
Key Takeaways:

1. Onboarding as a Continuous Process: View onboarding not as a one-time event, but as a continuous, iterative process that needs constant evaluation and adjustment based on organizational needs and employee feedback.
2. Customization and Flexibility: Adapt onboarding programs to fit different roles within the organization, acknowledging that what works for one department may not suit another, especially in diverse environments like remote, hybrid, or in-person settings.
3. Utilization of Technology: Leverage technology, such as Learning Management Systems (LMS), to streamline the onboarding process, making it more efficient and able to provide consistent training materials across the organization.
4. Interactive and Engaging Content: Balance pre-recorded videos with live sessions to maintain engagement. Consider interactive content that encourages new hires to participate actively in their learning process.
5. Regular Feedback and Surveys: Conduct regular surveys and feedback sessions with new hires to measure the effectiveness of the onboarding process and make necessary adjustments. This helps in refining the approach and content based on real-time data.
6. Manager and Peer Involvement: Ensure that onboarding is a collaborative effort involving direct managers and peers, which helps new employees integrate socially and understand their role within the team and the broader company culture.
7. Role-Specific Training: Offer training that is tailored to the specific needs of the role, which can significantly reduce time-to-productivity and improve overall job performance.
8. Clear Communication of Expectations: Clearly communicate job expectations and organizational culture during the onboarding process. This clarity helps new hires adjust more quickly and feel more secure in their new roles.
9. Ongoing Support and Development: Provide continuous support and development opportunities beyond the initial onboarding phase to aid in career progression and personal growth within the company.
10. Celebrating Onboarding Success: Recognize and celebrate the contributions of those involved in developing and executing the onboarding program, which can boost morale and encourage a culture of mentorship and support.

Transcript:

Speaker 1
Hi, everyone. You're listening to the Venwise roundtable. I'm your host and facilitator of this roundtable, Maya Dolgen. And in today's episode, we'll be talking about building a first class onboarding system. This roundtable was led by Lielle Golan, executive vice president of HR at Innovid. In this roundtable, Liele got tactical and specific, just like we like it. The participants debated the merits of live sessions versus pre recorded videos, the pros and cons of transitioning to an LMS, and how often you should survey new hires to measure success. And by the way, how do you measure success? So, lots of good stuff. I hope you're ready to jot down some notes, because there are a lot of details in here. All right, let's get started. 

Speaker 2
Awesome. Thank you, Maya. Hi, everyone. I'm Liel. I. As Maya said, I've been a Venwise member since February of 2020. So it's been an interesting ride. I've been working in a people function for 17 years ish. Don't hold me to the math. I have to rethink about it, but I've definitely hired an onboarded thousands of people, and some very well and some massive failures that we've learned a lot from. I personally love the topic of onboarding and to just maybe define what I see as onboarding is really bringing people into the organization or some new people into the organization, but often it's bringing internal people into new roles or into new responsibilities. So for me, onboarding is not just from external. It's also something that we do internally. And it's not just for technical, it's for social connection, it's for culture. 

Speaker 2
It's for the depth of integration into the organization. There's. It's not a linear topic by any kind. It's not one suit fit all. I've done it as the only HR resource, so as one person with zero resources to support it. I'm now in a very luxurious place in which I have a LMS and I have some. Some systems, so it's easier for me to gather data. But I've done it through all stages of the organization today, the way we're doing it or the way innovative is structured. We're a global company. We have people that we work remotely, we have people that work hybrid, we have people that work mostly in person, the geographies and time zones and all of the challenges that come with being in scaling organization. 

Speaker 2
And I'm happy to share the wisdom that I've the limited wisdom that I learned throughout the years, I will say that I'm learning. So for me, it's never. We built a first in class best day onboarding, and now it's done. It's never done. It's never done because it worked for the engineering, no longer works for the engineering because now we have a new team or what worked for us and we're in person, doesn't work for the remote people. What works for an entry level doesn't work for this executive. And it's a constant, constant process of auditing and changing and collecting feedback and experimenting. A lot of ab testing of what actually works for us. So it's not a this is it. We've reached the holy grail, onboarding. And I thought before we start, we did get a couple. 

Speaker 2
We got a lot of good questions. Just to set the beginning of the conversation, two things. Number one, maybe, and Maya, you tell me, do we want to do it in the chat? Like, how do we. 

Speaker 1
Yeah, I think it's probably best with the. Yeah, we got a nice size group today, so we're. 

Speaker 2
If you rate your onboarding process today, for one being non existent, we give people high five and wish them the best of luck to ten being, you know, we reached where we want to be. If you want to just rate where you are now and then, why it's important. There's. 

Speaker 3
It's. 

Speaker 2
It's a. It's an old topic. There's tons and tons of research about the ROI of onboarding. The reality is, and in all the research, something like 50% of companies that have consistent and consistent is a really important word here. Onboarding process. Employees are 50% reach productivity faster. So you're cutting the time to productivity by half. There is 69% of employees are more likely to stay three years after if they mark the onboarding process as a solid onboarding process. And that's massive. Anyone here that needed to replace people or kind of hired people, and then they were the wrong people or were unable to integrate them into the system, that's a painful, expensive, lengthy process. 

