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Abstract: The fast digitalization of Human Resource Management (HRM) has changed recruitment and onboarding a
lot. What used to be mostly paperwork is now a set of powerful tools that influence how candidates see a company, how
fast they become productive, and even if they decide to stay long-term. In this paper, we look at both research and
practical examples to show how technology, flexibility, and people-focused approaches are reshaping these processes.
Digital platforms and Al tools help companies reach more candidates and reduce the time needed to hire. At the same
time, they also bring up some tough questions about bias and fairness, which cannot be ignored. Onboarding today is
more than just first-day introductions. It is about giving employees clear roles, support from managers, proper training,
and access to mentorship. When done well, onboarding has a strong impact on early retention. The rise of hybrid and
remote work has also made flexibility not just a “nice to have,” but something employees expect. This flexibility is
closely connected to well-being, productivity, and engagement. In the end, the study argues that organizations need to
balance the smart use of technology with empathy in process design. Fairness, inclusiveness, and flexibility should stay
at the center of recruitment and onboarding. Looking ahead, future research should pay more attention to transparent
and auditable Al systems, more personalized onboarding journeys, and long-term studies on how employees integrate
and develop inside organizations.
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Introduction

Recruitment and onboarding as strategic HR phases

Recruitment and onboarding are not just formal steps in Human Resource Management (HRM). They work more like
strategic tools that shape how people see and join an organization. Recruitment creates the first impression for
candidates, influencing how they view the company’s brand, fairness, and attractiveness. It is the starting point of the
employee journey, where early experiences—such as applying, interviewing, and being selected—Dbuild the first layer of
trust and engagement. Onboarding, on the other hand, acts as the bridge that turns a candidate into a productive
employee, supporting both role learning and social integration. Research shows again and again that the quality of
recruitment and onboarding directly affects retention, especially in the first six to twelve months, when the risk of
turnover is highest.
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Impact of digitalization

In the past decade, digitalization has strongly reshaped these processes. Today, organizations use online job portals,
social media, and applicant tracking systems (ATS) to reach more people and manage candidate pipelines more
smoothly. Al tools now take over many routine tasks, like scanning CVs, ranking candidates, or scheduling interviews.
Chatbots also support faster responses and a better candidate experience. While these tools improve efficiency, they can
also make interactions feel less personal, which means organizations need to strike a balance between automation and
human contact.

Onboarding evolution

In earlier times, onboarding was often limited to paperwork—signing contracts, setting up IT accounts, or doing
compliance training. Today, it is seen as a longer journey that can last weeks or months. It usually includes structured
training, mentorship or buddy programs, regular manager check-ins, and deeper introduction to company culture and
values. The goal is not only to get employees up to speed but also to give them a sense of safety and belonging, which is
key for early engagement and retention.

At the same time, scholars point out that algorithmic systems bring new risks. Bias in training data or unclear
decision-making can create unfair treatment between demographic groups, which raises ethical and legal concerns [1].
This makes transparency, auditing, and human oversight essential safeguards. Onboarding strategies should also look
beyond efficiency. Research-based models show the need to meet core psychological needs: autonomy (having some
control over tasks), competence (gaining mastery), and relatedness (feeling connected to others) [2][3]. These needs
strongly influence motivation, job satisfaction, and long-term retention.

The rise of hybrid and remote work has changed expectations even further. Flexibility is no longer seen as a
bonus but as a standard requirement. Employees link it directly with their well-being, performance, and engagement
[4]]5]. Companies that do not adapt recruitment messages and onboarding design to include flexibility risk losing talent
to more agile competitors.

In short, HR must now find a balanced approach: using digital tools for efficiency while keeping empathy,
inclusion, and human connection at the center. Recruitment and onboarding should align with organizational strategy,
respect ethical standards, and support a culture of engagement and sustainability.

Literature review

Digital Recruitment and Algorithmic Screening

Digital recruitment has greatly changed how organizations attract and select candidates. Al-powered tools can scan
thousands of résumés in seconds, pick out keywords, and match applicant profiles with job descriptions. These systems
help expand the reach of sourcing, shorten time-to-hire, and often work together with chatbots that handle scheduling,
FAQs, or pre-screening tasks.

Still, the use of algorithms in hiring has raised strong academic and ethical debates. Research shows that data-
driven models can sometimes reproduce or even worsen existing inequalities—for example, disadvantaging women or
minority groups if the training data is biased [1]. Algorithms can also create unequal error rates across demographic
groups, which may lead to systematic exclusion.

To reduce these risks, scholars suggest several safeguards:
1. Use training data that represents diverse populations.
2. Run subgroup fairness audits to detect unequal impacts.
3. Make algorithms more transparent and explainable.
4. Keep a “human in the loop” to review and validate automated results before final hiring decisions.

