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ACRONYMS AND ABBREVIATIONS
Acronyms &     Definition
Abbreviations

ATS      Applicant Tracking System
EX      Employee Experience
HR      Human Resources
KPI      Key Performance Indicator
RER      Requirements and Responsibilities 
RJP      Realistic Job Preview
IT      Information Technology
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1. Introduction about the partners

Techniker Krankenkasse

Techniker Krankenkasse is one of the largest statutory health 
insurance funds in Germany.

With more than 10.7 million insurees and some 14,000 employ-
ees, TK is not only optimally positioned in terms of its insurance 
structure, but also boasts an exceptional degree of expertise 
in employee recruitment, employer branding, and employee 
health.

Every company requires HR management

“In the modern world of work, valuable employees have become 
a motor for success. In addition to specialist know-how, cre-
ative ideas, and spirit, commitment, as well as a willingness to 
embrace change, are key. However, it is not always easy to find 
employees who meet these demands. What is more, once you 
have found them, the focus needs to be on motivating and re-
taining them. Added to this are the ever-increasing competition 
for employees and the fact that the lack of qualified staff is set 
to have a growing impact in the future.

That is why, alongside the goal of having “the right employee at 
the right time in the right place”, issues such as staff retention 
and motivation are of great importance for ensuring corporate 
success. In the future, work will be shaped by agility, network, 
resilience, and a sense of purpose, and it is the task of HR to cre-
ate attractive and customizable offerings for employees. 

Companies require an HR strategy and well-placed HR manage-
ment structures from the outset in order to take a proactive ap-
proach to these challenges. However, in the development phase 
of a start-up, in particular, it is not normally possible to employ 
HR experts. Nevertheless, it remains important to address HR 
issues early on, establish a knowledge base and put this into 
practice. With this HR report, we hope to offer you valuable in-
sight and ideas. I would like to wish you every success with your 
endeavours!”

Evelyn Falk, Head of HR at Techniker Krankenkasse
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GründerAtelier

GründerAtelier is the innovation funnel for Companies and Entrepre-
neurs in Europe that want to have a positive impact on our society. 
We strive to partner and work with ambitious entrepreneurs and 
bright minds to creatwe a prosperous environment where the most 
innovative ideas and companies can thrive. GA is a Pan-European 
firm focusing on Consulting and Venture Creation. We develop start-
ups or business concepts internally or on-demand for corporations 
and test them on the market.
GründerAtelier helps young companies to scale, to fulfill their 
investment needs and to build strong relations. To support start-
ups in an early stage we offer coachings as well as consulting 
services in the following areas:

Techniker Krankenkasse : 

Tammy Bieth
Startup- und Hochschulberaterin
Tammy.Bieth@tk.de 
Tel. 040 - 46 06 51 07 614 

GründerAtelier : 

Julian Preibsch
Managing Partner
julian.preibsch@gruenderatelier.de 

Carla Canales La Serna
Human Resources
carla.canales@gruenderatelier.de 

• Business Strategy
• Human Resource Manage-

ment

• Market Research
• Financial Forecasting
• Pitch Deck Creation

Yumeda

yumeda is a digital studio that seamlessly blends strategy, creativity, 
and design in a digital environment. With our vision in mind to “im-
pact society through projects that follow our passion for creativity, 
analytics, and ethics.”, we collaborate with impactful players from 
the finance and healthcare industry. Focusing on UX/UI, Branding 
and Digital Marketing 
 
People that worked on the report  

Daniele Pistelli
Online Marketing
daniele.pistelli@gruenderatelier.de

Ana Rodrigues
Graphics Designer
ana.rodrigues@gruenderatelier.de 

Yumeda : 

Nils Franke
Marketing & Strategy
nils.franke@yumeda.de 
 
Alexandra Vavouraki
Graphics Designer
alexandra.vavouraki@yumeda.de
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2. HR in scaling companies

Scaling needs
 
Scale-up companies’ products and services have been val-
idated by the market and their sales are increasing at a fast 
rate. This company’s growth brings opportunities and new 
needs to be addressed.

These needs will vary depending on the startup’s strate-
gy; therefore customizing the roadmap beforehand will 
help your company for the next stages.  Cohan (2019) 
explores seven levers a startup CEO can use to overcome 
the different steps of scaling. This report will focus on the 
HR-related ones, giving a clearer perspective of the Hu-
man Resources necessities.

Creating a company culture is vital as your business grows 
and hiring people is required. This topic is developed in 
more detail in chapter “4. Defining your company”. Here 
we will focus on the company’s values since for the first 
company stages your core team has been working togeth-
er,  learning from each other.
In case you have not defined your company’s values yet, 
now is the time to explain how your people will experience 
them within the company. There is no better way to con-
nect with your team than by allowing them to be part of 
the company story. 
The company story is related to the organizational cul-
ture, therefore, it is your starting point and it has to be 
transversely present in all processes, from building growth 
trajectories and raising capital, to holding people account-
able, and coordinating processes as shown in Graphic 1.

How can you (the CEOs) keep the culture alive? The most 
effective way is to communicate and have it reflected in 
the way you run your day-to-day business. As mentioned in 
the literature, “The more you develop the language and the 
stories, the more you strengthen your culture” (Richaman 
& Kirlin, 2015). Furthermore, company culture must adapt 
while the startup is growing by anticipating the next business 
needs and priorities of customers, employees, partners, and 
investors.
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Hiring, promoting, and letting people go
 
Once the positions are covered, hiring, promoting, and letting people go are the con-
sequent actions related to human resources. Leaders must find candidates that fit into 
their evolving roles. In order to achieve this goal, the scouting stage has to be aligned 
with company requirements. Creating a candidate’s persona for each job position will 
help you make decisions for hiring. It is strategic to know which profile will suit better in 
a specific position at a certain point in the company’s timeline. Additionally, it is relevant 
not to underestimate the cost of turnover. This cost increases proportionally to the time 
invested in searching, recruiting, onboarding, training, and developing a new employee. 
Therefore, you need to be very fine-tuned in your talent acquisition strategy. Nowadays, 
appropriate talent management has become a competitive advantage. Successful enter-
prises attract, develop, and retain talent (Keller,2021). For this reason, if you want to be 
a successful founder, you should constantly monitor how well people are performing in 
their evolving roles, be actively engaged in recruiting and training key talent and let go of 
those who no longer fit.

Graphic 1 - Seven startup scaling levers 
(Peter S. Cohan 2019)

Redefining Job Functions

Leaders do this by adding new jobs, 
changing existing ones, and eliminat-
ing others. For example, when a start-
up has a team of 10 or 20 people, each 
member should have a clear idea of the 
startup’s mission and takes it upon him/
herself to perform many job functions. 
After this first stage, you as a lead-
er have to define jobs more narrowly, 
assigning more specific tasks to the dif-
ferent positions, for example, the Talent 
Acquisition Team can be organized into 
Recruiters, Candidate and Employee 
Experience (EX), Payroll and Benefits, 
etc. You must anticipate how job func-
tions must change as a company scales 
while less effective leaders wait until a 
crisis hits before recognizing the need 
to change.
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Attracting people who add value to the startup’s growth goals. 

Outstanding CEOs establish and apply accurate processes to ensure that each person 
is willing to achieve their goals. Therefore, your team should be integrated with impact 
players or also known as A players who are constantly adding value and can see every-
day challenges through an opportunity lens. (Wiseman & Hancock, 2021) present the 
key differentiators between Impact Players and contributors in the following graphic. 
Each is a set of behaviors unearthed by their research.
While your organization is fastly growing, more specialized jobs will be needed to achieve 
your scale-up goals. As the CEO you have to find a precise ratio of generalists and special-
ists. Consequently, your hiring process must be appraised and enhanced to cultivate talent 
competitiveness, with the objective of being an attractive company in the war for talent.

Graphic 2 - Contributors vs Impact players (Wiseman & Hancock, 2021)
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War for Talent

At the end of the 1990s, McKinsey&-
Company approached this new 
concept. The highly skilled talent is 
demanded by the market at a fast 
rate, making it harder and harder to fill 
positions with brilliant employees. 

From the 1990s until now, the glob-
al economy has changed and new 
generations have entered the labor 
market. The Bureau of Labor Statistics 
reported in its 2020 Employee Tenure 
Summary that the median employee 
tenure was 4.3 years for men and 3.9 
years for women. On the other hand, 
Millennial employees, born between 
1980 and the 1990s, will change jobs 
more often than older generation em-
ployees. 6 in 10 say they are currently 
looking for new employment opportu-
nities (Gallup,2016).

“More than half of the millennial work-
force are considering leaving or plan-
ning to leave their jobs; 60% of millen-
nials say they are open to different job 
opportunities” (Gallup, 2016). 

Consequently, the talent market has 
several challenges to be faced, i.e. the 
possession of convenient employees 
with the knowledge and experience 
at the right time. Therefore, in the 
war for talents there are some re-
quirements to be considered at three 
different levels (Stus s,2020): 

• Strategical: Identify your human 
capital organization strategies, 
gaps, and methods.

• Tactical: Recognize your employ-

ee’s talent, skills, and potential de-
velopment. For this topic, consider 
adjusting management, skills, and 
efficiency for the company’s and 
employees’ long-term goals.

• Operational: Transfer from data 
management and information to 
managing people’s attitudes and 
knowledge. This information can 
be used with both new and con-
ventional technologies to apply 
learning, evaluation, efficiency, 
and development management 
plans achievable for your employ-
ees’ career paths.

Companies are facing “The Great Res-
ignation”: 3.6 million Americans quit 
their job last May 2021 (Gandhi&Rob-
inson, 2021), as people are re-eval-
uating what work means to them. 
According to  Gallup’s State of the 
Global Workplace: 2021 Report, this is 
directly related to employee engage-
ment reflecting the involvement and 
enthusiasm of employees in their work 
and workplace. 

The report found that 80% of employ-
ees are not engaged or are actively 
disengaged in their working environ-
ment. This lack of engagement costs 
the global economy US$8.1 trillion, 
nearly 10% of GDP, in lost productivity 
each year (Gallup,2021). 
Some factors such as physical health, 
loneliness, financial hardship, and 
community support, among others, 
affect the involvement, enthusiasm, 
and productivity of workers in both 
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good and bad times. Future success-
ful corporations will not only generate 
profits but also forge thriving employ-
ees who are capable of weathering 
crises. In order to resolve this situ-
ation, the Great Resignation can be 
resolved with a Great Manager:

“It takes more than a 20% pay raise 
to drive most employees away 
from an engaging manager, and al-
most nothing to drive most disen-
gaged workers away. High-quality 
managers who inspire and support 
their teams are an effective moat 
of protection for retaining their 
most talented workers” (Gallup, 
2021).

Team-building Culture 

One of the main objectives of imple-
menting a team-building culture is to 
shape job-related teamwork. First of 
all, your team has to be aligned with 
the organizational culture, vision, 
mission, and values. Once your team 
has internalized and understood the 
company’s big picture, everyone will 
be aware of the current strategy and 
priorities. This is a huge strategic ben-
efit for the company. Research shows 
that 97% of executives and their 
employees agree that team alignment 
is crucial to project outcomes (Denni-
son,2021). 

“People who are thinking only 
about themself are missing the big 
picture.” - Friedrich Nietzche 

Team-building enhances your team 
performance through action learning 
and will grant leadership development 
to be the byproduct. According to 
Hanson,2022, successful teamwork 

requires three aptitudes: receptivity, 
vulnerability, and team-building. The 
first one is related to being authen-
tically open-minded by listening to 
other people’s opinions and making 
space for innovation; vulnerability is 
not often known as a skill, but it takes 
practice to suggest something that 
may not be accepted by all,  and final-
ly, team-building exercises allow the 
team to engage and improve their ef-
fectiveness.  Having a profound team 
culture will create more closeness 
and build trust amongst the members,  
contributing to the team’s identity, 
and alignment with your company’s 
goals.

Building a great team 

Leaders must know each team mem-
ber’s experience, skills, attitude, 
passion, temperament, emotional 
skills, potential, and how they interact 
within the team. To improve effective-
ness, your team must be on the same 
page about organizational priorities.

Having a collaborative team ensures 
that everyone is seeking the same 
common goal, moving to a higher 
level, to express how the team wants 
to work together to achieve break-
through results. 

“It’s not enough for leaders to spot 
collaborative opportunities and at-
tract the best talent to them. They 
must also set the tone by being 
good collaborators themselves” 
(Ibarra&Morten, 2015).

The role of managers appears to be 
crucial in creating strategic support 
for working and remote working ini-
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tiatives. Working from home brings 
new opportunities and challenges 
for organizations and employees. 
Your management approach has to 
be more horizontal and collabora-
tive. This style believes that people 
work without the need for constant 
control and assumes self-motivation, 
ownership, and responsibility. On the 
opposite side, companies that use 
micromanaging do not trust employ-
ees’ work and think that being in a 
physical place demonstrates work and 
accountability (Belling, 2021).

Remote team

When having a remote team, you need 
to adopt new technologies, work and 
lead teammates from different coun-
tries, promote a balance in life and 
work, promote good health, motivate 
strong employee performance and 
adapt organizational culture with 
remote norms. According to Belling 
(2021), if the company has already 
built a strong network of relationships 
with the entire team, they have done 
most of the work to install a strong 
remote working culture.
Trust is listed as one of the key people 
attributes necessary for virtual proj-
ect organizations to move to higher 
levels of maturity and competence. In 
remote teams, trust evolves different-
ly, since there is no physical approach 
and informal communication.  

For this reason, you should create 
scenarios in your company, where the 
team has the opportunity to talk about 
non-related work topics and learn 
about each other periodically. Also us-
ing social media platforms promotes 
getting to know each other differently.  
For example, they can create a Slack 
Community, or encourage team-
building activities using teambuilding 
applications such as Squadpal, and 
teambuilding games, among others.

Creating a positive environment will 
foster, protect and engage your team. 
As the case may be, virtual team mem-
bers share concerns, work approach-
es, and engage in collaborative lead-
ership based as already mentioned on 
trust (Rad & Levin, 2003). 

Technological environment

Technology is a crucial tool for remote 
work to be effective and to encourage 
and promote a collaborative environ-
ment as well. Nowadays, there are a 
huge number of platforms and tools 
that boost a clear and precise work del-
egation, increase productivity, improve 
tracking and reporting, offer workplaces 
to organize documents in a better way, 
allow work in different geographic loca-
tions, and cross-functionally with your 
teams and departments.
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It is relevant to take into consideration the following checklist 
once technology platforms are implemented. 
 

 □ Make your communication as transparent and peo-
ple-centric as possible. 
 □ Ensure that your employee benefits adapt to meet 
the needs of remote employees.
 □ Ensure that technology evolves and adapts to sup-
port your remote employees.
 □ Design opportunities to connect your people with 
lives and interests beyond work.

Some of them are used for different purposes, includ-
ing internal communication, online meetings, managing 
projects, and collaborative design platforms. A McKinsey 
study showed that workers spend an average of 14% of 
their workweek communicating and collaborating internal-
ly. It also highlighted that improving internal collaboration 
through social tools could help you raise the productivity 
of interaction by as much as 20% to 25 % (Chui et al 2019). 

