1 in 3 new hires leave within 90 days;
20% of turnover hits the first 45 days

I Only 12% of employees say their
|I employer onboards well

Median time-to-productivity: ~65 days;
sales and technical roles run 3—9 months

Direct cost ~$4,100 per hire;
soft costs push the real figure past $11,700
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Manual, spreadsheet-driven onboarding
o breaks at scale: multi-country, high-volume,
hybrid, deskless



What Actually Moves Outcomes: People

Systems
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Role clarity Self-efficacy Social acceptance
Know what to do, Believe you can Feel welcomed,
how to do it, and succeed and make included, and part
why it matters. a meaningful impact. of the team.

Role clarity, self-efficacy, social acceptance predict satisfaction, performance, retention

Structured-and-individualized tactics, buddy programs, early shipped work: strong support

Swag, dinners, long classroom training: weaker support than adoption suggests

Active managers make new hires 3.4x as likely to call onboarding exceptional

Al-assisted onboarding cuts time-to-productivity 25-40% — only with clean policies and HRIS data

©OO0000



Requirements First: Turning Needs into Selection Criteria

automation, content, provisioning, From a feature wish to a testable requirement

' Six requirement categories:
compliance, analytics, experience

Vague feature wish Scenario-based, testable requirement
s Split must-have vs..nice-to-have; “When a new hire is created,
pop— frame each as a business outcome e e the system automatically
automation.” provisions the required
accounts for their worker type
B Volume and complexity drivers: - so they can be productive.”

q " hires per month, geographies, worker
types, works councils, deskless

Test
o Owner
@ Pass/fail threshold

each with a test, owner, and pass/fail

Eh' Make requirements evaluable —
© threshold

Replace yes/no feature questions
Q with scenario-based ones

Selection Criteria

Commonly missed:

& offboarding symmetry, rehires,
bulk/seasonal hiring, accessibility,

data residency




Selection Process: From Longlist to Signed Contract
A structured path to the right partner

@ Segment vendors:

full-suite HRIS,
specialists, HR+IT
orchestration,
global employment
platforms

@ Representative

2026 players:
Workday, SAP,
Oracle, ADP;
BambooHR, HiBob,
Rippling, Deel;
Enboarder,
WorkBright

@ Run scenario-

based demos,
sandbox trials,
and reference calls
on comparable
organizations

BETTER DECISIONS. STRONGER PEOPLE OUTCOMES.

PEOPLE

@ Score independently
on weighted 0-5
anchors before
group discussion
to cut demo bias

@ Expectall-in costs
30-100% above
advertised base:
implementation
fees, uplifts, exit

terms

TECHNOLOGY | TRUSTED OUTCOMES

® Half the market

remains quote-only —
demand written
pricing before

you commit




Suite vs. Best-of-Breed vs. Build: The Core Tradeoff

Different approaches. Different strengths. Same goal: a people platform that fits.

Single Suite Hybrid / Best-of-Breed Custom Build

One integrated platform Specialized tools with an integration layer Built on an API-first core

Lower integration risk Deeper onboarding depth Higher up-front investment
Stronger data coherence Adds integration tax Rarely pays below ~5,000 employees
@ Three architectures: single suite, hybrid/best-of-breed, custom build PEOPLE

PROCESS
TECHNOLOGY
OUTCOMES

@ Suite wins on data coherence and lower integration risk; right below ~500 employees

@ Best-of-breed wins on onboarding depth but adds integration tax

@ Build rarely pays below ~5,000 employees; focused layers $60k~$130k A MORE
BALANCED
TOMORROW

@ Buy under 20% unique workflows, extend 20-40%, build above 40%




Reference Architecture: Systems, Data,
and Integration Patterns
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HRIS as source of truth = IdP/IAM —= email, chat, SaaS, LMS, payroll, MDM
Integration patterns: native connectors, iPaaS, API-first, SFTP batch, webhooks
SCIM 2.0 push creates accounts; SAML/OIDC authenticates; never provision individuals

Single worker record: ATS handoff, effective-dated attributes, stable org identifiers

