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This year we present a new topic to the models and concepts of the
General Business Excellence.

Amongst burning issues in business organisations are the lack of
talent. The onboarding process which should be used wisely in any
organisation in order to meet high expectations on the market has

a very important role and is often not treated seriously from man-
agement. Therefore we decided to present one of the best practices,
learn from it and deliver key suggestions that should be sought after
any organisation.

Organisations cannot always select their new hires in a way they
would like. Competition for talent is extremely high, and candidates
are aware they can bargain and select the best employers. Some or-
ganisations even find themselves unable to attract and recruit new
talent, at least not in the time needed to do so.

Our hope is that your company is successful in recruiting candi-
dates, selecting and hiring them. The next most important process
is how to effectively onboard new employees after HR people al-
ready selected and shook hands with them.

It’s a process which is underestimated in many organisations or at
least focused only on the technical side of the business.

We think not all of the success of the onboarding is on the technical
side. Human side and emotional areas of the current employees and
the new hires are equally important, and, therefore, should be con-
sidered and planned carefully.

By combining the technical and human areas in the onboarding
process organisations are enabling their new employees to add val-
ue to the organisation faster and new hires can keep their engage-
ment on high levels after the onboarding process already ended as
well. By making the right decisions for the onboarding processes,
companies can also successfully add value to their brand on the
market.

Are you ready for the onboarding in the right way?

We hope you will enjoy reading this booklet and we will be happy
to welcome you to our meetings in the future. Let us know and we
will send you an invitation early.

Best wishes from the CMC team.
Ale§ Trunk




About Alberto Platz

Alberto has been working for Swarovski for over 31 years; the first
eleven years based in Barcelona selling the crystal components in
the B2B area, managing the Spanish and Portuguese Markets and
the next thirteen years for the Gemstones Business holding sever-
al positions as Sales Director in the European and Middle Eastern
Territories.

After 25 years in sales, he felt as he has given everything that he
could. Thus, he wondered: “What is the next step? - We have to do
something with people”, and he joined HR 6 years ago. Following
his decision, he felt that he does not understand his colleagues and
their language.

As aresult, he thought: “IfI don’t understand the language of HR,
imagine the business. If there is a wall between what you say and
what you expect from the business and there is a gap in communi-
cation, it is not good.” His colleagues answered: “It is good that you
are with us because sometimes you force us to think about how to
communicate things for a business to understand us. For an ex-
ample, how do you even define potential in the company? For our
leaders, this is too complex, you have to make it easier and embed it
in their business life. ”

So, in 2012 he joined the Corporate HR team as the Global Direc-
tor of Engagement and in addition in 2015 he took over the inter-
nal and external HR communication, the talent acquisition and
inclusion & diversity topics from a global strategic perspective.
Alberto continues being part of the Spirit Momentum Team with
their main objective to anchor the Swarovski Spirit values through-
out the entire organization.
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Alberto was leading the dynamic workshop and presentation of
Swarovski’s best practices on Employee Experience Meeting. All
about it, you will be able to read in this e-book.

The meeting was full of mutual learning, exchanging of experienc-
es and sharing important contents. You are welcome to join us on
our next Employee Experience Meeting.

Receive the notifications about the meetings here.



https://www.evoli.si/employee-experience
https://clausmoller.com/en/#newsletter

AN OPENING STORY

Let’s imagine a script.

A new employee arrives at the company, in which no one knows, that he/she is

starting the job that day. There is no chair waiting for him to sit down, no equipment

prepared, even his new co-workers are so confused by his arrival, that they forget to

welcome and greet him in the proper way. The first directions from the right people

are given to him in the moments, when the new hires’ disappointment, stress,

confusion of the whole process already settle deeply in and when he wonders for

quite some time: “Do they even want me to work here?”

And that might be his first experience in
this new job.

It is worrisome for the companies that
employee turnover can be as much as 50
% in the first 18 months of employment
as the Society for Human Resource Man-
agement (SHRM) (source) estimates.
Employees leaving the workforce can
be expensive and put pressure on highly
burdened resources as well as the com-
pany’s financial bottom line.

How much pressure? »It will cost com-
pany six to nine months of an employ-
ee’s salary to identify and onboard a re-
placement. Others in the field believe the
cost to be even much higher, « according
to SHRM research.

So, investment is big. Today, when the
working market became very challeng-
ing and when the need for the higher

productivity and employee’s effective-
ness is increasing, the topic became one
of the most important ones for the de-
velopment of organisations’ excellence.

However, successful onboarding can
“increase an employee’s discretionary
effort by more than 20% and drive em-
ployee performance by up to 15%«
the Gartner agency concluded (source).
»Furthermore, committed employees
work 57% harder and are nine times less
likely to leave«.

Can you see the opportunity there? In
the end, when we generate the onboard-
ing programme, we do not do that be-
cause we are the HR department, but
because we want to improve the em-
ployees’ experience and retain their en-
gagement after they enter our company.

This new hire
arrived at the
company fully
engaged,

The problemof a
poor onboarding
process is that it
makes engaged
peaople less
engaged.



Put yourself in the shoes of the
new employee mentioned above.
How do you think he felt?

Let’s look what went wrong
in our scenario or what can
go wrong in the onboarding
process.
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Stressed, confused

‘Tam on my own. Nobody supports me.
Disappointed

Negatively surprised

Lost and alone

Feeling the gap between expectations and reality
‘Do they even need me/want me?’