Without technology and software, virtual offices couldn’t 
exist. That is why online platforms serve as the main site for 
communication and collaboration. Electing the most suitable 
remote work software will help you to create a productive, 
and outstanding team. To make this happen, you should 
provide in your organization the job material like equipment, 
software, and program licenses. 
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Company goals

The company’s goals are concrete 
actions that you need to achieve with-
in a certain time frame. They are more 
specific than the overall mission state-
ment and form an important part of the 
business plan. Having clear, specific 
deadlines and achievable business 
objectives allows you to manage the 
business in the right direction as it 
grows. Their importance lies in knowing 
the progress on the way to the company 
goal, but also in determining what is the 
planning purpose.  In order to set effec-
tive goals you need to keep in mind that 
they should be SMART:

• Specific: Make your goals clear and 
narrow for successful planning. 

• Measurable: Keep the focus on 
metrics and measurements to re-
evaluate when necessary.

• Attainable: Make sure you can 
achieve your goals within a fixed 
period of time.

• Relevant: Your goals should align 
with your values and long-term 
objectives. 

• Time-based: Specify the schedule 
and set an end date for task priori-
tization and motivation.

Additionally,  keep in mind this road-
map will help you to carry out the com-
pany goals: 

1. Assigning who will be involved in 
developing a performance man-
agement system for the tasks 
required.

2. Building the company objectives 
with the team and rewarding those 
who achieve their objectives.

3. Creating action plans by including 
specific projects for specific team 
members.

4. Establish a timeline by setting 
deadlines for reaching your com-
pany’s goals and individual objec-
tives. 

5. Provide sufficient resources and 
tools to ensure that your team is 
aware of their tasks. 

3. Defining your company
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According to Schiemann (2009)” Only 
14% of the organizations have a good 
understanding of their company’s 
strategy and direction”.  You need to 
communicate the business goals and 
objectives clearly, constantly, and 
consistently. It is all about describing 
what is the final destination, this will 
contribute to engaging the employees 
by knowing what they are contribut-
ing, so they can visualize it and enjoy 
the journey. That is why CEOs must 
be transparent by keeping the team 
updated. 
 

Mission and Vision

Understanding the main difference 
between these two concepts will allow 
you to correctly formulate each one. 
The mission answers the question, 
“Why do we exist?” and the vision an-
swers “Who do we want to be? Where 
do we want to go? What do we want to 
achieve?”. As you can see, a compa-
ny’s mission and vision differ in time. 
The first one talks about who we are in 
the present and our reason for being. 
On the other hand, the vision explains 
where we want to go. In other words, 
the mission is the present and the 
vision is the company’s future. 

If we analyze these three mission 
statements, we can see that they 
start with a verb, then what we do and 
for whom we are existing, and finally 
communicate the benefit they are 
offering.

“To organize the world’s informa-
tion to make it universally accessi-
ble and useful” 

- Google

“Inspire and empower everyone to 
fight food waste together” 

- Too Good to go

“Enabling better organizations” 
- Personio

This checklist can help to formulate 
the mission statement: 

 □ Does it help leaders to set priori-
ties? 
 □ Does it engage the team and drive 
loyalty across generations?
 □ Does it promote brand differentia-
tion, consumer passion, and brand 
management? 
 □ Does it support/ improve strategic 
alignment over time?.
 □ Can it be measured? 

As Barnard (1986) said, “the company 
purpose is the objective of cooper-
ation that makes the organization 
possible”. Once this information is 
created, share it with your team and 
ask them for feedback, making two or 
three versions to test in focus groups 
or by voting. 

Now that the company’s present is 
defined, it is time to highlight the fu-
ture. When it comes to creating the vi-
sion, the goal is to describe the future 
of your company.  Anyhow, the vision 
needs to be aligned and coherent with 
the mission. 

The vision statement will create a 
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clear path for change: what is going 
to be the output. Your company vision 
is dynamic and time-bound, there-
fore, leaders should be aware of the 
changes, otherwise, nothing will be 
achieved. These are some character-
istics to take into consideration when 
building your vision statement (Hum-
phreys,2004):

 □ Think BIG, challenge, and inspire 
others.
 □ Future tense: From present up 
until 5 years more.
 □ How is the company going to 
achieve it?
 □ Explain what the company’s future 
impact will be. 

The vision statement serves the 
mission, they are linked to each other. 
See how they are related:

“To provide access to the world’s 
information in one click.”

- Google

“To contribute in every way we 
can to build the global food waste 
movement”.

- Too good to go
 
“Become the leading HR Platform 
for SMEs in Europe”.

- Personio

These companies  have a solid ap-
proach that they use to achieve their 
vision, the vision translates into daily 
actions in every workday. Following 
the company’s vision, employees can 
see themselves in the bigger picture 
as well as providing the best service 
for every task. 

As a founder, you need to make an 
effort to create these vision state-
ments since you are the starting point 
for the company’s strategy. This is 
why the mission and vision need to be 
solid, and understandable for every-
one. Having a clear, short, simple, 
easy-to-communicate mission and vi-
sion, will rebound in every single level 
of the team. 

Values

The core values respond to the ques-
tion of how will we behave? They are 
the company’s DNA and designing 
them will make a decisive step to 
creating the environment desired 
within the organization. These values 
will facilitate your decision-making in 
a self-managed organization and will 
help you decide the goals, strategies, 
and people.

What does value mean? The theory 
defines values as desirable, trans-sit-
uational goals that vary in importance 
as guiding principles in people’s lives 
( Kluckhohn, 1951; Rokeach, 1973). Af-
ter having a specific experience, judg-
ment is created and a set of beliefs 
that are linked to the values are going 
to lead to another kind of behavior.

Mindset Model

Experience - Belief - VALUES - Behav-
ior - Results

If you are starting from scratch, a 
co-creation process will help you 
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clarify and redefine what you are 
doing and why. First of all, you should 
list your personal values as a founder. 
It is significant as a leader to recog-
nize which ones are considered most 
meaningful. Then you should identify 
key people’s values. With this informa-
tion combine the results, make a list 
and begin to test them with the man-
agers, and key employees. The next 
step is to scratch the ones that result 
unnecessary in the first phase, create 
a shorter list and send it to the entire 
team as a survey to ask for feedback. 
Make a  list with unique and inspiring 
worded values. It is better to have no 
more than 10 values in total. 

Once the core values are created and 
tested, they become not negotiable, 
everybody must stand on them, and 
everybody will live and experience 
them every day. To efficiently apply 
them, communication is a key factor - 
publish them on every touchpoint with 
the team, clients, etc i.e. the website, 
social media, and email signature; 
reinforce them at the meetings, living, 
and showing them on an ongoing 
basis. 

Finally, keep in mind that values can-
not be trained but must be cultivated 
by people and should represent the 
company’s identity. Consistency is 
the key to keeping the core values 
alive, this will create the framework for 
the organizational culture. 

Organizational Culture

Culture Management Tools

Culture includes the mission, vision, 
values, principles, and practices that 
underlie the social network of a com-
pany. It permeates its actions and 
connects stakeholders to each other, 
to the company’s purpose, people, 
and processes.  In other words, cul-
ture can be considered as a way of 
life of a particular group of people at a 
particular time.

“Culture eats strategy for 
breakfast.”

– Peter Drucker

The challenge for growing your orga-
nization, particularly if you’re mov-
ing from startup to scale, is staying 
true to your vision while adapting to 
change(Dvorak et al, 2021). And this 
can be accomplished by working side 
by side with the managers since they 
will pass on the organizational culture 
to their employees. Therefore, imple-
menting these three culture manage-
ment tools (Connors&Smith,2012) can 
provide clear direction to the entire 
organization about what culture looks 
like and what everyone should do, and 
keep doing to create the new culture. 

• Feedback: Providing useful infor-
mation regarding team perfor-
mance.

• Storytelling: Sharing daily how the 
team live their cultural beliefs.

• Recognition: Recognizing employ-
ees who stand by these cultural 
beliefs.
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“Employees and teams who most 
align with their company culture 
consistently perform higher on inter-
nal performance metrics than those 
who least align” (Gallup,2018). For 
this reason, leaders must enhance 
their culture’s assets for long-term 
sustainability.  Gallup  has identified 
5 drivers of organizational culture 
that can guide how employees con-
duct themselves, make decisions and 
achieve their work: 

 □ Leadership and communication: 
Actions always speak louder than 
words, and the most influential 
messages are conveyed by lead-
ers’ actions.
 □ Values and Rituals: Recogniz-
ing work that focuses on specific 
values communicates an organi-
zation’s desired identity to em-
ployees, fostering a culture set on 
what matters most to the compa-
ny.
 □ Human Capital: Organizations 
must select, engage and develop 
employees in ways that reinforce 
the organization’s purpose, brand, 
and culture in a clear and aligned 
behavior. 
 □ Work Teams and Structures: By 
intentionally crafting a corporate 
structure with purpose, brand, and 
culture in mind, leaders can inspire 
employees to uplift the organiza-
tion’s desired identity.
 □ Performance: Performance man-
agement practices must support 

an organization’s purpose, deliver 
on its brand promise, and reinforce 
its desired culture. 

As leaders or managers in order to 
achieve superior employee perfor-
mance, you should live out a clear, 
consistent, aligned culture. Your 
company culture must engage your 
team and inspire high commitment. 
If the culture struggles at a certain 
point, you can give an energy boost to 
the team with recognition (Ratanjee, 
2021). The following checklist can help 
you to evidence the culture’s contri-
bution (Dvorak, 2022):

 □ Challenge your employees to per-
form at their higher capacity.
 □ Recognize and reward employees 
for superior results.
 □ Have a collaborative environment.
 □ Encourage honest and clear com-
munication about business chal-
lenges and possible solutions.

The company culture will be present 
daily in every aspect of your organiza-
tion. From promoting someone or imple-
menting new policies, to interacting in 
meetings or how to receive feedback. 
According to Connors&Smith (2012), 
these experiences encourage beliefs 
about “how we do things around here” 
and those beliefs drive people’s actions. 
These actions with few exceptions pro-
duce their results. 
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Culture is the company’s muscle mem-
ory that is not based on the way the or-
ganization wants to operate, but on the 
way, it has operated in the past (Ries, 
2011). Because of this, culture comes 
with having processes and accountabil-
ity, for example, systems, rewards, and 
incentives that motivate employees’ 
behavior and represent the focus of 
their attention.

“Only three things happen naturally 
in organizations: friction, confusion, 

and underperformance. Everything 
else requires leadership” 

- Peter Drucker 

If the organization wants to change 
the culture, it is important to clarify the 
key Cultural Beliefs that you need to 
alter which will help you to accelerate 
the transition into a new culture (Es-
iler,2021). 

Graphic 3 - Pyramid Results - Actions -  Beliefs - Experiences (Connors, R., & Smith, T. , 2012)

Connors and Smith (2012) suggest a 
six-step leadership alignment process 
to ensure adjustments around key 
decisions with individuals, teams, or the 
entire organization.

The role of Management

With the Covid-19 pandemic dictating 
the pace of the last 2.5 working years, 
the situation not only has effected per-
sonal lives but has had a big impact on 
corporate life as well. With an increase 
in home office, decentralization of work, 
and increased difficulty in working to-
gether, managers and employees alike 
face new challenges in their profession-
al lives. With a highly competitive labor 
market, employees have gained the 
upper hand in the market for the first 
time in at least two decades. This trend 
is especially visible in the US (Dalton et 
al., 2021). Wages jumped in the three 
months ending in September by the 
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most on records dating back 20 years, 
a stark illustration of the growing ability 
of workers to demand higher pay from 
companies that are desperate to fill a 
near-record number of available jobs. 
Controversially, high-earning mid-career 
professionals in the tech industry are 
leaving their jobs, increasing the overall 
number of vacant jobs in the US alone to 
a record-breaking number of 10.9 million 
open jobs at the end of July. It is clearly 
visible that employees not only value 
money, flexibility, and other corporate 
benefits but that increasing focus is 
directed to the relationship between the 
employee and the mid-level manager. 
This is directly shown in a study by McK-
insey & Company (Allas et al., 2021). 
The study shows that job satisfaction 
is 39% built from interpersonal relation-
ships. These interpersonal relationships 
consist of 89% of relationships with 
direct managers. Aligning itself with the 
famous quote from Peter Drucker (1993) 
that good employees quit when man-
agement is bad, and bad employees quit 

Graphic 4 - 6-step leadership alignment process (Connors & Smith, 2012)

when management is good.

The goal of this section is to better under-
stand the role of managers and the power 
they possess to influence the managed 
workforce. 
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The Role of Middle Management 
in HR

The role of the interaction and relation-
ship between employees and managers 
gains increased focus in academic re-
search, as firms across industries face 
increased pressure from higher employ-
ee turnover, which can be observed in 
more detail in the general introduction. 
These higher turnovers lead to neg-
ative effects on the business, mainly 
on profits, customer service, training 
costs, and other important business key 
performance indicators (KPI).
As management needs to make sure 
that the firm will develop a sustainable 
future for itself, they must investigate 
strategies to understand the reasons 
for high turnover and should design 
processes that are reducing this issue. 
Middle management is not only import-
ant for the job satisfaction of the em-
ployees, but also for the business unit 
and simultaneously overall firm perfor-
mance. This management level is the 
focus of the study conducted by Friebel 
et al. (2021). The study zooms in on the 
actions middle management can take to 
reduce turnover in their business unit, 
the long-term effects of the treatment, 
the effect strength and positive aspects 
on the overall firm, and the implications 
for goal setting and formalized con-
tracts to enforce company goals.

The most effective realized actions by 
the middle management decreased 
the quit rate between 20 to 25%. 
This effect then vanishes after nine 
months, but after sending a remind-
er to the store managers, the effect 
shows again with the same strength 

but a lower duration. The decreased 
quit rate has no significant effect on 
the performance KPIs of the single 
store, mainly measured in sales, and 
shrinkage, but shows profitability on 
the overall firm performance, as one 
person quitting usually induces costs 
of around €1.470 overall.
The study shows the key role middle 
management plays in the reduction of 
personnel turnover, but also reveals 
the intricacies of goal setting and the 
daily trade-offs middle managers are 
experiencing when trying to split up 
their time between different opera-
tional tasks. The paper also opens a 
discussion about the formal contracts 
needed or not needed in enforcing 
norms and company-wide perfor-
mance goals.
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4. Attract and recruit

Introduction

“If we weren’t still hiring great 
people and pushing ahead at full 
speed, it would be easy to fall 
behind and become a mediocre 
company” - Bill Gates on the im-
portance of recruiting

As Bill Gates illustrates with this sen-
tence, recruiting the right people in a 
resourceful and efficient way is one of 
the biggest challenges of growing a 
company.

Setting up the recruitment 
process

Setting up a recruiting process that 
fits the overall company goals, the 
scaling needs and the financial and 
human resources inside the company 
should be considered the first step to 
achieving success in recruiting. We 
are splitting the recruitment process 
into four chronological steps that we 
will take a look at. 

Firstly, a company must establish its 
overall recruitment objectives. Some 
companies will  look for different 
characteristics and hard skills than 
others. Maybe working together with 
freelancers suits one company better 
than another one. So, setting up the 
recruiting process will give direction 
to the overall establishment of the 
company’s recruiting structure. As 
the second step, a holistic recruit-
ment strategy must be developed. 
Questions like how many operational 

recruiting steps there should be, is 
there the need for the applicants to 
solve a challenge between interviews, 
how much free budget is there to 
invest into job advertisements, what 
is the number of recruiters working 
on the project or the desired time-to-
hire must be answered here. Not only 
is this step critical for the operational 
recruiting activities, but also the final 
step of the KPI tracking throughout 
the various recruitment phases. 

