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Are your hiring and onboarding processes broken?
Learn how to fix them by focusing on what your organization and 
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Some things to consider

By 2030, the 
US is going to lose 

$430 billion annually 
due to low talent 

retention. 

$430B

Bureau of Labor Statistics

Companies with 
thriving cultures have 
4x higher revenue 

growth

4x

Gallup, Meta Analysis

57% turnover 
overall with 25%

voluntary in 2021

57%

Legal Jobs

Disengagement costs 
US organizations 

$550B/year

$550B

31% of the 
newly recruited 

employees resign
from their job within 
6 months of joining.

31%

BambooHR

The Conference Board

https://www.bamboohr.com/blog/onboarding-infographic/
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The tale of four personas

Realities of talent acquisition and onboarding in 2022/2023
C
a
n
d
id

a
te

“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.”

O
n
b
o
a
rd

in
g “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.”

T
a
le

n
t 

A
c
q
u
is

it
io

n “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.”

B
u
s
in

e
s
s
 L

e
a
d
e
r “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.”
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• 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

The state of the world…

Talent acquisition practices and processes 
need a paradigm shift

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

https://hbr.org/2022/06/is-your-hiring-process-costing-you-talent
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A paradigm shift in talent acquisition narrative, focus, and 
approach is needed

“Thank you for your interest in our 
company. We are eager to run you 
through our screening process to 

determine whether you fit with this role.”

“We’re so glad you’re interested in joining 
our team. Our hiring process is designed 

for us both to explore the alignment 
between this role and your career path.” 

• 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

• 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

From To



When does onboarding begin? 
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• 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

Onboarding starts with
talent acquisition

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

The bottom line…

https://bts.com/2021/03/15/onboarding-starts-at-application/
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It all starts with talent 
acquisition
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We believe that onboarding can 
be built around 3 key principles…

Culture

Strategy

Execution

Align

Engage

Role Clarity 
& Purpose

Relationships

Belonging

Activate

Mindset

Skillset

Toolset

Onboarding 
needs to

Two of these areas can begin in 

the application experience 

resulting in better candidate 

experience, hiring decisions, and 

greater speed to new hire impact.

Engage

Align

Activate



12

The candidate-to-employee journey

Attract

Perform

Apply

Screen
Select

Onboard

Organization Focus: 

Reducing time
Candidate Focus:

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 
on the right 
capabilities

Assess candidates 
in a way that 

mirrors the job

Trust the data and 
consider the 

complete picture

Minimized 
bias and best 

hiring 
decisions

Best hiring 
decisions possible

Onboarding 
aligned to needs
of individual and 

role

Tools needed to 
perform the job

Maximum 
impact

Over time, 
employee 

performs the 
role and 

contributes to 
the organization

Perform

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
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Assess candidates 
in a way that 

mirrors the job

Onboarding 
aligned to needs
of individual and 

role
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The assessment experience
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The most accurate, valid, and least 

biased way to predict someone’s 

success in a job is to put them 

through an assessment that is 

modeled after the job

Our belief about talent acquisition assessments
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• 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

Teach candidates

Assessing people in moments

✓

✓
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• Reports should align to the 
capabilities required for success in 
the job

• …and onboarding should align to 
these same exact capabilities

Regardless of the assessment 
approach
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The connection between talent acquisition and onboarding

Pre-hire assessment Post-hire onboarding

Jumpstart onboarding by 
building a talent acquisition 
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
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Deeper dive into the onboarding 
experience
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And now it's time to activate new employees

Culture

Strategy

Execution

Align

Engage

Role Clarity 
& Purpose

Relationships

Belonging

Activate

Mindset

Skillset

Toolset

Onboarding 
needs to
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The what and how 
of onboarding

The learning 
landscape

Design 
pillars for 

organization 
and learner 

success

Onboarding

Content

Culture

Technology

Audience

Design for 
the modern 

learner

Tell the 
story

Lead with 
Creativity & 
Innovation
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Tying it all together
What a fully-aligned process could look like



Candidate touchpoints



Capabilities assessment
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Capabilities assessment
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Capabilities assessment
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Capabilities assessment



Internal report
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Internal report



Day 1+ onboarding
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Day 1+ onboarding
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Day 1+ onboarding
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Day 1+ onboarding
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Day 1+ onboarding
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Day 1+ onboarding



38

Getting it right



39

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
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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

So where does that leave us?
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