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ABSTRACT

On boarding, also known as organizational socialization, plays a vital role in building the initial relationship
between an organization and an employee. It also contributes to an employees’ satisfaction, better performance
and greater organizational commitment thus increasing an employees’ effectiveness and productivity in his/her
role. Therefore, it is essential that on boarding process of an organization is efficient and effective to improve
new employees’ retention. Generally this on boarding process is done manually which is time consuming and
monotonous. To enhance this process, the proposed solution automates the on boarding or joining process. It
will enable HR, ADMINISTRATOR and IT to complete this process by robot which will automatically perform
the actions taken to complete the on boarding process. To complete this process direct access is given to
applications, where as in automation, robot will perform all the actions taken to complete the process, which is a
secured way to access applications. This will thus improve the timeframe and efficiency to complete the on

boarding or joining process.
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I. INTRODUCTION

On boarding process, also known as
organizational socialization, refers to process
through which new employees acquire the
necessary knowledge, skills and behavior to
become effective organizational members. It
includes formal meetings, lectures, reviews,
materials or computer based orientation to
introduce new employees to their new jobs and
organizations. This techniques leads to positive
outcomes for new employees such as higher job
satisfaction, better job performance, greater
organizational commitment and reduction in
occupational stress. Thus, on boarding process
plays a vital role in building the initial relationship
between an employee and an organization. On

boarding has four distinct levels, the Four C’s:

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

2. Clarification refers to ensuring that employees
understand their new jobs and all related
expectations.

3. Culture is a broad category that includes
providing employees with a sense of
organizational norms both formal and
informal.

4. Connection refers to the vital interpersonal
relationships and information networks that
new employees must establish.

The building blocks of successful on
boarding are often called the Four C’s. The degree
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to which each organization leverages these four
building blocks determines its overall on boarding
strategy. In today’s scenario, the on boarding
process is carried out manually by the
administrator, which is time consuming and
tedious. Thus, the need of the hour is to develop
efficient yet inexpensive technology which will
help organizations to overcome the challenges
faced during this on boarding process. Thus leading
to increase in the productivity of the business.
Thus, our proposed system aims to replace this on
boarding process by robot, which will perform all
the actions taken to complete the process, hence
improving timeframe. This automation not only
helps reduce the cost incurred due to manual errors
and inefficiency, but also enables transparency
within an organization. This will be particularly
important to an organization looking to retain a
competitive advantage in an increasingly
globalized workforce. This will also help in
maintaining enthusiasm, effectiveness, retention
and productivity of employees.

1. LITERATURE SURVEY
2.1 How Prevalent Is On Boarding?

Aberdeen Group’s first report in 2006
entitled on boarding Benchmark Report identified
only 40% of all organisations having a formal on
boarding strategy. This number grew to 62% in
Aberdeen Group’s (2008) report. Their expectation
was that in 2009 this figure would grow to 77%.
Three drivers were identified for this increase
namely;
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New employee retention - 70%

New employee productivity - 53%

Company reputation in recruiting top talent — 41%
These drivers changed over time. Aberdeen
Group’s (2006) report identifies productivity as the
number 1 driver in 2006, while in 2008 it changed
to employee retention. Aberdeen Group’s (2006)
(1) report is based on a survey of over 600 HR
professionals, in a wide variety of industries
(largest being aerospace at 17%), with 55% located
in North America and the balance in the UK and
Asia-Pacific region. The companies are all large,
37% with annual revenue above $1 Billion, 29%
with revenue between $50Million and $1 Billion
and 34% below $50Million.

2.2 What Should Be Included In On Boarding
Processes?

Amour (2000) cites a Harvard study that
identifies that 80% of employee turnover is as a
result of mistakes in the hiring phase and the reason
for this is mainly attributable to new employees not
fitting in with the culture of the company. On the
realization of this issue, companies are now more
focused on ensuring that the on boarding process
includes information about the company’s culture.
This should be followed by enough reinforcement
so that the new employees can understand it and
can fit in with it (Garger, 1999). Silkroad
Technology Inc. is a talent management solutions
company based in Winston Salem North Carolina
USA. It has offices throughout the world and is
regarded as a leader in the field of on boarding
solutions. Silkroad (2009) point to 7 elements that
need to be contained in an on boarding process for
it to be successful;

Start before day 1

Socialise.

Extend beyond day 1.

Assign a Mentor / Buddy

Get manager involved

Measure the success

. Automate the process

Each of these 7 elements will be looked at
individually.