After the first two steps are complet-
ed, the operational part of the recruit-
ment process can start. Here, what 
we have discussed previously will be 
brought to life by the HR and manage-
ment team. We will touch here on the 
important concepts of operational 
recruiting but will go more into detail 
about the key takeaways in the follow-
ing sections as well. The final step of 
the recruitment process is the eval-
uation and tracking of the objectives 
and the development of a strategy. 
With the strategic collection of data 
throughout the recruitment process, 
data-based changes and decisions 
can be made to further increase the 
effectiveness of the overall process.

So, how do you take this strategic ap-
proach to HR? We list some of the most 
important topics to think about – if you 
take your time to do this on a manage-
ment level, there is no choice then for 
HR to work strategically. At the same 
time, people working in HR on a manage-
ment level will have better connections 
to the overall company goals as well.
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Graphic 5 - Recruitment objectives

Establishing the Recruitment Objectives

In a world where HR is often seen as a strictly operational part of business, the need for a 
strategic approach to Human Resources is bigger than ever. Often terms like “back office”, 
“support” or even “internal consultancy” are used for the HR department which undermines 
the strategic importance HR can have in an organization (Holbeche, 2001). As Ulrich (1998) 
states: “The successful organizations will be those that can quickly turn strategy into ac-
tion: to manage processes intelligently and efficiently: to maximize employee contribution 
and commitment, and to create the conditions for seamless change”. 
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Develop the Recruitment  
Strategy

A strategic approach to the Recruit-
ment Strategy was already formulated 
in 1990 by Fottler et al. and nowadays is 
more important than ever in a compet-
itive environment with the increasing 
speed of change. As a quick overview 
before we go into detail, this step can 
be summarized as follows:

• Assessing the organization’s envi-
ronment and mission 

• Formulating the organization’s busi-
ness strategy 

• Identifying HR requirements based 
on the business strategy 

• Comparing the current HR invento-
ry— in terms of numbers, character-
istics, and practices— with future 
strategic requirements 

• Developing an HR strategy based on 
the differences between the current 
inventory and future requirements 

• Implementing the appropriate HR 
practices to reinforce the business 
strategy and attain a competitive 
advantage

To build up the strategy, these addi-
tional questions should be answered as 
well: 

 o What recruitment message 
should be communicated?

  o  How can the targeted individuals 
best be reached?

  o When should the recruitment 
campaign begin?

  o What should be the nature of a 
site visit?

  o What type of individuals should 

be targeted? (certain skills, edu-
cation, experience).

An employer might need to do some re-
search to answer these questions, such 
as evaluating past efforts to determine 
what sources of recruitment worked 
best.

The main reason why these questions 
should be answered is to build up a 
consistent recruiting message. This 
message will help the company at-
tract the right candidates, because of 
consistent, transparent, and attrac-
tive communication (Lee et al., 2017). 
With these considerations in mind, a 
company should develop a recruiting 
message based on the following char-
acteristics.

The specificity of the content is es-
sential. Feldman et al. (2006) describe 
the initial trade-off between a vague 
information density and a detailed one 
stated throughout the recruitment 
process: a vague information densi-
ty may attract a wide array of initial 
applicants and will increase the size of 
the talent pool. But, such recruitment 
messages may also increase the num-
ber of unqualified candidates that still 
need to be handled, and such recruit-
ment processes may be unappealing 
to candidates who are highly focused 
on their job search and strategy. So, 
for smaller companies with more lim-
ited human capital in the HR depart-
ment, it is recommended to increase 
the information density throughout 
the recruiting process. A job posting 
should include a great level of detail 
when giving requirements the candi-
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dates must bring to the table (McLane 
et al., 2021; Meyer, 2019). So if you talk 
about the academic background the 
candidate should have, not only men-
tion the level of education but also 
give examples of the program’s major. 
When talking about holidays, stating 
the actual number of days is great, 
especially when being more work-
er-friendly than the average. Stating 
a realistic working schedule is key to 
being transparent about day-to-day 
activities, meetings, and tasks.

Moreover, the question of what you 
should talk about is a key one to an-
swer, so think deeply about the im-
portance of the content. There is 
the first overarching consideration of 
realism about the job specifics. John 
P. Wanous (1978) set the tone to con-
sider realistic job previews (RJPs) to 
reduce turnover later on. There is no 
causal influence of RJP on job perfor-
mance, but in recent times it has been 
proven that giving realistic insights 
into the day-to-day business will re-
duce lagged turnover and is therefore 
beneficial to a company overall (Du 
& Shin, 2016). RJP is an ethical man-
ner to provide realistic expectations 
and ethically required information to 
applicants, which can ultimately influ-
ence the job satisfaction of the hired 
employee (Bashir & Bashir, 2016). So, 
including detailed and honest infor-
mation about job attributes needed, 
stating organizational information 
about your culture, work environment, 
values, advancement opportunities 
and similar is significant. Oftentimes, 
personal attributes such as communi-
cation, service orientation, collabora-

tion and cooperation, and team capa-
bilities are highly desired, and many 
entry-level ads request some experi-
ence. These expectations should be 
stated clearly. This will also represent 
the realism of the content, as you will 
describe the environment and as-
pects of the position realistically.

It is critical to think not only about 
what you communicate but also how 
you communicate the specificity, 
importance, and realism of the con-
tent! That is done with the message 
phrasing. You should try to avoid 
gender-specific language, so avoid 
unnecessary usage of male-oriented 
job descriptions. Wording that might 
suggest that you are only search-
ing for younger applicants should 
be avoided as well. There should be 
phrasing included that proposes an 
inclusive work environment and an 
openness to all types of individuals 
(Fu, 2012). Something like: “Company 
XY’’ is an Equal Opportunity Employer. 
We do not discriminate based on race, 
religion, color, sex, gender identity, 
sexual orientation, age, non-disqual-
ifying physical or mental disability, 
national origin, or any other basis 
covered by appropriate law. All em-
ployment is decided based on qualifi-
cations, merit, and business need.
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Creating the most important 
documents

After you created the recruiting ob-
jectives and the recruiting strategy, 
you can turn to the operational part 
of the recruitment process. Here are 
three critical documents that should 
be prepared before starting the offi-
cial recruiting process and carrying 
out the operations. In this section, you 
will learn to build up these documents, 
and we will talk about the other im-
portant steps in ensuring an effective 
and efficient operational recruitment 
process.

Drafting your recruiting require-
ments (RER)

To better understand and contextu-
alize the recruitment objective and 
strategy, it is critical to creating one 
RER document per open vacancy. This 
will lead you to think about the re-
quirements and responsibilities your 
hire must fulfill to satisfy the recruit-
ing needs. This document not only 
helps the assessment of candidates, 
but it will also allow you to paint a clear 
picture of the role of every person 
you interview. Furthermore, an RER 
document can act as a basis for per-
sonnel development. Throughout the 

creation of this document, you must 
think about the future of the specific 
role, what responsibilities and tasks 
will come towards the person down 
the road and what kind of skills will be 
required to tackle these tasks. Ulti-
mately, the document will not only be 
used for recruiting, but it will also be a 
roadmap for every person within your 
organization.
Consequently, the document should 
be split into two particular sections. 

Requirements
You need to think about the seven 
specific levels of requirements shown 
in the graphic above.

For the requirements, it makes sense 
to split the seven levels into top re-
quirements and bonus requirements 
that are nice to have but not a neces-
sity to fulfill the job and offer great 
value to your company. But how do 
you set these requirements? As a 
founder, you will most likely do this in 
cooperation with your department 
and team leads. It is crucial to take this 
step seriously, and have well-defined 
details about each one of the seven 
levels.

Graphic 6 - Levels of requirements for hiring
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Responsibilities
As candidates need to know where 
the journey within your company will 
take them, the defined responsibili-
ties not only act as some facts to talk 
about in the interviewing process but 
also as a personal mission statement 
for the specific job. The responsibil-
ities can be split into three specific 
parts to go from immediate responsi-
bilities to the long-term vision for the 
particular role. A lot of research points 
out that there must be multi-periodic 
planning to develop your own talents 
(Moheb-Alizadeh & Handfield, 2017). 
As talent development is critical for 
any company to succeed, especially 
when your company is young and can-
not just buy in already fully developed 
employees, this RER document can be 
your first step in the direction of per-
sonnel development and performance 
management (Conger, 2014). So, 
which are the three different steps to 
build up the long-term vision?

1. Short-term responsibilities
• Here you will note down all the 

responsibilities the new em-
ployee will take over after the 
initial onboarding period. This 
must be defined in detail, as 
the first specific to-dos for the 
new employee will be created 
out of these ideas and respon-
sibilities. But the creation of 
to-dos should not stop here. 
Today’s business environ-
ment is becoming increasingly 
dynamic, and the concept of 
agility, planning, and develop-
ment is of utmost importance 
for longer-term talent develop-

ment (Harsch & Festing, 2019). 
Therefore, the next logical step 
is to create medium-term re-
sponsibilities.

2. Medium-term responsibilities
• What will the employee do 

after the first year of being in 
your organization? This is the 
guiding question for the medi-
um-term responsibilities. Here, 
you will start to do more stra-
tegic HR planning and devel-
op a personnel development 
strategy. Remember, you want 
to develop your own talent, so 
you should have a plan in mind. 
This is not only great for the 
candidate to hear in the inter-
viewing process but allows you 
to create a specific step-by-
step roadmap for the future 
employee. This roadmap usually 
is strongly aligned with your 
overall business strategy.

3. Long-term mission
• People need a mission to be 

the most productive version of 
themselves and to feel aligned 
with the company. This is fre-
quently taken care of by the 
mission statement of your 
company and the effective 
communication of this state-
ment (Hackley, 1998). However, 
you can take this to the next 
level and create a personal 
mission for every employee 
to give them a long-term pur-
pose (Chang et al., 2022). For 
this reason, you should create 
long-term responsibilities that 
will not only give insights into 
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the long-term HR strategy but 
will also act as an anchor point 
to your future employees and 
what they could develop into.

Drafting of the job advertisement

After the establishment of the recruit-
ing strategy, and the RER document, 
you are ready to create your job ad. 
Your job descriptions should be treat-
ed like a marketing or sales document. 
They have to be informative, dynamic, 
and easy to find, all while attracting 
the right people. Before we dive into 
the details of a job description, we 
want to highlight some critical prop-
erties that need to be considered. Of 
course, your aim is to market the op-
portunity your company provides, and 
you intend to sound like a great match 
for potential candidates. However, 
you should also stay true to yourself, 
be transparent, and be realistic about 
the benefits, and opportunities you 
provide. Nonetheless, how do you 
write a great job advertisement? Eight 
sections should be included.

Even before putting pen to paper to 
write a job description, ask yourself 
three questions: What current and 
future business needs would this role 
directly solve? Where else in the orga-
nization can this role have an impact? 
What core competencies will make 
this individual successful? 

 
The job title

As more repetitive tasks — such as 

data entry and transcription — are 
streamlined via technology, profes-
sionals will have more time to interact 
with or collaborate with people out-
side their departments. Increased 
connectivity between departments 
can lead to employees becoming more 
productive while delivering work out-
puts that are more accurate, dynamic, 
and of higher quality. With a wider 
variety of tasks, job titles should also 
be redefined. They should be broad 
enough to cover a wide range of tasks, 
but they should be specific enough to 
give a general understanding of the 
role and tasks associated with the 
title. You can also explain the title for 
the job later on in the description and 
mention more specific titles that the 
potential employee will wear as differ-
ent hats throughout his/hers time at 
your company. For example, the role 
of “Customer Service Representative” 
could be converted to “Voice of the 
Customer Lead”. The different hats 
worn throughout the employment 
could be Customer Advocate, People 
Manager, Data Analyst, Marketer, De-
partment Head or Forecaster. 

Introduction to your company

Starting with an introduction to your 
company is a great start to already 
give a lot of information, state your 
mission and highlight the unique as-
pects of yourself as an attractive em-
ployer. Describe your services short 
and precisely, and enlighten the work 
the future employee will do. Highlight 
collaboration partners for the employ-
ee, and the general structure of work. 
As the internet has made us accus-
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tomed to reading short snippets of 
text (Abang Yusof, 2021), try to be as 
precise and direct as possible.

Job mission

A nice and modern addition to job 
advertisements is job missions. This 
should just be a one or two-paragraph 
summary of the RER responsibilities 
and long-term mission. This section 
will highlight why the specific role is of 
crucial importance to your company 
and how this position will help to boost 
future business success. Here, you 
can also clearly state which kind of 
person you are looking for. Just men-
tion a couple of important soft skills 
and the preferred professional back-
ground of the candidate.

The responsibilities

This is the time to heavily rely on your 
RER document. To sum it up in a cou-
ple of sentences. Mention the most 
indispensable bullet points from the 
short- and medium-term responsi-
bilities, while still giving insights into 
the long-term mission for the role. 
The split between the three aspects 
should be 50:30:20. Ramhit (2019) 
found that the closer the mentioned 
responsibilities are to the actual re-
sponsibilities and tasks, the higher the 
job satisfaction of your employees.

The requirements

The second part of the RER document 
will be on display here. Mention the 
most significant requirements for 
the position. Make the requirements 

specific enough, as done for the RER 
document, so that possible applicants 
can get an understanding of the skills 
required, but also set them broad 
enough so that a sufficient number of 
people actually can apply.

The benefits

Now is the time to shine! If your com-
pany provides modern benefits like 
the possibility to work from home, 
having the financial support to create 
a nice home office, special compa-
ny events or other unique benefits, 
mention them here! Do not forget to 
mention the long-term development 
goals for the position and align them 
with the general business strategy. 
If you plan to expand your business, 
mention it here. If there is a structured 
personnel development plan in place, 
of course, highlight it.

Application necessities

Do not forget to mention the necessary 
documents candidates should send 
while applying for the position. If you 
only require a CV, great. If you want to 
know more about the candidates and 
would like to see past employment rec-
ommendations or transcripts of records, 
please mention them in this section. 
Similar to all the other sections, the 
tighter you define it, the smaller your 
funnel of possible candidates will be-
come. So choose wisely and only men-
tion the documents you need.
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Diversity statement

A diversity statement makes it clear to everyone that you are 
thinking about diversity and equity. This will be critical in the 
screening process and later on in the benefits that will make 
your company more attractive. A diversity statement should 
sound something like this: 

Our company is an Equal Opportunity Employer. We do not 
discriminate based on race, religion, color, sex, gender iden-
tity, sexual orientation, age, non-disqualifying physical or 
mental disability, national origin, or any other basis covered 
by appropriate law. All employment is decided based on quali-
fications, merit, and business need.

Your operational start to successful recruiting

The war for talent has been transformed by the new realities 
of global competition and shifting demographics and tech-
nologies. In this new world, where employees are no longer 
loyal to any one company, organizations need to compete 
harder than ever to attract the brightest and best candidates 
in an increasingly competitive global market. With your de-
tailed recruiting objectives and strategy, the well-defined 
RER document and the engaging job advertisement, you are 
now ready to find the right talent for your organization.

