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Are your hiring and
onboarding
processes broken?

Presented by:

<&

Brad Chambers, PhD Shahin Sobhani Kile Dyer
Head of Talent Acquisition Principal, Digital Senior Director
Solutions Learning

(Welcome

Where are you joining us from today?

Let us know
in the chat!
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Strategy made personal

Are your hiring and onboarding processes broken?
Learn how to fix them by focusing on what your organization and
candidates really need.




Kile Dyer Brad Chambers, PhD Shahin Sobhani
Senior Director, Head of Talent Acquisition Principal, Digital Learning
Assessment Solutions
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Some things to consider
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Companies with
thriving cultures have
4x higher revenue
growth
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Disengagement costs
US organizations
$550B/year

57°% turnover
overall with 25%
voluntary in 2021

-

By 2030, the -
US is going to lose
$430 billion annually
due to low talent
retention.

31% of the #
newly recruited
employees
from their job within
6 months of joining.


https://www.bamboohr.com/blog/onboarding-infographic/

Realities of talent acquisition and onboarding in 2022/2023

The tale of four personas
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"I’'m excited to start
my career, and I'm
looking for a company
that is just as excited
about me. Before
taking a job, I want to
know that it’s the right
place for me—that I'll
enjoy the work, I'll be
able to grow in my
career, and the
company cares about
more than profits. I'm
not interested in a long
application process,
especially when other
companies are willing
to hire me on the
spot.”
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“"Onboarding large
numbers of new hires
in a short amount of
time while ensuring
consistency and setting
everyone up for
success is a challenge.
It’s even more
challenging when new
hires don’t have the
capabilities, drive, and
determination to learn
the job.”

Talent Acqu

"The war for talent is
real. If our hiring
process is too time-
consuming and if we
don’t appeal to
candidates in a way
that helps them see
why we are a better
home for them, they
will simply go to work
for our competitors.”

Business Leader

“It’s hard for me to
grow or even just
sustain the business
with vacancies and
high turnover. I need
qualified, reliable
people. Too often, I
spend time
interviewing
candidates who simply
don’t have the desire
or drive to grow their
career—they want to
start at the top without
putting time into
developing their skills
in other roles. At the
end of the day, I need
people who are driven
and committed to
doing good work.”




The state of the world...

- Job candidates expect more from companies
today than ever before

- Although this stemmed from challenges and
shortages in labor markets, candidates have
new expectations that are not going away

- The days of a company saying “if you want a

job with us, you have to jump through these 17
hoops” are over

« Companies must engage their candidates
and provide value to them as people

Talent acquisition practices and processes

need a paradigm shift

https://hbr.org/2022/06/is-your-hiring-process-costing-you-talent
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Harvard
Business
Review

Is Your Hiring Process
Costing You Talent?

by Brad Chambers

Tweet Post Share Save Print

Summary. As the Great Resignation persists, job seekers are looking for better wages, better
benefits, and better remote work options. They're also losing patience with cumbersome hiring

processes. To make sure your hiring process is a positive experience for candidates, the... more


https://hbr.org/2022/06/is-your-hiring-process-costing-you-talent

A paradigm shift in talent acquisition narrative, focus, and
approach is needed

From
"Thank you for your interest in our "We’re so glad you’re interested in joining
company. We are eager to run you our team. Our hiring process is designed
through our screening process to for us both to explore the alignment
determine whether you fit with this role.” between this role and your career path.”

» Process is designed to enable the
company and the candidate to make
informed employment decisions

« Commitment to providing value to
candidates throughout the hiring
process

« Candidates feel that they are just as
important as employees

» Process is designed to enable effective
hiring decisions

« Limited information provided to
candidates regarding their performance
throughout the process out of fear of
legal challenges

« Concerted effort to make the process
efficient to mitigate the risk of losing
good candidates

cobts
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When does onboarding begin?




The bottom line...

L

Onboarding starts with
talent acquisition

- Talent acquisition and onboarding
are inextricably intertwined

« Use the talent acquisition process
to jump-start onboarding

* Doing so results in better-quality
hires, with shorter time to
proficiency, and reduced
voluntary turnover

cobts

If you think onboareg,
starts when employees
show up for their first day
on the job, you're wrong

Published on: March 2021 Onboarding new employees into the organization is a critical step in the
Written by: Brad Chambers employment lifecycle. Without proper onboarding, newcomers run the risk
Share: of failing to:

https://bts.com/2022/03/15/onboarding-starts-at-application/



https://bts.com/2021/03/15/onboarding-starts-at-application/
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It all starts with talent
acquisition




We believe that onboarding can
be built around 3 key principles...

