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Executive Summary

LearnBot is a leading provider of live, avatar-based simulations and an industry leader in
immersive virtual reality (VR) training. What sets LearnBot’s proprietary platform apart from
competitors is its blend of artificial and human intelligence, using “VR- Virtuosos,” or live actors
in the environment, who listen and respond to learners in real-time. The organization’s goal is to
lead the way in creating more empathetic and emotionally adept employees. Companies hire
LearnBot to build a safe place for their employees to practice difficult human skills and
interactions without performance anxiety or risk to individual reputation.

LearnBot identified a challenge in onboarding and acclimating sales employees across
the country, in multiple time zones in a fully remote work environment. Leadership within the
sales team is looking for an onboarding program that can (1) create a sense of inclusion and
network building; (2) foster cross-group collaboration in
vertical sales structures; and (3) emphasize continuous .
development as an organizational priority.

The purpose of this quality-improvement project
is twofold. First, it will identify the key challenges of
the current onboarding program, which the company
believes delays time to productivity. Second, it will
provide new and creative solutions to increase time to
productivity, acclimation to the organization, and
connection to critical stakeholders and coworkers.

Problem of Practice
The LearnBot Sales Team does not have a consistent onboarding program to acclimate

new hires. Sales leadership has taken a haphazard approach to the newcomer experience,
resulting in varying orienting practices when new hires join the organization. Changes to the
onboarding program have been based on the personal opinions of leadership and individual
new hire suggestions; however, they have not been grounded in successful evidence-based
orienting practices.

Current new hires participate in a one-week onboarding session that provides a general
overview of the organization, a demonstration of the technology, products and tools they will
be asked to sell, and a high-level review of expectations and the performance management
process. The sales leadership has evidence from new hires and managers alike that employees
are not quickly ready for their work. With over 85% of their employees working remotely
across the United States, it is critical that the sales team develop an onboarding approach that
immediately prepares staff to work and collaborate effectively.

Image: (Freepik, 2021)



Research Questions
Research Question 1: What are the current perceptions of the onboarding process at LearnBot?

Research Question 2: What factors encompass an effective virtual sales onboarding program?

Findings

1. Orientation is too focused on technical
sales expertise.

2. Employees lack the required resources to
engage and participate actively in

. “The greatest thing about
onboarding processes. LearnBot is the culture and
3. Welcome and celebration tactics are rarely values. People are working

(if ever) experienced as a new hire. with good intent.”
4. New hires desire formal processes and

policies about socialization and
networking.
5. Orientation and onboarding do not afford psychological safety to new employees.

Focus Group Comment

Recommendations
Recommendation 1: Create a sales specific welcome guide and roadmap for new hires and
managers
e Recommendation la: Build robust welcome practices that are required for managers and
team members
e Recommendation 1b: Include a new hire resources check list and stakeholder analysis
with networking map

Recommendation 2: Integrate virtual reality through LearnBot products into the newcomer
experience

Recommendation 3: Incorporate sales staff throughout the acclimation process
e Recommend 3a: Require sales staff to host orientation
e Recommendation 3b: Formalize a new hire mentorship program
e Recommendation 3c: Develop monthly learning sessions and roundtables led by sales staff



Introduction

LearnBot! is an industry leader in immersive virtual reality (VR) training. The
organization’s uniqueness lies in its focus on emotional intelligence and interpersonal skills,
topics other VR and artificial intelligence training systems have yet to achieve at LearnBot’s
level. The organization’s goal is to lead the way in creating more empathetic and emotionally
adept employees, using VR simulations that feature immersive interactions with human-guided
avatars, known as “VR- virtuosos.” Companies contract with LearnBot to build a safe place for
their employees to practice difficult human skills and interactions without performance anxiety
or individual reputational risk.

LearnBot has identified a challenge in onboarding and acclimating employees from
across the country, in multiple time zones, within a fully remote work environment. The primary
areas of concern for the onboarding program includes: (1) creating a sense of inclusion and
network building; (2) fostering cross-group collaboration in a vertical sales structure; and (3)
building continuous development into the organizational fabric for their employees.

This problem of onboarding in a virtual environment is not unique to LearnBot. Global
corporations are frequently faced with the task of managing multiple time zones and
collaboration challenges. Even more so, after the COVID-19 pandemic in 2020, many
organizations shifted to a full-time remote working environment. As corporations investigate the
benefits of a remote, home-based workforce, the benefits are clear: financial savings, added

employee flexibility, work-life balance, a more sustainable workforce, and increased recruitment

! LearnBot is a fictitious organization name. The pseudonym was created for the partnering organization to ensure
marketing and sales searches related to the product were not impacted by this quality improvement project. All
individual participant names have also been changed.
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potential. Yet, these benefits can only be realized if the business remains operationally effective
and continues thriving in the new environment.
Organizational Context

LearnBot is the leading provider of live, avatar-based simulations in the world. Launched
after nearly a decade of research and development, LearnBot’s proprietary platform blends
artificial and human intelligence with live actors who listen to and respond to learners, in real-
time through avatars. This approach creates highly authentic and realistic practice and
assessment opportunities in leadership and other interpersonal skills. The conversations can also
be scored and recorded to deepen reflection and drive behavior change. Research demonstrates
that four simulation sessions produced a significantly higher change in targeted behaviors than
traditional forms of professional development. As LearnBot describes their value proposition,
employees of all levels across industries need a safe place to practice human skills and behaviors
such as emotional intelligence, adaptability, and resilience in an authentic, risk-free environment
where the danger of harming the individual’s performance and company’s reputation is
mitigated. LearnBot has created a customizable, virtual environment for practicing interpersonal
skills consistently and cost-effectively to meet that need.
Organizational Background

LearnBot is the largest immersive practice company for leadership development and
other soft skills, working with approximately 100 Fortune 1000 and Global 500 firms across a
wide range of industries and delivering thousands of leadership simulations each week. The
organization works with an additional 150 higher education institutions and government agencies
to deliver simulations for a wide range of professions, such as teaching, hospitality, and medical

training. With a home base in San Francisco and a secondary hub in Atlanta, Georgia, LearnBot
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has a team of nearly 150 full- and part-time staff, making it the largest VR company focused on
interpersonal skills. LearnBot has the capacity to deliver approximately 10,000 simulations per
week within six weeks of receiving a contract. They currently offer 33 off-the-shelf simulations
for leadership and diversity, equity, and inclusion. These scenarios allow learners to practice a
variety of leadership and emotional management skills. Empathy is at the heart of most
scenarios, but other key strategies include: (a) rapport building; (b) active listening; (c) asking
powerful questions; (d) making connections; (e) providing effective feedback; (f) building shared
ownership of solutions and next steps; (g) resolving conflict and de-escalating emotions; (h)
influence without authority; and (i) inclusion.
Mission & Goals

The LearnBot mission is simple: to improve human interactions. The company believes
that immersive practice in simulation increases interpersonal skills by unlocking the potential of
the individual. The avatar simulations provide psychological safety to allow for the immersive
practice of difficult interactions, which we face daily. Psychological safety is a critical factor in
the successful practice of new skills, as it allows the learners to make mistakes and learn from
failure (Abror & Patrisia, 2020). Learning and development teams are clamoring for technology
solutions that offer participants engaging, efficient, and safe ways to “learn by doing” — as well
as practical and personalized experiences that can be integrated with new skills into daily
routines.

In the work-from-home environment, more than ever, global companies are seeking
solutions that offer them insight into the performance abilities of their frontline staff and the

capacity to test skill acquisition after training is delivered. LearnBot provides a virtual
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environment where professionals of various industries can practice complex interpersonal skills
to become more effective in their roles.

LearnBot accomplishes this by using a hybrid platform combining cutting edge artificial
intelligence with live improvisation actors to create powerful scenarios that focus on soft skill
development. According to LearnBot, this blend of technology and human performance delivers
a fully immersive simulation environment, where the learner can safely fail and take risks, thus
producing the ideal learning environment.

Purpose of the Study

The purpose of this project is twofold: to identify key challenges of the virtual
onboarding environment within the sales team and to propose new and creative solutions for its
new and continuing staff. These solutions seek to provide staff the knowledge to be adequately
prepared for the role, quickly become acclimated to the organization, and continuously be
connected to critical stakeholders and coworkers, so they are successful on the job. Given that
the organization focuses on providing training driven by emotional intelligence and learning
nuances, LearnBot leaders are looking for an evidence-based onboarding process that increases
time to productivity. The study was requested by Michael Mitchell, Vice President of the Outside

Sales Team, based on the feedback of LearnBot leaders.

Organizational Stakeholders

There are four critical stakeholders at LearnBot: Brooke Hernandez, Sandy Wisneski,
Michael Mitchell, and the Sales Team. Brooke Hernandez is the Chief Learning Officer, and is
charged with leading efforts in the scenario design process to align simulations with key
competencies that clients ask to develop in their employees. Her team is working to clarify

accurately measurable learning outcomes. Sandy Wisneski is the Chief Revenue Officer,
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overseeing the Sales and Marketing departments at LearnBot. She is the direct supervisor of
Michael Mitchell, who requested the study. Ms. Hernandez and Ms. Wisneski have a vested
interest in the sales team’s success, as each of their priority objectives in the organization
requires extensive collaboration and knowledge of sales staff to inform future clients.

Michael Mitchell is the Vice President of Sales. He is the initiator of this project and
research, and he has identified onboarding as a current problem within the organization. He
responded to an outreach communication requesting potential partnership opportunities for
organizations with a problem of practice related to learning and development. A copy of this
communication is in Appendix I. Mr. Mitchell is responsible for expanding LearnBot’s training
platform to new markets and securing partnerships to fund research and development efforts.

The Sales Team is the means through which these goals will be achieved. There are two
tiers of sales staff, including Business Development Directors (BDDs) and Sales Development
Representatives (SDRs). The main distinction between them is the level of experience in sales
and numbers supervised (BDDs have direct reports). All sales staff have a minimum of two
years of relevant industry experience and are known to thrive in a fast-paced, high-growth sales

environment.

Problem of Practice

In the fall of 2020, LearnBot secured additional financing after meeting critical internal
performance milestones. The new funding was the first of many signals that LearnBot was
moving beyond the initial startup stage. The organization had also recently rolled out a new and
intricate software upgrade, including photorealistic avatars and environments with enhanced
learning analytics (Yu, 2020). The shift to virtual learning remains a priority as the global

pandemic continues, a trend that has made LearnBot’s product a high-demand commaodity.
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All these changes have led to an increased emphasis on the sales structure and staffing for 2021.
Problem Statement

The LearnBot Sales Team does not have a consistent onboarding program to acclimate
new hires. The sales team leadership has taken a haphazard approach to improving the newcomer
experience, resulting in varying orienting practices and substantial changes after each new hire
joins the organization. Changes to the onboarding program have been based on the personal
opinion of leadership and suggestions of newly-hired individuals; they are not grounded in
successful evidence-based orientation practices.

Current new hires participate in a one-week onboarding session that provides a general
overview of the organization, a demonstration of the technology, products, and tools they will be
asked to sell, and a high-level review of the expectations and the performance management
process. The sales leadership has evidence from both new hires and managers that employees are
not ready for their work quickly enough. With over 85% of employees working remotely across
the United States, the sales team must develop an onboarding approach that prepares staff to be
immediately effective and work collaboratively.

Since sales are the driver for LearnBot’s entire expansion plan, this team must be
efficient and effective. The sales team defines effectiveness and efficiency as proactively
managing the sales cycle from prospecting through deal closure/procurement within six weeks
by appropriately marshaling personal and internal organization resources. To address these
needs, this study will focus on reviewing the current onboarding practices of the sales team and
looking at what an effective, virtual onboarding program would look like in the future. The
following questions guide this research:

e Research Question 1: What current factors prevent new hire productivity at LearnBot?
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e Research Question 2: What factors encompass an effective virtual sales onboarding
program?