ONBOARDING FRAMEWORK

e On the first day, the employee doesn’t have sufficient
information.

o He doesn’t get the onboarding plan/programme.

5028
Contracts and other documents are not ready or prepared.
Employees were not proactive. They could help to resolve the sit-
uation, but instead, they just did what they are ‘in charge’ for.
No supporting area for the new employee.
The new hire is not introduced to the team.

o ITisnotinformed.
« Equipment is not ready for the new hire.

o There is no basic technical support for the employee.

OTHERS
« The manager is not available.
o No empowerment.




CREATE A FULL PICTURE

Take a few steps back. Why
does a person decide to stop
working somewhere and
start looking for a new job?

Normally when one decides to change
the job, there are mainly two reasons
for it. The first reason is disengagement
when something is no more covering
your expectations and the second is the
need for new challenges. To put it sim-
ply, you either like your company or you
want to go to a new place and try new
things.

At some point, you must click ‘T apply’
for anew job. This is a stressful moment.
When you apply for a job and send your
CV to a new company, you already un-
derstand the consequences, because you
must run interviews, screenings, etc. At
this moment you have already decid-
ed that you are going to change the job
and you have already acknowledged the
risks.

But how do you choose the company to
work for in the first place? Bestisto do a
research of the company - find out how
the employees in this company feel, ask
for references, search for information
about the company on the web and veri-
ty them. For example, at Swarovski, you
can go to a shop and ask shop consult-
ants: »Do you like to work here?«

You usually apply for that job about which
you already have enough information.
At that time you say, ‘I apply’ and that is
a critical and stressful moment for the
person.

After you have finished all the steps:
you applied, your CV was accepted, you
passed all the screening phases, tele-
phone calls, business cases, interviews,
you are no longer under stress as you got
your contract and agreed on the terms
and conditions of the company, you have
only one more step to do and that is your
first day in a new job.

Be aware of the risk a new
employee takes to join you

The entire process of a new employee
joining a new company is stressful and
difficult. The candidate must take very
bold decisions. Thus, with that in mind,
we must treat new employees proper-
ly at their arrival. I am very grateful and
thankful at Swarovski for every applica-
tion I receive, since the applicants take
ENORMOUS RISKS, which I believe,
we should never forget.

Firstly, I wanted to reflect on that as I al-
ways want to put myself in the shoes of
the others, not only in thinking but also
in the way of speaking.

Until now, I have considered only the em-
ployee’s perspective. We have seen what
could go wrong on the new employee’s
first day and about his feelings in that sce-
nario. However, now it is time to reflect
on the company’s point of view.

Personal risk

is the reason
why onboarding
doesn’t starton
the first day of
waork;

but actually
much earlier;



“You never
getasecond
chance to make
agood first
impression.”

Opportunities
for the company

Considering the company’s perspective,
a few things should be regarded in that
context. What are the opportunities for
the company, if the first day is well or-
ganised and prepared? Why would the
different approach with the best on-
boarding practices be beneficial for the
company?

o It would build better employee
brand, which is connected to the
company’s reputation.

o It would encourage the loyalty of all
stakeholders.

 Itwould increase productivity on
the first day and impact the overall
productivity.

If we consider the earlier scenario,
it would take time for the IT team
to urgently find and set the com-
puter and other equipment for the
new employee on his first day. The
team would lose effectiveness and
efficiency at the company, as every-
one would be confused, complain-
ing: “Wow, the new employee just
arrived. Nobody told us. We have to
stop doing what we are doing and do
something about it.”

 Itwould retain the engagement of a
new employee.

o Itwould improve performance
delivery.

o It would prepare everyone for a new
relationship.

You only have one chance
toimpress the new hire

People are the key assets of the company.
They are representatives of the company,
bringing its value up. Therefore, do not
create a bad first impression on them.
Although, even if you do a very poor on-
boarding, I trust that after the second
or third day or even after the first week
of the new employee’s job, you will still
have the time to challenge the employee.
The employee might say: »They are cra-
zy. They are not using my full poten-
tial«. However, he will not leave his job
because of the first-day negative impres-
sion, but rather wait for the hiring man-
ager or his immediate manager to come
back if he was absent at the first meeting,
and only then he will start working.

The problem, however, is that the on-
boarding is not well organised and does
not create the best foundation for the
employee’s engagement and retention. I
don’t think that we will lose an employ-
ee because of this situation; neverthe-
less, we should not forget the title of this
workshop.

You had lost this opportunity already.
You can’t start the onboarding after one
week again even with the hiring manager
being there.



DO WE KNOW HOW BIG THE POTENTIAL
OF THE ONBOARDING IS?

Firstly, let us consider the
employee satisfaction metrics

How many of you are running surveys to
measure employee satisfaction and en-
gagement in the company?

But what is the reason that we ask em-
ployees how motivated they are and how
engaged they feel? We do not ask them,
because we want to know their satisfac-
tion rate, but rather with the intention
to improve it.

In taking surveys, we want to achieve that
the employees stay engaged, thus it is im-
portant that they see the actions follow-
ing. Again, let us put ourselves in the shoes
of the employee: “Ireceived 50 questions.
I took the time to answer them and the
company measured my engagement lev-
el. Now, I would like to see actions from
the company to keep the engagement lev-
els high if they are high, or to raise them if
they are low.”