Onboarding and Psychological Needs

The Conservation of Resources (COR) framework helps explain how stress and resilience play out in onboarding. COR
theory says that people try to gain, protect, and grow resources like time, social support, and skills [6][7][8]. When
employees get these resources through training, mentoring, or organizational support, their well-being and performance
improve. But when resources are lost—for example, through unclear expectations, weak support, or work—family
conflict—stress, disengagement, and turnover risk increase.

Studies on international assignments and remote work confirm these patterns. Employees report better well-
being when they have strong support and little interference between work and family. On the other hand, vague roles
tend to drain resources and cause dissatisfaction [9]. From a COR perspective, onboarding should focus on clear
communication, easy access to learning materials, and strong social networks. These elements reduce stress and support
early retention.

Well-being and Resource Conservation

The Conservation of Resources (COR) framework provides a useful lens for understanding stress and resilience in
onboarding contexts. According to COR theory, individuals strive to obtain, protect, and expand valued resources such
as time, social support, and skills [6][7][8]. When these resources are gained (through training, mentoring, or
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organizational support), well-being and performance increase. Conversely, resource loss (unclear expectations,
insufficient support, work—family conflict) leads to stress, disengagement, and potential turnover.

Empirical studies on international assignments and remote work confirm these dynamics: strong organizational
support and low interference between work and family are linked with better well-being, while ambiguous roles
exacerbate resource depletion and dissatisfaction [9]. Applying COR principles to onboarding suggests that HR should
prioritize clear communication, accessible learning resources, and robust social networks to minimize stress and
maximize retention.

Flexibility and Inclusive Talent Management

Hybrid work has made flexibility a standard expectation. Employees link it directly with productivity, satisfaction, and
retention—especially when it comes with autonomy and the right resources [4][5]. At the same time, Human Resource
Management increasingly treats employees as strategic assets. This shift requires inclusive practices that promote
fairness, diversity, and equal opportunities. Reliable surveys and careful assessments also play an important role here.
They provide trustworthy insights that help HR improve recruitment and onboarding on a continuous basis
[10][11][12].

Methodology

This study uses both qualitative and quantitative methods to give a broad picture of digital recruitment and onboarding.
Instead of relying only on theory or only on survey data, it follows a synthesis design. This means it combines insights
from academic literature with evidence collected from HR professionals. Social science methods often recommend this
kind of triangulation, since using multiple sources helps strengthen validity and reduce bias [11][12].

The research was guided by four main questions:

Which recruitment channels are most often used in practice?

What are the main reasons candidates reject job offers?

Which onboarding elements are seen as essential for effective integration?

How does onboarding quality affect early retention?

Framing the study around these questions allowed for a structured look at both attracting talent and helping
employees integrate into organizations. The study brought together two main sources: secondary literature on
algorithmic recruitment, onboarding, and flexibility, and survey data from HR practitioners in different industries.
Literature gave the theoretical foundation, while surveys offered practical insights. The survey results were later
summarized in figures that showed patterns in recruitment channels, offer rejections, onboarding design, and flexibility.

The analysis took place in three steps. First, a thematic review of the literature was done to identify recurring
ideas such as algorithmic bias, psychological safety in onboarding, and the influence of hybrid work models. Second,
the survey data were visualized in a standardized way to make comparisons easier. Finally, the patterns from the survey
were interpreted in relation to theory, pointing out where practice and theory agree and where they differ.

Ethics were an important part of the design. Survey responses were kept confidential, and the results were
interpreted with transparency, avoiding overgeneralization. The study also recognizes its limits: the survey sample is
diverse but relatively small, and not representative of all industries or regions. Even so, by combining literature with
practitioner insights, the study offers a balanced and nuanced framework for understanding recruitment and onboarding
in the age of digital transformation.

ronNPE

Results

The results (see Figure 1) show that job boards and social media platforms are the most widely used recruitment
channels, confirming the strong digitalization of today’s talent market. Platforms like LinkedIn and Indeed are now
essential for reaching large groups of applicants quickly and efficiently. Employee referrals and company career
websites also play an important role, often providing higher-quality candidates because of their prior connection with
the organization. Universities, career fairs, and recruitment agencies appear as more specialized channels, mainly used
for graduate programs or niche roles. Overall, the pattern suggests a clear shift toward digital touchpoints and stronger
employer branding online, while still relying on personal and organizational networks for quality hires.
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Recruitment Channels Used
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Figure 1 Recruitment Channels Used

The data in Figure 2 show that the most common reason candidates reject offers is salary below expectations,
confirming that pay remains a central factor in job decisions. Still, other issues also play a big role. Competing offers
and lack of flexibility are frequent deal-breakers, showing that candidates look at the whole value package, not salary
alone. Process-related problems—Iike recruitment steps that take too long or feel unclear—can also reduce trust and
engagement, leading candidates to drop out even when pay is competitive. These results match the literature on
employer branding, which stresses that candidates now expect recruitment to be fast, transparent, and respectful.