Literature Review

The onboarding process is recognized as a critical component for successful employee
performance and retention. Organizations with successful onboarding programs are more likely
to have employees with positive attitudes, see higher retention levels, and reduce rates of wasted
time and resources related to turnover (Bauer et al., 2007). Research and evidence associated
with the impact of onboarding programs are vast. For this study, the literature review was
narrowed to focus on the concepts of organizational socialization, sensemaking, and transfer of
training. While each of these topics varies slightly from the other, all three are beneficial to the
successful acclimation of an employee into their new role. Although limited, new research and
evidence related to onboarding in the virtual environment has also been reviewed to inform the
connections and departures from the research of traditional, in-person onboarding mechanisms.
Organizational Socialization

Onboarding, also referred to as organizational socialization, is defined as the process in
which new employees transition from outsider to insider (Bauer & Erdogan, 2012).
Organizational socialization is mutually beneficial and has become increasingly important to
organizations and individuals. With increased workforce mobility, individuals rarely remain at
one organization for the duration of their career and instead change jobs on average of 10.2 times
over 20 years (Bauer et al., 2007). Socialization is associated with many benefits to the
individual, including job satisfaction, self-confidence, increased role clarity and career
effectiveness (Chao et al., 1994, p. 731). Reichers (1987) recognizes that the process of

organizational membership, or becoming an effective insider, involves mutual participation
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between the organization and the individual, known as the interactionist perspective. This
mutual influence includes the organizational efforts and investments, from recruitment through
hiring and acclimation, as well as the individual efforts as newcomers manage uncertainty and
develop an understanding of performing the job they were hired for (Anderson, 2001).

Bauer and Erdogan (2011) summarize a general model of socialization, which examines
socialization factors, including individual and organizational influence, under the categories of

new employee characteristics, new employee behaviors, and organizational efforts (p. 52).

New employee characteristics
. Proactive personality

. Extraversion

e  Openness
L]

Veteran employee Sa
Adjustment
New employee behavior Role clarity Outcomes
e Information seeking Self-efficacy e Satisfaction
e  Feedback seeking —p Acceptance by —> e Commitment
*  Relationship building organizational insiders e Turnover
e Performance

Knowledge of

organizational culture
Organizational efforts
e  Socialization tactics
. Formal orientations /'
° Recruitment /realistic previews
e  Organizational insiders

A summary process of socialization (Bauer & Erdogan, 2011, p. 52)

Given that the LearnBot Sales Team employees have already been recruited and selected,
the focus of this study will be primarily on new employee behaviors and the organizational
efforts to support employee socialization. Saks and Ashforth (1996) showed that personality
traits, such as proactive personality, can significantly impact the speed at which an employee can

adjust to the organization. Research later showed that proactive personality is related to
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adjustment variables and directly correlated to positive socialization outcomes (Kammeyer-
Mueller & Wanberg, 2003, p. 790). Experienced employees are also likely to be more successful
in the socialization process, given their previous work experience in similar roles provides a
sense of task competence and likely contributes to more realistic expectations about the job
(Adkins, 1995). Regardless of how much experience one has, each major role change still
involves socialization into the new role and creates a certain degree of disorientation and sensory
overload (Louis, 1980).

New employee behavior focuses on the actions that the newcomer controls as an active
participant in the socialization process, including information-seeking, feedback-seeking, and
relationship-building (Bauer & Erdogan, 2011). Several factors outside of organizational
onboarding tactics can impact new employees’ on-the-job success and speed to productivity.
New employee behaviors differ from the antecedent of personality, as behaviors are independent
on individuals’ disposition; however, certain personality types may find these behaviors are more
natural or require less effort. As research related to the virtual workplace surfaces, new employee
behaviors are likely to impact the socialization process significantly. During the onboarding
process, informal activities that support ideal new employee behavior, such as a quick
conversation with a manager after a team meeting (feedback-seeking), small talk at the coffee
station (information-seeking), or an impromptu happy hour with coworkers (relationship-
building) occur less frequently, if ever, in the remote work environment. These reductions in
opportunities to engage in new employee behaviors negatively impact socialization (Hemphill &
Begel, 2011).

Many organizations now understand the value of onboarding and have adopted formal

onboarding programs to increase retention and speed up time to productivity in new hires.
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Accelerating the transition from newcomer to effective insider creates a competitive advantage
for organizations, as they can begin to monetize the benefit of the new hire sooner (Perrot et al.,
2014). The faster an organization can transition their new employee, from a newcomer into an
effective insider, the greater their advantage.

Organizational efforts are the various programs and processes that the organization
implements to support socialization. The tactics can range from institutionalized, in which a
formal onboarding program with various sequential support mechanisms is followed, to
individualized, in which employees begin work immediately and the process is random and
informal (Jones, 1986, p. 263). While institutionalized and individualized tactics both have
benefits and challenges, research has shown institutionalized tactics produce desirable outcomes
relative to job attitudes and decreased voluntary turnover (Bauer et al., 2007). However, one
important deviation is that institutionalized tactics negatively impact role innovation, which may
be critical for certain industries and roles (Ashforth & Saks, 1996). It is important to remember
that organizational tactics exist on a scale, as opposed to a binary option of completely
institutionalized or completely individualized. The kinds of tactics being used do not prescribe
the trade-offs for role innovation and superior performance. Instead, Ashforth and Saks (1996)
note, “Whether a given socialization tactic results in high or low role innovation and
performance depends on what is learned, not on how it is taught” (p. 170).

In roles where innovation is required or desired, organizations must be strategic about
their socialization tactics on the continuum of institutionalized to individualized. Through the
socialization process, newcomers use learning to reduce uncertainty in their role (Perrot et al.,
2014). The process of joining a new organization can be overwhelming and daunting. New

employees are unaware of what to expect and are inundated with new experiences and
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interactions daily. Uncertainty reduction theory posits that newcomers are motivated to increase
the predictability of their interactions and experiences to minimize the uncomfortable feelings
related to uncertainty (Berger, 1979). With consideration to the uncertainty reduction theory,
institutionalized tactics have an important advantage, as they provide structured approaches for
learning that help newcomers adjust to their roles.

Sense Making

Out of growing concerns around retention and voluntary turnover, crucial gaps were
identified in organizational entry and socialization approaches based on appreciating what
newcomers experience during the transition period and how they cope with their experiences.
From a historical perspective, the entry phase of employment has been studied from two
predominant perspectives, including turnover, specifically voluntary turnover, and organizational
socialization.

Newcomer expectations are a critical factor associated with voluntary turnover, and have
been further categorized by two approaches related to expectations. The first approach attributes
voluntary turnover to unrealistic or inflated expectations, while the second approach
distinguishes unmet expectations focusing on the initial entry period on-the-job compared to pre-
entry recruitment practices (Kotter, 1973).

Louis (1980) proposes that change, contrast, and surprise constitute major features of the
entry experience (p. 235). Change is defined as the elements that differ between the previous
role and situation, compared to the new role and situation, irrespective of the changes being
positive or negative. The more changes that exist, the more the individual must cope with.
Contrast is defined as person-specific differences in a new setting that emerge based on prior

experiences. A key distinction between change and contrast is visibility and awareness. Factors
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of change are predominantly public and knowable, whereas contrast is based on personal
experience and is largely unknown in advance. While both change and contrast are important
factors in the new entry experience, they are more personally noticed and experienced.

Surprise is defined as the entry experience that represents the difference between an
individual’s anticipations and subsequent experiences in the new setting (Louis, 1980, p. 237).
Surprises may be positive or negative and can be linked to one’s job, role, the organization, or
themself. Sensemaking is one of the ways individuals in organizational settings cope with entry
experiences such as surprises. Sensemaking can be defined as the role of conscious thought in
managing and coping (Louis, 1980, p. 239). Further developing the concept, Karl Weick (1995)
expanded on sensemaking outside of the newcomer experience as an alternate approach for
understanding the process of organizing (Helms et al., 2010, p.182). Specific to the
organizational context, Weick et al. (2005) described sense making as:

...a sequence in which people concerned with identity in the social context of other actors

engage ongoing circumstances from which they extract cues and make plausible sense

retrospectively, while enacting more or less order into those ongoing circumstances (p. 409)
Although Weick’s work expanded beyond the newcomer experience, the approach to
sensemaking is still relevant to onboarding practices and organizational tactics. Sensemaking
activities are most needed in complex and challenging contexts, where the need for
understanding is particularly important — a description that accurately maps to the onboarding
experience (Maitlis, 2005).

When a predicted outcome does not occur, an individual’s cognitive consistency is
threatened, leading to a discrepancy between predicted and actual outcomes, which produces a

state of tension. The individual must then develop an explanation to help resolve this tension.
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This retrospective explanation is produced through the process known as sense making. These
explanations help individuals explain unpredictable experiences and bridge the gap between
actions and expectations — providing reasons for outcomes (Louis, 1980). This tension and
ability to resolve through sense-making are potential contributors to perceived organizational
support (Klein et al., 2015).

Sense making occurs throughout all stages of employment whenever members of an
organization confront events, issues, or actions that surprise or confuse them (Maitlis, 2005, p.
21). The needs of a newcomer related to sense making differ, however, from that of
organizational insiders. Most simply, insiders generally know what to expect in situations,
drawing on past experiences, limiting the amount of surprise faced, and feeling the need to have
things make sense. When surprises arise for tenured employees, as organizational insiders, they
typically have sufficient context through experience to interpret the situation more accurately
than newcomers. Lastly, when sense-making is necessary, the insider usually has built
relationships that can be leveraged to test perceptions (Louis, 1980).

Transfer of Training

For this study, onboarding has been identified as a form of training, leveraging the
definition set out by Brown and Sitzmann (2011) of “formal, planned effort to help employees
gain job-relevant knowledge and skills” (p. 469). As Saks (2014) suggests, transfer of training
has direct implications for organizational socialization. The primary purpose of organizational
socialization can be defined as a learning process as newcomers process information and adjust
their behaviors and mindset (Klein & Weaver, 2000). Learning has been clearly accepted as a
critical component of the socialization process. Chao et al. (1994) developed a scale of six

dimensions to measure organizational learning content, which was later improved upon by
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creating the Newcomer Socialization Questionnaire (NSQ). The NSQ, designed by Haueter,
Macan, and Winter (2003), measures factual knowledge and knowledge of expected role
behaviors across three dimensions of newcomer socialization. Learning and training programs,
such as orientations and formal onboarding courses, effectively reduce newcomer anxiety and
inform new hires. While research revealed orientations and other new employee training
programs could be effective in supporting the socialization process, they have primarily been
examined in relation to whether or not the newcomer participated in these tactics, as opposed to
an assessment of the learning content and transfer of training (Saks, 2014).

For training to be successful, there must be a positive transfer of training. Baldwin and
Ford (1988) define the positive transfer of training as: “the degree to which learners effectively
apply the knowledge, skills, and attitudes gained in a training context on the job” (p. 63). For
this study, training will be defined as the systematic and formal tactics that provide knowledge
and skills related to what employees need to know, what they need to do, and what they need to
feel to successfully perform their jobs (Grossman & Salas, 2011).

