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Onboarding automation:
the hidden gem of HR

Unleashing the Potential of Onboarding for Retention




Onboarding — the forgotten yet
crucial post-hiring stage

Despite its importance being emphasized by veterans, employee onboarding often remains a

checkbox activity for most organizations.

e According to a Gallup study, only 12% of employees felt their company did a great job with

onboarding.

e Overall, only 29% of new hires thought they were prepared and supported to excel in their new

role. Clearly, there seems to be a lot of room for improvement.

e Ramya, an upright HR practitioner who handles the end-to-end execution of onboarding at a
Fintech startup, was aware of these facts. However, due to a steep rise in the number of new
joiners over the past six months, she was grappling with challenges related to physical and remote
onboarding. Despite her meticulous planning, there would be something that would go awry,

upending her plans for a perfect orientation day.
e She already felt stretched to the limit while she was onboarding a total of 7 new joiners in the last

week of July. The upcoming month had more than 25 new employees joining the company. While

she was happy with the numbers, she was anxious how would she handle the onboarding.

Unbeknown to her, the company’s onboarding process was going to be tested the very next day, the

form of a new joiner Ashok.
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The excitement and revolutionary

mindset of a new joiner

Ashok, a dynamic professional with expertise in digital marketing,
was a recent addition to Ramya’s firm. Charismatic and bursting with
a fiery passion and ready to hit the ground running, Ashok had
chalked out a plan to address major issues on the company website.

Having won many awards for his proactiveness and initiatives, it only

seemed natural to him that he would redefine and take immediate

corrective steps to improve the lead workflow and nurturing cycle.

Ashok had realized that his job was not going to be easy. He had to
fill in the shoes of the previous digital marketing manager, who had
left the organization abruptly due to a personal emergency. During
his recruitment, Ashok had successfully audited the firm’s website

and social media marketing and submitted his findings in a detailed

study.

He was excited that finally, he would be doing something new and

impactful after a dull phase.

A rude shock - and a downward spiral

towards inactivity

Ashok arrived at the office filled with
aspirations and the zeal to set the
wheels in motion. He was looking
forward to meeting his teammates. As
he entered the office, he saw that the
marketing team and his reporting
manager were already in a meeting
with what looked like the sales team.

He couldn’t hear the discussion, but it

seemed very energetic and interesting.

He was excited and had just taken a
few steps toward the meeting room
when the HR, Ramya had called him.

As they both exchanged polite greetings, Ramya
handed Ashok a thick envelope containing several
documents that he was supposed to fill. A little
dismayed, he asked her, “Is it ok if we can do this
later? | was really looking forward to meeting the
team and Ajay, my reporting manager.” | am not sure
they will be available right now. Why don’t you wait
till they are done with the meeting, and till then, you
get this documentation over with.” She had replied
with a bright smile. With no other choice, Ashok
opened the envelope and started filling out the
documents. By the time he was done, the meeting

room was empty.
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BAD TO WORSE -

30 days of staggered productivity and lost momentum

By the time Ashok had finished his documentation, it

was lunchtime. “We are working with the sales

team for an upcoming IT networking event. We have

partnered with the Times News Network as a -
Diamond Sponsor. That's why everyone is occupied.”

Ajay had explained.

The day had ended, and he had not even received

his work laptop.

-
The next three days made Ashok seriously question
himself if the organization really did need him. Three
days had passed, and he still was at square one. He
wasn't able to connect with those he would be
working with; he had literally nothing to do and was (]
tired of re-reading the action plan that he wanted to
present to Ajay. _
What was worse was that there were no KRAs
defined for Ashok. He felt like a rudderless ship with
no sense of direction. Although this hadn’t stopped

him from taking action and diving into work, he
wasn'’t sure if his contributions would be in line with

the team’s predefined goals and plans.

A month had passed. Although the team had warmed up to him and his reporting
manager was now trusting him with more critical tasks, Ashok didn't want anyone
else to go through this painful onboarding process. He had already interviewed
several candidates, of which three were going to join soon. He didn’t want them to
suffer the pain he did.
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Benchmarking against the best - ()

FACEBOOK'S

45

MINUTE RULE

As was his nature, Ashok took the initiative and had a
chat with Ramya. Over a cup of coffee, he explained
how his onboarding had created a negative
perception in his mind and why it was essential to
revamp it. Ramya also explained the roadblocks she
was facing due to which she was unable to

implement a foolproof onboarding process.

They talked about Facebook’s 45-minute onboarding
rule, where new joiners are equipped with all the
equipment and materials needed to start work within
45 minutes of stepping into the office. She realized it
was time to focus more on empowering the
employees to do their tasks and set her benchmarks

in line with Facebook’s onboarding team.

She had a chance to speak to different department
heads on how to tackle this issue, and gained advice
on the simple core elements required for an employee
to do their job. She created onboarding decks specific
to each department with cross-function dependencies
pertaining to the job. By this, she had come up with a

flow which was specific to the department and the

Seniority of employees.
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Ramya dives into action, defines critical

dependencies for employee productivity

Taking advantage of pre-onboarding

A critical aspect to streamline and smoothen the onboarding experience was taking advantage of
the pre-onboarding stage. Ramya had figured that she would get the daunting tasks such as
document collection before the actual onboarding day, so that the new joiners would not be
encumbered and could actually enjoy their first day. She built a process to automate pre-

onboarding document collection and set reminders in case it was not completed by any new joiner.
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Employee onboarding workflow for sales and marketing managers

Marketing Assets Allocation Sales
Employee Employee
* Laptop IT Dept - Task
Dept: Marketing Owner : Rahul Dept: Sales
Sub Function: Sub Function:
Digital Marketing Inside Sales

