Annals of “Dunarea de Jos” University of Galati
Fascicle I. Economics and Applied Informatics

Years XXXI - n°1/2025
e ISSN-L 1584-0409 ISSN-Online 2344-441X

www.eia.feaa.ugal.ro

DOI https://doi.org/10.35219/eai15840409494

The Impact of Digital Natives' Expectations on
IT Onboarding Processes

Mihai Alin Lazar*

ARTICLE INFO ABSTRACT
Article history: Generation Z’s integration into the IT workforce necessitates a re-evaluation of traditional
Accepted February 2025 onboarding practices to align with their expectations as digital natives. This study

Available online April 2025

investigates generational shifts in onboarding preferences, focusing on the demand for

jgll‘ CIza:Sgggtion gamification, mobile-first platforms, and virtual tools. Key findings highlight significant
J21, 24, gaps in outdated communication methods and insufficient role-specific personalization,
Keywords: which undermine engagement and retention. Using an exploratory framework grounded in

scholarly and industry literature, the research emphasizes the critical need for IT firms to
adopt innovative, technology-driven onboarding strategies. By addressing these gaps,
organizations can enhance employee satisfaction, reduce attrition, and foster long-term
loyalty. This study contributes to academic discourse and managerial practices by offering
actionable recommendations for tailoring onboarding processes to meet the evolving needs
of a talent-centric workforce.
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1. Introduction

Onboarding processes in IT struggle to adapt to the unique expectations of Generation Z, a generation
of digital natives who prioritize personalized, technology-driven experiences and immediate feedback.
Traditional methods, such as static presentations and manuals, fail to engage this audience, leading to
disengagement and higher attrition rates (Ochis, 2024). Key gaps include the lack of modern onboarding tools
like gamified platforms and mobile applications, as well as insufficient customization for individual roles.
Outdated communication practices often result in confusion, while limited opportunities for collaboration
hinder the sense of belonging crucial to Generation Z's workplace satisfaction (Chillakuri, 2020).

These challenges are particularly pressing in the IT industry, where talent scarcity makes effective
onboarding essential for retaining skilled employees. As Generation Z values seamless technology integration
and clear communication, organizations must modernize their onboarding practices to stay competitive
(Francis & Hoefel, 2018). This research aims to bridge these gaps by exploring generational differences in
onboarding expectations and offering actionable strategies for HR professionals and policymakers. By aligning
onboarding processes with workforce changes, the findings will support organizational success in a rapidly
evolving market.

2. Literature review
2.1. Generational differences in Onboarding

Research on onboarding practices reveals notable generational differences, particularly among
Generation X, Millennials, and Generation Z. Generation X employees, typically more experienced and self-
reliant, value structured, information-rich onboarding processes (Pinzaru et al., 2019). They prefer clear role
expectations, well-defined hierarchies, and autonomy in integrating into their work environments (Bencsiket
al,, 2016). Conversely, Millennials, who have shaped modern workplace dynamics, prioritize collaboration,
mentorship, and social connections during onboarding. This generation often seeks experiences that align with
organizational culture and personal development goals (Kupczyk, 2021).

Generation Z, however, marks a distinct shift in expectations due to their status as digital natives. They
demand technology-driven onboarding processes that are intuitive, engaging, and tailored to their specific
needs (Bielen, 2020). Unlike Millennials, who value face-to-face interactions, Generation Z prefers mobile-first,
gamified platforms that align with their digital lifestyles (Kupczyk, 2021). Furthermore, they expect immediate
feedback, seamless communication, and a focus on career growth from the very beginning. These expectations
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challenge traditional onboarding practices, which often lack the level of personalization and technological
integration Generation Z desires (Lanier, 2017).