After you published your job ad on the chosen recruiting 
channels, it comes time to do work on the operational side 
of the recruitment process. After receiving applicants, the 
initial step is to screen for the right candidates to interview. 
The interviewing process, in this case with three steps to it, 
comes next.  As speed is one of the key aspects of building a 
great candidate experience, decision-making comes immedi-
ately after the interviewing process. We will run you through 
all three steps to give you all the tools you will need to hire 
the right talents.

Screening

In the past, talent screening relied on factors such as ex-
perience, knowledge, performance, and judgment ability. 
These screening criteria are no longer sufficient because 
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in this knowledge economy, fast-moving and diverse 
business environment, there are many more factors you 
must consider before inviting someone to a first interview 
(Zhang, 2022). One of the most important things to keep in 
mind is objective decision-making when it comes to invit-
ing candidates. There are some underlying heuristics and 
biases that can influence your decision-making without 
you even noticing them!

The big question now is: How can you combine screening 
factors with debiasing tactics and objective screening 
methods? In the following paragraphs, we explain how you 
can easily implement one debiasing tactic, and find two 
processes for objective screening. This will lead you to a 
controlled screening process that is based on skill, experi-
ence and expertise, and diversity instead of biases.

One of the most severe biases in the HR world is the sim-
ilar-to-me effect. This effect is a cognitive bias that ex-
plains our tendency to prefer people who look and think 
like us. We have an affinity for everything we are familiar 
with, which is why this bias is known as affinity bias. While 
connecting with people you know well may seem harmless 
theoretically, the effect can lead to unfair consequences 
when applied to recruiting practices, workplace promo-
tions, and tolerance for differences.

Luckily, there are some debiasing tactics that are simple to 
understand, follow and implement. In one study on the illu-
sion of transparency, researchers found that people who 
were informed of this bias before giving a public talk appeared 
more composed and gave a better talk than those who were 
not told about it (Savitsky & Gilovich, 2003). The illusion of 
transparency is a cognitive bias that causes people to be-
lieve that their thoughts and emotions are more apparent to 
others than is the case. This bias means that people tend to 
think that others can tell if they’re feeling nervous or anxious, 
even if this is usually not the case (Hu & Yang, 2009).

So, just by building awareness of a specific bias, you can 
manage to reduce its effect. Moreover, even in cases where 
awareness of a bias doesn’t trim it directly, it can still help the 
person who is being debiased realize what the issue is, and 
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why debiasing is important in this case. 
But how can you apply this knowledge 
to your recruiting efforts?

To say it in simple terms: self-control. 
After you started screening applicants 
and finished with the initial screening 
process, make sure to take a look at the 
candidates you have chosen to proceed 
with. Are they similar to your academic 
background? Do they have the same 
professional experience as you? Did 
they graduate from the same university, 
come from the same state or country, 
or do they have similar interests to you? 
If you revisit the profiles of the chosen 
candidates and answer the questions 
with yes, you should reconsider screen-
ing again and focus on diversity, skills, 
and experience.

For this check of objective information, 
you need fast and efficient data tracking 
and objective ways to display candidate 
data. The way you view information can 
affect the way you process it. Modifying 
the way the information is presented, 
by providing it using an easy-to-un-
derstand replication instead of just a 
numerical description, can lead to more 
objectivity in the screening process 
(Fagerlin et al., 2005). 

For this to work, you need to gather 
objective information and require a way 
of displaying this information not only in 
numeric descriptions but also with visu-
al representations of that information. 
The next section “Applicant tracking” 
will focus on this point. The point about 
objective data and information will also 
be revisited during the interviewing 
process to underline the importance of 

objectivity.

Applicant tracking

You should track the relevant informa-
tion about your candidates with a so-
called applicant tracking system (ATS). 
There are many sophisticated software 
applications out there to take over this 
job. In the first phases of building up 
your organization and structures, a 
spreadsheet is also sufficient.
This tracking system is a great way to 
display objective information about 
each candidate, tracking KPIs and 
having a structured recruiting pro-
cess, which ultimately will improve 
candidate satisfaction as well (Mondy 
et al., 2004).

It is important to track in which inter-
viewing stage each candidate cur-
rently is located, note down essential 
and objective data about the candi-
date, and find all relevant info in one 
place. Try to keep the spreadsheet as 
slim as possible. 

Due to the possible high number of 
applications, we advise you to only 
add the names of the candidates who 
have been contacted by you for a first 
interview, whether they respond or 
not. Anybody who is reached out to 
goes on the spreadsheet. Make sure 
to add all interview date(s) as you 
schedule them. Only add the universi-
ty name if the applicant comes from a 
University Platform. If they come from 
LinkedIn or any other source, there 
should be a field to track the recruit-
ing channels. You should also include 
an objective rating of each candidate 
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after every interviewing step. We get 
into the ratings in the next section, 
but they will allow you to assess and 
analyze your best recruiting chan-
nels and focus efforts on them in the 
future (Gilmore & Williams, 2009).

We have talked a bit about the next 
step, interviewing candidates, before. 
The next section will focus on this 
operational task by splitting it up into 
setting up each step of the interview 
process, preparing for the interview 
and tracking all the relevant informa-
tion.

Interviewing

Interviewing is an integral part of the 
HR process. This needs to be as struc-
tured as possible, as research found 
that the more structured the over-
all HR process and the interviewing 
steps, the higher the financial perfor-
mance of a firm (Sánchez-Marín et al., 
2017). So, structuring the interviewing 
process will not only lead to higher 
candidate satisfaction but will also 
improve the profitability of your com-
pany. 
 
A structured interviewing process is 
one of the cornerstones of developing 
quality human resources (Dekker et 
al., 2012), and should be taken care of 
in a strategic, objective and respon-
sive way. It is a challenge to create a 
structured, yet fast and responsive 
interviewing process. That is precisely 
why we advise you not to overcom-
plicate the whole process to hire the 
best talent.

Preparing for the interview

Preparation is key – not only for your 
business development but also for the 
interviewing process. You already laid 
the foundation with the RER docu-
ments and the other important hiring 
documents, now comes the opera-
tional part of the interview process. 
We will focus on preparing for inter-
views. 
 
In recruitment, a cross-cultural knowl-
edge base is vital as the demand for 
international talent poses escalating 
challenges to effectively attracting 
desirable applicants (Ma & Allen, 
2009). A company’s values   influence 
many factors, including the compa-
ny’s mission, employee behavior, and 
key business decisions. Most com-
panies prefer to hire candidates who 
share their ethics and values   so that 
they can help the company achieve 
its core goals. To ensure that your 
potential employees share the same 
values   as the company defined, you 
should ask candidates value-based 
questions. 

Having a list of potential questions to 
ask will give your preparation the edge 
needed and will allow you to make in-
formed decisions about continuing or 
ending the process with a candidate. 
There are generally eight spheres for 
value-based questions. In the follow-
ing paragraphs, these spheres are 
listed, and exemplary interview ques-
tions are stated as well for you to use.
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1. Compassion and empathy
Companies prefer to hire employ-
ees who are compassionate and 
empathetic to others in the work-
place. The attitude of employees to 
show empathy towards a colleague 
or a customer can make them key 
assets to any team. As collabora-
tion is more important than ever, 
you should test this value with 
some of the following questions:

i. Tell me about a time when 
you knew someone who did 
not feel great at the work-
place. How did you handle 
the situation?

ii. How would you react when 
one of your colleagues can-
not bring forward ideas in a 
meeting?

2. Trustworthiness
Employees need to be able to rely 
on honesty, keep commitments 
and demonstrate good fol-
low-through. Trustworthiness is a 
key value for a successfully running 
business (Krosgaard et al., 2002), 
so with the following questions, 
you should check for trustworthi-
ness in the employee:

i. Why do you think being 
trustworthy is an important 
quality to have?

ii. Tell me about a time when 
you faced an ethical dilem-
ma in the workplace, and 
how you reacted to the 
situation?

3. Teamwork
Skills such as compromising, ac-
cepting criticism and negotiating 

can help make a great team. Most 
positions require employees to 
cooperate and collaborate with 
others on at least some of their job 
responsibilities. Great teamwork 
skills will lead to better manage-
ment of critical business situations 
(Detlefs et al., 2022). Asking ques-
tions about the possibility of great 
teamwork will make the assess-
ment of this skill easier:

i. Describe a time when you 
had to persuade a coworker 
or manager?

ii. How do you manage to work 
alongside a challenging col-
league?

4. Accountability
Being accountable means tak-
ing responsibility for your words, 
actions, and mistakes. Employees 
need this trait to show a willing-
ness to admit when something is 
going wrong or take ownership of 
important tasks.

i. Why should people take 
responsibility for the things 
they do wrong?

ii. Tell me about a time when 
you made a mistake in the 
workplace and how you cor-
rected it.

5. Quality
Especially when starting out, 
quality of work is essential to have. 
Prioritizing quality means that em-
ployees care about putting effort 
into their responsibilities, projects, 
and tasks.

i. Tell me about a time when a 
colleague was not maintain-



Copyright © via GründerAtelier GmbH | All rights reserved. 41

ing quality. What did you do?
ii. Why is attention to detail 

and accuracy critical to up-
holding in a job?

6. Leadership
The first hires you will make need 
leadership skills. Your team will be 
a smaller one, so people should be 
able to take a critical position in 
the future. This can increase staff 
productivity and ensure the team 
meets their goals.

i. Tell me about a time when 
you successfully led a team.

ii. What are the traits that 
make you an excellent lead-
er?

7. Innovation
Creative skills and innovative ideas 
will be essential skills for your team 
to have. These are critical assets in 
an employee for a range of compa-
nies, particularly startup compa-
nies focusing on sales.

i. Are there any new ideas you 
have introduced to a pre-
vious workplace? What are 
they?

ii. What are some products on 
the market that you consid-
er the most innovative, and 
why?

8. Social and environmental re-
sponsibility
Social and environmental respon-
sibility is becoming a more import-
ant value to have in the workplace. 
Nearly all companies want to hire 
employees that value these im-
portant topics as well. You can 

easily test for these values in an 
interview with the following two 
questions:

i. How can our company be 
more socially and environ-
mentally responsible?

ii. In what ways have you 
demonstrated social and en-
vironmental responsibility?

These questions will not only struc-
ture your interviews but will open up 
interesting conversations, where it 
will be easy to assess candidates and 
build relationships. After preparing for 
the interviews, it is now time to set up 
every step of the interviewing pro-
cess. The next section will give you all 
the critical insides to know.

Setting up the interviews

Typically, we advise having three main 
recruiting and interviewing stages. 
This allows you to make informed de-
cisions, while still being fast and pro-
active for all of your applicants. As the 
job market heated up in the last few 
years (Jeong, 2019), it is essential to 
be quick in the interviewing process. 
And remember one thing: a candidate 
will be the same person after the third 
and the tenth interviewing round.

The first stage is an HR interview, 
where you will screen for motivation, 
soft skills, interests in your company, 
communication style, and role fit. This 
interview will bring you first insights 
into each candidate while not break-
ing a 30-minute time frame. So, what 
are the main pillars to focus on in this 
interview? Try to bring out the value 



Copyright © via GründerAtelier GmbH | All rights reserved.42

4
. A

tt
ra

ct
 a

n
d

 re
cr

u
it

of the candidate. Ask many questions 
about how the candidate reasons 
and builds relationships with others, 
and create a trade-off between be-
ing challenging and at the same time 
making the candidate comfortable 
with the situation. If there are any 
points not clear to you about the can-
didate’s prior work experience or CV, 
of course, ask challenging questions! 
But do not forget that the interview is 
an initial get-to-know each other, so 
you also need to pitch your company, 
the vision, and mission, and the main 
responsibilities and development 
opportunities the position offers. This 
interview typically is conducted by 
your HR professional or another per-
son besides you as the founder. 

To have everything checked before 
the first interview, let yourself be 
guided by this short checklist:

 □ Do you already have the CV & oth-
er relevant info from the candi-
date?
 □ Is the candidate added to the 
ATS?
 □ Is the interview date added to the 
ATS?
 □ Did you send an interview invite 
confirmation?
 □ Did you prepare additional spe-
cific questions about the candi-
date?
 □ Did you look at the recent em-
ployers of the candidate?
 □ Did you take a closer look at one 
specific role for the candidate?

The second interview step should be a 
creative & analytical challenge provid-
ed by you and that the applicant needs 
to work on. This is usually a slide deck 
with two to three specific questions and 
tasks, that are relevant to the specific 
position and are giving insights into the 
day-to-day business. This is not only a 
great tool to test every candidate that 
passed the initial interview, but this 
will also allow you to debias your hiring 
and objectify your screening process. 
Because every candidate for a specific 
position will receive the same challenge, 
the results can be compared on a solely 
objective level and a decision can be 
made in an unbiased manner (Garman 
& Lesowitz, 2005). You should give 
enough information so that a candidate 
can tackle the task, and you also need 
to set a challenging timeline in which 
the challenge should be taken care of. 
At the end of this interviewing step, you 
can assess the professional quality of 
each candidate in an unbiased manner, 
which should be included in the ATS 
with an overall rating as well. 

When creating these challenges, 
please consider the following check-
list:

 □ Do you provide enough information 
about the task?
 □ Is this task challenging enough, 
and will it provide good information 
about the professional qualifica-
tions of a candidate?
 □ Is the timeline challenging, but not 
too short?
 □ Is the presentation in a nice visual-
layout so that it is appealing to the 
candidate?



Copyright © via GründerAtelier GmbH | All rights reserved. 43

 □ Can the challenge be done by a 
person just having access to a lap-
top/PC and the internet – hence, 
no subscription to a website or 
software service should give an 
unfair advantage to the candidate.
 □ The challenge or the business case 
should not be one of the real-world 
problems you are currently facing.

Remember, this challenge is a great 
way of indirectly communicating more 
information about your company, the 
employee experience and the daily 
business. Therefore, this document 
needs to be drafted in the highest 
quality possible, as digital informa-
tion can be a decisive factor for can-
didates, especially in this digital era 
(Kerrigan et al., 2021).

The third and final step in the inter-
viewing process is a management or 
founder interview. As HR should be 
viewed as a strategic part of any orga-
nization it is essential that in the early 
stages of an organization and even in 
SMEs, the management actively par-
ticipates in the operational HR tasks 
(Bell, 2013). To directly start building 
up the relationship between your fu-
ture employees and the management 
team, the final interview should be 
conducted either by you or a person 
out of your management team.
This interview will be challenging on 
the technical level but will be the final 
test to assess the company and the 
cultural fit between the company and 
the candidate. 
Because of this, the checklist for the 
interview will be different from the 

other interviews before:

 □ Did you prepare challenging 
technical questions about the 
handed-in challenge of the can-
didate?
 □ Did you prepare questions that 
test the cultural fit of the candi-
date?
 □ Is everything clarified about prior 
work experience, or do you need 
to ask more questions related to 
the CV?
 □ Did you already think about a 
frame for the salary of the per-
son and other benefits, so that 
you are prepared for any ques-
tions in that direction?
 □ Did you check in with the person 
who conducted the first inter-
view to create questions and ask 
about specific topics mentioned 
in the challenge and the candi-
date’s CV?
 □ Is the ATS updated with all the 
newest information before the 
final interview?