You do not go to the bank and say: “Lis-
ten, our engagement survey is 70%,
please give us a credit. No, you measure
employee satisfaction for the employees
in order to know which areas are im-
portant for them to improve, so you can
give them what they need and improve
their engagement.

There are enough business cases ex-
plaining that the companies with the
higher engagement of employees are

performing better than the compa-
nies with the lower engagement of
employees.

Numerous studies show
that highly engaged teams
perform better

The employees who are highly engaged
show:

e 73 % less of absenteeism, which is
linked to productivity,

e 25 % less of high - turnover,

o 28 % less shrinkage in the
production,

« fewer safety incidents, which is very
important, etc.

I visited companies dealing with oil, en-
ergy and transport industry and they
stated: “We do engagement for the safety
reasons.” As highly engaged teams have
fewer safety incidents than disengaged
teams, the companies give the priori-
ty on engagement topics for the safety
area.

In Swarovski, we give priority to engage-
ment for the retention reasons and cus-
tomer loyalty.

By now, you have also probably heard
the same outcomes of the surveys made
by big consulting groups.

If you are not
asking your
employees for
their feedback;
then you"are
not a company”,



50,
disengagement
happens inside
the company.

Our study
showed that the
people, who are
less than 1 year
in the company,
are 5 points
above 67%. They
are showing
a5% higher
engagement
than people who
are more than
10 yearsin the
company.

New employees are usually
more highly engaged -
>>honeymoonerss<

I wanted to share with you the results
of our employee survey engagement.
16.400 employees participated in our
study scoring employee engagement di-
mensions and 67% of them showed fa-
vourable engagement score.

To further investigate the scores we have
split the results to 5 groups: the first
group consisted of employees who are
less than one year in the company and
the last of those who are more than 10
years in the company.

I believe that if you check your results in
the same way, the outcome may be very
similar.

The study shows that the difference be-
tween 1 and 2 years is -1% compared to
the total, between 2 and 5 years -1 %, be-
tween 5 and 10 years zero, and more than
10 years -3%.

... And they do not even have
salary expectations yet

I want to point out the study findings,
which show that the employees, who
are in the company less than 1 year, are a
lot more engaged or respond in a much
more positive way than the rest. What
does this tell us?

We talked about onboarding, about new
hires. How do they arrive at your compa-
ny? The answer is that they arrive fully
engaged!

If T am the boss and the owner of my
company, I would tell all my leaders:
“Hey, take care of these people because
they arrive fully engaged! This is a great
opportunity!”

New hires don’t even have the salary ex-
pectations on the first working day. They
have just signed the agreement. Even the
football players are asking for the salary
increases only after three months after
scoring a goal but not after signing the
contract. So, new hires don’t even have
any salary issues when they join the com-
pany. They arrived at the company to
deliver as fast as they can and the best
they can.

Thus, the only option you have with the
new hires is to lose engagement, not to
gain it. Is that not a great opportunity to
start shaping them in the all-star work-
ers, who create the best results?

Engagement might not be the
driver to performance

I would like to share with you some re-
sults of our second study.

I thought: “Ok, I will analyse one full
country in our sales shops.” Our stores
have on average five people. There are
sales consultants (that is how we call
shop staff in Swarovski) and there are
store managers. In our study, we includ-
ed all the sales consultants, analysed
their productivity and compared it with
the productivity of other people, I men-
tioned earlier.

The study showed that the people who
are employed in the company’s stores for



2 to 5 years produce 30 % more than the
new ones.

The results prompted me to say to the
business: “If this is so, engagement
doesn’t drive performance. Sorry, the
theory is untrue!”

The new-comers are showing more en-
gagement, but people who are already

working between 2 and 5 years are more
effective. Why?
Let me test you with a picture.

had the same experience as employees
who are there longer, they would be fan-
tastic people. The second group is per-
forming better simply because they are
better equipped - not more engaged.

Is the person on the left or on the right more engaged?

We don’t know, because we don’t see the
person. Who is going to perform better
and make a better change in terms of ef-
fectiveness, speed or time?

The person on the right. He might not
be more engaged, as we don’t know that,
but he looks more enabled.

As a result, that means, that if new em-
ployees would be as enabled, trained and

Most companies measure
more than only engagement

Think about the opportunity you have
in your companies. You are hiring peo-
ple that are fully engaged and you are on-
ly disengaging them. Therefore, logically
with the models, we are measuring not
only engagement but also enablement.

When you ask your employees: “How
do you feel?”, it is also important to ask

The equipment
also supports
effectiveness.



Different Model

Towers Watson

Here is a thought
that we must
understand. If
this is what we
show on the
outside, we must
makesureitis
real inside as
well,
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them: “Do you have the right training,
materials, information to do your job?”
Because employees may feel great, but
if they do not have the right tools, they
cannot do their job properly. That is why
we measure engagement, enablement
and also “energisement”.