Baldwin and Ford (1988) created a model for the transfer process, including inputs,
outputs, and the conditions of transfer based on their qualitative review. Saks (2014) adapted
this to present a model for transfer of socialization. In this model, training inputs are shown to
be central for learning and retention. Both models include motivation and perceived utility as
inputs of successful transfer. Research shows that new employee motivation is highest during
the first 90 days on the job (Takeuchi et al., 2021). Perceived utility is described as the learner’s
perception that the training is useful and valuable, making them more likely to apply it on the

job. It can be surmised that in the newcomer experience, transfer of training would be most
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successful if it takes place in the first 90 days, where motivation is high and is perceived to be

immediately applicable.

Conceptual Framework

Klein and Heuser’s (2008) conceptual framework of Inform-Welcome-Guide (IWG)
incorporates all formal and informal practices, programs, and policies enacted or engaged in by
an organization (or its agents) to help socialize new employees (Klein & Heuser, 2008, p. 316).
The Inform-Welcome-Guide Framework of onboarding builds on the foundational work of
socialization conducted by VVan Maanen and Schein (1979). It incorporates the instructional
design components of learning conditions and experiences by Gagné and Briggs (1974) to
evaluate specific onboarding practices and assess their effectiveness of those practices in
facilitating newcomer adjustment.

Klein and Heuser (2008) posit that the learning of socialization content involves
organizational tactics and practices, social agents, and newcomer proactivity, and includes
successful application of learning outcomes. With this in mind, their work takes an instructional
design approach of socialization in order to identify not only what kind of orienting activities are
most effective at forming socialization but how to structure those activities for optimal learning
and transfer (Klein & Heuser, 2008).

These activities and structures are divided within the three categories of Inform,
Welcome, and Guide. The IWG framework was created by gathering insights from textbooks on
staffing and training and by examining organizational websites cited by practitioner literature as
exemplars of effective orientation. From this material, the authors created a typology of
common practices, shown in Figure 1. The largest category of orientation activities, Inform, aims

to provide newcomers with information, including all efforts to provide information, materials
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and experiences to excel in the new role. Given Information is the largest category with a
majority of activities falling within it, it was subdivided into three types: communication,
resources and training. Communication includes one-way messages and two-way dialogues,
inclusive of written and verbal forms of communication. Resources is defined as making
materials available, and for the purposes of this study will include all onboarding materials,
internal documentation, templates, and required materials for successful job performance.
Training refers to the activities which are planned in order to facilitate learning for the new hire.
Each of these subcategory definitions are outlined by Klein and Heuser (2008) from The
Learning of Socialization Content (p. 318).

The welcome category consists of efforts aimed at celebrating the arrival of the new
employee and providing opportunities for him/her to meet and socialize with other members of
the organization. The last category, Guide, includes efforts to provide a more “hands-on”
personal guide to help newcomers navigate the transition. For example, the Guide category
includes active, direct assistance, such as a buddy or mentor, who can help new hires navigate

from naive outsider to effective insider (Klein, et al., 2015).
Figure 1: Typology of Socialization Practices (Klein & Heuser, 2008)

Table 4. A Typology of Socialization Practices.

Category of Sub-Categonies Description of Category or Sub-Category Examples of Activitics

Activitics
Inform Activitics that provide information,
matcnals, and experniences
Communication Planned cfforts to facilitate Providing a brochure during recruitment
communication with newcomers. outlining benefits and opportunitics
Includes both the provision of onc-way Scheduling a conference call question and
messages and opportunitics for two- answer session for new hires
way dialogues
Resources Making matenials or assistance available Hawving a section of the company website
to new hires. These cfforts differ from just for new hire with things like a
communication in that the new hire has glossary of company terms and a list of
to take the initiative to access them key contacts
Having a newcomer hotline
Training Planned cfforts to facilitate the systematic Formal onentation programs (onlinc or
acquisition of skills, behaviors, classroom based, company wide or
knowledge specific to the work unit)
Training on job skills (on-the-job or off)
Welcome Activitics that provide opportunitics for Planned activitics to ensure new hires meet
ncw hires to meet and socialize with their coworkers and other key
other organizational members and/or individuals
celebrate the arrival of the newcomer Receiving a welcome phone call from an
exccutive
Guide Activitics that provide a personal guide A formal “"buddy™ system that assigns an

for cach new hire

cxpernienced coworkers to cach new hire
A welcome coordinator that oversees all
aspects of the oricntation process
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Project Design & Methods

This study examined qualitative data to answer the research questions proposed. This
quality improvement project aimed to uncover the current newcomer sales experience within the
organization and optimize orientation practices to increase time to productivity in the sales
team’s future new hires. The conceptual framework of IWG by Klein and Heuser (2008) is
followed, taking an instructional system approach to socialization. This approach was selected
over various other methodologies of socialization because it identifies the kinds of orienting
activities most effective for learning different socialization content dimensions and provides
insights into structuring those activities to provide an optimal learning environment for that type
of learning (Klein & Heuser, 2008, p. 320). While Klein and Heuser (2008) exclude proactive
behavior of the newcomer, they include the actions within the organization’s control that
promote, facilitate, and maximize proactivity.

Klein and Heuser’s (2008) framework for orienting practices also includes a three-
dimensional perspective of what employees need to master at different levels by different points
in time. Socialization is an ongoing process over time, so several distinct time frames are
suggested. Within this study, several distinct time frames were identified—first day, first week,
first month, and first 90 days—to align to the organization’s desire to have sales staff productive
as quickly as possible. Additionally, in this three-dimensional framework, the level of
socialization was explicitly recognized across job/role, work group, unit, and organization. Since
this study focuses explicitly on the sales team, job/role and work group levels have been isolated
from unit and organization. The last consideration was related to the virtual work environment.
After observing the first onboarding orientation, direct references to the virtual environment

were removed from the interview and focus group questions. The purpose was to limit the
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potential bias from framing the virtual environment as a barrier and uncovering it if it was a
challenge or an issue, as leadership suspected.
Data Collection

Data was collected through observation of onboarding orientations, interviews with
LearnBot executives and Senior Business Development Directors (BDDs), as well as focus
groups with cohorts of recent new hires. All data was collected virtually due to the ongoing
pandemic and the given standard of LearnBot as a remote workforce. While LearnBot executives
and Senior BDDs were interviewed individually, new hires were grouped into cohorts to
understand any changes or differences based on when the new hire started, which orientation
session they attended, and to promote conversations of sensemaking and shared experience. All
interview and focus group participants were recommended by Michael Mitchell and
communicated with in advance of the session. Each participant was provided a high-level
description of the project and made aware that participation was voluntary. Full interview and

focus group protocol can be found in Appendix I1I.

Observation
Three onboarding orientations were observed between January and August of 2021. All

orientations were facilitated by Michael Mitchell, Vice President of Sales, with specific segments
supported by various internal LearnBot employees. All three orientations were scheduled to last
three full days, initially in a cadence of Tuesday-Thursday. Due to scheduling conflicts and
other internal conflicts, all three were rescheduled at least once and split across a full five-day
work week (Monday-Friday). Access to the files and materials shared within the orientation
programs were shared by LearnBot through Google Documents, including the agenda with
facilitator notes, Knowledge Base for Sales Operations, Process Map for the Organizational

Design, Spoken Success Stories, Meeting Templates, and the Onboarding Presentation Deck. A
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sample copy of the orientation agenda is included in Appendix Il. All other documentation is

considered confidential and was used for contextual reference only.

Interviews
Interviews were conducted with eight leaders within the LearnBot organization, including

group leaders and senior BDDs (Table 1). LearnBot leadership was identified by Michael
Mitchell, based on their role and potential impact that the sales team has on their function and
vice versa. Seven leaders across various functions in the organization were suggested, and
outreach was initially set up by Michael Mitchell through an email (Appendix V) requesting
their participation. Follow up communications were sent individually to confirm interest and
availability for scheduling. Three leaders confirmed interest and availability within the specified
timeframe: Sandy Wisneski, Brooke Hernandez and Dawn Edison. Within the sales team, there
are six teams dedicated to specific industries, which the sales team identifies as verticals and is
led by a Senior BDD. Of the six verticals, two Senior BDDs were included in a cohort of new
hires (having joined the organization in the past six months) and invited to an individual
interview. One Senior BDD participated in both the focus group and the individual interviews
and one Senior BDD declined to participate in the interview. The remaining four Senior BDDs

participated in one-on-one interviews to provide the sales management perspective.

Table 1: Interview Participants

Name Job Title Department / Team Name
Hannah Frank Senior Business Development Director | Outside Sales / Clydesdale
Wendy Drake Senior Business Development Director | Outside Sales / Thoroughbred
Dawn Edison Director of Sales Operations Outside Sales & Marketing
Rosa Walker Senior Business Development Director | Outside Sales / Arabian
Linda Plunkett Senior Business Development Director | Outside Sales / Mustang
Brooke Hernandez | Chief Learning Officer (CLO) Learning & Development
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Sandy Wisneski

Chief Revenue Officer (CRO)

Sales & Marketing

Michael Mitchell

Vice President of Sales

Outside Sales Team

Interview questions were developed to understand the content, level and temporal

dimensions of socialization as designed by Klein and Heuser (2008). The questions were framed

in two categories of (1) the current state of onboarding, to understand the challenges, and (2) the

future, ideal state of onboarding, to assess what an effective virtual onboarding program at

LearnBot might require using the dimensions of content, level, and time. Table 2 shows the

questions that were asked and the research question they address.

Table 2: Interview Questions Correlated to Research Questions

Research Question

Question

What are the challenges of
the current onboarding
process?

What are the most common issues or challenges that new hires raise
to management?

What are the most challenging experiences in managing new hires
and the onboarding process?

What are the biggest gaps from your perspective with the onboarding
process?

What factors contribute to an
effective virtual onboarding
program for the LearnBot
Sales Team?

What are your expectations for a new hire on the first day?

What are your expectations for a new hire in the first week?

What are your expectations for a new hire on the first month?

What are your expectations for a new hire on the first 90 days?

Describe the critical benchmarks for sales team members when they
join LearnBot.

Closing

Is there anything I haven’t asked about that you think would be
helpful to know?

Focus Groups

Five focus groups were conducted to capture data on the newcomer experience. New

hires were broken into five cohorts based on their hiring dates. Two of the cohorts had

previously completed orientation before the study began; therefore, the focus groups were

scheduled based on mutual availability of the participants and the researcher. For the remaining
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three cohorts, the focus group was automatically scheduled to take place after completing their
orientation week. Table 3 shows a list of all participants, their job title, and assigned vertical
team with the associated industry of focus. Fifteen new hires accepted the invitation to the focus
groups, representing 100% of sales team new hires as of August 2021. Since the time of the data

collection, three participants have voluntarily resigned from LearnBot.

Table 3: Focus Group Cohorts

Cohort | Name Job Title Team Industry Vertical
Cohort 1 | Joseph Johnson Senior BDD Friesian Tech
Rob Smith BDD Mustang Finance
Cohort 2 | James Gravely* BDD Clydesdale Government
/Military
Leslie Dubois Senior BDD Appaloosa Education
Scott Long BDD Appaloosa Education
Cohort 3 | Allen Misdur Director Inside Sales | NA NA
Aliyah Jala BDD Arabian Professional
Almasi Services
Cohort 4 | Carrol Callas Associate BDD Friesian Tech
Lindor Roldan Associate BDD Arabian Professional
Services
Jeremy Martin* BDD Thoroughbred | Healthcare
Marianne Seay BDD Arabian Professional
Services
Hannah Frank Senior BDD Clydesdale Government
/Military
Cohort 5 | Brandon Stark BDD Thoroughbred | Healthcare
Thuy Brown* BDD Mustang Finance
Gloria Simmons | BDD Thoroughbred | Healthcare

* has since resigned from LearnBot

All focus groups took place virtually through Zoom. Each session began with an
introduction by Michael Mitchell, outlining the purpose of the focus group and the researcher’s
role and previous experience with LearnBot. After providing the opening remarks, the session
purpose and how information would be used, Michael Mitchell exited the Zoom call. The
researcher explained that all data and any direct comments would only be shared at the aggregate

level and would not be attributed to any individual. Participants were then asked for permission
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to record the session for transcription purposes only and were assured that the recordings would
not be shared beyond the researcher. The focus groups followed a semi-structured approach to
provide consistency but also allow for group shared experience and sensemaking to be
uncovered. The same ten questions (Table 4) were asked in all focus groups, with additional
follow up and clarifying questions asked as needed. Focus group questions were categorized by
the IWG framework of Klein and Heuser (2008). All participants were allowed to respond to
each question and follow-up on comments made by others before moving to the next question or
category.