Having this three-step process will 
contribute to making quick and qual-
ity hires and also contributes to the 
structure of your human resource 
system. This system and the struc-
tured and strategic approach can 
give you a competitive edge over your 
competitors and can create outper-
formance potential for your company 
to beat your competition (Jiang et al., 
2021).
After every interview is conducted, 
you should track all the information 
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retrieved throughout every step of 
the interview process. The next sec-
tion will focus on the tracking of infor-
mation to make an informed decision 
about your next employee.

Tracking of information
You already prepared and conducted 
the first interviews, but how do you 
track and collect all the information 
you just received from the applicant? 

You already have the ATS to give 
you a great overview of all the candi-
dates and what the overall process 
looks like. Nonetheless, you also need 
to track info about every interview 
conducted. A simple document will 
do the trick here. Here, you should 
write down the most important take-
aways from the interview, and rough 
summaries of all the answers to your 
questions. The structure is totally up 
to you. 

However, we do want to highlight 
one thing that you should consider. 
After every section of information 
is tracked, you should insert a scale 
from either 1 to 5 or 1 to 6 to rate the 
quality of the answers. We have talked 
about debiasing and objectifying the 
screening and hiring process. Insert-
ing these section ratings, and at the 
end of the interview tracking docu-
ment, an overall rating that should be 
inserted in the ATS as well will be of 
great help.

Recruitment KPI Tracking & 
Evaluation

When aligned with corporate goals 
and strategy, recruitment proves to 
have an impeccable business impact. 
The benefits of effective recruiting go 
far beyond finding a qualified fit for 
your company and include an increase 
in profitability, higher performance, 
improved productivity and reduced 
attrition. When looking into improving 
your recruitment strategies, it is also 
important to acknowledge that having 
effective talent sourcing and selec-
tion processes in place can avert high 
turnover rates. There are numerous 
KPIs to track, we just want to present 
and define 9 of the most indispens-
able numbers to track. 
After defining your KPIs to track, make 
sure to adapt and look at them after 
every position is filled. Only then it 
will be possible for you to improve the 
recruiting strategy and focus on the 
most essential areas to improve.

Making the recruitment 
process attractive

Speed

Ambitious companies are in a race 
to hire top talent who will increase 
growth and revenue. However, they 
aren’t just racing against each other, 
they are also racing against speed: 
the speed of the market, the speed of 
candidates’ expectations, the speed 
of change.

So, what are the actual benefits of a 
speedy hiring process?
1. Speed means fewer dropouts of 

in-demand candidates. Again, 
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Graphic 7 - 9  recruitment KPIs to track in 2022

if your hiring process is slow, top 
candidates will drop out of the 
running. Sullivan says “in-demand 
candidates are the first to drop out 
or ghost in frustration.”

2. Slow hiring means only the aver-
age remains. Once your top per-
formers drop out of the running, 
you only have the lower-perform-

ing talent to choose from.

3. Fast decision-making attracts 
the best. The best talent sees fast 
hiring as a reflection of your corpo-
rate culture. Top candidates de-
cide quickly. Faster hiring decisions 
mean that your offer is the first to 
be available for acceptance.
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4. Fast hiring reduces candidate 
bidding. If you make an offer be-
fore the candidate is bid on, then 
the salary cost will be lowered. This 
allows you to afford higher quality 
talent. If you wait too long, the can-
didate may receive a better offer 
from your competition, resulting in 
a bidding war, thus increasing the 
salary cost. These anchoring ef-
fects are a precise determinant of 
monetary costs (Chui et al., 2022).

To increase the speed of your overall 
recruiting process, the first thing we 
intend to mention is not to have too 
many interviewing stages. Not only will 
you screen out a couple of candidates 
after every step, which is a good 
thing! But with increasing the steps a 
candidate takes, you will also miss out 
on good candidates because they will 
feel that the process takes too long 
overall.

Secondly, we advise you to create 
one to two HR meetings every week, 
where you and your co-founders, the 
management team or your HR profes-
sionals come together and discuss 
the candidates that were being in-
terviewed simultaneously. This au-
tomatically will speed up the process 
and make sure that your organization 
makes hiring decisions fast and re-
sponsibly.

Transparency

Companies should go the extra mile 
to show that they’re committed to 
finding the best talent for their job 
openings. This way they can keep 

their reputation of being a good place 
to work while also maintaining their 
ethical reputation. One of the ways 
many companies are trying to improve 
ethics is by treating candidates fairly, 
which includes not being dishonest or 
misleading during interviews. Appli-
cants must understand the process 
that companies go through when hir-
ing new employees and the time-con-
suming nature involved (Goretzko 
& Israel, 2022). Many companies are 
also transparent about their interview 
process by providing information on 
their websites and other company 
documentation.

There is a high level of competition 
among companies to find the best 
candidates for available jobs, which 
is why honesty and transparency in 
the hiring process are essential. We 
just want to highlight three great and 
easy-to-implement tactics of how to 
improve transparency and honesty, 
therefore creating a nicer candidate 
experience.

Recruiting roadmap

Building up a visual representation of 
your recruiting process is probably 
one of the most transparent ways of 
informing candidates about your pro-
cess. It is a simple way of highlighting 
the most indispensable steps a can-
didate will take before being hired. In-
cluding this roadmap on your website, 
in a candidate presentation or even 
on social media will instantly improve 
transparency. 
Recruiting presentation
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Even before the first round of inter-
views, you should provide clients with 
a lot of information about your compa-
ny. This can be done with a company 
presentation, tailored to your recruit-
ing efforts. This presentation should 
be a sales pitch, but still give honest, 
and transparent information about 
your company, the team and the day-
to-day business.

Timeline

Closely related to the recruiting 
roadmap, it is essential to talk about 
the next steps at the end of every 
interview round. Of course, these next 
steps should be based on the road-
map, but here you can provide way 
more information. Highlighting the 
amount of time you will need to take 
to come to a decision with your team, 
or quickly giving an introduction to 
the person the candidate will have the 
next interview with, may seem minor, 
but these easy-to-implement infor-
mation sources can greatly improve 
transparency and decrease anxiety 
for your candidates.

Feedback Culture

Feedback is defined as a dynamic 
communication process occurring 
between two individuals that convey 
information regarding the receiver’s 
performance in the accomplishment 
of work-related tasks (A. Baker et al., 
2013). Research clearly indicates that 
monitoring and evaluating human 
performance is a fundamental aspect 
of ensuring a successful organization 
(N. Baker, 2010). 

Initially, we highlight some of the big-
gest benefits of implementing a compa-
ny-wide feedback culture. 

• An Officevibe research (2022) 
found that companies that imple-
ment regular employee feedback 
have a 14.9% lower employee turn-
over rate compared to peer com-
panies within the same industry

• An article published by Forbes 
(2018) mentions that 66% of em-
ployees are likely to leave a job if 
they don’t feel appreciated, with 
the number being even higher 
(76%) for millennials

• In response to a survey conducted 
by Globoforce and SHRM (Moore, 
2019), 89% of the surveyed HR 
leaders said that ongoing peer 
feedback and check-ins have a 
positive impact on their organiza-
tions.

But how can you use the benefits of 
feedback culture during the recruiting 
process? To put it simply, if a candidate 
asks for feedback regarding any step 
of the interview process, provide it with 
detail. Just remember, when you give 
someone feedback, you’re not trying to 
put them down or simply tell them off. 
You either want to praise something 
they’ve done well or explain how they 
could’ve done something better. Either 
way, the goal is for them to perform at 
their best. Here, you have two transpar-
ent and direct ways of giving feedback 
to a candidate to help them improve 
their performance in the future. 
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1. Extensive e-mail: if a candidate 
does not make it through the first 
two rounds of the interview pro-
cess, and then asks for feedback, 
an e-mail will do. Candidates really 
appreciate constructive feedback 
that can be incorporated into their 
further job hunting. What does this 
feedback look like? If you felt like 
the candidate lacked a particular 
technical skill, provide the person 
with a digital resource, where that 
skill can be learned. This does not 
need to be a paid certification, it 
is really about the thought that 
counts.

2. Short video or phone call: if one of 
the candidates does not make it 
through the final round of inter-
views, it is a nice personal touch to 
call them if they ask for feedback. 
Here, you can praise their perfor-
mance, but you can also immedi-
ately give them feedback and sug-
gestions for future improvements. 
A call like this only needs to last 
around 15 minutes. Nonetheless, 
this personal touch is a great way 
of encouragement and the perfect 
way of empowering candidates to 
apply in the future as well.

Recruiting trends in 2022

Generation Z

To obtain the strategic advantage of 
modern recruitment methods, it is 
necessary to tap into the next gen-
eration of talent. When it comes to 
cultivating an organizational culture 
driven by data and digital optimiza-
tion, Generation Z, which grew up with 
digital information at its fingertips, 
appears as a desirable candidate 
pool. Influenced by massive shifts in 
the world, this post-millennial gen-
eration of rising workforce is highly 
adaptive to constant changes in the 
business landscape. While it might be 
impossible to precisely predict all the 
challenges, opportunities, and needs 
the future might impose on compa-
nies, navigating change is the key 
capability. To adapt to new markets, 
demands, and innovations, organiza-
tions will have to rely on talent that is 
flexible, connected, collaborative, and 
accomplishment-motivated. When it 
comes to maximizing these qualities 
to adapt to an ever-changing busi-
ness environment, the digital natives 
of the new generation play a crucial 
role. Thus, to attract this target gen-
erational group, organizations need 
to understand Gen Z’s motivations, 
attitudes, and preferences.

Emphasizing diversity as an asset

Political shifts, and changes in edu-
cation, among other social changes, 
have formed Gen Z into a highly, if 
not the most, diverse generation. 
Represented by the leading edge of 
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exposure to real-life work (59%) and 
professional mentorship (57%). At the 
same time, 61% of Millennial and Gen 
Z workers reported benefiting from 
leadership development support in 
organizations with mentorship pro-
grams in place.

Personal fulfillment over brand 
prestige 

Although 87% of Gen Z believe in the 
importance of building personal and 
professional brands online, they are 
twice as likely to pursue a perfect-fit 
job at a previously unfamiliar company 
over a less-ideal position somewhere 
more renowned and prestigious (Tal-
lo’s Gen Z Survey, 2019). Heavily influ-
enced by technological innovation, 
Generation Z put significant effort 
into building their brands, and ex-
pect potential employers to evaluate 
their online personas. However, when 
it comes to prioritizing a recruiting 
company’s offer, for Gen Z, the role 
trumps the brand, as they tend to em-
phasize the value of the position over 
the company’s name. 

Graphic 8 - Top criteria Generation Z look for in a 

Job (EY Ripples, 2021)

the world’s changing ethnic and ethic 
makeup, needless to say, that diver-
sity is of immense value to this group. 
According to Glassdoor’s Diversity 
and Inclusion Workplace Survey, 67% 
of employees and job seekers ex-
pressed that a diverse workforce is 
an important factor when evaluating 
companies and job offers (2021). To 
showcase a genuine commitment to 
diversity, equity, and inclusion (DEI) 
practices, companies could integrate 
employee resource groups (ERGs), 
employee video testimonials, or es-
tablish a position of a Chief Diversi-
ty Officer (Ruby, 2021). Promoting 
workplace DEI comes with tangible 
benefits that correlate with better 
financial performance, allow capturing 
new markets and dominating indus-
tries with innovation. As reported by  
McKinsey’s research, companies with 
diverse teams outperform industry 
norms by 35% (Hunt et al., 2021). 

Opportunities for advancement 
over monetary incentive 

Having lived through the Great Re-
cession and witnessed the strains of 
financial setbacks on older genera-
tions, Gen Z is motivated by job secu-
rity and stability. However, in the case 
of this generation, financial stability 
alone is not likely to drive high employ-
ee engagement. On a mission to gain 
valuable career experience, even if it 
is in the form of an unpaid internship 
or volunteering, Gen Zs track down 
opportunities to acquire new skills and 
experience. A survey by EY Ripples 
(2021) shows that the majority of Gen 
Z express a preference for greater 
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The human touch in workplace com-
munication 

Despite having emerged into the digi-
tal development space, Gen Z’s agility 
in absorbing information quickly and 
responding to new challenges with an 
innovative mindset does not replace 
the need for interpersonal interac-
tions. Over 70% of Gen Z employees 
prefer to communicate face to face 
at work (CGK, 2018) and 60% want 
more feedback (Jenkins, 2021). So, 
even with the growing automation of 
jobs and the prevalence of technolo-
gy, real-life communication remains 
essential for the generation of digital 
natives. 

Social Recruiting

Today’s workforce combines mul-
tiple generations of digital natives, 
which creates a need for a strong 
social recruiting strategy. Commonly 
referred to as social hiring or social 
media recruiting, this novel concept of 
sourcing talent takes the regular pro-
cesses of job advertising, recruiting 
and connecting with the candidates 
to social media platforms. Ranking 
ahead of ads, employee referrals and 
even job boards, 92% of employers 
have reported social and professional 
networks as their prevalent means of 
recruiting talent.

With the major transformations of the 
job market, social recruiting serves 
as a powerful employer brand tool 
that increases the effectiveness of 
recruiting efforts. To utilize this tool 
to their advantage, modern organiza-

tions first need to acknowledge what 
actual benefits social recruiting can 
offer. 
Reaching passive candidates 

While nearly 40 million people search 
for jobs on LinkedIn each week, job 
boards and ads might only be effec-
tive when trying to attract active job 
searchers. At the same time, many 
great candidates might be inactive on 
those channels, as they are content 
with their current employment. To ex-
tend the pool of potential candidates, 
companies can rely on social recruit-
ing to attract both active and passive 
leads by maximizing their brand reach 
on various sites. 

Increasing the effectiveness of 
overall recruiting efforts 

The growing popularity of digitaliza-
tion inevitably leaves traditional re-
cruiting strategies behind, as they ap-
pear to be time-consuming and costly. 
Boosting your social recruiting strate-
gy can contribute to the returns from 
every other recruiting activity your 
company undertakes. In the process 
of taking over outdated recruitment, 
social recruiting cost-effectively com-
plements traditional methods. 

Increasing retention rates 

Linked to the efforts within the em-
ployer brand scope, social recruiting 
allows to both attract new talent, and 
also provides a spotlight for the ex-
isting employees, making them feel 
more valued and likely to remain with 
the company long-term. By building 
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a more holistic presence on social 
networks, and showcasing the strides 
made in growing your diverse talent, 
there is a stronger appeal for the em-
ployees to stay loyal to your brand, as 
it creates trust, credibility, and pride. 

The effortless shift in messaging to 
address changing needs 

Social media creates more flexibili-
ty to meet the new priorities of your 
business. It can be used to reinforce 
positive storytelling to drive up en-
gagement with your brand, as well as 
to effectively fill up suddenly opened 
vacancies by increasing the volume of 
job posts. 

Having all these advantages in mind, 
the following question should be 
about how to implement social re-
cruiting in your recruiting strategy. To 
avoid getting tangled up in a variety of 
platforms, the successful path to im-
plementing effective social recruiting 
should start with clear goals. 