Speaker 2
And then on the other side of it, when employees are being surveyed, only 29% of them, according to the latest Deloitte or whatever it would be, garter, actually thought that they had a good, solid onboarding process. So there is a gap there and it's a massive opportunity for improvement and to actually get a bottom line. Employees that are productive and can actually do their job and integrate them into the system so they feel a sense of loyalty and inclusion and they want to hang out and save us. Okay, so do we want to do that? 

Speaker 1
So let's have everyone type in the chat on a scale of one to ten, how you rate your onboarding right now, and also your. Why don't you, before you push send, put your. Your title in also. So we know leah, I know that. 

Speaker 2
Role in the organization. 

Speaker 1
Yeah. Does anyone want to share why they gave themselves the number that they gave? Let's get someone who was at the lower end. Yeah. 

Speaker 2
Allie, go ahead. 

Speaker 1
Yeah. 

Speaker 4
Hi, I'm the head of people at counterpart. I gave us a five. And the reason we're context, we're a fully remote organization. The reason I think it's a five is because it's very manual right now. It's really just every single. We're not hiring in large quantities. So it's a single employee. We put a very robust outline together, setting expectations for about a week and a half in and set up individual meetings with almost everybody on the team. Since we're such a small team, we're 28 people. So the one to five part of that employees, really new employees like that because they get that face to face experience and a lot of in depth content. But from a managing, scaling, and I think just repetitive. 

Speaker 4
It's very manual, and I think it can be way more effective and especially in a remote environment that's not as expensive of time for the entire team. So hence the other five that's missing. 

Speaker 2
Remote only is a challenge. It's an interesting. It's an interesting challenge. And also your size is you want is right in where you want to build for infrastructure, but you can still get sucked into this very intimate and nice space of having everything being one to one. But you're right, it's not scary. Been there, but it's not scalable. Anyone else wants to share? Maybe we'll talk a little bit about the. Anyone else feels the challenge in remote, onboarding remote employees? 

Speaker 5
I'm definitely feeling the challenge from onboarding remote. So my name is Danielle. I'm an HR manager at a company called within. So there's, like, one department that we have a particularly good onboarding for, just because it's our oldest department and typically hires entry level. So we've had a long time to kind of figure that out. One out, really for the other departments and trying to get time from the other departments, especially while being remote is so difficult. It's kind of the chicken or the egg situation of like, we need more people, but we don't have time to train them. And I'm like, I love to give you more people, but I need to train them because I don't actually understand your job function the way that you do. 

Speaker 5
So that's been really tough for us, is like getting buy in or understanding, I don't know, trying to get them those resources without asking them to work overtime trying to train new people. 

Speaker 2
Awesome. Maybe we'll talk about that for a moment. Who's responsible for onboarding? 

Speaker 3
Right. 

Speaker 2
So what is, where is the responsibility in the organization? Who's responsible for it? So I step back when I'm thinking about onboarding. There may be three different pillars to it. So one is like a general onboarding into the organization, who we are, what we do, how we behave, we use slack, and this is our product, this is what we do. And so that's maybe the general organization. Then there is a technical part of onboarding. So how are you going to do your job? This is how you traffic a campaign, or this is how you're going to write the code or so on. So technical training, and then the third pillar will be really the social aspect. 

Speaker 2
So how do you make a friend and get, like, humanize the process and have a sense of connection into the organization and to actually touch on all those pillars. It's not a one person job. It's not a HR only job. It has to be a collaborative process across various functions. So it can definitely start and be led as the project managers of an onboarding by the people team, whether it's a whole team or one person. If you have a learning, a development team, which now I have, but I didn't used to until a couple of years ago, then that's definitely a partner for you. But you have direct managers that have a responsibility of peers that have a responsibility. You have executives that have a responsibility. 

Speaker 2
Usually it's just an introduction of the vision and the mission and maybe some of the values, if those are well articulated. So there is, it is, it's absolutely not a one person job. And what I found when we started having a more collaborative process and really spend time training people, why it matters, and we sell participation in onboarding. So, for example, why you want to be the person in marketing that trains new employees as a leadership opportunity, it's a stretch assignment. It's a leadership opportunity. It's an opportunity to present results. It's an actual, it's like a career expansion. It's a new tool you can put into your toolbox. So it's not, oh, we're so busy, we don't have time for it. It really, it's a privilege and an opportunity and something that you get an additional, like a genuinely an additional experience. 

Speaker 2
So we actually, after a lot of training and both in the numbers, why it matters. And for managers, right, you're going to have, if your employees, if you can cut onboarding from 90 days to 45 days, and you're going to hit your numbers and you're going to be more successful. But really for peers, which we do, a lot of you utilize a lot of peer, particularly in technical onboarding, it's a leadership opportunity. So it's an opportunity to raise your hand. And then I will say that another thing that really worked to kind of feed the people wanting to raise their hand and lean in and participate in writing some of the technical training and so on, and then a lot of recognition. So we give, it's a lot of, it's a shout outs. 