. Software Licences / Internal Tools
Seniority: Manager

e CRM Access - HubSpot

e Social Media Page Admin Access

e Google Adwords & Analytics
Access
e Email ID Creation

Cross-functional Interaction
e Sales Head - Ramanujan
e External Agency Interactions -
Marcom Agency

e Product Marketing - Joseph

Training

Seniority: Manager

1

Marketing Ops : Mrinal

Assets Allocation

e Laptop ITDept-Task  Admin -

e SIM Owner:Rahul  Owner: Keshav
e Mobile ——— 4

Software Licences / Internal Tools

e CRM Access - HubSpot
e LinkedIn Sales Navigator
o Lusha Access

L]

1

Marketing Ops : Raghav

Email ID Creation

Cross-functional Interaction

e Sales Head - Ramanujan

e External Agency Interactions -
Marcom Agency

e Product Marketing - Joseph

Training

Tapping into the powers of automation

Ramya had figured out the onboarding flow, but she

wanted to automate the process as she knew that

handling the entire flow manually was not possible. She

reached out to her friends and mentors from various
organizations and did her own research to find the most
suitable solution. Her search ended with Keka, a

complete HRMS Platform with advanced integration

capabilities.

As she explored the platform in detail, to her pleasant
surprise, she found that Keka’s onboarding module
helped her define the employee onboarding workflows
just as the way she envisioned. The platform went
several steps ahead, automatically triggering

notifications at crucial touchpoints and enabling her to

automate follow-ups. This meant she no longer had to

worry about manually sending follow-up emails.

keka”




The masterstroke — Ramya creates onboarding
groups customized for each department

Ramya created multiple onboarding groups, each with a different onboarding workflow. Keka had
empowered Ramya to create a customized onboarding workflow with the concerned employee, their
reporting manager and the people they need to meet. In other words, she was able to map different

onboarding processes with the right people, ensuring there was no disconnect throughout the cycle.

Pre-onboarding checklist with automated
email triggers

A comprehensive pre-onboarding checklist helped Ramya in ensuring all the
important documents were collected and stored in an organized manner. The
system was capable of sending out timely reminders to the new joiners in case

they missed out any document.

Request documents from Marie

Name Status
] 1D Proof @ Received
] Address Proof @ Acknowledged
] Education Documents @ Received
(] Last 3 months payslips Pending
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Pre-onboarding checklist with automated
email triggers

« Upload any Photo ID

Please upload any one of your identities for credibility

Assigned to Details

Attachments (2)

(3) Payslip_Aug_INDSLD.pdf (2] Payslip_Aug_INDSLD.pdf
Due Date
@ 2d upon joining

Owner
@ Vijay Prakash

Applies to

All Employees India

Applies to

[7)  Onboarding

Reminders (2)

2d before due date 1d before due date

Checklist (2)
@ Please provide Updated Aadhar Card

@ Make sure the ID card is visible

Task workflow
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Customized workflows for senior team

members in marketing

Q search

DASHBOARD EMPLOYEES ORG STRUCTURE

Onboarding Groups Tasks
——

Summary Initiate Onboarding

Onboarding groups

Define onboarding groups that can be used while onboarding an employee.

ONBOARDING GROUPS

ONBOARDING EXITS EXPENSES & TRAVEL

DOCUMENTS ENGAGE ASSETS HELPDESK HIRING

+ Add onboarding group

Freshers
Freshers For the candidates/employees' having zero years of work experience.
2 task list
Sales onboarding flow Stages Assigned Tasks

—

0 task list
Pre joining stages + Add stage

Week before joining (1)

e Software flow
5 task list

Day before joining

Interns onboarding flow -

Triggers 7 days before joining Triggers 1 day before joining
9 task list
Test Joining day
3 task list

Joining day

Triggers on joining day

Post joining stages + Add stage
Day after joining @ N Week after joining

Triggers 1 day after joining Triggers 7 days after joining

Ramya hits the jackpot with
the 5-day onboarding rule

Having looked through all the processes and plugged

all possible loopholes, Ramya was able to eliminate the

day
onboarding
rule

onboarding delays that were plaguing her firm. She
finally achieved her dream of empowering new joiners
from day one. The process gained huge traction
throughout the firm, with the CEO herself praising her
initiative. Ashok had also congratulated her, happy over

the fact that his feedback was acted upon.
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The 5-day onboarding rule became the norm
with the following tasks:

Delivery of the welcome
ﬁ kits on or before day 1

Allocation and distribution

Q of devices and equipment
on or before day 1

Broad definition of KRAs
on day 2

(\ Provision of software
Or access on day 3

(o] O o Meetings with cross-

CD) functional teams by Day 4.
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With the onboarding issue resolved, Ramya was now able to concentrate more on other strategic
HR initiatives. However, with Facebook’s 45-minute onboarding rule in her mind, she had decided

that she would not rest until she brought her firm to the same level.

About Keka

Everything you need to buil
a great company

Q Me -

Helpdesk

Time Finances

Expense

Attendance

Raise
_ © Cclock In
Keka is your people enabler. From Request
) You can apply leave Request WFH, OD,
automation of people processes to from here Overtime, Partial day

etc.

creating an engaged and driven
culture, Keka is all you need to build

a good to great company. < Logs and B Requests
History History
View all attendence View history for time

history logs here and attend requests

Leave

Leave
= Apply Leave @ Balances

Apply for your next View your leave
leave here balances, history and

transactions

L1 Comp off

Request for comp off,
view comp off historv

w & & &3

ME MY TEAM

Reach out to us!
+91 8929208062
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