Table 4: Focus Group Questions

Category Question

Inform — 1. Describe the communications you received as a new hire.

Communication 2. Of all the communications you received, which have you kept or
referenced?

Inform — Resources 3. How did you access materials?

4. How did you get questions answered as a new hire?

Inform — Training 5. Describe your orientation experience.
6. What experiences most prepared you for your role?

Welcome 7. Can you tell me a story about when you felt celebrated or accepted
as a new hire?

Guide 8. Who did you turn to for advice or guidance on the job?
9. Who do you turn to now?
Closing 10. Is there anything I haven’t asked about that you would like to share
or think would be helpful for me to know?
Data Analysis

Field notes from observing orientations were reviewed and developed into observation

memaos, which included the orientation agenda, resources and communications that were



distributed, researcher notes and relevant comments by participants that were captured. All

transcripts and memos were then coded using the IWG Framework, with additional codes

emerging through open coding. Table 5 shows the theme, qualitative code with the definition,

and frequency of occurrence.

Table 5: Code Definitions
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Theme

Quialitative Code

Definition

Frequency
of
Occurrence

Information

Communications

Inclusive of formal and informal
communications, including
emails, written correspondence,
and two-way dialogues.

15

Expectations

Clarity on what is expected of
the new hire and when.

13

Resources

Materials, templates,
documentation, websites
(internal/external), PowerPoint
presentations, articles, and
technology required for job
performance.

18

Training

Planned/formal efforts with the
intention to facilitate learning

Welcome

Networking

Opportunities (or lack of) to
engage and build relationships
with others

Accessibility/Availability

Ability to meet or communicate
with others based on actual or
perceived responsiveness and
interest of the other party.

10

Introductions

Activities or experiences that
provide exposure to new
individuals

11

Isolation

Left to one’s own devices,
lacking connection to direct team
members and/or management

12

Leader Engagement

Communication and interaction
with organizational leadership
(inclusive of Senior BDDs and
above)

11

Guide

Virtual Environment /
Remote Work

The conditions of working from
home and across geographic
boundaries and time zones




32

Culture

Expected organizational norms
that guide values and practices of
employees

Values

Organizational beliefs that guide
or motivate employee attitudes
and actions.

Safety

Ability to participate in activities
and/or conversation without fear
of negative conseguences.

12

Technical Expertise

Previous sales experience or
proficiency related to
performance and ability.

Tenure

Length of employment in the
organization

Expertise

Industry Experience

Experience not related directly to
sales, rather focused on specific
vertical/market knowledge.

Utility/Application

Opportunity and/or ability to use
knowledge or skill on the job.

After the initial coding, transcripts were then reviewed for themes and searched for
common phrases and examples. A third round of analysis was completed to understand which
research question the emerging theme aligned with. For comments that identified specific
challenges related to resources and communications, materials collected in observation were

cross-referenced for accuracy and accessibility. For example, the organizational structure was

discussed across all five focus groups as a pain point and was cross-referenced with the materials

provided in the orientation observations, noting that the links provided for the LearnBot Sales

Team Org Chart and other corresponding structure documentation were inactive or not updated.

Concerns and Limitations

The major limitations of this project involve the inconsistency of the newcomer experience
across participants and the researcher’s potential bias. The newcomer experience varies greatly
based on a multitude of factors, including personality traits, behaviors, and orienting practices
(Bauer et al., 2014). This study isolated the focus to orienting practices to make quality

improvements on the factors the organization solely controlled. This research took place while
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changes were already being made internally to the sales orientation process — including vast
changes to the orientation program and expectations of the new hire. All three orientations
observed had substantial revisions, materials varied across presentations, and expectations of the
new hires who joined the organization between January and March differed significantly from
the expectations outlined for new hires joining between June and August. Due to time
constraints, the researcher was the only reviewer of the qualitative data, leaving room for bias to

be a potential factor.

Findings

Five findings were consistently identified across all data sources. The findings are
identified below, including the source of the data. Notably, the virtual environment and remote
work were not significant factors in challenge related to the current orientation and onboarding
practices. The few times the virtual work environment was raised, it was described as a positive
experience and/or benefit to the new hires. Although LearnBot leadership had expressed concern
about the virtual work environment and multiple time zones as a potential challenge to the

onboarding process, this did not bear out in the data analysis.

Findings Snapshot

Finding Data Source

Orientation is too focused on technical sales expertise Observation
Focus Groups

Employees do not have the all the required resources to Observation

actively engage and participate in the onboarding process. Focus Groups

Welcome and celebration tactics are rarely (if ever) Focus Groups
experienced as a new hire. Interviews
Formal processes and policies for how to engage in Focus Groups
socialization and networking are desired by new hires. Interviews

The orientation and onboarding do not afford psychological | Focus Groups
safety to new employees. Observation
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Finding 1. Orientation is too focused on technical sales expertise

Individual interviews and focus groups revealed most new hires believed the orientation
program was too heavily focused on sales practices. New hires had “We know the goal
varying degrees of exposure to LearnBot as an organization and of any sales team —

. . . . T it’s in the title.
extensive sales experience in related fields (primarily in the sale of

When you have

training content). The orientation program at LearnBot is currently significant tenure

spread across three full days, covering both organizational content less focus should be

and sales-specific training. Across 24 hours of orientation, LB EIELTE s

fundamentals.”
approximately six hours are focused on organizational-specific
topics. The remaining hours are spread across topics that include prospecting and targeting
clients, account planning, cold calling, scheduling a demo with potential clients, meeting follow-
ups and meeting framework, procurement, forecasting and budgeting, successful engagements,
and project expansion.
Recent new hires shared that a substantial portion of the orientation segments focused

heavily on junior sales information. One new hire noted:

“We spent way too much time covering Winalytics. For a day one sales person, sure, maybe
they need that. But we're all experienced hires and it felt really unnecessary.”

By spending time on generic sales practices, less time is spent on the vision and values of
LearnBot overall. According to recent hires, this time would be better spent helping new hires
understand what sets LearnBot apart as an organization in the virtual reality training space. As
LearnBot continues to grow, staff have found it challenging to keep up with changes. The
organizational chart alone was referenced in every interview and focus group, from hard to
understand to simply where to find it or access a copy of it. The organizational design accounts

for only 15 minutes of the current orientation structure. Similarly, specifics such as the



35

organization’s formal philosophy on feedback and performance management are not included in
the orientation at all. New hires also shared that the sales specific information was received too
early in the process for many of them to put into practice. For those new hires who attended
orientation in the first days or weeks on the job, a large portion of the content was challenging to
process and retain, given missing pieces of information, such as understanding who the critical
stakeholders are, how the sales teams are connected, or what short- and long-term expectations
were as individuals and as a team. This content was described as “too detailed for the initial
onboarding process” and would be more helpful if it could be referenced on an “as needed” or in
the moment basis further into the onboarding process.

Finding 2. Employees lack the required resources to engage and participate actively in
onboarding processes

Through observation, interviews and focus groups, it was noted that one major barrier to
the success of the onboarding process was having the appropriate resources to engage with. For
the purpose of this research, resources were defined as supplies, materials and equipment
(excluding human resources and networks, as these were defined separately under guidance).
Over a quarter of sales new hires described in the focus groups that they did not have the
required or necessary resources on or before their first day on the job. One participant noted that
they received their work laptop in advance of their first day, but it was unfortunately not
functional. After a week of troubleshooting both hardware and software issues, they switched to
working from their personal laptop for weeks until the problems were resolved. This created a
considerable number of inefficiencies for the individual and added a layer of stress and anxiety
to the onboarding process. Two other participants noted they used their personal equipment for
the first week of work, and another individual shared they were unable to access any LearnBot

files for the first two weeks on the job. Resource challenges were not limited to physical
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equipment. Many interviews and focus group members described the challenge of accessing and
comprehending the onboarding materials provided. All materials for the onboarding process are
shared using Google Drive. Within the attached agenda for orientation, links to additional
documents and PowerPoint decks are included. The orientation agenda identifies a column for
the time, theme, activity, goal, resources and prework, and facilitator for each day. The agenda
is shared via the calendar invitation for the orientation event. It does not include instructions for
how to leverage the document or set expectations for the experience and activities of each day.
During the interview process, multiple Senior BDDs discussed their frustration with ever-
changing materials and issues with version control. All interviewees that raised the issue of
resource improvements noted that the improvements were necessary, but the current process of
ongoing updates was causing more issues than it was solving. If changes are going to be made to
resources, staff would like there to be a protocol for how the updates are made and where the
most up to date document resides. One focus group member described the issue:

“I keep hearing that you find the org chart here — or — that document is in the Google Drive
there — but I can’t actually ever find it. Sometimes | have found a version of the document I’'m
looking for, but not one that was used in orientation or the most up to date.”

When discussing resource materials, one interviewee stated that documentation “felt less
structured and formal than other organizations I’ve worked at. It feels very informal and real
time. Things are being put together as we ask for them.” Many recent new hires also noted that
providing instructions for how to leverage the materials that are shared would be helpful. Setting
expectations before the session of what materials will be covered, what should be read in
advance or reviewed after would be immensely beneficial. Some new hires also felt it would be

useful to have a checklist for awareness and to ensure they have the necessary materials and

equipment — to avoid being unaware that something is missing. As an example, one new hire
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didn’t know they didn’t have access to a specific file drive until after orientation — and then they

weren’t sure who to go to for help.

Finding 3. Welcome and celebration tactics are rarely (if ever) experienced as a new hire.
One of the most common themes across interviews and focus groups was the lack of

welcome and celebration tactics that new hires experience. This came “Our culture

as a suprise to newcomers, given the culture and values of LearnBot as screams I'm so

. . . busy!” —which
articulated by the organization. Over one-third of the focus group
translates to leave

participants said they were not contacted by their direct manager on me alone unless it’s

the first day of employment. In focus groups and interviews, this was critical or an
attributed to how busy managers are — but it raised early concerns for emergency. "
when it is appropriate to “bother” your manager. The fact that contacting the direct manager was
regularly referred to as “bothering” them was also notable. Beyond contact with management,
there is also limited contact with direct team members and other colleagues. Less than half of
focus group participants were introduced to immediate team members on their first day. Only a
third had been introduced to additional colleagues during their first week on the job. Newcomers
were left to their own devices to set up meetings with colleagues to introduce themselves. This
process led to varying degrees of success for new hires. For those who did feel successful
navigating the first week of introductions, the majority described the process as challenging and
likely unreasonable for those in a more junior role or with less experience. Multiple new hires
claimed their ability to meet and connect with the people they needed to was strictly attributed to
their personality and communication style. For those who were less successful, the process was

described as isolating, stressful, anxiety inducing, and unrealistic.

“Having pre-scheduled meetings with core team members and stakeholders would have been
really helpful. Having it be self-directed left me a little overwhelmed. ”
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The lack of welcome practices had a clear impact on the overall onboarding process for new

hires. Many described the missing welcome elements as signs that the onboarding process was

not formal and that the organization was still “operating like a start-up.”