Previously when I talked about the on-
boarding, I wanted you to think about
the opportunity, the potential we have as
a company. It is a huge potential. We are
hiring engaged people -100 % engaged.
It is very difficult for the new employee
to arrive at the new job. It can be stress-
ful, but normally they feel happy as well
since they have found the job.
Advertisement can boost or Kkill the
engagement

One of the reasons why people decide to
work in Swarovski is because it shines.
We have advertising, marketing materi-
als and shops that fully express that. For
an example, we have an advertising video
with a beautiful song that has a message
for all the employees: “Shine light, shine
bright like a diamond [in our company].”
Seeing those videos and feeling our com-
pany as a sparkly company is one of the

14

Enablement
= Optimized roles
i Supportive environment

Hay Group
SWAROVSKI

reasons why employees join us. There
are other reasons as well, but this is one
of them. People know us, they know our
crystals. We are known for engineering
and innovation as well, but we are not
the Google company neither the IT com-
pany, we are more famous for the crys-
tals. People decide to join us because
of the sparkles.

Thus, imagine what would happen if they
arrive and this is not true? People are in
the office and there are no sparkles. That
will completely kill the engagement of
the new hires!

(osts: just one more reason
why the onboarding process
is important

Let us return to the feelings of an em-
ployee on his first day of a job with a

very confused, not well-organised on-
boarding. When we are developing our



onboarding programme, we want to
cover all those emotions.

We need to cover everything needed
step by step so that his emotions will be
good and not bad.

You might already think of what is a price
for a new hire? The costs to fill the posi-
tion and the productivity loss between
the old position cleared and the new po-
sition covered.

We have a calculation made for a sales
consultant in Swarovski which is a very
basic role. Every time we must replace
a sales consultant, we invest almost six
months of salary. This is half a year of
salary. Sometimes the price is even high-
er - to even one and a half years of salary
depending on the external services that
we need.

The price includes also the lost produc-
tivity, recruitment costs, the onboard-
ing and the training costs. We also have
a store manager that cannot be produc-
tive while he/she is training the new store
consultant. We calculated that sales man-
ager dedicates four weeks of his time for
every sales consultant trained. Not four
weeks in full, but two to three hours per
day that accumulates to around 4 weeks
in total.

I think with all of this we have covered
the reasons why we need to improve
the onboarding process. There is plen-
ty of reasons, but overall it is important
for the efficiency of your company and
its growth through time.

Now let us concentrate on creating the
best onboarding process.
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DESIGNING THE ONBOARDING PROCESS

We have already identified four areas that are important for the
onboarding process. We worked in four groups, brainstorming,
finding ideas and putting them on the boards to work with them later
inside of every participant’s company. We used a meta-plan system
to create the best results. You will find our blue boards pictures in the
continuation of this chapter.

The idea for you: Discuss these topics in groups in your company.
Start with the questions below and try to find the best answers to
design your onboarding process.

What are the four areas |t CONTENT
Uf[he Onboarding When does it start, when e What do we need in terms
proces <SP does it finish and what is of content (e.g. checklists,

the timeline? templates, training materi-

In which moments you als, lessons, classrooms ...)

want to check if things e When do we need it?
have happened? Define the
milestones of the timeline.

STAKEHOLDERS MEASUREMENT

e Who must be involved? o What do we measure?
e What are their roles and o How do we measure it?

responsibilities?

Below are the outcomes of the
workshop that were presented.
If you wish to skip this part

and read about the Swarovski
onboarding process, click here.
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Martina, Solvera Lynx
We believe onboarding starts be-
fore the first day of employee’s
job. When does it start? Majori-
ty of us believe it starts when the
hands are shaken. This usually
takes from 30 to 60 days prior to
the first working day of the new
employee.
Therefore, up to two months
is the period from when we de-
cide to hire someone to the point
when they arrive.

Can we challenge
that? Don’t you think that the

17

psychological contract starts
when people start to come to in-
terviews? As at that point the
emotional part already starts. At
this step, the candidate is very
sensible about what is happen-
ing and the way people treat him.
I believe the onboarding starts at
the point when a person enters
the company for the first time.

I disagree with that. We
decided that we will call that the
recruiting process. We want the
person to feel good when he goes
for a series of technical interviews



and a culture fit interview, but
that is just the part of the recruit-
ing process. The onboarding is
when it is agreed that we will hire
him.

Thus, a big part of the pre-board-
ing process is social engagement
as we are hiring IT people, mil-
lennials, etc. The other ladies
in the company concentrated
on different things, such as the
documentation that needs to be
read and rules of the company
to be cleared before new hires
come. As hiring managers, once
we know that we are getting this
candidate, we try to engage new
hires in all social events and team
buildings. As it is important for
new hires to come to work in a
place where they feel good and
where they have friends already.
That will make their first day less
stressful because they will al-
ready know some people there.
Alberto: So, this is about
pre-boarding, when physical-
ly the person has not yet started
with work but still has a connec-
tion to the company?

Martina: Yes, the new hire is at
that point already considered
“ours”.

Pre-onboarding consists of:

o Social events I just talked
about.

o Information about the role of
the company.

o Meeting the future mentor,
manager, a team. This usually
takes part in social events.

o Office equipment prepara-
tion. In our company, they
can choose between two dif-
ferent types of equipment,

which is prepared for them
as part of a welcome package
on their first day.

First day

The big part of the first day is
welcome. The person should not
come and ask where they should
go. They should be met and greet-
ed by either their mentor or their
buddy. The mentor is someone
that guides new hires technical-
ly and the buddy is someone who
tells them where the lunch breaks
are or where the stickers are.