Engage
Align
Activate

Two of these areas can begin in
the application experience
resulting in better candidate
experience, hiring decisions, and

greater speed to new hire impact.
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Engage

Role Clarity
& Purpose

Belonging

Relationships

Onboarding
needs to

Activate Align

Toolset Strategy

Skillset

Execution
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The candidate-to-employee journey

Perform

Select
Screen

Apply Onboard

SR

Q

Attract

W Organization Focus: ‘99 Candidate Focus:

A Reducing time »* The experience
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Enabling employees to perform to their fullest requires getting
the right people into the right roles, and then equipping them
with the tools, knowledge, and support to have maximum impact

Evaluate candidates Best hiring
on the right decisions possible
capabilities P

Perfo'rm Assess candidates Minimized . Onboarding
Over time, T ey that O bias and best Maximum aligned to needs
employee mirrors %/he job hiring impact O of indivicllual and

performs the decisions role

role and
contributes to

the organization
Truzgﬁgﬁedrq;]aeand Tools needed to
complete picture perform the job

oobts .




Onboarding
aligned to needs

Assess candidates

in a way that
mirrors the job

of individual and
role
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The assessment experience




Our belief about talent acquisition assessments

The most accurate, valid, and least
biased way to predict someone’s
success Iin a job is to put them
through an assessment that is
modeled after the job

cobts



Assessing people in moments

- Identify those pivotal moments or situations on
the job that are critical for success

« Think through the different ways individuals
might respond to the situation

« Weave the moments together to tell a story

Assess candidates v~
Teach candidates

cobts

Email from Adrian

Jul 3

ey

®(§’f Adrian

Meeting Change
1,2019

Hi Jared Weintraub, Due to some issues with another pi
be traveling next week. | think we'll need to move your |
day after tomorrow. Also - with all the rescheduling - we
hour to meet instead of the original plan of two hours. |
Best,

Adrian

Read more about Adrian above by pressing the ® buttc

How likely are you to do the following?

Evaluate the executives' priorities to modify your shortened

17



Regardless of the assessment

approach

« Reports should align to the

capabilities required for success in
the job

- ...and onboarding should align to

oobts

these same exact capabilities

Managing :
a-Territory ' e

Neégotiating .. account

Discovery ... Planni
Conversation planning
’w)’ [)I,l"\,’

Selection & Onboarding Report

For Janet Doe

Based on the BTS Acceleration Sales Assessment

Introduction

The BTS Accelerated Sales Assessment provided Janet with an opportunity to respond to a number
of pivotal situations that sellers face on the job. This report provides an overview of unigue
strengths and growth opportunities based on responses provided by Janet.

The purpose of this report is strictly confidential and should only be shared with individuals
involved in the hiring process.

Summary of Results

Sharing Insights: Connecting Trends and Priorities 65% aligned

All sellers want to deliver value to their customers, and one prime way of doing so is by sharing an
insight — helping the customer gain a new perspective on their business or marketplace.

Where the candidate is aligned:

Centers the conversation on how to accelerate the customer’s business results, now and in the
future.

Delivers an insight to first capture attention and go deeper in the customer’s business, and then
transitions to a solution.

Shares insights that reveal either organizational or individual opportunities for the customer.

Where the candidate is not aligned:

*  Seems to rely on marketing and others to create insights rather than regularly investing time to
learn about current trends.

* Tends to convey trends or data in isolation rather than connecting them to other trends or
datapoints in the customer’s business or organization.

Resolving Objections: Combating Concerns Constructively 87% aligned

Objections are a reality of the sales process. The most effective sellers are those who are able to get to
the root cause of the customer’s objection and explore the best way to resclve the concern.

N —




The connection between talent acquisition and onboarding

Pre-hire assessment > Post-hire onboarding

Jumpstart onboarding by
T building a talent acquisition
Mt e assessment modeled after

; the organization and role

By aligning talent acquisition with onboarding, you can decrease time to proficiency,

decrease role misconceptions, and increase long-term success of employees

ooo bl'.S 19
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Deeper dive into the onboarding
experience




And now it's time to activate new employees
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Engage

Role Clarity
& Purpose

Belonging

Relationships

Onboarding
needs to

Activate Align

Toolset Strategy

Skillset

Execution
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The what and how
of onboarding

Design for
the modern
learner

The learning

Lead with
landscape

- Onboarding| Creativity &
Innovation

cobts

Design
pillars for
organization
and learner
success
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Tying it all together