Speaker 2
It's, we have family meeting, which is what we call our all hands meetings. There's an actual acknowledgement in performance reviews and how do you leave the values? Anybody that participates and kind of lead in the mentorship or a buddy program gets a shout out. So it becomes a part of your performance. And we found that people then much more excited, and it's another task kind of given to them. So that was helpful for us. 

Speaker 1
Anyone have any questions about that reflections? Has anyone tried this and it's worked or tried and it didn't. 

Speaker 3
Or, Danielle. 

Speaker 2
Like, do you think that is this something that will motivate the team that's not as motivated to participate in onboarding? 

Speaker 5
I mean, I, in theory, I like it. I think it does make sense. I think maybe the issue we're facing is not like more tactically like getting people to volunteer, but it's almost like the cultural issue of the feeling that client work is more important than doing something internally. And so they're saying, you know, I've just got too much to do. I would love to do this. But the priority always shifts to client, which I think is like, just really deeply rooted in the company. And so since the folks who are leaders at the company, you know, department heads have been typically, you know, they're more tenured. They've been here for a while, have grown up or at least, you know, five years in tenure at the company. The company is fairly young, you know, eight years old. 

Speaker 5
But it's like having those people be the leaders and continually reinforce this narrative that clients are more important than something happening internally is really tough. And I'm not sure that asking them to volunteer to break that cycle, I think it takes more than just asking them and recognition. So I think that's kind of the issue we're facing. 

Speaker 2
You're 100% right that it has to come up from. It's a top down. It's a top down. Like a lot of other things in the organization. If your CEO believes that it will beneficial for clients at the end of the day, because more account managers will be able to service the clients better and hence it is something we want to invest in and to celebrate and to focus on, then that would trickle down into the organization. And if you're CEO and then your leadership and whatever layers you have doesn't think it's a priority, then it will be a much harder process. So really maybe the goal or the task will be to educate your leadership on why it matters and why it's worth their time and why there is a dollar sign at the end of this. It's not a nice to have. 

Speaker 2
It's not a soft. It's not a soft. Woohoo. People, let's be kind and nice. It really is. It translates to money. Yeah, totally makes sense there. 

Speaker 1
Has anyone had any experience doing any of that? Convincing, getting buy in from other executives to prioritize this? 

Speaker 2
I mean, I can share it for us. We basically we measure and then we share results. So we know. Right. And obviously you need to start from somewhere. And we didn't start from all the measurement metrics that we have in the place. Right in place right now. But we started with a very, you know, one team. We always start everything in a pilot. Everything is at innovate. In general, everything is a pilot. Usually it's a small team we're trying to do so we can actually prove success before we invest in anything. We find that it's just very an efficient way to generally test what works for us and also get the buy in from our CEO and our leadership. And the moment we're able to start measuring and proving some success. So we invested x amount of hours in an onboarding for ad operations. 

Speaker 2
And by that we have changed the time to productivity from 90 days to 70 days. And the errors for the first six months from 1% to 0%. And we do a lot of surveys. In the survey we had whatever 60% of the people before felt like this was a great work for them or a great place for their development. And now 80%. And second, we're able to prove that the investment had a clear Roi. It was much easier to get more resources invested in. And there are plenty of, like, general research out there why onboarding is important, but it is much. I find that it's always easier to advocate when you have. Here's what we've done with this small team, and here's how without too much, and here's how it improved. 

Speaker 2
And this is why you want to roll this out to the rest of the organization or to another team, and then maybe another team. 

Speaker 1
There's a follow up question in the chat. 

Speaker 2
Okay, thank you, Lauren. So things that we're tracking, actually, I don't know. When I was reviewing this with Maya before, she suggested I share. Share a slide on this, which I can. Yeah. So some of the things that we're currently measuring time to productivity is wonderful, and it's not so simple. So this is something that we actually do. Not as good as I'm hoping we will be doing in the future, because we are similar to what we're doing with recruiting. We're saying, okay, in this specific team, we expect an account manager to be fully productive and manage their own campaigns within 90 days. How can we possibly shorten it? And then we're looking at what we're doing and whether it's helpful. Turnover rates are exactly what it is. Turnover rate. 

Speaker 2
It really is very interesting to see when you're looking at time service as a demographic. So how many people actually live within the first year? And it's not exact science. Some of it is maybe feedback to the recruiting team of hiring the right people, but there is a lot to learn there. And actually, that's one of the things that we manage to improve the most as we're investing in it. We do new hire surveys. So we do five week survey. We do. We do five day survey, which is very basic. You have what you need, you have access to everything you need. And then we do five week survey. And once upon a time, we do. We still do the one week and then 90 days. And we learned that 90 days is too far. 