Identifying the right channels 

Instead of simultaneously engaging 
with the candidates on multiple so-
cial networks, a more strategic ap-
proach would be to employ several 
recruitment tactics, based on the 
appropriate social media channels. 
For instance, LinkedIn provides ad-
ditional information on the potential 
candidate’s background and relevant 
experience. Monitoring Facebook and 
Twitter provides a glimpse into the in-
dividual’s interests and values, which 
consequently allows assessing how 

well that candidate would fit into your 
company’s culture. Meanwhile, chan-
nels like YouTube, TikTok, and Insta-
gram should be prioritized when doing 
job promotions with relevant hashtags 
and posts reflecting on what it is like 
working for your company. 

Equally important is the understanding 
of the demographics that you target 
with your talent acquisition efforts. For 
instance, the following graphic shows 
the usage of social media platforms 
for job searches in Germany (Statista, 
2019). Despite the widespread popular-
ity of LinkedIn for social network pen-
etration, almost 26% of Germany’s job 
seekers resort to Xing. In this particular 
case, it is indispensable to recognize 
that while LinkedIn is an international 
platform, Xing appears to be a more 
effective channel when targeting Ger-
man-speaking countries.

Employee advocacy and referral 
programs 

An effective commitment of your staff 

Graphic 9 - Social media platforms used to search for job 
offers (Statista, 2019)
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not only allows you to tap into their extended network but 
ensures that it is conveyed in a more personal and engag-
ing way than regular advertising. The candidates are also 
likely to be more receptive to a vacancy invitation that they 
receive from their personal connections, which significantly 
increases the chances of them acting on the opportunity. 
It was estimated that between 2020 and 2021, the percent-
age of workers likely to click on a job opportunity posted by 
someone within their social network rose from 74% to 82%. 
The benefits of employee referrals fueled by social networks 
do not end there, as the programs also impact retention. The 
likelihood of the potential candidates adjusting to the compa-
ny and ultimately succeeding in the new position is similarly 
improved by having familiar people in the organization. When 
calculating the median employment duration, it was found 
that referral hires stay 70% longer than non-referral hires 
(iCIMS, 2018). 

Besides higher engagement levels and increased employ-
ment duration, social recruiting through employee advocacy 
contributes to the retention of your existing employees. The 
rate is strengthened due to factors such as better integration 
of new team members with the staff, closer alignment with 
the company’s culture, and overall boosted employee satis-
faction. 

Employer Branding

According to Lievens, Van Hoye and Anseel (2007) organiza-

Graphic 10 - Median Retention for referral hires (iCIMS, 2018)



Copyright © via GründerAtelier GmbH | All rights reserved. 53

tional image is very closely related to applicant attractiveness 
to the organization and organizational identification. A study 
by Khalid and Tariq (2015) shows that the attractiveness of 
the organization is predicted by employer image, employer 
branding and employer familiarity, and employer reputation. 
Lievens and Highhouse (2003) find that the symbolic trait 
conclusion of organizations has added value over and above 
active job and organizational attributes like pay or other 
increments in explaining a company’s perceived attractive-
ness as an employer. So, it is visible that a great recruitment 
strategy needs to reflect the overall brand of the company 
and define a strong employer brand. The stronger the em-
ployer brand, the easier the hiring of new employees and the 
cheaper the process will be. 

Retention problems, lack of diversity, desire for remote 
work and growing need for purpose are only a few factors 
among the diverse challenges underlying talent acquisi-
tion. To establish a competitive advantage despite these 
changes in the job market, creating a strong employer 
brand is one of the best ways to showcase your company 
as an attractive option for potential job seekers and cur-
rent employees. 

People Analytics

When it comes to the shift towards digital agility in business 
practices, HR does not appear as an exception. As more and 
more companies blend human and technological capabilities, 
Human Resources gain more critical and dynamic functions.  
To ensure that HR serves as a strategic advantage to the 
business, companies must integrate cutting-edge trends 
in digitalization concerning their HR operating model. The 

Graphic 11 - People Analytics
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future role of Human Resources can be 
reinvented through the implementation 
of advanced people analytics. 

Previously minimized solely to opera-
tional functions of HR, people analytics 
and data literacy are now taking up a 
transformational role, when it comes to 
driving business value. Understanding 
how data insights are generated and 
applied to identify the target audience 
and prioritize business problems has 
enormous potential in solving various 
organizational challenges. As a result, 
the transformation of HR has inclined 
companies to invest in technology 
that leverages data effectively. People 
analytics directly links talent data to 
business value by deriving statistical in-
sights to make the right decision about 
people, further improving business 
outcomes (Negi Dixit, 2021). 

Recognized for changing the way of 
attracting and retaining talent, LinkedIn 
listed people analytics among the top 
four in their global talent trends of 2020. 
This tendency can only be expected to 
prevail in the following years since there 
is a growing demand for information 
about employee satisfaction, means 
of retention, as well as productivity 

and engagement drivers. By leveraging 
advanced analytics influence on organi-
zation-wide performance, McKinsey&-
Company (2021) reported an 80% 
increase in recruiting efficiency, a 50% 
decrease in attrition rates and a 25% 
rise in overall business productivity, 
among other substantial improvements 
in  KPIs. 

• With HR’s newly acknowledged role 
of a trusted advisor that leverages 
talent to deliver consistency, agile 
behavior and deep knowledge of 
the business, the growth of people 
analytics as an essential business 
discipline is inevitable. Although 
implementing advanced analytics 
into the development of data-driven 
organizational culture is an exten-
sive process (as it implies the inte-
gration of advanced software, AI and 
ML), 69% of organizations involved 
in the Hackett Group’s study report-
ed being encouraged to tackle this 
persistent challenge (2021). Under 
the scope of leveraging talent as a 
source of competitive advantage, 
people analytics can impact all key 
stakeholders by utilizing the relevant 
data and derived insights to drive 
revenue. 
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5. Onboarding

Onboarding introduction

Making the starting period memo-
rable to your new employees should 
be the main goal of the onboarding 
phase, and it’s a goal that needs to be 
achieved from the recruitment peri-
od. “Now more than ever, employees 
want employers to acknowledge their 
humanity. They want to be treated 
like a person—not a number in a pile of 
resumes’’ (Barber,2022). Because of 
this, onboarding should not be or-
ganized as a one or two-week guid-
ance but instead, a year program will 
help your new hires feel engaged to 
make their best performance. New 
hires that have a positive experience 
will then be more likely to contribute 
to business goals and remain with 
their new employer (Brandon Hall 
Group,2015.pg 18). If employers en-
hance a strong onboarding process, 
they will improve new hire retention 
by 82% and productivity by over 70%” 
(Gallup,2022).
Every company ideally would like to 
improve their retention and produc-
tivity, therefore creating a welcoming 
culture will create huge benefits for 
everyone. 

Cultural Diversity

We are living in an age shaped by a 
shortage of skilled workers. Today, 
potential employees are paying more 
attention than ever to the services 
and benefits offered by future em-
ployers. According to a study con-
ducted by Kienbaum consultants, 

criteria such as a “collegial working at-
mosphere” and “measures to ensure 
a good work/life balance” are, in fact, 
more decisive than good remunera-
tion and job security when choosing 
an employer.
As such, employers can no longer 
afford to offer merely minimal benefits 
such as flexible time management and 
occasional team events. Rather they 
also need to create working condi-
tions that boost employee health and 
cohesion in the long term. A practised 
welcoming culture helps new em-
ployees settle into their roles, espe-
cially if they come from other cultural 
backgrounds. This not only promotes 
uncomplicated teamwork but also 
improves employee loyalty to the 
company.

The issue of cultural diversity is now 
firmly on company agendas. More 
than half of all companies in Germany 
employ staff with a migration back-
ground. Companies benefit financially 
from this diversity if they strive to 
ensure good integration. To this end, 
shared values are the foundations for 
strong cohesion within a company. 
Good social connections work to fur-
ther employee health. That is also why 
it is so important to actively support 
diversity and overcome obstacles 
such as unconscious biases.

At TK, we want to work with compa-
nies on this journey and support them 
in creating and fostering enriching 
and diverse corporate cultures.
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Why did we create a welcoming 
culture eGuide?

Every cultural background brings with 
it its unique perspective. As such, an 
international workforce increases the 
overall creative potential and is thus a 
bonus for any company. However, this 
potential can only be unleashed if the 
welcoming culture is indeed welcom-
ing and if every new employee is well 
integrated into the existing corporate 
culture. This process demands a lot 
from everyone in the team, especially 
when very different personal and cul-
tural beliefs come together.
And this is precisely where this wel-
coming culture guide comes into 
effect. Here you will find ideas and 
solutions for the typical challenges 
presented by diversity. The guide 
also offers professional support for 
analysing your specific corporate 
situation as well as practical advice to 
establish a sustainable and successful 
welcoming culture. Please note this 
guide and other links on the website 
are currently only available in German.
Click here for an insight into the wel-
coming culture eGuide.
Click here to register for the eGuide.

The “Vielfalt gewinnt” [Championing 
diversity] brochure
We want to help companies create 
and foster an enriching welcoming 
culture. Our brochure “Vielfalt gewin-
nt [Championing diversity] – From the 
welcoming culture to cultural diversity 
management” offers background infor-
mation and practical tips on cultural 
diversity in German.

The challenges faced by 
inpatriates

To recognise the potential risks posed 
by cultural differences in teams, it is 
worth looking at the difficulties faced 
by newcomers, also known as inpa-
triates. In a study conducted in 2021, 
more than 12,000 inpatriates from 174 
nations were asked about their chal-
lenges. (internations.org/expat-insider/) 
The possible concerns of inpatriates 
may, for example, include high living 
costs, the distance from home and 
family, language barriers, the fear of 
having just a few social contacts and 
long-term financial disadvantages as 
a result of migration. Companies can 
tackle these issues as early as the 
recruiting and onboarding phases 
and, in turn, ease the start in the new 
country. Even after commencing 
work, inpatriates continue to face new 
challenges:

1. problems finding friends
2. lack of ties to the local culture
3. lack of social contacts and free-

time activities
4. poor work/life balance 
5. lack of job security

 
The struggle to find new friends is 
the top issue. According to the study, 
loneliness is the most frequent reason 
for returning home. Moreover, inpa-
triates do not feel close to the culture 
in the new country due to the lack of 
social contacts in the new setting. A 
poor work/life balance and job insecu-
rity are among the work-related wor-
ries. Companies can counter these 
concerns by, for example, engaging 
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in regular exchanges and ensuring 
transparency and setting clear rules 
as regards work and free time. And in 
terms of social contacts, too, employ-
ers can make a difference. For exam-
ple, they can offer language courses 
which help inpatriates to forge new 
contacts and reduce language barri-
ers. Cooperations with local amenities 
and associations as well as internal 
and external networks can be bene-
ficial. Companies can also offer in-
ternal activities aimed at highlighting 
common ground and encouraging 
exchange.

Operational Onboarding

We must accurately set up all the 
logistics in order to achieve a suc-
cessful onboarding, Moreover, it is 
important to keep track of the 3 E’s: 
Experience, Engagement, and En-
ablement. According to Singh (2022), 
“prioritizing the three E’s during the 
onboarding program makes it power-
ful and meaningful”. 

Experience: Starting to build good 
relationships with new employees. 

Engagement: Displaying care, 
inclusion, and encouraging owner-
ship.

Enablement: Setting effective in-
puts to success in the new role.

You should keep in mind that complet-
ing a functioning onboarding process 
is not the easiest thing to do, but is 
the most appropriate journey for the 
company and the new employees. 
Take into consideration that “The first 

days and weeks in a new job is when 
an employee is most open to learn-
ing, but also most concerned about 
whether or not they made the right 
decision on the role and company, to 
begin with. A fast start can make the 
new hire feel like they are set up for 
success.” (Chim, 2022).

Offering an excellent employee expe-
rience is something that companies 
should work on ,i.e. Providing honest 
and direct communication, sharing 
enthusiasm through emails, calls and 
every touchpoint with your new em-
ployee. 

Tasks before the start date

1. Organize internal and external 
information

If your new team member will work 
remotely, it’s necessary to deliver the 
proper equipment within a welcome 
box in advance. A company-brand-
ed box helps your new employee to 
feel more comfortable and welcomed 
to the team. Little things make a big 
difference, it can be a coffee mug or 
some laptop accessories. Some com-
panies include a book that reinforces 
shared values. 

The new employee should be aware 
of the 1st day’s agenda. The calendar 
invites can be sent to her or his per-
sonal email address. But most impor-
tantly, HR needs to make sure that 
every team meeting is accepted by 
the new employee and check if there 
are any doubts or questions before 
the arrival.
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As already mentioned, you have to of-
fer an extraordinary experience to all 
employees. The HR person in charge 
shall communicate to the former team 
about the new colleague by sharing 
the relevant basic information like 
name, position and starting date. 

2. Scheduling and IT Settings

The weekly status, team building 
activities, and daily reunions with your 
specific team, mentor and HR should 
be scheduled from the first day. There 
are different ways to automatize team 
calendars and group the emails under 
specific topics. Regardless of the IT 
system, the person in charge has to 
give access to the company cloud, 
create the email address and send in-
vites to join the communication tools 
like GSuite, Microsoft Teams, Slack, 
etc. 

The first weeks

The first days will reflect everything 
that has been communicated in the 
previous weeks. The main goal is to 
make the first days memorable, by 
welcoming your new team member. 

Company Overview & Culture: 
Founders 

Job Responsibilities & Expectations:
 Team Lead

Mentorship:
Mentor or Onboarding Buddy

Employee Experience: 
HR

During the first weeks, the new col-
leagues should have more frequent 1:1 
meetings, and an onboarding buddy 
assigned to ensure their experience 
is positive and productive. Microsoft 
piloted a buddy program with 600 em-
ployees, they found that onboarding 
buddies give support to the hires in 
these 3 key ways: 

1. Providing context
2. Promoting productivity
3. Enhancing employee satisfaction

Microsoft lessons learned were as 
follows: 

1. Reassigning the buddy workload.
2. Establishing a time-bound partner-

ship.
3. Reporting to the same manager’s 

hire.
4. Communicating the benefits to 

train management and leadership 
skills.

Another team engaging initiative is to 
schedule a 30-minute meeting with 
each team member during the first 
week to get to know each other in a 
relaxed and informal way. This is a 
great opportunity not only to under-
stand the colleagues’ main activities 
but also how they are going to work 
together, what their main duties are 
and to meet the person itself behind 
the role. 

The more quality time your company 
invests during these first few weeks, 
the more engaged employees will be. 
“Engaged employees are more at-
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tentive and vigilant. They look out for 
the needs of their coworkers and the 
overall enterprise because they per-
sonally ‘own’ the result of their work 
and that of the organization.” (Jim 
Harter Ph.D.,2013).

Summing up, here are all the onboard-
ing steps explained above, this check-
list should be adjusted from time to 
time

 □ Step 0:  Create the contracts, NDA, 
health insurance, etc.

 □ Step 1: Announce the new arrival in 
advance with the team and share 
the excitement! 

 □ Step 2: Send calendar invites for 
every company meeting. 

 □ Step 3: Add the new employee to 
communication channels. 

 □ Step 4: Welcome the new team 
member and make their first day 
memorable.

 □ Step 5:  Invite the team to sched-
ule a quick personal meeting to get 
to know each other.

 □ Step 6: Schedule Company Over-
view, Company Culture, and HR 
reunion. 