What a fully-aligned process could look like
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Strategy made personal

Candidate touchpoints

Application Screening o _
Received Process Begins Officially Hired
o o O O o
Capabilities Internal
Assessment Report

Day 1+
Onboarding
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Strategy made personal

Capabilities assessment

Application Screening o _
Received Process Begins Officially Hired
° o O, O °
Capabilities Internal
Assessment Report

Day 1+
Onboarding




Capabilities assessment

o
oobts
@ Welcome to the BTS Talent Acquisition Journey
JEE_:‘:‘ELW s Assessme
[ Home

[J My Journey

[ Logout
]

BTS Talent Acquisition Journey BTS Talent Acquisition J
alent Acquisition Journey

it It

30 min 0/3 Activites Complete

Welcome...we're glad you're herel

BTS is a global professional services firm headquartered
in Stockholm, Sweden, with some 850 professionals in 34
offices located on six continents. For over 30 years, we've
been partnering with our clients to enakle strategy
execution

At BTS, we believe that success comes from people o

understanding how their daily work impacts business ° ° t S
results, so we provide the skills, tools, and knowledge

vour people need to take the right action at the right
moment. We dre experts in behavior change and care
deeply about both delivering results for our clients and
ensuring that their people do the best work of their lives.

We'd love to have you join our team!

cobts



Capabilities assessment

BTS Talent Acquisition Journey

) B 5
4 Capabilitie nent Q naire

The Situation

You've developed a business relationship with a new contact, Indira, who you met through a professional
network connection. After exchanging many emails at first, she has since stopped responding.

How likely are you to do the following?

Action 1of 3
Share an article about the integration of Al and storage with Indira.

Very Unlikely Unlikely Neither Likely Very Likely
(J

cobts

BTS Talent Acquisition Journey

Capabilities r onnaire

How much do you agree or disagree with the following statement?

Statement 5 of &
Frankly, it bothers me when people tell me | am wrong.

Strongly Disagree Neither Agree Agree Strongly
Disagree Nor Disagree Agree

Submit & Cantinue >

28



Capabilities assessment

BTS Talent Acquisition Journey

Capabilities er 1y

Thank you!

Well done - you have completed the Talent Acquistion Assessment.

Click "Finish" to proceed with the final section of this journey, which will
summarize the next steps in the interview process.

cobts

€

Jane St. Clair

Ty
’g\ BTS Talent Acquisition Journey
/4

(B English
Tl Home
[ My Journey ° Assessment Introduction 5 mins Revisit
] Logaut

@ Capabilities Assessment Questionnaire 20 mins { Revisit

What's Next? 5 mins

cobts
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Strategy made personal

Internal report

Application Screening Officially Hired
Received Process Begins icially Hire
° o O O ® o

Capabilities Internal Day 1+
Assessment Report Onboarding




Internal report
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BTS Talent Acquisition Capabilities Assessment

o b t S Candidate: St. Clair, Jane
00 Page 1072

Assessment Report for Jane St. Clair

Based on the BTS Talent Acquisition Capabilities Assessment Questionnaire

The data for this report was submitted on 2021 September 1.

Summary of Jane St. Clair's Assessment Results

Avg. Team Results

Aligning to the
Custormer's Buying Cycle

Creating a Story to Share
with a Customer

Cross-Selling

Developing an
Account Strategy

o

50% 100%

This report contains a summary of performance for Jane St. Clair based on their completion of the
BTS Talent Acquistion Capabilities Assessment Questionnaire. This repart provides a snopshot to help
you understand how Jane St. Clair's responses align with our ways of working here at BTS.

The Questionnaire is based on the Great Profile for sales representative roles at BTS, and scores are
provided for each capability in the profile. Each capability has a score from 0-100%, and this
percentage indicates the degree to which the candidate's responses align with the capability as
defined by the Great Profile.