We have learnt that the first day
should not be too overwhelming
and we should try not to explain
too many things at that time.

o The first part is with HR to
talk about company culture
and company rules in detail.

o The second part is with men-
tor or hiring manager to talk
about the job, new hires will
be doing. The first day should
go easy.

o Thus, we have a meeting
mentor, buddy and introduc-
tion programme to start the
whole process of working.

Alberto: Yes, it is very important
not to overwhelm.

Marina: After those steps, the
process varies from company to
company and from one position
to another. I usually like to have a
one-week check-in, where I ask
a series of questions that can’t be
answered with simple yes or no.
If T ask: “Are you happy here?”
employees will answer with yes,
thus I usually question: “What is

your biggest problem here?” to
which they reply with naming
actual things. In a one-month
checkin, Iinquire: “How has this
been resolved for you?”

Thus, from a strictly HR per-
spective, I would say that the
onboarding process is done in
one month, but from a profes-
sional or a technical side I think
it shouldn’t be more than three
months. It certainly must be
over before new employees’
probation period ends. How
can you do a probation period,
if you have not yet finished the
onboarding? If the probation pe-
riod is six months, the onboard-
ing process needs to be half of
that and if the probation period
is three months, the onboarding
process needs to be half of that. In
that way, you can know if people
are meeting their expectations.
Comment: In our company, on-
boarding lasts closer to a year as
the new hires need to learn a lot.
Alberto: The question that arises
is: Maybe this is not onboarding
anymore? Maybe this is some-
thing of importance for oth-
er people that are there for two
years as well? The arrival of a new
manager, the transformation of a
problem, etc. Maybe this is not
an onboarding package anymore,
but really a continuous commu-
nication package? I agree with
the finishing of the onboarding
around probation period and
setting up different areas at the
company to make sure that em-
ployees are always informed.
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STAKEHOLDER

Nejc, Lek

Our group consisted of a variety
of companies from 100 employ-
ees to 500 including two repre-
sentatives of 4.000+ employees.
We identified 5 or 6 stakehold-
ers, not 5 or 6 people, but the ar-
eas of 5 or 6 roles were covered.
Further on, I will talk about their
tasks in no particular order.

RECRUITER

The recruiter or whoever is hir-
ing could be an HR or a hiring
manager if the company is small.
We believe that the main objec-
tive of the recruiter is to trans-
fers data to HR. These are all the
basic data that have been gath-
ered in the hiring process and

'_. ,Lm.w.e‘nm FRESS

recommendations for areas of

education or skills.

Recruiter list points on which
the new hire have to start work-
ing first during the onboarding
process. The recruiter also needs
to provide some expectations
from the employee to the hiring
manager or to the team, since the
experience of the employee will
be either low or high.

HR

o All the paperwork needs
to be done by this person,
including the contract, the
insurance, the medical and
others.

 Facilitation of the agreement
of the first day, between the
candidate and the manager.

o Execution of the onboard-
ing. We don’t believe that the
manager needs to be think-
ing about it, however, HR is
there to support the manag-
er, and HR can execute and
say: “Hey, you are the hiring
manager. Here is the on-
boarding. Please, fill it and
make a plan.”

¢ Checking satisfaction.

o Inputs in databases and in-
formation to other stake-
holders, which are respon-
sible. It is not necessarily for
IT to be involved, but HR
can give an input to the IT



on a timely basis so that IT
can be ready to prepare the
equipment, etc.

o Create general onboarding
session (rules, values, regu-
lations, things in common to
the entire company).

IT

When it comes to IT, we expect
that they will prepare the equip-
ment and all the things on time,
such as mobile phone, comput-
er, accounts and other things
needed.

They should also provide the
training to the associates, so that
they can start working, not only
efficiently/effectively, but also
according to standards (security,
values and behaviour standards).

Hiring manager

o Agrees to the first day.

o Orders equipment (not on-
ly computers, mobiles, but
also gloves, shoes and other
working equipment).

o Prepares the onboarding
plan. The content needs to
be done by the hiring manag-
er because he or she knows
what the person will be
doing.

Presents the job expecta-
tions and outcomes. This
comes hand in hand with the
hiring process.
Communicates the arriv-

al of an employee to oth-
ers, which is very important
and makes a big difference
to employee’s experience if
he knows that he was an-
nounced and communicated
to others.

Introduces the new employ-

ee in person.

Checks the progress of on-
boarding on a timely basis
(first-week checks, first-
month check).

Introduces the employee to
leaders of other units/busi-
ness areas. There is a wish
that every employee would
have at least an idea of what
the company actually do.
The bigger the company the
more complex is to know
what the company is doing,
but to know what every de-
partment, e.g. sales, quality,
finance, commercial opera-
tions are doing, is important
as is to get the basis and to
emphasise how important is
the collaboration between

departments and how they
are all fitting the goal and ob-
jective of the company.

o They represent those depart-
ments and introduce the
expectations of other de-
partments towards the de-
partment to which the new
employee joined so that he
knows what other stakehold-
ers in the company expect
from him.

Director

o He sets the example, pre-
sents the company.

o Ibelieve it is really valua-
ble to have a top manager,
director, leader to come and
say: “This is our mission, the
goal of our company. I would
like everyone to be a part of
the team going to that same
direction.”