Speaker 2
There's already scars and damages that were much harder for us to fix. And after five weeks is actually with a lot of a b testing, that's the time that works for us. But that's a moment that we're able to identify issues and correct them without causing any damage to the future employment. We have a lot of training, and now we have an LMS that we are tracking the training completion rates, performance, and then a lot of informal feedback. So we do manager check ins and we do new hire check ins. And we do record those and have kind of put together. We have a dashboard which I guess I can share as well. But we really do constantly look at it, learn from it and report on it, and you'll see that there's different things that we're measuring. 

Speaker 2
So, for example, the induction score, a lot of the. I want to just remove this for a second. Everybody can look at it. I'll be back in at a moment just so I can see faces. But induction score, we ask a lot of questions whether the first five weeks, the training was interesting. Was it relevant? Could you understand that? Did you understand the topic? Do you feel like you can now have some autonomy in doing your job? Is the role the way the role was described to you still match your expectations? Which also was something that we learned in specific roles. Not at all. So we invented a new role. And I see Lauren is nodding. We invented a new role. It's a new role to the organization. 

Speaker 2
Apparently it's much more technical than the people thought it would be, and they require additional training. So we focus on really, I think it's about seven metrics that we're constantly measuring. And we didn't start with all of them. We started with maybe two or three. And it depends on what you have in place that you can actually measure. And Ali, at a company of 28 people, it might be feedback, it might just be. We have a Google Doc and a survey and we're letting people do a one to five and we managed to move the three to a four by doing x. And this is. And this is how we're proving the ROI. And it's. A lot of what we've learned is it's not. 

Speaker 2
It's very nice for leadership that people and the new employees fill in the surveys, but from the managers it's more impactful. So we did exactly the same for the manager. Do you think the new employee is. Do you still feel like this was the right hire? Are you. Are you happy with the 30, 60, 90 days of progression towards the achieving the KPI's that we're planning for this new hire to achieve? So the feedback from the manager also becomes a very useful tool for us, both for learning and for advocacy with leadership. Hi. I see a raised hand. I love the raised hand tool. 

Speaker 6
Hand is not yellow, but I'll accept it anyway. 

Speaker 2
Yeah, I hear you. 

Speaker 6
Do you have a question? 

Speaker 2
Yeah. 

Speaker 6
Do you tie onboarding cost expense ROI back to recruiting cost time roi? And the reason I say that is if it takes you three months to hire somebody as an example, or six months or three days. Right. It's a different ROI calculation on how much you want to invest in the actual onboarding. If it takes you six months to find someone, you want to have a fantastic onboarding experience. If it takes you three days, the investment is not as clear, right? 

Speaker 2
Yes and no. So yes, but not fully. There are some metrics that we are tying like quality of hire with the onboarding and I don't know if that actually answers your question. So we're looking at in these surveys, one of the things that we're collaborating very closely with the recruiting team is both in hiring the right people that we can then minimize the amount of onboarding for specific roles. So every role has different KPI's and every role we have a different expectation for time of onboarding. So if I'm hiring someone that's a recent grad and I'm planning on teaching them everything for their job, it's often a longer onboarding process versus I'm hiring a very experienced, very knowledgeable from our space seller and I'm expecting them to be in client meetings within 30 days. 

Speaker 2
So the actual cost is per role versus a general cost for everyone. And then we're measuring it exactly that. So it's based on the expectations per role. I don't know if that answered the question. And then as we're planning on our recruiting and our recruiting costs, as we're planning, as we're defining the role and the level of experience that we're willing to bring in, the learning curve is something that we're taking into consideration. So are we willing for this role to take someone that has less experience or will require a larger and a longer effort and cost from the organization before they can be productive or are we really looking for plug and play and hence we're willing to invest x in recruiting, but then, you know, somebody has to hit the ground running and it really depends on the role. 

Speaker 3
Makes sense. 

Speaker 2
I don't know. I mean, I see you're nodding, but I don't know if that's. 

Speaker 6
Yeah, no, it does. 

Speaker 2
Yeah. 

Speaker 6
The question I'm hoping you get to later on is how do you quantify like time to productivity? 

Speaker 2
Yes. So that is also. It's an excellent question. And I said at the beginning, this is something that's always a work in product in progress. For our more technical roles, it's often pretty simple. It's like time to working autonomously. So if it's a adopts so our ad operations, advertising operations, a role in which you go and you put tags on a campaign and you need to understand what you're doing, and you need to work on a queue, and you're going to have to do five demi campaigns and excel in all of them and have zero errors before you're able to go on your own and have your own spot in the queue. On a simple level of clients, on the third day, degrees of clients. And that is the time that we're measuring. And we're really measuring it based on. 

Speaker 2
We started with 90 days and would like to shorten it. How do we make it shorter? 

Speaker 3
Right. 

Speaker 2
So that is. It's that. It really is the process. And this is why I think it's never exact science, but there are some departments that we're doing it very well or some roles that we're doing it very well, and some roles that we're still in process of reiteration because we're learning and it sells, for example, is very complicated. 

Speaker 3
Right. 