Aligning to the Customer's
Buying Cycle

Percentage of alignment: 40%

This candidate may struggle more than most with the following activities:
- Aligning to the customer’s current stage in the buying cycle

- Facilitating discussions to uncover the interests of decision makers and other stakeholders at each
stage of the buying cycle

+  Closing appropriately on each stage of the buying cycle in order to advance to the next stage
« Actively helping the customer navigate through each stage of the buying process

- Helping the customer avoid going backwards in their decision process or, when they do, helping
them resolve issues quickly

BTS Talent Acquisition Capabilities Assessment

° bt S Candidate: St. Clair, Jane
00 Page 20f 2

Creating a Story to Share

. . o
with a Customer Percentage of alignment: 43%

This candidate may struggle more than most with the following activities:

Telling stories to help the customer explore ideas or topics they may not have thought about

Telling stories with a clear purpose that include o beginning, middle, and end

Balancing data and logic with emoticn

Including only those details that advance the overall story

Sharing stories at times when they will be most relevant and meaningful for the customer

Adapting stories to the audience

Cross-Selling Percentage of alignment: 65%

This candidate is more skilled than most at the following activities

Finding the aptimal time and circumstance for cross-sell opportunities

Having the customer's interest as the basis for pursuing a cross-sell opportunity

Building a strong network of contacts to capture a full understanding of the customer opportunity

Taking a collaborative approach to selling by leveraging available resources

Identifying opportunities to expand the breadth and depth of products and solutions within an
account

Articulating a strong vision and value proposition of the broader solutions without overwhelming
the customer

Building relevance of other solutions aligned to the customer's objective

Developing an
Account Strategy

Percentage of alignment: 68%

This candidate is more skilled than most at the following activities:

- Spending the time to dig deeper into the account and formulates a strategy for long-term success
- Creating an overall account objective that informs an action plan

- Identifies measurable goals and crecting contingency plans

- Continually assessing what key stakeholders value and aligning this to the capabilities and solutions
their organization offers

- ldentifying all possible opportunities to expand the relationship within an account — including other
buying centers

- Approaching the account strategy as a living, breathing document - continually evolving it and
making adjustments and course corrections

31
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Strategy made personal

Day 1+ onboarding

Application Screening
Received Process Begins
= ° O
Capabilities
Assessment

Internal
Report

Officially Hired

®

Day 1+
Onboarding




Day 1+ onboarding
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€

Jane St. Clair

[ Home

[ My Journey

_ Resources/Toolbox

Insights & Bookmarks

[ Actions

Notifications
[ Discussions

[ Support

[ Logout

cobts

Dive Back in

Jr Custom Onboarding Journey

5m

) Welcome to BTS

My progress

Progress

Getting Started
L)

BTS Talent Onboarding Journey

Getting Started H

cobts

€

Jane St. Clair
B English
High Pric  [[] Home

My Journey
Resources/Toolbox
Insights & Bookmarks
Actions
Notifications
Discussions.
Support

Logout

Sl I

Getting Started

Onboarding Journey

Smin

Welcome to the Talent Onboarding Journey

BTS Talent Onboarding Journey
ne to BTS

Prioritized Capabilities

Based on your assessment results, we've prioritized the
capabilities you will explore in your onboarding journey.

Keep in mind that although your results may show that
you scored higher in certain capabilities than others,
you'll still have access te explore and revisit all the
capabilities expected within our team

Click "Finish" to proceed with your customized
competencies training journey.

[ .

Your Assessment Report
Based on the BTS T

ssment Guostionnair

Acquisition Copobilitios

The dota for thi repert was 00 2021 Soptarmbor ©

Summory of Your Assessment Results

Asgring to the
Custamer's Buriea Crdle

Creatin

Aligning to the Customer's

Bt ey Percentage of olignment: 40%

You ey strugale more than most 1 the

Creating o Story to Share 5 5
e Percentage of clignment; 43%.

with a Cu

Low Priority Additional
Training Training
- -
Higher Competency Maore Role-Specific

Competencies

33
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Day 1+ onboarding *
A =

Welcome to the Talent Onboarding Journey

0O Home
My Journey

Resources/Toolbox

Insights & Bookmarks Aligning to the Creating a Story to Share
A Customer’s Buying Cycle with a Customer
Actions

Notifications

Discussions _ —

BTS Talent Onboarding Journey

TS —_— 20 min 0/5 Activites Complete 20 min 0/5 Activites Complete

Prioritized Capabilities

Low Priority Training

Based on your assessment results, we've prioritized the ——— A A
capabilities you will explore in your onboarding journey. High Priority Low Priority Additional
Keep in mind that although your results may show that Training Training Training

you scored higher in certain capcbilities than others, ~ k S N c selli ADeveIOr;ing an
=t ross-Selling ccount Strategy

vou'll still have access to explore and revisit all the

capabilities expected within our team. Lower Competency Higher Competency More Role-specific
Competendies

Click "Finish" to proceed with your customized

competencies training journey.