Buddy

o Buddy is there for informa-
tion about everything (caf-
eteria, where to get things,
etc.)

o Answers and questions. He
is the first support for the
new employee.
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o Family friendly company - I
believe that most of the compa-

nies bring families to the com-
pany, some even pets.

o The signed contract, before
you start working for the com-
pany is very important as you
need to know that you are al-
ready a part of the company on
the first day.
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e And other important con-
tents should be prepared
before the new hire arriv-
al: safety and other legal
requirements.

1st day

o Checklist: to check if we have
office equipment, like the
chair, table etc.

e Mentor and buddy: the
mentor is the boss and bud-
dy is someone who is on
your level and tells you all
the things you need to know
when you are starting.

o Welcome package: I would
like to have a day for a wel-
come package for our asso-
ciates, as that will influence
new hire as well. For an ex-
ample, having same jackets
or something to put on to
create a feeling of unity and
being a part of the team.

You have to learn what are
the roles and responsibil-
ities in this company, what
behaviour is acceptable, and
which one is not.

Exploring the organisational
culture:

The information about the
organisational culture: how
do we measure it, what are
the results, what are we do-
ing in this area.

Quality, procedures, Inter-
nal communications, etc
Our company has social me-
dia rules. How you treat your
LinkedIn profile, how you
treat your Facebook, what
you can write, what you can-
not write.

Training plan: It is very im-
portant that people have an
idea, what will happen in the
next few months, and what
kind of role they have in it.
Job shadowing: People will
be learning in different ways
and shadowing is a very good

example from our side - es-
pecially for the things that
can be learnt only in that
way.

o Company policies

« Rotation programmes: It
is very good that you try the
other side to understand the
work better.

e Goals, KPIs, etc.

Alberto: Are you doing job shad-
owing during an onboarding
programme, as it sounds like you
will need a long time for that?
Comment: In our company, we
start with two days of onboard-
ing, but then we have two days
about all the departments which
are there, about what they do, in-
cluding the HR. The buddy helps
new hire with the shadowing.
Alberto: I think I understand.
Shadowing is a great approach,
but for the onboarding, it must
be designed differently from a
real shadowing.



Marko, PS Logatec
Firstly, we would like to clarify

why measuring the onboarding?
We would like to improve -
ourselves and the onboarding
process. I believe this is the main
idea or goal we do with measure-
ment or monitoring.

2018 Employee Experience Meeting

Overall, the measurement it-
self poses more questions than
answers.

So, what to measure? We must
define the process, define a
checklist of actions that have to
be done, define who is execut-
ing what, and only then we can
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maybe define how we can
measure it. Thus, we must
measure/monitor/evalu-
ate a checklist.
After that, we should ask
ourselves who is evaluat-
ing and deciding whether
things are good or not?
We should probably ask the
newcomer after the onboarding
process: “How were you treated
by IT, HR and all the other stake-
holders involved ?” But, should we
ask him just: “Are you satisfied?”
or should we ask him for the score
or just “Yes or no” or some smi-
ley faces (happy, fine, not happy),
that need to be decided.
Thus, there is a question about
how to do the asking.
The question that remains un-
clearis also: “When does the on-
boarding start and when it fin-
ishes?” We must define what the
onboarding process is. I don’t
believe that it is when after a
year the person knows everyone
in the company and knows about
all the processes, but rather it can
be defined as a method of intro-
duction of a new hire to the job
or how we do it.
We also need to determine how
to measure the onboarding pro-
cess: online or offline, and how
often? Should we, for example,
ask the newcomer every week:
“Are you satisfied, are we miss-
ing something?”
The newcomer will evaluate
some processes and we will get
his point of view, but we must al-
so measure how all departments
involved have been doing their
job. For an example, did the HR
inform the coach on time? This



is certainly not a question for the
newcomer, but even I don’t know
whom to ask that. How could we
measure it? Thus, as I mentioned
in the beginning, there are more
questions than answers.

Alberto: Let me give you the
answer to this. This is exactly
the brainstorm session that we
need to deliver to some teams
in our company, for them to
work on the answers. Maybe you
should go to HR analytics team
and say: “Look, these are the ar-
eas I think we need to measure. It
is your challenge to identify how
we should measure them.” That is
why you don’t need the answers
NOW.

We are designing here, we are not
finalising.

When you are back to your teams
and you do something like that
in one hour or use half a day, you
present the acquired results to
different working groups and re-
quest solutions from them. The
teams are forced to adjust to each
other.

You are right, with questioning:
“How can I measure when I don’t
know what to measure?” as to de-
termine that, you need content.
I can share with you how we do
it. In my company we use one,
same tool, when candidates ap-
ply for a job as well as when they
are leaving our company. It is the
tool to measure the success fac-
tors and employee’s workday. It
is one people management tool.

In practice, the process is the fol-
lowing: I have a name and a sur-
name of the candidate already in,
at the screening phase and at the
interview phase.