Speaker 2
So to really, how long do we expect a seller? For us, it's a very long sell cycle. So it's not closing. It's some sort of milestones, and that becomes a very much more complicated process. But I will say that when we're able to have campaign managers or account managers or adopts managers work independently in front of client, that is very measurable and very quantifiable. And for us, also a clear roi. 

Speaker 6
And I assume you tie that back to some sort of career framework that you're sharing with the organization as well, because that ties back to performance management. 

Speaker 3
Yeah, yeah, exactly. 

Speaker 6
Thank you. 

Speaker 2
And it's easier to do in roles that we have many of than roles that we have very few people. 

Speaker 3
Right. 

Speaker 2
So if I have one communication manager in marketing, it's a very different process. I might not do it because this might not be a good ROI of my team's time, but for teams that we have multiple people in the same role engineering, or for us, a lot of the account managers, and it's definitely. It's not so complicated, but it has to be by role. 

Speaker 3
Awesome. 

Speaker 2
What else is on people's. People's mind? I know we had some questions. I don't know, Ellie, if we touched enough on the remote, I don't know what you're doing currently. Do you have a buddy system? Are you doing anything for, like, the personal connection, the social connection, which I find to be very challenging. 

Speaker 3
It's a good question. 

Speaker 4
So we don't actually have buddies per se, unless, because most of our teams are still quite small. However, every single session right now is live, and we do regular daily check ins with the managers. So they're getting a lot of like, face to face, zoom to face, I should say contact. So we keep them engaged that way. I was actually curious around kind of content building and kind of back to the topic about buy in from the managers and also, like other teams that may be participating, because right now it's a lot of like live demos and live walkthroughs and just kind of high level talking through document. Anything that we do have documented that we'll share. But beyond that, it's really kind of like live onboarding and live training, which, like I said, can be very taxing time wise and consuming. 

Speaker 4
I'm curious if there's a good approach to managing the, I guess, content building so that it doesn't fall one particular team or person, especially when it spans multiple departments. 

Speaker 2
I can tell you that this is something that we're. Since we're 20 people in the same room today, it's always a question because people have different learning styles and learning means, and there is a real advantage of having a live session. And the way we're going, went around this in the various versions that we had onboarding number one, recording sessions. So recording sessions, it's not the same. We actually don't record live sessions because we found that to be. Be harder for people to follow. So instead we have a presenter recording a presentation. It's still not, you know, if there is the intimacy and the charm of a person talking directly to you. So it's not as. Doesn't need to be as polished, but there is less, and less questions and so on. 

Speaker 2
And what we've done is we actually created the short videos which you can host on conference. Right now we have an LMS, but we hosted in YouTube at some point, and then we do Q and A's. So instead we do like monthly Q and a is in which all the court of people that we hired at the same time, which is another for a social connection. Really nice, even if it's a slack channel, because we all started in the same quarter and we have some sort of a joint journey. Regardless to our role. We do a Q and a session, and then in the Q and a session, the presenters come. It's 1 hour. It's 1 hour a month. And answer questions for those who've already viewed the material. 

Speaker 4
Just one follow up on that, because we have been talking a lot about moving towards recorded content, especially when it comes to content that is repeatable, like our systems overview. But even having said that, and we are making a lot of changes on stuff all the time, my worry with some of that content is that it can become outdated quite quickly, and then there's the time to rerecord and to, you know, update that content. So I just. I guess I wonder, is the approach to better to do it that way, either way, because digesting content and video might be easier than reading through a document or editing a PowerPoint. But, yeah, I'm just curious, your thoughts there. 

Speaker 2
I think it depends on the scale of hiring and how often you need to. You need to train. 

Speaker 3
Makes sense. 

Speaker 2
I think it's a really. So it's your. It's really a time question, right. Is it worth people's time to rerecord versus do a live session? We found as we're scaling and at the time we started recording, were growing fast that it is much easier to record a new version. Most of these records are ten minutes in sections. They're not designed as an hour, as a full hour. Every topic on a what might have been a full hour in a live session, every topic is recorded as a single topic. Like, this is this system, and this is this system. This is this system. So recording session is not as time consuming. 

Speaker 2
And because we didn't try to make everything look very professional, very like the editing and music and so on, it was really, hey, Laura, let's update this, you know, this five minute section, and then it's not that big of an uplift, but maybe if you're hiring one person a month right now, it's not as critical. 

Speaker 4
Yeah, it's also then, I guess, coming back to, I think it was Lauren who was saying, or whoever was saying about the getting buy in and getting the stakeholders to want to contribute to that content, that's also a. A tricky effort that I'm going through right now. 

Speaker 2
I will say that one wonderful thing that happens, because we have a robust onboarding, is that we're constantly using it. We're using it. I have someone returning from leave and we're reboarding them. So I mentioned in the beginning, for us, we're doing a lot of internal hiring. So this is a time everyone's very reserved and we're not hiring as fast as were before. So a lot of our hires are internal hires. So the people that are. We actually go through an interview process internally, but there are people that are moving into a new role. Sometimes it's people that are just taking a management role. Sometimes it's a completely new department. Sometimes it's just a person that's coming back from leave, and a lot has changed in the four months that they were on leave. 