Finding 4. New hires desire formal processes and policies about socialization and networking.
With little to no welcome processes in place, the majority of new hires said that one of

the most challenging aspects of joining the organization was learning how to network and create

“| was somewhat connections. As the organization continues to expand, navigating

left to my own
devices to figure
things out on an as
needed basis. You
have to leverage a
network and
building that too
was individually
driven.”

through multiple functions has become more difficult. Recent hires
described confusion around what is appropriate outreach to senior
executives within the organization. As an example, one employee
noted that in a traditional start-up, one would likely not hesitate to
reach out to the CEO or president. Yet, as LearnBot has placed an
emphasis on moving past the startup phase, there isn’t clarity on the culture of networking and
expectations of executive communication. The issue begins from the first day on the job, as little
to no communication or direction is provided on who new hires should connect with and when.
The problem is presented by new hires as a gap throughout the onboarding process, glaringly
highlighted by the lack of a clear organizational chart or department map. Across all interviews
and focus groups, participants described the organizational chart was rarely, if at all, referenced,
shown, or provided. When the organizational chart was provided, it was usually out of date and
the source location was never provided. Given the ongoing changes within the organization,
version control was noted as an ongoing struggle. In one focus group, as the conversation

developed about the org structure and chart, one participant said, “Yeah, pretty sure I saw that
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somewhere...but I couldn’t tell you where.” Focus group participants described feeling pressured
to reach out to other colleagues but lacked confidence.

We were provided an org chart, but it was first names only. | really had to do some research to
find people. And then I had to ask myself, is it appropriate for to reach out to the head of
products yet? Should | be waiting for an introduction?

Participants described using a thank you email to the individuals they met during the recruitment
and interview process as a means of connecting to avoid the perception that they needed

something from a colleague so early on.

While socialization and networking are important aspects of the new hire experience,
they also provide a critical connection for how team members learn to get things done. The lack
of formal connections and prescription around outreach were described as consequential barriers
to getting work done in the early days on the job. One new hire, who had joined the organization
two months prior, stated with frustration: “How do I get immediate answers? That’s important to
me and I still don’t really know.” As the conversation of values and culture was raised at a focus
group, participants remarked about executive leadership, noting CEO emails are excellent, they
help the culture resonate, and provide motivation and drive for the salesperson. Many focus
group members reported a sense of “goodness,” noting the communication by Clive Hughes
(LearnBot Chief Executive Officer) was described as graceful with co-workers and the concept
of doing well by doing good. Yet, confusion exists around access to leadership. The organization

feels small enough that a more personal introduction by senior leadership appeared reasonable as

voiced by numerous focus group attendees.
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Finding 5. Orientation and onboarding do not afford psychological safety to new employees.
Psychological safety is defined as the perception that people are comfortable acting as
themselves and can be present in the workplace without fear of consequences to their status or
career (Carmeli et al., 2009). Since learning depends on members sharing knowledge and the
associated social process, psychological safety is a critical factor in the learning across and

within an organization. This concept is one that LearnBot is extremely familiar with.

Psychological safety is a key selling point of the VR Training “It was interesting
to see orientation
model, boasting that learners can experiment in a safe setting and led by the VP of
Sales — it was great
practice without fear of reputational damage in their organization. for visibility but

higher pressure and
Throughout their training, this point is emphasized to the sales staff very intimidating.
We preach
as a key factor to highlight with prospective clients. Yet, this is not psychologically safe
spaces but this
the experience for sales staff within their orientation and didn’t feel that

2

way.
onboarding process. The Vice President of Sales leads the current

orientation program. The role of the Vice President as a facilitator in orientation was raised
numerous times in both interviews and focus groups. The orientation methodology should be
consistent with the organization’s mission. Performance anxiety is what the organization is
working to minimize or eliminate, but it hasn’t applied this value to its internal offerings. During
orientation, multiple activities are scheduled to provide new hires with the opportunity to
practice sales skills using LearnBot specific data and information. While in theory, the process
of application for learning is a positive, the execution has failed to achieve the desired results.
Focus groups revealed most new hires were surprised by the expectation to deliver a
demonstration early in their tenure, and noted their discomfort with their senior leader overseeing

the process.
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“Michael is great but having your boss doing your demo is intimidating. Are we safe to fail? Is
there an assessment already happening on day one? The spirit is there but it doesn’t change the
vibe.”

“Having your skip level boss as the lead facilitator was tough for security purposes. It felt hard
to ask question or let your guard down and feel safe to ask the dumb questions, fail or try
something new.”

Participants were quick to point out that the opportunity to test their knowledge and
comprehension of LearnBot specific content was a beneficial activity. The most prominent
concerns were the oversight of a direct supervisor or senior leader and the surprise nature of the
activities. New hires want to know when activities will require them to participate in exercises
with an audience and want additional time to prepare for such engagements. Multiple focus
group participants noted they felt “surprised” or “thrown off guard” by realizing they would be
sharing their pitch during the session. One interview participant said “I reviewed the agenda, but
even then, I didn’t realize I should have been preparing anything. | felt like | needed more time
to digest the material and would appreciate not being put on the spot in front of my boss.”

“The days are packed and there is little clarity on expectations. A couple of moments of “it’s

your turn to do something” which felt really out of the blue and without warning. There were a
few unrealistic expectations of what you should be ready to do and when it will be expected of

2

you.

“Probably would be better to have a trainer lead these specific sessions. Fish bowls are used in
the orientation, even though we generally don’t recommend our clients do that — training should
be 1:1 to promote comfort and safety.”

Recommendations

In the next three years, LearnBot has committed to doubling revenue by reaching $100
million in sales. Driving that expectation is the continued expansion of the sales staff and
increased hiring across verticals. The following recommendations are aimed at addressing the

findings previously identified and creating an effective virtual onboarding program for the
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LearnBot Sales Team beginning on day one for new hires. Each recommendation addresses

specific findings, highlighted in the Recommendations Snapshot. Recommendations are aligned

to the Inform Welcome Guide framework and include multiple subcomponents to address

specific requirements of each associated finding. Building on the Inform, Welcome, Guide

framework, Klein, Polin and Sutton (2015) demonstrated the value of looking beyond broad

socialization tactics and examined specific onboarding practices within the IWG framework to

assess their effectiveness. Each of the categories within the IWG framework reflects a different

purpose; therefore, it is recommended that multiple practices from each category are offered.

Recommendations Snapshot

Recommendation

Related Finding

Recommendation 1: Create a sales-specific
welcome guide & roadmap for new hires
and managers

e Orientation is too focused on technical sales
expertise

e Welcome and celebration tactics are rarely (if
ever) experienced as a new hire.

e Employees do not have the all the required
resources to actively engage and participate in
the onboarding process.

Recommendation 2: Integrate virtual reality
through Learnbot products into the
newcomer experience

e The orientation and onboarding do not afford
psychological safety to new employees.

Recommendation 3: Incorporate sales staff
throughout the acclimation process

e Formal processes and policies for how to
engage in socialization and networking are
desired by new hires.

e The orientation and onboarding do not afford
psychological safety to new employees.
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Recommendation 1: Create a sales-specific welcome guide & roadmap for new hires and
managers

To expedite the process of sales newcomers becoming fully functioning organization
members, a structured onboarding process should be created and consistently followed for all
new sales employees and their managers. Focus groups and interviews said that employees
regularly do not have the required resources to engage and participate in the onboarding process,
which is frequently due to being unaware of what to expect or what resources are required. By
creating a clear roadmap for the sales team specifically, newcomers and their managers can
reduce the uncertainty and anxiety that frequently accompanies the newcomer experience.
Within this roadmap, the sales onboarding process should identify the welcome practices that are
required by managers and team members and include a new hire checklist of resources and
activities to help newcomers navigate the onboarding experience.

Recommendation 1a: Robust welcome practices required by managers and team members.

An onboarding roadmap is a simplistic solution on its own, which would be insufficient if
it only included required steps for the newcomer. Instead, the Sales Team Welcome Guide and
Roadmap must address the activities with the explicit goal of celebrating the new employee,
expressing appreciation that they have joined the organization, and providing insights on how
newcomers can meet other organization members. These practices are designed to address the
emotional needs of newcomers and help them develop the social capital required to be successful
in their role (Klein et al., 2015). These practices must include directives for the new hires direct
manager to contact the employee on their first day on the job, or assign a delegate in the event

they are unavailable or out of the office. A timeline for introduction of the new employee’s
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direct team members, other sales associates, and relevant critical stakeholders should also be
identified and these introductions should be orchestrated by the direct manager (or delegate).
Recommendation 1b: Check list of resources and stakeholder analysis with networking map

The information category encompasses all the efforts to provide materials,
communications and experiences that inform the newcomer in the transition from outsider to
functional insider (Klein & Heuser, 2008). The current onboarding process within the sales team
lacks a number of necessary resources that new employees need in this transition period. The
sales team should complete an inventory of all required documents, communications, templates,
and materials that are necessary for the successful onboarding of a new hire. This list should be
developed into a checklist that can be leveraged by both the new hires and their manager. This
will help ensure that new employees have the required resources available to actively engage and
participate in the onboarding process and minimize inefficiency in the onboarding process.
Additionally, focus groups identified that formal processes and policies for how to engage in
socialization and networking are desired by new hires. By integrating a stakeholder analysis into
the onboarding process, new hires are provided a structure process to understand how and when
they should engage with specific stakeholders, as well as begin the critical process of navigating
the organizational landscape. A sample of a stakeholder analysis can be found in Appendix V.
Recommendation 2: Integrate virtual reality through LearnBot products into the
newcomer experience

LearnBot products are designed to be innovative and psychologically safe ways to
increase learning. However, the focus groups and observations revealed that learning relative to
onboarding had limited to less than ideal transfer due to the anxiety and risk-aversion newcomers

faced in many local onboarding practices. Interviews and focus groups also identified that
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receiving information is a meaningful factor in transfer and application. Training utility refers to
the extent to which trainees perceive it to be useful in their job (Saks et al., 2007). It was noted
that newcomers regularly didn’t know the context or utility of a specific training session or
process when it was originally provided in the orientation experience. Many further detailed
how it would have been helpful to have access to this information and/or experience at a later
date when utility was higher. Both of these issues could be addressed by utilizing the technology
that LearnBot already owns and sells. By developing training experiences in the virtual
environment supported by the LearnBot artificial intelligence and a VR Virtuoso, a
psychologically safe onboarding training experience could be created. Another benefit of the VR
simulations at LearnBot is that they are recorded, allowing new hires to review the content and
experiences at a later date, when perceived utility has increased.

In the current structure, orientation is delivered on an ad hoc basis. Because the
orientation schedule varies, a new hire could receive orientation during their first week on the job
or during the second month. This inconsistency results in information that is either too in-depth
for the new hire to comprehend or repetitive for those who have already had to learn informally
before the orientation. By moving key components of the orientation to pre-recorded sessions or
into the virtual environment that can be scheduled as needed, new hires can receive the necessary
information and content at the appropriate time, on-demand.

The LearnBot sales team should assess the content and expectations across temporal
dimensions but should also examine which components of the onboarding process would benefit
from being removed from the live-instructor led sessions to the virtual reality space. An example
of the programs that would benefit from the LearnBot product has been outlined in Table 6. This

list is not exhaustive and would benefit from internal review and expansion. The example is
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based on the combination of observation and focus group notes relative to areas where

participants expressed discomfort or unpreparedness with engagement in the activity or a lack of

psychological safety.