Nough~wpdhE

2.2.1 Start before Day 1

Tradition has dictated companies to start
their on boarding process when the new employee
comes through the front door on their first day of
employment. The employee will be very anxious
wondering what their first few days will be like. If
this anxiety was in some way alleviated by
providing the employee the ability to have advance
access to the information that they will be looking
for in their first few days, the employee will feel
more positive in their position. Friedman (2006)
highlights that preparation is one of the key tasks in
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the on boarding process. It is in the period between
acceptance of the position and the start of
employment that this preparation should begin. The
idea of including staff, that have not actually
started with the company in team planning and
communications meetings can seem at first to be a
bit “off the wall” but with further consideration is a
very good concept (Bradt & Vonnegut, 2010). This
idea may not suit all companies for reasons of
confidentiality. But these issues can be and
sometimes are addressed within the employee’s
contract of employment.

2.2.2 Socialize

On Dboarding programs help new
employees socialize into the company and “get
them up to speed” (Lee, 2006). One of the first
recognized papers on socialization was Van
Maanen and Schein (1979) in which they identified
socialization as a process where an employee can
acquire the traits needed to be a successful
participant in a new organisation. These traits
include attitude, behaviour and knowledge.
Van Maanen and Schein (1979) went further and
identified 6 dimensions of socialization tactics of
an organisation. The six dimensions are;
1. Collective vs individual socialization processes
2. Formal vs informal
3. Sequential vs variable
4. Fixed vs variable
5. Serial vs disjunctive
6. Investiture vs divestiture

Saks and Gruman, (2011) argue that there
is a relationship between socialization tactics and
higher levels of engagement in newcomers. They
state that these higher levels are because
“institutionalized socialization tactics provide new
hires with the information, guidance, direction and
social support they need to experience
meaningfulness, safety and availability”. Making
newcomers feel that they are part of the team or the
family, whichever way the company refers to its
staff, is vital to the engagement of the newcomer.
Socialising newcomers is therefore an important
part of the on boarding process. It is therefore
incumbent on the company to providing events that
make this happen.

2.2.3 Extend Beyond Day 1

Savitt, (2012) identifies Norton
Healthcare’s approach to on boarding that has 3
phases. The first stage lasts for 1 week and is
purely an introductory process of the new
employee to the organisation. The second phase is
from the first week to 30 days and focuses on the
company’s clients. The third phase extends from 30
days to 90 days. This last stage helps new
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employees deal with the stresses of the job,
establishing a work / life balance and creating their
own personal and professional plan for their career
in the company.

2.2.4 Assign a Mentor / Buddy

Loveland (2012) identifies that the
purpose of his Buddy Program in Disney is to help
Cast Members become more comfortable in their
new role in a shorter period of time. It provides a
one-point access to questions about the company,
its culture, its procedures and policies and provides
support, advice and encouragement for newcomers.
A number of companies use this buddy system and
Rigby (2008) identifies leading companies such as
Google and Innocent and other consultancy
companies like Penna that extol the virtues of
buddy systems in on boarding processes.

2.2.5 Get Manager Involved

It is important that managers get to meet
newcomers at a very early stage in the on boarding
process. This can be done in conjunction with
having an event to get the staff and newcomers
together. Managers should attend and speak at
these meetings. They can be the conveyers of the
culture and ethos of the company. They can let
newcomers know what is expected from them and
what management and staff will do to help them
acclimatize to the structures of the company (Bradt
& Vonnegut, 2010).

2.2.6 Measure the Success

In order to measure the success of the on
boarding process feedback on the process is
required. Feedback both from new employees who
are going through the on boarding process and
those that have just completed it, should be
gathered. This feedback needs to be reviewed and
looked at objectively. Items relating to parts of the
on boarding process that require improvement, will
be easily identifiable. Bourdeau (2011) identifies
that Birchwood holds lunches for those employees
that have completed their 90 day on boarding
process. During the lunch feedback is requested
and gathered. They have found this process to be
very successful with many issues identified that
were easily fixable.

2.2.7 Automate the Process

They utilise a software program as part of
their on boarding process. It is a collaborative
application that they call Chatter. It is essentially
like a social media board. It helps people get
connected with other team members. Each new hire
is part of a Chatter Group that is cross functional. It
includes team members from various groups such
as IT, finance, sales operations and from locations
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across the globe. It provides a forum for discussion,
ideas, networking and solutionising
(Schneidermeyer, 2010).

2.3 Mistakes To Avoid

Vernon (2012) identifies 5 commonly made
mistakes when it comes to effective on boarding
processes employed by companies.