Speaker 2
So we use the same content often in different points of the lifecycle of an employee. It's not just for a new hire. 

Speaker 3
Got it. 

Speaker 2
And it's nice that everyone has access to it. We're also. It's not like, oh, it's a file, and only if you're a new hire, you'll get this link. It's something that we push everywhere. So even if I've been here for three years, but honestly, I never quite got measurements, because I don't know what the measurement team does. I have access to it, or if I need to then meet with the team, and I want to make sure that I understand who they are and what they're doing. I have access to it. So it's something that we really celebrate and hence just give a lot of credit. The content creation gets a lot of credit. 

Speaker 1
Has anyone else had experience making videos or moving from live sessions to recorded content that you want to share? 

Speaker 5
We actually went back the other way recently. For a while, we had recorded sessions. We would have a slides deck or something to go along with it. So there was something tangible, not just someone talking with new hires. But just like what you were saying, allie. Having to record them anytime something changed actually proved a little bit more difficult for us also, because our sessions tended between, like, 30 minutes and an hour. So were like, all right, that's too much time to. To rerecord. Were normally getting, like, batches of new hires, maybe five new hires. 

Speaker 2
Every month, something like that, usually at the same time. 

Speaker 5
So we had decided by working with our recruiter a little bit more, trying to get new hires who are going through the same onboarding around the same time made the live session easier, and then it was just updating that presentation, and then there's still the benefit of having someone there in real time. But again, it's like that other pieces. Is it worth the manual time for the trainer or the presenter? And also, does that person believe what they're doing is a better use of their time than otherwise, especially if they're not in HR? If it's someone who's from the department who's trying to also manage the rest of their work, and they're kind of doing it as a favor. 

Speaker 2
I think it's a. It's. And I said it before, it's something that we're. We all. We. We basically try to do both. So the first thing we've done is we cut videos. We don't do them in an hour, and when we record them, so when we. When we update them, it's a very easy. There is this topic. It's four minute video, it's five minute video. So it's not as big of a lift. And we still try to do, for every person that comes into the company, have also live sessions. The advantage of it was also one of the issues that we had is that the order didn't always make sense. So we people started innovative every other Tuesday, even when were hiring 200 people, which we did in age one, we brought in 250 new people into your organization. 

Speaker 2
I think 140 of them were organic. And we did an acquisition. Not everybody just because when they're starting will get the same order of onboarding. And the order of onboarding because you're telling a story and you're integrating people into your company mattered to us. So the ability to have. Okay, this is your first week, and please watch these five videos and then join us in our Q and A, which we have next week, allowed us to just maintain some narrative on the onboarding versus allowing some people to wait for the next live session. So for us, it's always a yes. And again, I love the raised hand. 

Speaker 1
Paolo, we don't hear you. 

Speaker 2
Oh, I don't know why. 

Speaker 6
Thank you. No, I have a manual mute here, so not to disrupt the topic flow, but I want to hear more about. 

Speaker 2
The lms, and that is, I love the lms. 

Speaker 6
I don't. I've tried for 15 years to get an LMS, for ten years to get lms up and run, and I've never had a good experience, and I never found a justification for it. So I definitely want to understand a little bit more about what your experience has been and specifically which lms you're using and how you've rolled it out. 

Speaker 2
Yep. Okay. I'm using an lms called loop. Loooop. I think it's australian. I have a senior director of LMD that owns the LMS. So I have a person that was here, was with us before the lms, but owns the concept, maintenance of the LMS. The reason I love the LMS is data. It's because I can see. And now I have. I can certify onboarding because you went through all the sessions and you needed to go through before I want to put you in front of a client. I can see everything from compliance. So you went through harassment training to very specific product training, including quizzes, which I think we're not looking at scores, but just the way people learn. Then you've been asked the question on this 60 seconds video, and then you're actually retaining information better. 

Speaker 2
So the ability to scale and actual data that were never able to have before on whether all the efforts and training and teaching works right. So it's still not the holy grail. I don't have loop connected to Salesforce because eventually I would like the seller that went through this certification in loop, then had increase in their meetings. Not quite there yet. One day I will because I very much would like to try it, but it allows us to see where the efforts go. There is a. Was this useful question after every section? Most of the videos are less than five minutes. 

Speaker 3
Not everything is video. 

Speaker 2
Some things are just text. It's digestible, it's searchable, it's everything from tips on how to give feedback to really technical training. In one place, you can design pathways. So as a new manager, I want you to read these pieces. I want you to participate in these five live workshops that you will then say check, check in the LMS you've participated in. And I want you to get certified, which again, it's like you can do little certifications, you don't have to, but you went through this path. And then I can collect data. How many people they actually participated, how many people stayed with it? What were their manager score in the next engagement survey? Did it help? Did it not help? Did it increase? So the reason I love it is data. 