Table 6: Sales Onboarding with Virtual Reality Experience

. . . . Follow-Up
Experiences / Topic | Current Delivery Suggested Delivery Opportunity
Prospecting and Live instructor led Recorded session led by Reminder to
Targeting session (45 minutes) | VR- Virtuoso (avatar). review sent

Facilitated by Shared during Week 1 of | during One

Michael Mitchell
during orientation
day 1.

New Hire Experience.

Month Check-In

Story Time & Case
Studies

Live instructor led
session (90 minutes)
Facilitated by
Michael Mitchell
during orientation
day 1.

Recorded session
including various BDDs
sharing personal
experiences. Shared
during Week 2 on the New
Hire Experience.

Updated
quarterly to
include new and
additional
success stories.

Product

Live instructor led

Experience led by a VR-

Made available

Demonstration session (120 Virtuoso using the Virtual | ongoing
minutes) Reality Environment 1:1 throughout the
Facilitated by with new hire. Multiple onboarding
Michael Mitchell opportunities to practice experience.
during orientation the product demonstration
day 2. beginning in Week 2 of

the New Hire Experience.
First Meeting Live instructor led Recorded session led by Available for

Protocol

session (60 minutes)
Facilitated by
Michael Mitchell

VR- Virtuoso (avatar).
Shared during Week 3 of
the New Hire Experience.

review ongoing
with a reminder
shared once the

during orientation first client
day 2. meeting has been
scheduled.
Follow-on Meetings | Live instructor led Recorded session led by Available for

session (120
minutes)
Facilitated by

VR- Virtuoso (avatar).
Shared during Week 4 of
the New Hire Experience.

review ongoing
with a reminder
shared once the

Michael Mitchell first client
during orientation meeting has been
day 3. completed.
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Recommendation 3: Incorporate sales staff throughout the acclimation process

Interviews and focus groups frequently commented on the overfilled and hectic schedules
across all departments at LearnBot. This was commonly noted as a rationale for why sales team
members and even managers did not regularly engage in the onboarding process for new hires.
Newcomers shared that this lack of interaction with peers and managers created a number of
issues related to efficiency and time to productivity. It is recommended that all sales staff are
required to participate in the onboarding of new sales team members. Klein and Heuser (2015)
describe the guide component of onboarding as the practices aimed at providing active, direct
assistance to new hires, helping them navigate the transition to effective insider (p. 265). This
can include various practices, from assigning buddies or mentors to a formal welcome
coordinator who oversees the organization’s onboarding and orientation process. The role of the
guide dimension within the IWG framework is designed to supplement the new employee
behaviors that support socialization, including information-seeking, feedback-seeking and
relationship-building (Klein & Heuser, 2008). Although the organization does not directly
control new employee behaviors, practices can be implemented, which maximize the
effectiveness of proactive new employee behaviors.

To maximize proactive behaviors without burdening individual sales staff with over-
scheduled calendars, three integration methods are suggested: (1) sales staff hosts orientation on
a rotating schedule; (2) a new hire mentorship program is designed; and (3) sales staff host
monthly learning sessions to support ongoing development.

Recommend 3a: Require sales staff to host orientation
The current orientation agenda is spread across three to four days, including multiple

speakers with one constant facilitator to thread together the disparate segments. The current
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facilitator is Michael Mitchell, Vice President of Sales. As uncovered in the focus groups and
interviews, Mr. Mitchell’s role in facilitating the orientation results in multiple negative
consequences. As a senior sales leader, this is not an ideal use of resource to dedicate four days
a week multiple times per year. Also, given the nature of his role as a senior leader, it limits the
level of risk taking and freedom of questions that new hires feel comfortable asking during the
orientation programs. Breaking the orientation agenda into smaller segments that are hosted by
sales staff, such as eight half-day programs, would allow for Mr. Mitchell to continue to engage
in orienting practices without expending such significant time and energy solely on orientation.
This would also open the opportunity for expanded network and relationship building for new
hires, by increased exposure to team members during orientation.
Recommendation 3b: Formalize a new hire mentorship program

A significant discovery in socialization research is the importance of access to
organizational insiders (Caldwell & Peters, 2018). The role of a mentor is an excellent way to
formalize the access to organizational insiders who can provide answers to questions that
employees may not feel comfortable asking managers. Mentors can also offer advice on job
performance and expectations, as well as provide social support (Allen et al., 2006). According
to Ostroff and Kozlowski (1993), newcomers who are assigned a mentor are more
knowledgeable about the organization and its culture than those who are not assigned a formal
mentor. The role of a new hire mentor or buddy is not required to be a significant investment of
time for employees participating. The role of new hire mentor can be designed to include
specific welcome practices and support throughout the ongoing socialization process as needed

by the new employee.
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Recommendation 3c: Develop monthly learning sessions and roundtables led by sales staff
Newcomers’ ability to learn and apply socialization content on the job is increased
through the learning principles developed by Gagné (Richey, 2000). A significant component of
the knowledge an organization requires a newcomer to learn is embedded in individual
employees (Argote & Ingram, 2000). By creating learning sessions and roundtables led by
seasoned LearnBot sales staff, newcomers could simultaneously access critical embedded
knowledge and further relationship-building. These sessions would also allow new hires to
develop in-time learning solutions related to specific sales needs. Each sales team member could
be assigned to a specific topic or timeline to present to other team members. This method
provides the opportunity to actively engage sales staff in guiding new hires' onboarding practices

while also filling a gap in the knowledge-sharing process.

Conclusion

As a leading provider of live, avatar-based simulations across the world and a renowned
leader in immersive virtual reality (VR) training, LearnBot has come across issues maintaining a
consistent onboarding program to acclimate new hires. This quality improvement research study
reviewed their sales team onboarding practices and identified gaps in the orienting practices
within the sales team. While it was suspected that these issues were related to the remote
workforce, virtual environment, and multiple time zones, this study revealed that most
challenges of the current onboarding program are instead based on foundational socialization
practices.

Upon researching which factors prevent new hire productivity and which contribute to an
effective virtual sales onboarding program, the researcher designed three recommendations to

improve the new-hire experience. First, it is recommended that LearnBot create a sales-specific
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Welcome Guide & Roadmap for New Hires and Managers to address findings related to
isolation, networking, and the new hire ability to participate actively in onboarding practices.
Second, that LearnBot integrate their virtual reality products into the onboarding practices and
processes, which would increase psychological safety across the newcomer experience. The final
recommendation is to incorporate sales staff throughout the acclimation process so that welcome
tactics are regularly practiced and to increase network building and collaboration. Updating the
onboarding program and orientation to follow evidence-based practices that increase
socialization, LearnBot sales staff will meet productivity expectations more quickly. It is also
likely that the recommended orienting tactics, specifically those related to the Welcome and
Guide categories of the Inform Welcome Guide framework, will increase collaboration across

vertical sales teams long-term beyond the new hire population.



o1

References

Abror, A., & Patrisia, D. (2020). Psychological Safety and Organisational Performance: A
Systematic Literature Review. Personality and Social Psychology Review, 16, 7-21.

Adkins, C. L. (1995). Previous Work Experience and Organizational Socialization: A
Longitudinal Examination. Academy of Management Journal, 38(3), 839-862.

https://doi.org/10.2307/256748

Allen, T. D., Eby, L. T., & Lentz, E. (2006). Mentorship Behaviors and Mentorship Quality
Associated with Formal Mentoring Programs: Closing the Gap Between Research and

Practice. Journal of Applied Psychology, 91(3), 567-578. https://doi.org/10.1037/0021-

9010.91.3.567
Anderson, N. (2001). Towards a Theory of Socialization Impact: Selection as Pre-Entry
Socialization. International Journal of Selection and Assessment, 9(1-2), 84-91.

https://doi.org/10.1111/1468-2389.00165

Argote, L., & Ingram, P. (2000). Knowledge Transfer: A Basis for Competitive Advantage in
Firms. Organizational Behavior and Human Decision Processes, 82(1), 150-1609.

https://doi.org/10.1006/0bhd.2000.2893

Ashforth, B. K., & Saks, A. M. (1996). Socialization Tactics: Longitudinal Effects on Newcomer
Adjustment. Academy of Management Journal, 39(1), 149-178.

https://doi.org/10.2307/256634

Baldwin, T. T., & Ford, J. K. (1988). Transfer of Training: A Review And Directions For Future

Research. Personnel Psychology, 41(1), 63—105. https://doi.org/10.1111/j.1744-

6570.1988.tb00632.x



https://doi.org/10.2307/256748
https://doi.org/10.1037/0021-9010.91.3.567
https://doi.org/10.1037/0021-9010.91.3.567
https://doi.org/10.1111/1468-2389.00165
https://doi.org/10.1006/obhd.2000.2893
https://doi.org/10.2307/256634
https://doi.org/10.1111/j.1744-6570.1988.tb00632.x
https://doi.org/10.1111/j.1744-6570.1988.tb00632.x

52

Bauer, T. N., Bodner, T., Erdogan, B., Truxillo, D. M., & Tucker, J. S. (2007). Newcomer
Adjustment During Organizational Socialization: A Meta-Analytic Review of
Antecedents, Outcomes, and Methods. Journal of Applied Psychology, 92(3), 707-721.

https://doi.org/10.1037/0021-9010.92.3.707

Bauer, T. N., & Erdogan, B. (2011). Organizational socialization: The effective onboarding of
new employees. In S. Zedeck (Ed.), APA Handbook of Industrial and Organizational
Psychology (Vol. 3: Maintaining, expanding, and contracting the organization, APA
Handbooks in Psychology, pp. 51— 64).

https://doi-org.proxy.library.vanderbilt.edu/10.1037/12171-002

Bauer, T. N., & Erdogan, B. (2012). Organizational socialization outcomes: Now and into the
future. Oxford Handbooks Online.

https://doi.org/10.1093/oxfordhb/9780199763672.013.0006

Bauer, T. N., Erdogan, B., & Simon, L. (2014). Effective New Employee Socialization.
In Meeting the challenge of human resource management: A communication
perspective (p. 52). Routledge.

https://doi.org/10.4324/9780203097984-13

Benson, A. J,, Evans, M. B., & Eys, M. A. (2016). Organizational socialization in team sport
environments. Scandinavian Journal of Medicine & Science in Sports, 26(4), 463-473.

https://doi.org/10.1111/sms.12460

Berger, C. R. (1979). Beyond initial interaction: Uncertainty, understanding, and the
development of interpersonal relationships. Language and Social Psychology, 6, 1-62.
Blume, B. D. (2010). “Transfer of training: a meta-analytic review.” Journal of Management, 39,

1065-1105.


https://doi.org/10.1037/0021-9010.92.3.707
https://doi-org.proxy.library.vanderbilt.edu/10.1037/12171-002
https://doi.org/10.1093/oxfordhb/9780199763672.013.0006
https://doi.org/10.4324/9780203097984-13
https://doi.org/10.1111/sms.12460

53

Brown, A. D. (2000). Making Sense of Inquiry Sensemaking. Journal of Management Studies,

37(1), no—no. https://doi.org/10.1111/1467-6486.00172

Brown, A. D., Stacey, P., & Nandhakumar, J. (2008). Making sense of sensemaking
narratives. Human Relations (New York), 61(8), 1035-1062.

https://doi.org/10.1177/0018726708094858

Brown, K. G., & Sitzmann, T. (2011). Training and employee development for improved
performance. In S. Zedeck (Ed.), APA handbook of industrial and organizational
psychology, Vol. 2. Selecting and developing members for the organization (pp. 469-
503). American Psychological Association. https://doi-

org.proxy.library.vanderbilt.edu/10.1037/12170-016

Carmeli, A., Brueller, D., & Dutton, J. E. (2009). Learning behaviours in the workplace: The role
of high-quality interpersonal relationships and psychological safety. Systems Research
and Behavioral Science: The Official Journal of the International Federation for Systems
Research, 26(1), 81-98.