I decide to hire this person and
can use the named measuring
tool when, for an example, the
email address of this person has
been created by the IT team. In
our company, we measure how
many days in advance of the first
working day of the employee we
have the ID card and the email
address in the system. Our study
showed that from the beginning
to today in 80% of the cases we
reach everything before the first
day. We can use the same meas-
urement to check what happens
after that and therefore detect
the wrong things we are doing.
Sometimes things are going
wrong only in one country, thus,
we need to find the problem on-
ly for that area. By measuring we
can correct these things, but
first, you must have the IT tool,
which you give to HR analytics
and demand from them: “This
is what we want to measure. You
have to accomplish the solution.”
Comment: A big company has
introduced us with all that you
have mentioned, but a big com-
pany can afford to pay IT to pro-
duce such software that they can
monitor all in detail. However, I
believe we must find the solution
for a small company as well. We
have 20+ employees and we have
to achieve the same, as we don’t
have an HR. Thus, things must
be simplified. There are definite-
ly systems that can measure this,
but there should exist methods

as well that can measure, with-
out the usage of big IT systems.
Comment: This is the most dif-
ficult part for us, as we are doing
the same as everybody. We are
asking questions, and in my ex-
perience, I cannot say that in 10
times we did it 100% correctly.
Alberto: Don’t forget that reach-
ing 100% success in HR is im-
possible as well as very expen-
sive. Yes, the idea may be to reach
100%, but maybe the required or
realistic score is actually 80%. It
is true that one employee who
struggles does not have a good
experience, but the company has
to take a view in a more holistic
way. Don’t always go for 100%.
HR may want to go for perfec-
tion, but we never get the per-
fection at sales or at production.
Comment: In the end, it is im-
portant to answer the question,
why we measure certain things.
The answer may be that we want
to develop the person and thus
use the data acquired for the de-
velopment plan. We can see that
the employee’s strong and criti-
cal points and as a company, we
need to determine the story be-
hind all of those points.

Alberto: Yes, I fully agree with
the development of the person.
You should not forget the second
area also - the engagement. For
an example, getting the comput-
er on the working place the same
day when new hires arrive. You
can just imagine their feelings,
when they connect to the inter-
net and see their name on the
computer, from the first minute
of their new job. I believe this has
an incredible engagement factor.
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ONBOARDING IS A CRITICAL POINT IN THE
EMPLOYEE'S LIFECYCLE: SWAROVSKI PRACTICES

Here is one possible way of how we can start designing the onboarding process. It

will have to be divided into the different workforces inside teams in order for them

to start designing the process more in detail. Workshops can be executed by dealing

precisely, for an example, with only one team at a time or only with stakeholders. At

Swarovski, we are developing this process in the following way.

Example of a standard
onboarding [gSwarovski

Six slides show our onboarding program
in steps. Through the workshop we have
already reflected upon these, so we are
not doing a rocket science. For an exam-
ple, the timelines. In Swarovski, we have

Jan Feb Mar

Apr May

Contract
signed

4

Jan Feb Mar

Apr  May

agreed that contract signed means the
start of the onboarding process. The time
on average is two months before the first
day.

We also decided to put content on it.
Thus, we have the pre-boarding and the
onboarding.

The second thing we identified is the
milestones.

Jun  Jul

)]
g
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Aug Sep Oct Nov

Pre-Boarding Onboarding

Jun  Jul

25

Aug Sep Oct Nov

Dec



SWAROVSKI ONBOARDING JOURNEY @

¢ @

ATTRACT, SCREEN,

INTERVIEW AND SELECT MEVY. EM PLOTEE

ACCEFTS POSITION

PRE-BOARDING INFORMATION
MR CONTACT PERSOMN

HIRING MAMNAGER
COMPLETES THE FIRST DAY
CHECKLIST

FIRST DAY
HEW HIRE EVEMT

FIRST WEEK INTRO AND

HIRING MANAGER

COMPLETES THE 20 DAYS o

CHECKLIST ﬁr

WELCOME EXPFERIENCE 4 |

F HIRING MANAGER HEQ: HEW EMPLOYEE
COMPLETES THE 60 DAYS ORIENTATION
CHECKLIST
(30 (30 (%0
pavs pars Bavs

g NS N

© swarovski All Rights Reserved - Copyright © 2018 Claus Maller Consulting

Swarovski onboarding
Journey

Attract, screen, interview and select ->

these are not a milestone yet, but parts

of the recruitment process.

After that process, the milestones start:

o The new employee accepts the
position.

o Pre-onboarding follows.

 Hiring manager completes the first-
day checklist.

o First day New Hire Event.

o First-week intro and buddy
program.

BUDDY PROGRAM

HIEING MAMAGER COMPLETES
THE ¥0 DAYS CHECELIST

P YOUR JOURNEY HAS JUST BEGUN!

SWAROVSKI

o Hiring manager completes the 30

days checklist.
« Welcome Experience if there is any.
o Hiring manager completes the 60
days checklist.
e Another event: New Employee
Orientation.
 Hiring manager completes the 90
days checklist.
We decided to finish our onboarding af-
ter 90 days, however, the employee fol-
lows the learning and development pro-
gram that we have at Swarovski, which
is similar to what we have already dis-
cussed in this workshop.



ONBOARDING 70:20:10

opportunities e.g.:
New Hires Event

Absorb — eLearning
SIA
Get Abstract
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Learning module

The learning module is very important

and needs to be identified. At Swarovski,

we are using 70:20:10 framework learn-
ing module.

e There are some areas (70%) that we
expect the new employee will learn
at the job and it is the most impor-
tant part.

e There are some areas (20%) that
the new employee has to learn from
others at the company.

10 % EDUCATION

Educational events and self-study

WEX — Welcome Experience
NEO “New Employees Orientation”

70 % EXPERIENCE
Learn on the job
Refine role-specific skills
Make decisions
Address challenges
Learn by “trial and error”

20 % EXCHANGE
Buddy Program
Local HR

Learning & Development advisors

LinkedIn, Coco, Workday)
Performance Development
Social Learning

And there are some external are-

as of learning (10%). However, the
focus should be rather on the expe-
riences that are acquired from the
position of the new employee, then
on external ones.