Speaker 6
So agree with everything you're saying. Yeah, the benefits, I couldnt agree with you more. And yes, tying that to other parts of the tech stack, crucial. The investment, though, is what kept me at bay. And what I mean by that is even at a thousand person company, I couldnt find the justification to have a staff working on an lms, integrating an lms, deploying an lms, maintaining an LMS, and rolling it out. So be very curious to see how many folks you have right now doing the work and what kind of investment from a time perspective is there. 

Speaker 2
I'm happy to connect you with my, with Justine, who's my director of L and D. That really works in there. We have two people in L and D. We have Justine and a very junior coordinator that helps with lots of scheduling and uploading and creating the paths and so on. It's almost like an administrative role. And we are 550, 50 people. She's actually done most of the research before we decided to implement the LMS. It is not very expensive. And another massive ROI that we now started seeing on it is we started having clients use it. So for some of the self service product that we're offering, we're able to certify clients as well. And it's on the same system using, by the way, the same content, slight modification, but almost the same content that we do internally. 

Speaker 2
So that's another use of an LMS that was, it was actually for us, a pretty easy sell. 

Speaker 3
Love it. 

Speaker 6
Yeah, I love that connection. If you don't mind, I'm very interested in the client facing part of it. We're in the consulting space right now and a lot of what we find with our clients that are implementing Salesforce and Netsuite is that we put together a lot of content. We've done a lot of recordings and we've done a lot of walkthroughs and then organizing all of that and distributing it to the client and making sure they've seen it is a lot more manual. So that could be a really interesting additional justification for the LMS. 

Speaker 3
Yep. 

Speaker 2
And we did, you know, just work on Zendex from a client perspective before and it's new ish for us, but it's. I think it's something we'll definitely invest more in because so far it's been working very well. And I love that we're creating content and then we can use internally and externally and then it's even easier. And speaking of credit, for people that create content, it's even more so now whatever you created is also in front of clients. 

Speaker 1
I want to make sure that we hear from a few people who've been quiet so far. Maxine, if you have anything that you want to ask, or Adam or Camilla. 

Speaker 3
What's on? 

Speaker 1
What's on your minds? 

Speaker 7
Yeah, actually it's been great to hear. I do work in a global startup. We have around 100 employees right now and it's been our biggest challenge is really about being all remote and we have revamped our onboarding process two years ago, but we're in a moment where we think we should do it again. And one of the things that we have been thinking really if we should switch from live sessions to recordings. So it's great to hear your thoughts on it. I think different from the other person that I was saying. We actually have a culture where people likes to be in the live session, but we are also starting to hear about the issues of time constraint and different things. 

Speaker 7
Even though we don't have as many new hires every month, we think maybe some, at least part of the content might be good to have it recorded where people can also go back to it. Another thing is that since we are a global company, many people are not speaking their native language. So sometimes it's harder when they're first starting in a new job where they are not used to speak English all day. So going back to the content might be also something that can help them. 

Speaker 2
That is such a fantastic point, Camilla, because it's one of the things that we have heard, and we have the same people speak different languages, but even from English speak, it's not my first language either. But even when English speaking folks, often the amount of information that you can observe in the next week or the first week, the first month, the first three months is limited. And the ability to then go back and review the same content was a gift. That's something that we can also see that people go back to specific content, usually the more complex content, and revisit it. So that's another advantage of having some of the content at least recorded. 

Speaker 1
Go ahead, Lauren. 

Speaker 2
I'm like intensely staring at Adam, but Adam doesn't know it, that I was like, intensely staring at him. 

Speaker 5
I'm just observing Adam. 

Speaker 2
You don't know it, but I'm intensely. 

Speaker 8
I don't have any onboarding problems because I'm not working at the moment. So I'm just observing for a new role. But, I mean, I can tell you a couple things that I thought we did pretty well that might be interesting to other folks. I'm a CTO, so on the technical side, I think we did a pretty good job of onboarding people. In engineering. Elsewhere, we had various challenges. While was that common? As we grew to, like 350 people. 

Speaker 3
One of the things I thought was. 

Speaker 8
Interesting was we onboarded a lot of operations people, and we ended up hiring a dedicated trainer in operations who span probably three or four different roles. And their entire job was to create training material and onboard people. Because we also tried the video path. 

Speaker 3
We found that people either just weren't. 

Speaker 8
Doing it, they weren't engaged. It was boring. It's just really hard to come into a new role and sit down and watch videos for weeks. It's not very exciting. So having a dedicated person who's bringing on people like support people. We had a very big physical staff because we ran properties, so we had people who were like maintenance workers, we had other customer support people. This person's job was to honor all those people. We bashed them together probably like, twice a month. As an executive, I used to do a once a month welcome talk that started to get very repetitive. So we did eventually record that and wind down what was a 30 minutes conversation into a, like, five minute video. And that was pretty adequate for what we needed to do. 