 □ Step 7: Assign a mentor for them 
or an onboarding buddy if applica-
ble. 

 □ Step 8: Schedule 1:1 meetings and 
feedback reunions with the 

Legal Onboarding

What is the purpose of social 
security?

A social security system is in place 
in Germany. This system serves to 
protect and support those who find 
themselves in a position in which they 
are unable to help themselves (e.g. 
illness or unemployment).

This works thanks to the principle of 
solidarity: all those subject to man-
datory insurance pay a share each 
month of their income like social 
security contributions for health 
insurance, long-term care insurance, 
pension insurance and unemployment 
insurance.
These contributions are used to pay 
for the benefits and services of those 
who are entitled and require support. 
This support ranges from unemploy-
ment benefits to medical treatment 
and nursing care.
Important: Employers calculate the 
contributions for their employees 
and pay these to the health insurance 
funds. 

Health offerings and start-ups: 
a good fit?

The two are, in fact, a great fit. Ul-
timately, everyone benefits from 
customised health offerings for start-
ups: the company can set itself apart 
as an employer and staff can benefit 
from the individual offerings. Regard-
less of how big a company is, the issue 
of health is growing in relevance. 



Copyright © via GründerAtelier GmbH | All rights reserved. 63

Virtually all statutory health insurance 
funds offer interesting cooperations 
aimed at supporting companies of all 
sizes in terms of health.
Looking after employee health 
equates to increased employee sat-
isfaction. Moreover, such measures 
have a positive impact on sick days 
and fluctuation. Health offerings also 
enable start-ups to present them-
selves as attractive potential em-
ployers by providing employees with 
good and expedient benefits. After 
all, when choosing an employer, highly 
trained specialists focus more closely 
on specific benefits, including health 
offerings, than on remuneration.

What role does TK play here?

As a statutory health insurance fund, 
one of our mandates is to serve the 
health of employees. When a compa-
ny cooperates with us, we can tailor 
our measures to the specific needs of 
that company. Furthermore, we have 
a network of suitable partners and 
boast the relevant know-how. When 
companies choose to work with us, 
they can entrust us with complete 
organisation and implementation. 

I want to employ staff but do not 
have any HR experts. Who can 
help me?

There is a lot to sort out when taking 
on new employees. This takes up time 
which could probably be better used 
to develop the start-up. It is also easy 
to lose track of things, especially if 
there are no HR professionals and the 
start-up has to handle the paperwork 

itself.
This is where we come in! We can help 
you with the registration process, ad-
vise you on the various disadvantages 
and advantages of employment rela-
tionships, apply for pension and social 
insurance numbers and help you scale 
the bureaucracy mountain.

TK Services

TK-WelcomeGuide & 
TK-WelcomeService

We are committed to making the 
start of working life for new employ-
ees in Germany as easy as possible. 
To this end, we have created the 
TK-WelcomeGuide and the TK-Wel-
comeService for the first few months 
in Germany. Both offerings are, of 
course, free of charge.

TK-WelcomeService

The TK-WelcomeService supports 
new professionals for the first 12 
months following their arrival in Ger-
many to make this initial period here 
as pleasant as possible. Our En-
glish-speaking Welcome Team is on 
hand to answer all your questions re-
garding social security. For example, 
we help to find doctors’ practices in 
which the language of the new pro-
fessional is spoken.

TK-WelcomeGuide

The TK-WelcomeGuide accompa-
nies new professionals for over three 
months with regular e-mails, starting 
from the moment they apply to be-
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come a member. During their initial 
membership, the TK-WelcomeGuide 
provides new insurees with news-
letters, information, to-do lists and 
benefits.

How to register your first 
employee

Registering new employees

When recruiting staff for the first time 
and calculating their salaries, you 
need to be aware of several things:

• First of all, you need a company 
number for the company. This 
can be requested from the 
company number service from the 
Bundesagentur für Arbeit [Federal 
Employment Agency]. You can 
then use this to register with 
one of the approved payroll 
accounting programs.

• The employee’s social security 
registration is completed with 
the first payslip. This must be 
done at the latest six weeks 
after starting employment. If 
immediate notifications are 
required as the company oper-
ates in the building or hospital-
ity sector, this notification has 
to be transmitted immediately, 
i.e., on the day on which em-
ployment begins.

• Contribution records must 
reach the competent health 
insurance fund by the fifth-
last bank working day of each 
month. That sounds compli-
cated, but, is not. At tk-lex.
tk.de/events we have provided 
a calendar showing the most 

important deadlines for the 
submission of contribution 
records. These dates should 
be observed to avoid estimates 
which might lead to additional 
costs.

• Should an employee not have 
a German pension insurance 
number, this can be applied to 
the registration mask of the 
payroll accounting program. 
Upon allocation, this number 
is automatically saved in the 
system. The employee is then 
automatic ally sent a social 
security card from the German 
Statutory Pension Insurance 
Scheme - it could not be sim-
pler!

• All those who are employed in 
a company are also covered by 
statutory accident insurance. 
This means new employees 
have to be registered here too.

What information do I need from 
new employees? 

When employing new staff, certain 
information is required of them. In ad-
dition to personal data such as name, 
address, telephone number, bank 
details and German pension insurance 
number, details on insurance status 
and the tax ID are also necessary.

Don’t forget a thing thanks to our 
checklist

Since remembering everything can 
be quite difficult, we have created a 
handy checklist for use when employ-
ing new staff for whom social insur-
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ance is mandatory. Use this list to en-
sure that all the necessary documents 
have been submitted. Good to know: 
This checklist can also be used when 
recruiting students and mini-jobbers.

Questionnaires for newly 
employed temporary staff, 
students and interns

Before hiring temporary staff or 
students, employers and employees 
should fill in our questionnaire. Some 
of the questions are addressed to 
the employer, and others to the new 
employee. The questionnaire contains 
all the necessary information for the 
company or the tax office to assess 
whether social security is compulsory. 
Also remember that when employers 
hire students or interns, they should 
always ask for a current certificate of 
enrollment.

• Click here for the sample ques-
tionnaire for employing students and 
interns. This questionnaire is cur-
rently only available in German.

• Click here for the sample question-
naire for employing temporary help. 
This questionnaire is currently only 
available in German.

FAQ

Do new employees have to 
demonstrate that they are insured 
with a health insurance fund with 
a certificate of membership?

In the past, employees had to pres-
ent a certificate of membership from 

their health insurance fund to their 
new employer. Today this is no longer 
necessary. The health insurance fund 
is notified that its member has a new 
employer when the employer submits 
the regular social security notifica-
tions to the health insurance fund.

How do I transfer my employees’ 
data to the health insurance fund?

In order to transmit the employee 
data to the health insurance funds in a 
secure and encrypted way, you need 
either a payroll accounting program 
suitable for this purpose or a “com-
pletion aid” such as the application 
sv.net. 

What is sv.net?

sv.net is a German-language applica-
tion which has been created to help 
companies make notifications on 
social security to health insurance 
funds in the simplest and safest way 
possible. The program was initially 
developed by ITSG (German IT service 
body for statutory health insurance 
funds) primarily for smaller compa-
nies. However, today it is also used by 
larger companies.
Employee data can be transmitted to 
the relevant health insurance funds, 
regardless of which health insurance 
fund the employee is a member of, via 
sv.net. This means notifications can 
be submitted with sv.net. The applica-
tion cannot calculate social security 
contributions for example. A proper 
payroll accounting program is re-
quired for this. sv.net is not a suitable 
substitute for such a program.
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If you wish to use sv.net, you will find 
further information in German at ITSG 
(German IT service body for statutory 
health insurance funds).

sv.net offers both a fee-based and 
a free version. The free version has 
a limited scope but in most cases 
is more than sufficient for the ini-
tial phase. The fee-based version of 
sv.net only makes sense economically 
when a company has to frequently 
make lots of notifications via sv.net. 
You will find all the information you 
need on sv.net “premium access” on 
the ITSG homepage. We have com-
piled further tips and information 
in our German-language Information 
leaflet on sv.net.

Health insurance: What do I need 
to bear in mind when taking on 
staff from abroad?

First and foremost, employers need 
to clarify whether new employees 
are subject to mandatory health 
insurance in Germany. Companies 
should ideally get in touch with us in 
good time. We help you to determine 
whether the new employees have 
to be covered by social insurance or 
not. It is also important to know that 
new employees from abroad, pro-
vided they are subject to mandatory 
insurance, only become a member of 
a social health insurance fund upon 
commencing their employment. This 
means they are only entitled to health 
insurance fund services as of the start 
date of employment. For this reason, 
they should take out private travel 
insurance for their journey to Germa-

ny which runs until they start work. 
Should they fall ill between arriving 
in Germany and starting work, they 
will be reimbursed for the costs of 
treatment from the private insurance 
provider.

How can employees from abroad 
insure themselves?

In most cases, this depends on the 
age of the employees. Moreover, 
there are also special cases which we 
clarify with the employer.
Foreign employees who are younger 
than 55 upon starting employment 
are subject to mandatory insurance 
in Germany. This means they can 
choose from one of the statutory 
health insurance funds.
If the new employees are older than 
55 and come from abroad, then cer-
tain special regulations apply for in-
clusion in a statutory health insurance 
fund. We have to examine these on a 
case-by-case basis.

Special cases

If the new employees have additional 
incomes, and pensions or also work on 
a self-employed basis, the employer 
should get in touch with us. We need 
to check such cases individually.

Checklist for hiring from abroad

Here we provide a checklist which 
you can hand out to your employees 
hired from abroad to allow for the best 
preparation.
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1. Cultural preparation
• Notify friends and acquaintanc-

es about your departure.
• Talk to former expatriates.

2. Technical preparation
• Clarify the job description with 

your superior.
• Get to know future important 

contacts/visit your new depart-
ment.

• Get hold of important specialist 
information.

Optional: job search for a married 
partner.
• Send job applications from the 

working married partner to 
companies in the new region.

• Look for alternative areas of 
work.

3. Relocation planning
• Clarify formalities for depar-

ture.
• Clarify the import and customs 

regulations for Germany.
• Rent a flat. 
• Register with the electricity, gas 

and waste disposal companies.
• Register a telephone, radio/TV.
• Consult with the relocation 

company.
• Write relocation lists and calcu-

late the cost of relocation.
• Household contents: take them 

with you, sell them, gift them.
• Official registration (residents’ 

registration office).
• Register/buy a car.
• Register a place in school/nurs-

ery.
• Book flight tickets.

4. Health care
• If relevant, take clinical records 

from abroad with you.

5. Insurance
• Clarify social security with your 

employer.
• Take out private entry insur-

ance.
• Terminate insurance in your 

home country.
• Motor vehicle insurance.
• Submit the no-claims bonus 

certificate from the motor vehi-
cle insurance.

• Legal expenses insurance.
• Contents insurance.
• Personal liability insurance.
• Travel luggage insurance.

6. Banking business
• Set up standing orders.
• Terminate foreign accounts.
• Cancel account debit authori-

sations.
• Savings agreements.
• Loans.
• Credit cards.

7. Miscellaneous
• Terminate memberships if nec-

essary (e.g. gym membership)
• Subscribe to newspapers and 

magazines/report a change of 
address

• Submit a postal forwarding re-
quest/report a new address

• Take certificates and referenc-
es from the home country

We have compiled useful checklists 
for arrival in a foreign country at TK-
Lex. Please note this information is 
currently only available in German.
(tk-lex.tk.de/web/guest/externalcon-
tent?_leongshared_serviceId=2006&_
leongshared_externalconten-
tid=HI547951)
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Digitization and health: 
New work-study from the 
Verband Deutscher 
Startups e.V. [Association 
of German Start-ups]

Source: startupverband.de/fileadmin/
startupverband/mediaarchiv/research/
sonstige_studien/2021_startups_new-
work.pdf 

Health offers and personal re-
sources

As health and well-being in start-ups 
become increasingly relevant, this 
brings with it the question of actual 
offers and specific responsibilities. 
In the early phases, in particular, the 
focus is firmly on product develop-
ment and, in turn, the development of 
the business model. Moreover, many 
start-ups fail in the first few years. It 
is therefore hardly surprising that, in 

total, just 29 per cent of all start-ups 
with employees have established hu-
man resources for health issues.

As companies grow they inevitably 
become more professional. Whilst 80 
per cent of the start-ups questioned 
with up to ten employees had no per-
sonnel resources, this number drops 
to 48 per cent for start-ups with a 
headcount of more than ten. Compar-
ative figures indicate that this trend 
continues to apply among established 
companies; here just 35 per cent of 
enterprises do not have personnel 
dedicated to this issue (IFBG [Ger-
man Institute for Corporate Health 
Consulting] 2017). This trend is also 
reflected in personnel planning: 19 per 
cent of start-ups with up to ten em-
ployees and 26 per cent of start-ups 
with more than ten employees stated 
the wish to create corresponding ca-
pacities within the coming year. 
By way of comparison, this figure is 

Graphic 12 - Dedication to employer health
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30 per cent in more established com-
panies (IFBG 2017). However, whilst 
only a few start-ups have dedicated 
resources in this field, that does not 
mean that health offers do not play a 
role there. The importance of ensur-
ing a good work/life balance is reflect-
ed in the existing offers. More than 
half of the start-ups questioned are 
active in this area. Examples of such 
activities include flexible working in 
terms of time and location as well as 
trust-based working hours. As has 
already been shown, start-ups are 

leading the way here. What is more, 43 
per cent of start-ups take measures 
to improve workplace ergonomics and 
37 per cent offer measures in the field 
of occupational safety. Start-ups are 
also responding to the specific chal-
lenges they face with new offerings 
for enhancing digital ergonomics (36 
per cent) which, among other things, 
help to avoid annoying factors such as 
continuous notifications.

Graphic 13 - Health offerings (Digitization and health: New work-study from 
the Verband Deutscher Startups e.V. [Association of German Start-ups], 2021)

On the whole, a distinction can be made 
in terms of health offerings as well as 
personnel resources depending on the 
size of the company. In simple terms, 
the larger the company, the broader the 
range of offerings. 70 per cent of start-
ups with more than 25 employees offer 
measures focusing on physical ergo-

nomics. Issues such as occupational 
safety and sport are also considerably 
more important (57 per cent in each 
case). At the same time, the prevalence 
of offerings for achieving a good work/
life balance, which is of such relevance 
for start-ups, is lower at just 43 percent.
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Corporate development and outlook

In addition to specific health-relevant issues and measures, 
there are a whole host of other factors which shape corpo-
rate work and well-being. The positioning of these dimen-
sions shows the most important levers for increasing motiva-
tion and thus establishing relevant resources. Two points are 
particularly evident: Firstly, the importance of the corporate 
culture and the closely linked aspects of purpose and iden-
tification. For start-ups, shared values and visions form the 
basis for employee well-being. Secondly, it is also evident 
that these aspects must be truly embraced socially through 
team spirit, transparency and communication in order to have 
an impact. 