1. Failing to engage employees on the first day

2. Failing to articulate clear responsibilities

3. Failing to address cultural fit

4. Failing to link on boarding to desired skills

5. Failing to deliver feedback early and often

2.3.1 Failing to Engage Employees on the First
Day

The first day should not just be used as a reading
session on compliance documentation; the first day
should also show how the new employee can
become a valued team member.

2.3.2 Failing to Articulate Clear Responsibilities
Identify each of the repeatable tasks that are
required of the new employee. Identify how these
tasks are managed, how each task relates to the
overall higher level objectives and the parameters
for successful completion. Bell& Kozlowski (2002)
identifies that clear direction and goals enhance
individual self-requlation and enables team
members to monitor their own performance.

2.3.3 Failing to Address Cultural Fit

O'Reilly, Chatman, & Caldwell, (1991) discuss the
importance of understanding the fit between
individuals' preferences and  organizational
cultures. Consistent discussion and reinforcement
of the company’s culture is required to be provided
by the employee’s management so that the
employee understands the way the company works,
the jargon employed and the reasoning for
company events. In a 2010 interview with Forbes
magazine Zappo’s CEO Tony Hsieh is quoted as
saying “If you get the culture right, than a lot of
really amazing things happen on their own”.

2.3.4 Failing to Link on Boarding to Desired
Skills

Identify exactly what skills the new employee
needs to master to be successful and then working
backwards ensure that those skills are included in
the on boarding process.

2.3.5 Failing to Deliver Feedback Early and
Often

Scientists agree that it can take 90 days to form a
habit, 21 days to break a habit and 40 days to
change a bad habit into a positive one (Maltz,
1960). The on boarding process tries to make the
workplace tasks into habitual behaviours. So it is
therefore important to identify at an early stage
where bad habits are developing and request
employees to tweak their behaviours that do not
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support success. This process should begin from
day 1 and be consistent and periodic throughout the
on boarding process. If mistakes like these are
made then the employee just becomes one of
Garger (1999)’s 80% statistics and leaves the
company.

I11. System Architecture

As shown in fig. below, Admin and/or HR
will maintain an excel file, which will contain all
the details of new hired employees. This excel file
will act as an input to on boarding process. This on
boarding process will now be responsible for
allocating resources and creating user ids/accounts
of new employees for various applications and/or
software such as Airwatch, WebEx, SAP etc. It
also be responsible for Email management, Mobile
device management, ldentity management and
Mobile security.

Active Directory is a database that keeps
track of all users’ accounts and passwords in your
organization. It allows you to store user accounts
and passwords in one protected location

New employee

is hired

New hires
completos
paperwork

Oracle E business suite consists of
collection Enterprise Resource Planning (ERP),
Customer Relationship Management (CRM), and
Supply Chain  Management (SCM) computer
applications either developed by or acquired by
oracle. The software utilizes Oracle’s core Oracle
relational database management system
technology. WebEXx is a company that provides on
demand collaboration, online meeting, web
conferencing and video conferencing applications.
Hence, using WebEx meetings, training centers,
support centers and Sales center will be managed.

Airwatch is a provider of Enterprise
Mobility Management (EMM) software and
standalone management system for content,
applications and email. It will enable users to self-
activate devices by entering their corporate
credentials. It will also allow employees to connect
to enterprise email, VPN, wi-fi, content, intranet
sites and other backend resources. With airwatch it
is also possible to configure policies for device
restrictions, layout, settings access, notifications
etc.

Hiring manager
submits form to on
boarding system

ON BOARDING SYSTEM

E Business

f-" Suite
Active

Directory

consists of
collection of
ERP, CRM and
5CM

keeps track of all

users accounts and
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Fig. Error! No text of specified style in document. System architecture

The on boarding process through automation or by
robot will:

1. Create Accounts/user id for
applications  (Active Directory,
Airwatch etc.).

Assign roles (AD)

Create Email id (MS-Exchange)
Allocate Machine (VMware)

5. Allocate Workstation

For new hired employees which are assimilating
into an organization

different
WebEX,

~owd
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IV. CONCLUSION

In today’s scenario, the on boarding
process is carried out manually by the
administrator, which is time consuming and
tedious. The proposed system aims to automate this
process by robot. The main objective of process is
to boost the timeframe and increase efficiency and
productivity of business. It also helps to build and
strengthen relationship between an organization
and an employee. This automation will not only
reduce the cost incurred due to manual errors and
inefficiency, but also enables transparency within
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an organization. The on boarding process will
create accounts or user id, assign roles, allocate
workstation and machine for the new hired
employees.
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