Speaker 2
I see that Lauren has a raised hand, but I will just say that another thing we've done, because you're right, you can't just do you have. It has to be a mix because you want some social connection with executives instead of a welcome session, like an ask me anything session. So it becomes just, what's your favorite podcast? But still an opportunity to make a connection with an executive, which is something we felt we lost. If it's just a video, like, hey, meet our CTO. He's a nice person. His name is Adam. He likes. He's a vegetarian or whatever it is that we had. So we supplemented it in some sessions that are not. They're part of onboarding, but they're not onboarding. They really are just for social connection. Hi, Lauren. Thank you. 

Speaker 9
I just was kind of curious. So, like, there's a book out there called power Moments by chippy and Dan Heath about, like, why people remember, like, the, like, the best and worst moments kind of throughout their life. 

Speaker 2
And, like, you want to make, like. 

Speaker 9
The onboarding, like, experience, like, one of those best moments that people really remember and, like, reflect finally on and going off of that. Like, we're very. We're remote culture, so, I mean, we, like, when somebody starts, like, we ship them, obviously, like, their laptop, and we might throw in, like, a couple little trinkets and things like that. But just kind of curious, like, if you or even anybody else here has done any, like, specific, like, welcome to the team, like, gifts or if, like. Or, like, what do you do to, like, really make that, like, an impactful first day, like, even first week for, like, an employee's life cycle. 

Speaker 3
I'll share. 

Speaker 2
We're so a. Yes, we send swag. We send swag ahead of time. So we do a lot of work in the roles and responsibilities when we train people how we're expecting them to onboard of how hard it is to be the first, like, the new person, and you don't know what to wear, and even when you're in zoom, you don't know what to wear and you don't want to eat on your first day by yourself, so make sure that you have a joint lunch and end. But we do have like, it's, you know, very cheap. We do a welcome banner on LinkedIn. So. And we post it. It allows people to do a lot of, like, externally into the market. Welcome to the team. Welcome to the team. 

Speaker 2
We have a people announcement, Slack channel, where everybody on their first day, get introduced to the entire company, which sometimes people do funky things and send people, including pictures and so on. But we always do two. Two truths and a lie. So then people vote on what the two truths and a lie. So it's an icebreaker and then it's awesome. It created a lot of, like, oh, my God, did you really meet Michael Jackson or did you really, you know, whatever has happened in people's stories, so that's just an introduction and making sure that people feel celebrated and that the team is excited to have them. 

Speaker 2
But also, it's a part of what makes you feel that the promise that was done to you during the recruiting process, that this brand that sold itself as a brand of whatever your values are, is being kept, is everything in the onboarding needs to represent that. So if you're very much into independent learning, that needs to be a part of it. If you're a culture that wants. For us, being daring is something really important. It's one of our company values. So we ask people, like, here's the key stakeholders. You reach out and introduce yourself and schedule it versus somebody scheduling it for you. Everything around it is being like, the feeling that the team has prepared for you is actually putting the work and effort and they're ready for you. And a lot of that. 

Speaker 2
We're doing the pre boarding, which we didn't get to talk about here before, but we do a lot of, like, once. Once a person. For me, like, the onboarding process starts as soon as you accepted an offer. 

Speaker 3
Right? 

Speaker 2
So there is the pre boarding. There is a. We're so excited to have you start next week. From your manager to, hi, my name is Liel, and I'm going to be your buddy. And here's what a buddy at innuvy means. And I'm going to reach out and we're going to meet once a week. 

Speaker 3
For the next six months. 

Speaker 1
I see that our time is starting to come to a close, so I'm going to invite everyone to put a takeaway into the chat, or you're welcome to say it out loud if you would like to do that as well. We'd love to hear what's one thing that you're going to take and look into or implement or let's see what we got. Get executive buy in for training, how to link it to a dollar value. 

Speaker 2
I'll introduce you to Justine so she can share her loop experience. 

Speaker 3
Excellent. 

Speaker 1
I'm seeing some great things coming in here, five day, five week as opposed to 130, 60, 90. Look into the loop. LMS, measure metrics. Anything else? Thank you, Leah. 

Speaker 2
I'll continue working on the time to productivity. That's my, I love doing this in times that we're not hiring quite as much because there's work in building. So that's my age, one of 2023 onboarding. 

Speaker 1
Well, we'll be looking forward to an update on that. I want to thank you all again for coming to our roundtable today. We have a few exciting roundtables coming up to round out the program for the year on this last one before Thanksgiving. But on December 5, we're doing one on acquisitions and on December 7 on designing and redesigning your tech.org. And then on December 12, go to market. So those are our topics coming up. If anyone here is interested in leading around table, any of our members, please be in touch working on the Q one schedule and wish you all a wonderful weekend because it's Friday. 

Speaker 2
Happy Thanksgiving, everyone. 

Speaker 1
Oh, and you're going to get, nice to meet you. Survey link after. So please give us a apropos the conversation about ratings, give us a one to five when you get that email. 

Speaker 2
Thank you so much. 

Speaker 1
Bye, everyone. I hope you enjoyed this Venwise roundtable. If you want to be in touch with the speaker or if you have a request for a future roundtable topic, reach out to Lauren Lee levy@laurenvenwise.com. I'm Maya Dolgen. Thanks for listening. 