Reasons for Offer Rejection
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Figure 2. Reasons for Offer Rejection
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The results in Figure 3 highlight four main pillars of effective onboarding: role clarity, manager check-ins
during the first 90 days, structured training, and social integration through mentors or buddies. These elements support
both the technical and social sides of adjustment, helping newcomers reduce uncertainty and learn faster. Cultural
immersion appears as a slightly lower priority but still plays an important role in the long term, especially for building
alignment with company values [3]. Overall, the findings show that onboarding is not just about transferring skills. It is
also about creating psychological safety, building relationships, and embedding culture—all of which strengthen
retention and engagement.

Onboarding Components Considered Essential

Culture & values immersion

Buddy / mentorship program

Structured training plan

Manager 1:1 check-ins (first 90 days)

Role clarity & expectations

0 zb 40 60 80
Share of respondents (%)

Figure 3. Essential Onboarding Components

As shown in Figure 4, most respondents see a strong or moderate positive link between onboarding quality
and six-month retention. This supports the idea that onboarding is a key lever for retention, especially in the early
months when employees are most likely to leave. The Conservation of Resources (COR) theory helps explain why:
when organizations provide clear expectations, easy access to resources, and strong social support, newcomers can
protect and grow their personal resources, which lowers stress and turnover risk [7]. In contrast, poor onboarding leads
to resource loss, frustration, and higher chances of early exit.

Perceived Effect of Onboarding on 6-Month Retention
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Figure 4. Onboarding and Retention
The results in Figure 5 show that flexibility is closely linked with better work-life balance, higher

productivity, and lower stress. This makes flexibility both a strong recruitment attractor and an important retention
factor, especially for knowledge workers who value autonomy and work-life integration. From an onboarding point of
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view, flexibility needs to be built into early processes, so that hybrid or remote employees get equal access to
mentoring, cultural orientation, and feedback. These findings are consistent with recent studies showing that flexible
arrangements improve engagement and well-being—but only if they are supported by clear structures and enough
resources [5].

Perceived Benefits of Flexible / Hybrid Work

Reduced stress / burnout

Increased productivity |

Improved work-life balance |

0 10 20 30 a0 50 60 70
Share of respondents (%)
Figure 5 Benefits of Flexible/Hybrid Work

Discussion

The results from Figures 1-5 show that recruitment and onboarding have become strategic levers rather than routine
steps. Recruitment today is led by digital channels like job boards and social media (Figure 1), while offer rejections
often come from salary gaps, lack of flexibility, or poor candidate experience (Figure 2).

Onboarding works best when it includes clear roles, manager support, structured training, and social
integration, with culture adding long-term value (Figure 3). Strong onboarding is directly linked to early retention by
reducing stress and uncertainty (Figure 4). Flexibility further boosts well-being and productivity when supported by
proper structures and equal access for remote or hybrid staff (Figure 5). Overall, the findings highlight the need to
balance technology with fairness, inclusiveness, and empathy. Digital tools can improve efficiency, but human
connection remains central to engagement and retention.

Conclusion

The digital transformation of HRM has reshaped recruitment and onboarding, moving them from simple administrative
routines to strategic levers of organizational success. Digital tools now bring speed, reach, and efficiency to sourcing,
screening, and onboarding logistics. Yet these same tools also raise real concerns about fairness, inclusiveness, and the
risk of losing the human side of candidate and employee experiences.

Based on the findings, four priorities stand out for organizations. First, digital sourcing channels must be used
wisely, and algorithmic screening should always be combined with fairness checks, transparency, and human oversight.
Second, onboarding needs to be treated as a structured journey—ideally around 90 days—where role clarity, regular
manager support, training, and social belonging come together to build strong foundations. Third, flexibility has to be
fully embedded into both recruitment and onboarding. Remote and hybrid staff must have equal access to mentoring,
cultural orientation, and feedback, since flexibility is no longer a “nice extra” but a core expectation. Fourth, well-being
and resource support should run through all processes, making sure employees have clear expectations, enough
resources, and healthy work-life balance.

Looking forward, we see three promising directions for research and practice. Developing auditable Al
systems could help organizations achieve efficiency while staying fair and accountable. Personalized onboarding
journeys, adjusted to roles and skills, can improve integration and motivation. Finally, longitudinal studies are needed to
show how recruitment and onboarding quality truly connect to long-term retention and growth.

On a more personal note, while writing this study we were reminded again and again that technology alone is
never the full answer. The most effective HR practices we observed are the ones that manage to balance efficiency with
empathy. Digitalization is a strong enabler, but it should support—not replace—the human connection that makes
people feel valued. In our view, organizations that can keep this balance will not only attract and retain talent but also
build workplaces where people want to grow and stay.
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