Within the context of these far-reaching factors, the close 
ties between digitalisation, New Work and health are striking-
ly clear. Working digitally without a fixed physical location not 
only creates new freedoms but also new needs – for shared 
values, a joint vision and clear and ongoing social exchange. 
To guarantee long-term success, the social dimension also 

Graphic 14 - (Digitization and health: New work-study from the Verband 
Deutscher Startups e.V. [Association of German Start-ups], 2021)
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needs to be addressed when meeting the central health 
challenges for start-ups, particularly those of psychological 
relevance in addition to personal and cultural aspects. The 
establishment of relevant measures for start-ups offers the 
advantage that these have an impact in the early stages and 
can thus shape the company fundamentally. 
The report underscores that start-ups take the issue of 
health seriously and rapidly become more professional in 
terms of measures and resources. However, there is currently 
a discrepancy between the offerings available and the needs 
of the sector. Whilst the larger players create programmes 
for physical ergonomics, occupational safety and exercise, 
the most important issue by far, namely achieving a good 
work/life balance, is not given nearly sufficient attention. 
Especially with regards to the existing institutional framework 
conditions for corporate health promotion, it is vital that this 
becomes a focal point and that the ever-growing importance 
of remote working is given explicit consideration.
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6. Offboarding

Offboarding - An active 
approach

We have already discussed in some 
detail the need for a structured and 
proactive onboarding process to 
integrate staff quickly into the organi-
zation and get them working produc-
tively.
 
Today, it is increasingly common for 
staff to change jobs frequently. As 
that’s the case, during the exit phase 
of employment there is the need to 
leave a good lasting impression and 
retain key employee know-how with-
in the organization. After all, this is a 
central factor in ensuring long-term 
success. It also provides a chance to 
consolidate your organization’s good 
reputation and, simultaneously, to 
send the remaining staff a clear mes-
sage that both they and their work are 
valued, even after leaving the compa-
ny.

Offboarding comprises all process 
steps and actions relating to staff de-
partures, e.g. terminations and com-
mencement of retirement. In essence, 
offboarding entails the following 
aspects (TK,2022):

• Knowledge transfer and handover 
of duties,

• Return of work materials and keys, 
access cards, etc.,

• Deactivation of authorizations 
and passwords for work-related IT 
systems,

• Ensuring availability for contact 

after the termination of the em-
ployment relationship,

• Conducting farewell rituals, exit 
talks, and structured exit inter-
views where appropriate.

Moreover, a good offboarding pro-
cess gives you a greater understand-
ing of why employees choose to leave 
the company and an opportunity to 
clear up potential misunderstandings 
(especially if there was a question of 
blame during the separation process). 
The departing employee thus can 
become a positive ambassador for the 
company. 

Studies have shown that potential 
employees often check company re-
views on portals such as Kununu and 
Glassdoor before deciding to submit 
an application. Departing employees, 
therefore, shape your employer’s 
brand and can indirectly help the or-
ganization recruit new talented staff.

Another positive of a good offboard-
ing process is that it strengthens the 
relationship and keeps the door wide 
open for the employee to return in the 
future.

Knowledge transfer and 
handover of duties

Whilst employed at a company, staff 
gain a wide range of experience in 
terms of strategies, customer rela-
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tionships, and specialist know-how. 
They forge networks inside and out-
side of the organization. When staff 
leaves, it is vital that as much of this 
knowledge and experience as possi-
ble is retained within the company.

Techniker Krankenkasse takes differ-
ent approaches to secure the transfer 
of knowledge and networks:

Approach 1: Direct handover

Provided this is possible, the sim-
plest approach is a direct transfer 
between the departing and the new 
employee. In other words, there is a 
handover and training process. Within 
this scope, duties are explained and 
performed jointly and, of course, the 
existing contacts are handed over. As 
a rule, the departing employee intro-
duces the successor to their network 
to facilitate the initial period. The 
implied know-how is, however, often 
forgotten with a handover of this na-
ture. This refers to the experience of 
which the employee is not consciously 
aware and, therefore, it is not explic-
itly mentioned during the handover 
process.

Approach 2: Formal knowledge 
transfer

The “formal transfer of knowledge” 
has shown itself to be a good solution. 
As part of this process, an interview 
looking at the biography of the em-
ployee is conducted. This determines 
the individual’s professional positions 
(including training and/or study pro-

grams) and the experience and skills 
acquired in the respective position. 
This is followed by an assessment 
of the skills used in the current job 
and which of these are classed as 
crucial for success. The information 
can then be used to compare it with 
the successor’s skill set. This gives 
the company a better insight into 
whether certain skills will be lacking in 
the future and whether these can be 
assumed by the successor or possibly 
other team members. As a rule, the 
process lasts two to three days and 
is managed by specially trained em-
ployees. An important requisite here 
is that the two parties are going their 
separate ways on good terms. Whilst 
this should always be the goal, in any 
case, the formal transfer of know-
how is especially critical. After all, this 
requires that the departing employee 
embraces the process and is ideally 
committed to supporting the compa-
ny even in this final stage.

Approach 3: Mentorship ap-
proach

The third and final approach consists 
in assigning a mentor to new employ-
ees from day 1. Typically, the mentor 
is the person who has more experi-
ence in the field and can guide the 
employee’s professional path. There 
are many benefits to mentorship, 
mentioning some of them: training 
and improving employee leadership 
skills, getting expert advice, gaining 
perspective, learn how to build new 
professional relationships. The main 
objective is to ensure that your new 
employees are well-trained, feel con-
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fident, take ownership of their work, 
and experienced the mentor and 
mentee role. So later on, your employ-
ee can apply these skills in daily work 
and if the professional journey comes 
to an end,  the role knowledge is 
transferred in the same way as it was 
received during the onboarding. 

In order to achieve the main goal 
during the last stage, these are some 
tasks to be considered when an em-
ployee is leaving and she or he is pass-
ing on the role to a new team member. 
Using this approach to transfer the 
knowledge and handover of duties is 
to seek a win-win situation for both 
parties(GA,2022). 

• Updating role documents with 
links, names, passwords, etc.

• Making a schedule with the main 
duty to teach and train. 

• Schedule 1:1 meetings every day to 
hand over and follow up on prog-
ress.

• Allow the incoming person to 
perform on his or her own, and the 
leaving employee only absolves 
questions. 

Mentoring Methodology 

Mentorship sessions are sched-
uled periodically to receive and give 
feedback from both sides. HR sends 
a survey to both mentor and em-
ployee days before the scheduled 
meeting. The information collected 
is very helpful to have a holistic view 
of the employee experience and 
their relationship with the company. 
Later on, mentors and HR discuss 

employee performance, guidance 
improvements, and the position itself 
(GA,2022). Company mentorship 
culture will contribute positively to 
your team performance and company 
loyalty. “Mentorships are critical in the 
modern workplace as they offer em-
ployees a way to learn, connect and 
grow alongside someone they might 
not get the chance to otherwise” 
(Perna,2022). This should be reflect-
ed in all stages of the employee’s life 
cycle even at this last one. 

IT Offboarding and Data 
security 

Return of work materials and 
keys, access cards, etc.

It is also vital that the departing em-
ployee returns all work materials 
before leaving the company. These 
include keys or cards which are used 
to access the company’s premises. 
Ideally, a standardized process should 
be set up in order not to forget any-
thing. Checklists are useful on which 
the individual steps are listed and can 
be ticked off. This point is of particular 
relevance when staff primarily work 
remotely.

Deactivation of authorizations 
and passwords for work-related 
IT systems

The same goes for IT systems. Here, 
too, it needs to be ensured that au-
thorizations are deactivated on the 
date the employee leaves the compa-
ny (ideally automated). Correspond-
ing checklists are useful here as well. If 
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no central authorization management 
system is in place, a list with the soft-
ware used should be drawn up before 
the date of departure. This also re-
lates to cloud services and authoriza-
tions for applications such as Micro-
soft Teams, Zoom, and Slack as well as 
central cloud storage locations.

 Problems may arise if it proves im-
possible to establish who has access 
to internal company information. 
According to IBM Data Breach Report, 
2021 had the highest average cost in 
17 years. And it cost from USD 3.86 
million to USD 4.24 million, being the 
highest average total cost in the 17-
year history of this report. 
Germany ranks 4th out of the top 5 
countries with an average total cost 
of $4.89 million in 2021 to $ 4.45 million 
in 2020. And the healthcare indus-

try was the top in average total cost 
for the eleventh year in a row, it has 
increased from $7.13 million in 2020 to 
$9.23 million in 2021, i.e, 29.5% more 
than last year (IBM,2021).  

Companies should not only apply re-
strictive agreements, reinforce com-
pany policies, and agreements, and 
educate employees regarding these 
policies. But also, invest in cyberse-
curity, governance, risk management, 
and compliance programs, use tools 
that help protect and monitor end-
points and remote employees, protect 
sensitive data in cloud environments 
using policy and encryption, embrace 
an open security architecture and 
minimize the complexity of IT and se-
curity environments among others. 

Graphic 15 - Average total cost of a data breach by country or region (IBM, 2021)
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Ensuring availability for contact 
after the termination of the em-
ployment relationship

After an employee has left the com-
pany, there can be many opportuni-
ties to get in contact. This may be, 
for example, a performance-related 
bonus that is paid at a later date and 
for which certain account details are 
required. Alternatively, questions may 
arise once an employee has left that 
need to be clarified. Maybe a work 
reference needs to be sent yet you 
do not have the individual’s current 
address.

A further useful aspect of having up-
to-date contact details is that today, it 
is no longer unusual for staff to return 
to the former company after working 
elsewhere for some time. In start-up 
situations, in particular, it can be good 
for someone to leave the team to gain 
experience in another position which 
can then be used to the advantage of 
the company. To this end, you need 
to be able to contact the individual, 
either via social networks or direct-
ly, to inform them of interesting new 
vacancies for example.
That is why “Availability” should be 
included on the exit checklist. Please 
note that the individual must grant his 
or her consent to you storing personal 
data after the end of the employment 
relationship.

Rituals, Exit talks, and Exit

(Conducting farewell rituals, exit talks, 
and structured exit interviews where 
appropriate.)

Assuming the employment relation-
ship has not been terminated without 
notice, the aim should be, even in the 
separation phase, to maintain a posi-
tive relationship with employees and 
to send a clear message that they re-
main valued up to (and beyond) their 
departure. This attracts potential 
returning staff, sends a positive signal 
to the remaining team, and secures 
ambassadors for your organization. 

Small farewell rituals can have a last-
ing impact, e.g., a bouquet of flowers 
and cards expressing gratitude for 
the work done, wishing every success, 
and they hope to meet again in the 
future. Another idea is a farewell party 
as an opportunity to reflect on past 
successes or a small farewell gift from 
the team. What is important here is 
that you take time in advance to come 
up with a good idea that will achieve 
the desired effect. Experience has 
shown that it is better not to work to a 
set standard but to tailor activities to 
the individual.

An exit interview should always be 
conducted. This is an opportunity to 
clarify any outstanding issues, hand 
over the reference, and maintain 
or rebuild a positive relationship. It 
is thus important that an open and 
trusting atmosphere is created for 
this interview. If there has been con-
flict between the superior and the 
employee in the past, the interview 
should preferably be conducted by a 
neutral third party.
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As part of the interview, the reason 
behind the employee’s departure and 
areas for improvement can be dis-
cussed to prevent further exits. Staff 
frequently give more honest feedback 
following a notice of termination if it 
is possible to create a positive atmo-
sphere in the interview.

Some organizations have developed 
systematic exit interviews, these 
take either the form of a face-to-
face interview or are done using a 
(potentially anonymous) question-
naire. Possible questions include the 
reason for termination, questions on 
cooperation within the team and with 
superiors, the quality of the recruit-
ment and onboarding process, and 
the perceived corporate culture and 
remuneration structures. Within this 
framework, the question as to what 
needs to be considered when refilling 
the position should ideally be asked.

These are some questions recom-
mended by HR experts that can be 
useful to conduct during your off-
boarding interviews (Forbes,2020).

About the Company:
 □ If we could improve in any way, how 
can we do that?
 □  What are we not doing that we 
should be doing as a company?
 □ How working conditions could be 
improved?
 □ What Would Have Made You Feel 
Engaged?
 □ Would You Do It Again If You Had 
To?
 □ What Should Future Hires Know 
About Us?

About the Role:
 □ What Made You Look For A New 
Job?
 □ How did you like your job? Was 
it rewarding, challenging, or too 
easy?
 □ What did you like the least about 
your job?
 □ Was there anything that prevent-
ed you from carrying out your job 
effectively?
 □ What Would Have Made You Stay?
 □ Who Helped You Be Successful And 
How?
 □ What Is The New Job Offering That 
We Don’t?

About Management and Team
 □ Do you feel like you were managed 
effectively? Why or why not? 
 □ How Was Your Relationship With 
The Manager?
 □ Were You Fully Embraced For Who 
You Are?
 □ How do their colleagues feel about 
their work?
 □ Were you given clear goals and 
objectives? Please explain. 
 □ Were you satisfied with the feed-
back sessions conducted through-
out your time here? How could this 
be improved? 

Final Comments
 □ Do you have any final comments 
you would like to address? 
 □ Would You Recommend Working 
Here?

A structured and systematic off-
boarding process is often neglected 
in practice. Yet this offers a wealth 
of opportunities to avoid reworking, 
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bolster the brand as an employer, 
discover room for improvement for 
your company, and, of course, send 
a positive message to the rest of the 
company. Offboarding involves time 
and effort, especially at the beginning, 
but can make a major contribution to 
corporate success.

Cultural Offboarding 

Having a cultural offboarding should 
facilitate a smooth ending to the pro-
fessional relationship. Always remem-
ber to rely on the company values as 
new employees start their profession-
al journey within the company. 

“I have learned that people will 
forget what you said, people will 
forget what you did, but people will 
never forget how you made them 
feel” - Maya Angelou

First impressions are important but 
the last ones are the ones that stick. 
As mentioned before, the offboarding 
stage is as relevant as the onboard-
ing. In every step, your organization 
must be sure that organizational 
values are been reinforced. In the best 
companies, the retention process 
starts at the time of hiring and contin-
ues well past the employee’s last day 
of work in the form of vibrant corpo-
rate alumni programs (Spain & Groys-
berg, 2016).

The good feeling in the leaving em-
ployee-employer relationship and 
the positive change it generates for 
the company should be the judgment 
parameter to measure the effective-
ness of each point of the offboarding 

checklist, from the most logistical 
one to the least, should be measured 
by. In other words, following up on a 
well-aligned cultural offboarding will 
allow you to keep a healthy company 
culture with a stable team. 

Legal Offboarding

When employees leave a company or 
are no longer subject to compulsory 
insurance, employers have to submit 
new notifications.
The time limit for deregistration is a 
maximum of six weeks after the end 
of employment. There may, however, 
be an overlap with the due payment 
of contribution. As such, it is better to 
promptly transfer notifications. In this 
way, demands for contributions can 
be avoided.
We have compiled the various rea-
sons for submitting notifications here. 
Please note this information is cur-
rently only available in German.
All legal information on the content 
and nature of notifications is regu-
lated in DEÜV. DEÜV is the German 
acronym for the Data Recording and 
Transmission Regulation. The grounds 
for notifications are set out here, for 
example, registration, de-registration, 
and annual notifications together with 
the time limits which have to be ob-
served.
Paragraph 28a of the SGB IV (German 
Social Codebook four) specifies that 
the employer is the notifying body. 
This means that the employer is re-
sponsible for transferring employee 
data to the relevant health insurance 
fund.
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