Thus, these are different contents. Don’t

put the focus on the external things, put

the focus on the job, because while you

learn, you perform.

Feedback from line managers & peers

Networks / Networking (Yammer, Smarp,

SWARQOVSKI



KEY PLAYERS

NEW EMPLOYEE

HR BUSINESS
PARTNER
Pre-boarding

Main HR contact
HR induction

Process guardian

RECRUITMENT
MANAGER
Attracting employees
Screening, interviewing and
selecting

HIRING/LINE
MANAGER
Main accountable

Functional induction

© swarovski Al Rights Reserved - Copyright © 2018 Claus Maller Consulting

Key players

We identified 5 key players, which we
put on the same level because we believe
that the buddy is of the same importance
to our company as it is the recruiting or
the hiring manager, especially in terms of
the engagement of a new hire. For each
of the key players, we created a training
checklist for them to understand what
we expect from them.

Pre-boarding letter

Hiring Manager Checklist

New Employee Checklist

Buddy System

New Hires Event

WEX — Welcome Experience PPT
WEX room decoration list

NEO “New Employees Orientation”
“Good to Know” booklet

Return On Investment (incl. Workday)

LEARNING &
DEVELOPMENT
Welcome Experience
(WEX)

BUDDY
Integration in the office
First “friend”

SWAROVSKI

A toolbox

Socialising, which we discussed earlier,
is at Swarovski called the pre-boarding
letters. In practice, we give new employ-
ees access to our internet pages, events
and other information. However, you
should note that these people are not
yet our employees and are not forced to
participate, although they probably will
if they are engaged.

The following Hiring Manager Check-
list and New Employee Checklist are
also very important, as was mentioned
before as well. The employee has to un-
derstand: “Did I did this? Oh, I forgot
that, etc.”

Since we have a global process tool, we
can even send to email to the hiring man-
ager, saying: “Don’t forget that today you
have to fulfil this task.”

Then there is a “Good to Know” book-
let, which is like a local brochure that
explains what we are giving to the new
hires in this company, based on the coun-
try and the city the new hires are work-
ing in. For an example, what happens in



the Barcelona office differs from Swit-
zerland office. Good to know in Swit-
zerland is that you can take tennis and
yoga lessons from May to September in
the club situated in front of our building,
as Swarovski sponsors it. In Barcelona is
good to know that we offer other things,
like fitness support etc. “Good to Know”
brochure encompasses the local infor-
mation that the employee will acquire.

We also offer New Hires Event every
month. New hires are invited to go to
a place where the global areas and the

general business excellence are explained
to them. They also learn what Swarovski
is all about, what are the different areas
of our company and other important in-
formation about the company.

We have a very special New Employees
Orientations as well. Thus, these are the
different programmes, briefly explained,
which Swarovski offers.

You can get more in detail information
about all the elements in this toolbox in
the detailed presentation that you will
receive by clicking on the link below.

Click here to gain the access to the detailed explanation.


https://clausmoller.com/wp-content/uploads/2018/11/Alberto-Platz-You-never-get-a-second-change-to-make-a-good-first-impression.pdf

CONCLUSION

Make onboarding
synonymous with
employee retention

e Onboarding in today’s workplace
shouldn’t end when the ‘new’ wears
off and an employee settles into their
job.

o Whatisvery important is that the
onboarding process must be simple
and comprehensive, as it can be seen
on 6 slides.

o We will continue to implement
an onboarding program for in-
ternal moves, letting employees
know we are there to support their

THANKS TO YOU ALL

A special thanks to Alberto, for your
readiness to come and share your knowl-
edge with us on a dynamic and more
than useful workshop! We would also
like to give our thanks to all the partici-
pants, who helped to create this meeting
full of shared different experiences and
opinions.

carer growth and job moves within
Swarovski.

» Effective onboarding can be a
driving force that leads to long-
term job satisfaction and better
retention.

The idea for you: We used the meta-plan
system for this workshop. The me-
ta-plan system is a box system contain-
ing boards, papers and a working group,
where everyone glues his/her ideas to
the boards. It is a brainstorming system
allowing the usage of all the ideas in an
interactive way. After finishing the brain-
storming, taking pictures of the boards
covered with ideas is an option, before
the continuation of the work with other,
different working group.

Join us at the next meeting of creating
excellent organisations in the compa-
ny of specialists from different fields
yourself! A meeting full of shared
mutual knowledge and exchange of
experiences.

Receive the notifications about the meetings and more here.

We will be happy to meet you and grow our businesses together.


https://clausmoller.com/en/#newsletter

Claus Moller Consulting educates leaders with seminars, coaching and online
diagnostic tools for companies and organisations all over the world.

We help people and organisations achieve excellent results
by developing General Business Excellence:

productivity, relations, quality and leadership

to create world-class organisations and management.

Visit us on https://clausmoller.com/en/.

Learn about Practical Leadership our most visited programme for creating

General Business Excellence and creating long-lasting results.

Contact us for more information about coaching, seminars and tools.

laus Mgller

CONSULTING

info@clausmoller.com

https://clausmoller.com/en
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