Caldwell, C., & Peters, R. (2018). New employee onboarding — psychological contracts and
ethical perspectives. The Journal of Management Development, 37(1), 27-39.

https://doi.org/10.1108/JMD-10-2016-0202

Chao, G. T., O’Leary-Kelly, A. M., Wolf, S., Klein, H. J., & Gardner, P. D. (1994).
Organizational Socialization: Its Content and Consequences. Journal of Applied

Psychology, 79(5), 730-743. https://doi.org/10.1037/0021-9010.79.5.730

Cohen, W. M., & Levinthal, D. A. (1990). Absorptive Capacity: A New Perspective on Learning
and Innovation. Administrative Science Quarterly, 35(1), 128-152.

https://doi.org/10.2307/2393553



https://doi.org/10.1111/1467-6486.00172
https://doi.org/10.1177/0018726708094858
https://psycnet-apa-org.proxy.library.vanderbilt.edu/doi/10.1037/12170-016
https://psycnet-apa-org.proxy.library.vanderbilt.edu/doi/10.1037/12170-016
https://doi.org/10.1108/JMD-10-2016-0202
https://doi.org/10.1037/0021-9010.79.5.730
https://doi.org/10.2307/2393553

54

Daniels, H. (2012). Institutional culture, social interaction and learning. Learning, Culture and

Social Interaction, 1(1), 2-11. https://doi.org/10.1016/j.1csi.2012.02.001

Gagné, R. M., & Briggs, L. J. (1974). Principles of instructional design. Holt, Rinehart &
Winston.

Gioia, D. A., & Thomas, J. B. (1996). Identity, Image, and Issue Interpretation: Sensemaking
During Strategic Change in Academia. Administrative Science Quarterly, 41(3), 370—

403. https://doi.org/10.2307/2393936

Goodfellow, R., & Hewling, A. (2005). Reconceptualising Culture in Virtual Learning
Environments: From an ‘Essentialist’ to a ‘Negotiated” Perspective. E-Learning and

Digital Media, 2(4), 355-367. https://doi.org/10.2304/elea.2005.2.4.355

Grossman, R., & Salas, E. (2011). The transfer of training: what really matters. International

Journal of Training and Development, 15(2), 103-120. https://doi.org/10.1111/].1468-

2419.2011.00373.x

Helms Mills, J., Thurlow, A., & Mills, A. J. (2010). Making sense of sensemaking: the critical
sensemaking approach. Qualitative Research in Organizations and Management, 5(2),

182-195. https://doi.org/10.1108/17465641011068857

Hemphill, L., & Begel, A. (2011). Not seen and not heard: Onboarding challenges in newly
virtual teams. 131.107, 65.

Huber, G. P. (1991). Organizational Learning: The Contributing Processes and the
Literatures. Organization Science (Providence, R.1.), 2(1), 88-115.

https://doi.org/10.1287/orsc.2.1.88



https://doi.org/10.1016/j.lcsi.2012.02.001
https://doi.org/10.2307/2393936
https://doi.org/10.2304/elea.2005.2.4.355
https://doi.org/10.1111/j.1468-2419.2011.00373.x
https://doi.org/10.1111/j.1468-2419.2011.00373.x
https://doi.org/10.1108/17465641011068857
https://doi.org/10.1287/orsc.2.1.88

55

Jones, G. R. (1986). Socialization Tactics, Self-Efficacy, and Newcomers’ Adjustments to
Organizations. Academy of Management Journal, 29(2), 262-279.

https://doi.org/10.2307/256188

Kammeyer-Mueller, J. D., & Wanberg, C. R. (2003). Unwrapping the Organizational Entry
Process: Disentangling Multiple Antecedents and Their Pathways to Adjustment. Journal

of Applied Psychology, 88(5), 779—794. https://doi.org/10.1037/0021-9010.88.5.779

Klein, H. J., & Heuser, A. E. (2008). The learning of socialization content: A framework for
researching orientating practices. In Research in Personnel and Human Resources
Management (\Vol. 27, pp. 279-336). Emerald Group Publishing Limited.

https://doi.org/10.1016/S0742-7301(08)27007-6

Klein, H. J., Polin, B., & Leigh Sutton, K. (2015). Specific onboarding practices for the
socialization of new employees. International Journal of Selection and Assessment,
23(3), 263-283.

Klein, H. J., Polin, B., & Leigh Sutton, K. (2015). Specific Onboarding Practices for the
Socialization of New Employees. International Journal of Selection and

Assessment, 23(3), 263-283. https://doi.org/10.1111/ijsa.12113

Klein, H. J., & Weaver, N. A. (2000). The Effectiveness of an Organizational-Level Orientation
Training Program in the Socialization of New Hires. Personnel Psychology, 53(1), 47—

66. https://doi.org/10.1111/j.1744-6570.2000.th00193.x

Kotter, J. P. (1973). The Psychological Contract: Managing the Joining-Up Process. California

Management Review, 15(3), 91-99. https://doi.org/10.2307/41164442



https://doi.org/10.2307/256188
https://doi.org/10.1037/0021-9010.88.5.779
https://doi.org/10.1016/S0742-7301(08)27007-6
https://doi.org/10.1111/ijsa.12113
https://doi.org/10.1111/j.1744-6570.2000.tb00193.x
https://doi.org/10.2307/41164442

56

Louis, M. R. (1980). Surprise and Sense Making: What Newcomers Experience in Entering
Unfamiliar Organizational Settings. Administrative Science Quarterly, 25(2), 226-251.

https://doi.org/10.2307/2392453

Maitlis, S. (2005). The Social Processes of Organizational Sensemaking. Academy of

Management Journal, 48(1), 21-49. https://doi.org/10.5465/AMJ.2005.15993111

Mills, A. (2008). Getting critical about sensemaking. In D. Barry, & H. Hansen The SAGE
handbook of new approaches in management and organization (pp. 29-30). SAGE

Publications Ltd, https://www-doi-

org.proxy.library.vanderbilt.edu/10.4135/9781849200394.n5

Ostroff, C., & Kozlowski, S. W. (1993). The Role of Mentoring in the Information Gathering
Processes of Newcomers during Early Organizational Socialization. Journal of

Vocational Behavior, 42(2), 170-183. https://doi.org/10.1006/jvbe.1993.1012

Perrot, S., Bauer, T. N., Abonneau, D., Campoy, E., Erdogan, B., & Liden, R. C. (2014).
Organizational Socialization Tactics and Newcomer Adjustment: The Moderating Role
of Perceived Organizational Support. Group & Organization Management, 39(3), 247—

273. https://doi.org/10.1177/1059601114535469

Plunkett, M. (2010). On-boarding in a global workplace. Going global: Practical applications
and recommendations for HR and OD professionals in the global workplace, 175-199.
Reichers, A. E. (1987). An Interactionist Perspective on Newcomer Socialization Rates. The

Academy of Management Review, 12(2), 278-287. https://doi.org/10.2307/258535

Richey, R. C. (2000). The future role of Robert M. Gagné in instructional design. The Legacy of

Robert M. Gagné, 255-281.


https://doi.org/10.2307/2392453
https://doi.org/10.5465/AMJ.2005.15993111
https://www-doi-org.proxy.library.vanderbilt.edu/10.4135/9781849200394.n5
https://www-doi-org.proxy.library.vanderbilt.edu/10.4135/9781849200394.n5
https://doi.org/10.1006/jvbe.1993.1012
https://doi.org/10.1177/1059601114535469
https://doi.org/10.2307/258535

57

Saks, A. M. (2014). Transfer of Socialization. In The Wiley Blackwell Handbook of the
Psychology of Training, Development, and Performance Improvement (pp. 68-91).

Chichester, UK: John Wiley & Sons, Ltd. https://doi.org/10.1002/9781118736982.ch5

Saks, A. M., & Ashforth, B. E. (1996). Proactive Socialization and Behavioral Self-
Management. Journal of Vocational Behavior, 48(3), 301-323.

https://doi.org/10.1006/jvbe.1996.0026

Saks, A. M., Uggerslev, K. L., & Fassina, N. E. (2007). Socialization tactics and newcomer

adjustment: A meta-analytic review and test of a model. Journal of Vocational

Behavior, 70(3), 413-446. https://doi.org/10.1016/j.jvb.2006.12.004

Takeuchi, N., Takeuchi, T., & Jung, Y. (2021). Making a successful transition to work: A fresh
look at organizational support for young newcomers from an individual-driven career
adjustment perspective. Journal of Vocational Behavior, 128, 103587—.

https://doi.org/10.1016/j.jvb.2021.103587

Van Maanen, J., & Schein, E. H. (1979). Toward a theory of organizational socialization.
Research in Organizational Behaviour, Vol 1, 209-264. Greenwich, Conn.
Wanous, J. P., & Reichers, A. E. (2000). New Employee Orientation Programs. Human Resource

Management Review, 10(4), 435-451. https://doi.org/10.1016/S1053-4822(00)00035-8

Weick, K. E. (1995). Sensemaking in organizations / Karl E. Weick. Thousand Oaks: Sage
Publications.

Weick, K. E., Sutcliffe, K. M., & Obstfeld, D. (2005). Organizing and the Process of
Sensemaking. Organization Science (Providence, R.1.), 16(4), 409-421.

https://doi.org/10.1287/orsc.1050.0133



https://doi.org/10.1002/9781118736982.ch5
https://doi.org/10.1006/jvbe.1996.0026
https://doi.org/10.1016/j.jvb.2006.12.004
https://doi.org/10.1016/j.jvb.2021.103587
https://doi.org/10.1016/S1053-4822(00)00035-8
https://doi.org/10.1287/orsc.1050.0133

Weisweiler, S., Nikitopoulos, A., Netzel, J., & Frey, D. (2013). Gaining insight to transfer of
training through the lens of social psychology. Educational Research Review, 8, 14-27.

https://doi.org/10.1016/j.edurev.2012.05.006

58


https://doi.org/10.1016/j.edurev.2012.05.006

59

Appendix |

Outreach Communication Request

Greetings,

| am currently a doctoral candidate in Vanderbilt University’s Doctor of Education in Leadership
and Learning in Organizations. Beginning in our sixth term of study, we engage with an organization
to complete a capstone project over the course of one year.

The purpose is to allow us, under faculty supervision, to use what we have learned to solve a problem
of practice or to understand a phenomenon important to our partner organization. | would be
interested in partnering with your organization on a challenge related to remote learning and/or
diversity and inclusion.

During the engagement, | would use a model of evidence-based practice that requires me to
gather various types of data to help understand what you need in your organization. For the issue
you want examined, | will use several sources of information:

* What | have learned in my courses and my own professional experience

* Information about your organization and the context in which it operates from you and any
data collected about the organization and its environment
* The perspectives of the key stakeholders of your organization
* Research literature

Throughout the process, | will conduct interviews and focus groups with representatives of your
organization, as well as stakeholders that you believe important to addressing the problem. Any
preexisting data or previously collected information that led the organization to believe there is an
issue to be addressed will be incorporated (as appropriate). With your permission, | may conduct a
survey to collect additional information that may help further define the issue and provide context.

Once the data collection process is complete, | will begin to develop an intervention or solution for
the organization. All information will be synthesized into a proposal in the format of your preference
(short proposal, paper, or presentation).

In the last phase of our collaboration, | will develop a program evaluation plan for you. Although

you are not required to implement my proposal, | will commit to providing you with an evaluation plan
for the project should you decide to utilize it. If you choose to implement my proposal, you will have a
well vetted evaluation plan that will give you a means to assess its success. Again, | will present

this information to you for feedback and make amendments to the final proposal as needed.