Seams break where SCIM stops: channels, licenses, devices, approvals



Making Provisioning Actually Reliable

delta sync, full reconciliation,
event streams

: Four patterns composed: SCIM push,

Schema mapping — not the protocol —

SCIM push . e
causes most integration incidents

delta sync Design corner cases explicitly:
contractor, leave, dual-role,

expatriate, rehire

full reconciliation

Close the leaver-to-access-removal

window: under 24h at P99
event streams

Test every SCIM connection with a
fake user; keep an integration registry

© @ @F

PEOPLE [/ SYSTEMS [/ SECURITY [/ TRUST



Security, Privacy, and Compliance Architecture

Onboarding 8 Regulatory framework
Least privilege :

8 Il —D  GDPR (fines to 4% of
l ' — = =) turnover)
,\ @ Segregation of duties —
=| IDs i ~ |=]| ccpa/CPRA
X220
= SOC 2 Typelll
@ Bank data = yp
D
@ Health data @ Retention schedules =| 15027001
E
biE =| 19
- Onboarding concentrates Immutable audit logs =

Pll, IDs, bank and health data —
the company's densest
sensitive-data flow

Controls Framework touchpoints @ Third-party risk ° Al clauses

- Controls: least privilege, - Framework touchpoints: - Third-party risk: subprocessor - Al clauses: no training on
segregation of duties, GDPR (fines to 4% of turnover), lists, SCCs and UK IDTA, DPA your data, isolated processing,
encryption, retention CCPA/CPRA, SOC 2 Type ll, terms, breach notification human oversight, EU Al Act
schedules, immutable ISO 27001, I-9 windows transparency
audit logs



Automation vs. Human Touch, and the Cost of Customization

Automate Protect
the administrative layer the human layer

o ias 7 — 4
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® Automate the ® Protectthe human ® Heavy customization ® Escape gets expensive: ® Treatevery
administrative layer: layer: manager shows up later as switching costs, customization as a
paperwork, statutory check-ins, peer upgrade friction, weak data portability, permanent annual
filings, scheduling, connection, early testing load, annual uplift clauses liability, not a one-time
provisioning, policy Q&A feedback, exception scarce expertise change

judgment



Implementation: Rollout, Change Management, and Metrics
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Pilot cohort Geography Migrate / Soft launch
sequencing worker records __ before full cutover

A .....c..

Timelines by archetype: SMB under a month, mid-market 1-3 months,
enterprise suites 6-18 months

Phased rollout: pilot cohort, then geography sequencing, plus soft launch
before full cutover

Migrate worker records; time payroll cutover to period boundaries to shrink scope

Change management wins: named owner, mandatory manager check-ins,
training, comms

Baseline before go-live: time-to-provision, day-one readiness, retention, admin hours saved
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Decision Framework and Reusable Toolkit

9 Repeatable sequence: requirements = architecture - security - commercial = pilot
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2 Architecture : : :
Requirements Constraints Security Commercial Pilot

RACI per gate; one accountable rollout owner

\ .7 4 _3;

IT C R G I c
Security I C R I €
Procurement I I C. R &
Rollout owner A A A A A

Toolkit: requirements template, weighted 0-5 scorecard, security questionnaire

= Requirements AR Weighted 0-5 Security
o= template Y scorecard questionnaire
£°1) Integration checklist plus 3-5 year TCO model
Vv -_— Integration i 3-5 year
v —  checklist TCO model

Independent scoring, published weights, change control, written exit plan




Case Workshop A: High-Volume, Multi-Country Frontline Hiring

Scenario:

:‘; 200+ locations, seasonal hiring,
high early turnover, large deskless
population

- Compliance:
:‘0 varying work authorization,

expiring certifications, minor-worker
and right-to-work checks

Evidence favors
O Al-validated documents, mobile-first

flows, location-level dashboards,
shift-activation syncing

& Architecture:
¥ mobile specialist or compliance
layer over existing payroll/HRIS

@ Specialist

A score suite vs. specialist archetype, Archetype
defend the tradeoff

Group exercise: Suite



Case Workshop B: Knowledge-Worker,

Hybrid-First Onboarding

Scenario:

500-2,000 hybrid employees, 20+ SaaS tools,
engineering-heavy hiring

Day-one friction = IT provisioning;
role-based access bundles are the fix
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Evidence: ; .
early shipped work in 30 days, (:) Ly @ ! oo e

manager nudges in Slack/Teams ey R

experience ,
layer N ﬁ

}
Architecture: |
HRIS source of truth = SCIM = \
specialist experience layer

SCIM

Debrief:

rationale, risks, first-30-day commitments,
two proof metrics
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