20 min 0/5 Activites Complete

Additional Sales Training

Conducting a Demo Conveying Value Sparking Curiosity

_T‘\ il . il > ]

20 min 0/5 Activites Complete 20 min )/5 Activites Complete 20 mi 0/5 Activites Complete

Upselling Qualifying a Lead

N —

20 min 0/5 Activites Complete 20 min 0/5 Activites Complete

cobts



Day 1+ onboarding

™~
p— 4% Aligning to the Customer's Buying Cycle
-_ Introduction

Learning Objectives (| will be able to...)

o |dentify the customer’s stage in the buying cycle and
related needs

o Understand the stakeholder involvement at each stage
of the buying cycle and related interests

e Apply tactics and actions to address customer needs at
each stage of the buying cycle

Recognize when a customer has moved backwards in the
o buying cycle and know how to help them move quickly
through issues or concerns

® OO CO0OO0O0

oobts

57% Aligning to the Customer's Buying Cycle
Introduction

The Customer's
Buying Cycle

Review the steps of the
Customer's Buying Cycle,

When you're ready, click "Next"

to continue.

OO0 e@0C 00

EVALUATE
Stakeholders
evaluate results

IMPLEMENT
Implement the
solution

Negotiations and
contracting

“ |%i identifies options
NEGOTIATE ALIGN

RECOGNIZE
Customer recognizes
a need for a purchase

CLARIFY
Buyer clarifies
outcomes and

Stakehalders align
an approach
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Day 1+ onboarding

=

Introduction

M

RECOGNIZ
Customer recoc
aneed for a pur

Reflecting on the
Customer's Buying Cycle

EVALUATE
Stakeholders
evaluate results

Think about your collective sales
experiences in the last year.

Generally speaking, during which
stage of the Customer's Buying Cycle
do you think have the greatest
influence?

IMPLEMENT CL/
Implement the Buyer

solution outco
‘\ I i identific
NEGOTIATE ALIGN

Negotiations and Stakeholders align
centracting an approach

The RECOGNIZE Stage
The CLARIFY Stage

The ALIGN Stage

The NEGOTIATE

The IMPLEMENT Stage

The EVALUATE Stage

oobts

86% Alignhing to the Customer's Buying Cycle

Introduction

Reflecting on the
Customer's Buying Cycle -
What did your peers say?

Have a look at your peer’s reponses to

the same questicon:

Generally speaking, during which
stage of the Customer’s Buying Cycle
do you think have the greatest
influence?

The RECOGNIZE Stage
The CLARIFY Stage
The ALIGN Stage

The NEGOTIATE Stage
The IMPLEMENT Stage

The EVALUATE Stage

EVALUATE
Stakeholders
evaluate results

RECOGNIZE
Customer recognizes
a need for a purchase

IMPLEMENT CLARIFY
Implement the Buyer clarifies

solution outcomes and
“ I i identifies options
NEGOTIATE ALIGN

Negotiations and Stakeholders align
contracting an approcdch

«——— Your Response

20% 40% 60% 80% 100%
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Day 1+ onboarding

cobts

50% Creating a Story to Share with a Custemer
Introduction

The Classic Storytelling Structure

Let's walk through the steps of the Classic Storytelling Structure using a well-known example.

Climax

Rising Action Falling Action

>

Resolution

Current State

>

- =R

"

0% Creating a Story to Share with a Customer
Introduction

The Classic Storytelling Structure

Let's walk through the steps of the Classic Storytelling Structure using a well-known example.

Climax

Rising Action
Cinderella is visited by
her foiry godmother
and goes to a ball.

Falling Action

\
L

Resolution

Current State
Cinderella leads and awful
life and is tormented by her
stepmother and stepsisters.

O O @ C O
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Getting it right



Common mistakes made by
organizations

« Treating talent acquisition and
talent development as two separate
organizational units/functions’

« Using ‘one size fits all’ approaches
for talent acquisition and
onboarding across all people and
roles

* Not evaluating the impact of talent
acquisition and onboarding efforts
and investments

cobts




So where does that leave us?

By closely aligning the talent acquisition process to the realities of life
in the organization and job, we can engage and align candidates

This jump-starts new-hire onboarding...but our work isn't over

We must build on this engagement and alignment, and begin to
activate employees

Doing so results in better-quality hires, with shorter time to
proficiency, and reduced voluntary turnover

If you're using the assessment to simply make a decision, you're
leaving a lot on the table

o°o bl'.S 40




Kile Dyer Brad Chambers, PhD Shahin Sobhani
Senior Director, Assessment Head of Talent Acquisition Principal, Digital Learning
kile.dyer@bts.com Solutions shahin.sobhani@bts.com
brad.chambers@bts.com

Strategy made

personal
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