The entire project will be completed by the end of my ninth term (the end of my third and final year),
roughly 15 months from now. The first four months will involve developing the scope of the project,
setting research questions, and developing data collection instruments. Once the research is
approved by the Institutional Review Board, we can schedule the data collection itself.
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Similar to the role of a consultant, | hope to be able to help you understand a problem or issue in

new ways, provide you with what the current research literature says about the problem or issue, and
craft a solution or intervention customized for your organization.

In our initial conversations, we will make some decisions about whether you want your organization
to be identified in my final paper which will be published in the Vanderbilt Library’s Archives. Please
be assured that my research plan will be evaluated and approved by Vanderbilt’s Institutional
Research Board, a group charged with protecting those who agree to participate in research at
Vanderbilt. We take such protections of privacy and confidentiality very seriously.

| am especially grateful for your interest in being a part of this exciting, final experience of my
doctoral education and look forward to answering any questions you may have about our potential
collaboration.

Thank you for your consideration,

Kate Hayes Carhart

Doctor of Education Candidate
Peabody College, Vanderbilt University

Email: katie.hayes@vanderbilt.edu
Phone: 321-436-8009




Monday: WHAT ARE WE SELLING?

Appendix Il

Sample Orientation Agenda
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experience a simulation
in ML3. Debrief.

product works.

Time | Theme Activities Goal Resources + Facilitator(s)
Prework
9:00 | Welcome & | Opening remarks, Clarity on where we are Series B Deck Michael /
Focus overview of plan for going and how we are going Lillie
2020-21. to get there.
9:30 | Org Design | Presentation and Clarity on roles, Dream Team Lillie/Michael
discussion of LearnBot responsibilities, ROEsS, Deck
new “Teams” structure for | performance metrics and Organizational
finding, landing, renewing | accountability. Values
and expanding
customers. Review of
values.

9:45 Product Team understands what we | - LearnBot Arwen /
are selling today and what’'s | overview video | Michael
coming tomorrow. LearnBot

Private Practice
vs. LearnBot
Social
- LearnBot
Product
Explanation
- Demo Deck
10:30 | Branding LILLIE - Watch a Lillie
webinar
- Website
- Brand
quidelines /
Copy
10:45 | Competitor | Presentation on our Communicate LearnBot’s Lillie /
Analysis competitors and value prop in relation to Competitor Michael
communication practice other tools. Analysis 2020
for our value. FAQ
Lunch CUSTOMER STORIES SDRs/BDDs can tell spoken
11:30 | Break Day | Customer client success stories with Courtney -
1 Service/Onboarding clarity and confidence. Tax
Tax Comany (Arwen + Michael -
Michael) Hotel
Hotel Chain (Michael)
1:00 - | Experience | BDDs log into the portal Learners have a deeper Not relevant. Michael
3:00 Product to schedule and understanding of how our
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BDDs/SDRs practice their
60 second pitch to an
avatar in booth.

an effective LearnBot
elevator pitch.

Time | Theme Activities Goal Resources + Facilitator(s)
Pre/Postwork
9:00 | Targeting Who buys LearnBot? SDR/BDDs can
1. Channels and Lead qualify prospects 1. Lead Rating 1.Lillie/Michael /
Rating quickly and target Rules (slide) Dawn
2. Buyer Personas energy to high value 2. Hot verticals 2. Lillie
3. SDR Presentation on leads. post COVID 3. Lillie/Jacob
Horizontal / Verticals. 3. Developing 4. Julia
4. Developing an Account territory / account
Plan plans & Tips and
Tricks deck
4. Account
Planning Deck
Prospecting | 1. Delivering key SDRs and BDDs can | - 60 second 1. Lillie /
10:00 messages (give/get) make an effective commercial Conner
2. Handling objections cold call in their - High Impact Call | 2. Lillie /
3. Writing Good VOICE that Sheet Conner
Prospecting Emails Tips incorporates our key - Common 3. Lillie/Conner
and Tricks messages and Objections Sheet | Email/Tips and
4. Managing your personal | customer (To be created tricks
brand for selling LearnBot | success/value. from FAQ) 4. Conner /
as a Trusted Advisor. - Prospecting Michael
5. Prospecting Tips Primer 5. Oscar
11:00 | Lunch Story Time - Diversity / SDRs/BDDs can tell Oscar
Break Day Inclusion spoken client success
2 e Cell Phone stories with clarity, Michael
Company - confidence within the
Michael context of a sales .
Finance - Oscar | €ONVO. Julia /Raheem
Consulting Firm -
Julia/Raheem
1:00 | Application Booth Simulation: SDRs/BDDs can do Prework: BDDs / Michael

SDRs craft their
elevator pitch
before going into
the simulator

give feedback
on the booth
pitches.

Wednesday: WHAT’S OUR PLAYBOOK FOR DISCOVERY CALLS?

Time

Theme

Activities

Goals

Resources +
Prework

Facilitator



https://docs.google.com/document/d/1JQckugA1alGN9w2hNFAfDGL5iDMYIhB2Ix31_jFx9ao/edit
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8:30

Demo / First
Meeting

1. Scheduling a demo
2. Delivering a demo
3. First Call Agenda /
Give-Get framework

SDRs and BDDs can lead an
effective first meeting and
dig into higher order
discovery questions.

Sales

Playbook

e Session
Deck

e Setting Up
a Demo

e Dirty
Dozen
Demos

- First Call

Framework

Critical Use

- Give-Gets by

Stage

- Spoken
Success

Stories
- Buying
Roadmap Qs

- 3 Level

Discover Os.
- Watch

exemplar
videos

1. Brittany /
Dawn
2. Michael

10:30

Lunch Break
Day 3

Story Time
e Leadership
e Alexie — Coffee
House

e Conner —
Health Care

Michael
Oscar

1:00 -
2:30

Application

Demo Presentation

BDDs can run a good
discovery call

Alexie
Rosie

Thursday: WHAT IS OUR PLAYBOOK FOR LANDING CUSTOMERS?

Time

Theme

Activities

Goal

Resources +
Prework

Facilitator

9:00

First
Meeting
Follow Up

1. Review pricing

2. Generating proposal
3. Qualifying a Proposal
4, Stage Give - Gets

5. When to involve
Ops/Finance

Everyone understands
and commits to using
our pricing and
proposal templates.

- Second Mtg
Deck

- Pricing Deck

- Pricing
Calculator

- Follow Up Email
(temp)

Sample Proposals

Michael /
Alexie
Dawn

10:00

Follow On
Meetings

1. Follow On Mtg Agenda
A. Check in on critical
use case (application)

Everyone understands
how to utilize the 3
part meeting

- First Mtg Follow
Up Deck

- Give-Gets by
Stage

Michael /
Alexie
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B. Check for other framework into follow | - Custom Demos
value pathways (other apps) up meetings. - Land and

C. Custom Demo? Expand

D. Demo Portal?

E. Review Proposal Post Retreat:

F. Call to Action - - BDDs build own

Contracting

custom deck,
revise success &
partnership slides

11:00 | Lunch Break | Story Time /Sales
Day 3 e Banking/Financial Oscar
Firms Alexie
e Sales Coaching Michael
e Healthcare
1:00 - | Application Demo Discovery BDDs can run a good
2:30 discovery call
Friday: LANDING & EXPANDING CUSTOMERS
Time | Theme Activities Goal Resources + Prework | Facilitator
9:00 Procurement | 1. Preso on LearnBot | BDDs and SDRs - Contracts Deck Dawn
template and key terms | understand the most - MSA
2. Tips and tricks important aspects of - SOW Template Michael
from Alexie and our contract. - SOW +Alexie
Michael on how to Table/Cal2b.Pilot SOW
accelerate this Template.docx (Make
proccess. a Copy)c
- Memo on IP for
customers
- ML3 Tech Test
- Pro tips for
Procurement
9:30 | Security 1. Preso of key - SDRs and BDDs All Security / Major Kie
features. understand and can Product Info is here
2. Best practices to confidently answer
accelerate basic Info/Sec
3. Handling FAQs questions.
Landing What do | need to BDDs and SDRs Presentation from Leyla + PMs
10:00 know about how understand what 7/17/2020 + Dacie
LearnBot executes our | makes for a New scenario design Kaufman
initial engagements? successful process.
engagement.

What can | do to make
sure our engagements
are successful?

Bank Scenarios



https://docs.google.com/spreadsheets/d/1ZnS4AGos41Um7w3mjPr3BTp76x47Ey8mLjvP3-OBRnc/edit#gid=0
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Appendix 11
Interview and Focus Group Protocols
Research Questions:

Research Question 1: What are the current factors that prevent new hire productivity at LearnBot?
Research Question 2: What factors contribute to an effective virtual sales onboarding program?

Protocol:

e Interviews
o Leaders and Senior BDDs recommended by Michael Mitchell. Interviews schedule
through follow-up communication after participant confirmed interest and availability.
e Focus Groups
o All new hires beginning from January 2021 invited to participate. Focus Groups will be
schedule by Michael Mitchell, who will also provide the introduction and outline of
research purpose.
e Observation
o Observation of Orientation Programs facilitated by Michael Mitchell. An introduction of
the researcher will be provided on Day 1 of programing. Reminders at the beginning of
each day will be shared with participants regarding the researcher’s role.

Introduction: Hello, my name is Kate Hayes Carhart. | am currently a doctoral candidate in
Vanderbilt University’s Doctor of Education in Leadership and Learning in Organizations. |
appreciate you taking time out of your schedule to talk to me about your experience in the
onboarding process at LearnBot. The information you share today will not be attributed to you
and all comments will be shared at the aggregate level only. 1 am looking at themes and trends
across these conversations and your contributions will help inform the future on orienting
practices at LearnBot. Your participation is voluntary. The recording of this conversation will
be used for transcription purposes only and will not be shared beyond the researcher.
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Appendix IV

Communication of Request for Leadership Interviews

L EARY

Team,

As many of you know, the Sales Team has been overhauling our sales onboarding
process. We have engaged with Kate Carhart (CCd) who is conducting her dissertation
on supporting a remote salesforce as part of a doctorate program on instructional
design with Vanderbilt University. She would like to schedule interviews with each of
you in the coming weeks.

Here is the focus:

« Sandy Wisneski, CRO: As the person who oversees the entire department your
take on this endeavor is of obvious importance.

« Dawn Edison, Dir of Sales Ops: As the person responsible for Sales Enablement
at LearnBot, your perspective is mission critical here.

« Brooke Hernandez, CLO: Your perspective on both how the training is set up
from a design perspective and how/when we could be training the team better
on the product as it relates to off-the-shelf content and scenario design will be
key.

« Sabri 'Adil Fakhoury: you have already added so much value with your work on
the LearnBot Product 101 landing page, etc. Your input on how BDDs get
trained on the technical aspects of our product is essential.

« Danny Chan, Chief of Staff: We need your help in advising: (a) how BDDs are
better prepared to step into their role in owning customer success and working
with our customer success managers; and (b) how BDDs are being good
collaborators across the organization.

« Janna Paterson, Head of People & Culture: Ensuring that the BDD onboarding
training is reinforcing the values we are promoting for all staff.

Kate will be reaching out separately to each of you to schedule these interviews. Please
let me know if you have questions.

Thanks in advance for your willingness to participate in this!

Michael Mitchell | vP of Sales
he/him/his

m: XXX-XXX-XXXX
YouTube Channel | LinkedIn | LearnBot Overview Video
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Sample Stakeholder Analysis
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Category Stahg?géder Power Interest Er;gc?gggf/nt Notes
Team
Management

& Leadership

External
Functions &
Peers

Clients
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