Table 1. Generational Differences in Onboarding

Item Generation X Millennials Generation Z
. Role clarity and Collaboration and Personalized technology-driven
Primary Focus ; .
autonomy mentorship experiences
Preferred Tools Manuals, documents Social networking Gamified platforms, mobile apps
platforms
Engagement Style In?:;e;lrilgznt Group discussions Interactive, digital-first content
Feedba.c k Periodic reviews Constructive, ongoing Immediate, real-time feedback
Expectations feedback
Cultur;.al Minimal emphasis Strong focus Moderate but tailored focus
Integration

Source: own research

2.2. Digital Natives and Technology in Onboarding

Unlike previous generations, Generation Z has grown up with instant access to information and
interactive technologies, shaping their preference for digital-first onboarding experiences (Nguyenetal., 2023).
Gamification, virtual onboarding, and mobile-friendly platforms have emerged as key tools to engage and
integrate this generation effectively (Lanier, 2017). By including game-like features like challenges and
rewards into onboarding, gamification makes the process more interesting and inspiring. Particularly for
remote or hybrid roles, virtual onboarding provides flexibility and accessibility through the use of video
conferencing, AR/VR technologies, and online collaboration tools. Platforms that are mobile-friendly ensure
accessibility and usability while meeting the needs of Generation Z's always moving lifestyle (Schroth, 2019).

Table 2. Technology in onboarding

Topic Tool Reported Benefits
Gamification Leaderboards, badges Boosts motivation and engagement
Virtual Onboarding AR/VR, video conferencing Facilitates remote/hybrid integration
Mobile-Friendly Platforms | Apps, responsive websites Enhances accessibility and usability
Collaboration Tools Slack, MS Teams Promotes social connection and teamwork

Source: own research

2.3. Research Gap

Despite the growing importance of onboarding in workforce integration, studies focusing on
Generation Z-specific onboarding practices in the IT industry remain limited. Existing literature often
addresses onboarding broadly or focuses on Millennials, leaving a significant gap in understanding the unique
expectations of digital natives (Twenge, 2017).

Key gaps include a lack of empirical data on how Generation Z interacts with onboarding technologies
and the long-term impact of personalized onboarding strategies (Singh & Dangmei, 2016). Furthermore,
limited research examines how onboarding influences Generation Z's engagement and retention in the
competitive IT industry (Sharma, 2019). Without addressing these gaps, organizations risk relying on outdated
strategies that fail to resonate with this generation (Priporaset et al., 2017).

Table 3. Research Gaps in Onboarding
Gaps Area of Focus Current Status
Technology integration in Limited case studies and empirical

AR/VR, gamification, Al tools

onboarding data
Personalization and feedback Tailored role-specific Minimal research on
mechanisms programs implementation
. Retention and engagement o .
Long-term impact ensas Few longitudinal studies
metrics
. . . . . Insufficient insights into
Cross-Generational comparisons Generation Z vs. Millennials &

generational shifts

Source: own research
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3. Methodology
3.1.Research Design

This study adopts an exploratory, literature-review-based methodology to investigate the onboarding
expectations of Generation Z IT employees. Finding research gaps and offering practical suggestions for
onboarding procedures catered to the particular requirements of digital natives are the main objectives. To
guarantee thorough and trustworthy results, the methodology is supported by a systematic review of peer-
reviewed journals, industry reports, and pertinent case studies (Aithal & Aithal, 2023).

The literature review follows a structured process designed for replicability and transparency. First,
the scope of the review was defined, centering on onboarding practices in the IT industry, with a particular
focus on generational differences. Keywords such as “Generation Z workplace expectations,” “digital-first
onboarding,” and “IT talent management” were used to identify sources (Stebbins, 2001). Next, inclusion and
exclusion criteria were applied, prioritizing studies published after 2015, focusing on industry relevance, and
ensuring methodological rigor. Finally, a thematic synthesis was performed to uncover recurring insights,
research gaps, and actionable themes.

Table 4. Research Steps

Step Description
Defining Scope Focused on onboarding practices specific to Generation Z in IT.
Keyword Selection | Used terms like “Generation Z workplace expectations” and “IT talent.”
Source Identification Academic databases, reports, and industry-specific case studies.
Inclusion Criteria Published after 2009, credible publishers, and peer-reviewed studies.
Data Synthesis Highlighted themes, insights, and critical research gaps.

Source: own research

3.2. Data Collection and Analysis

Data was gathered from reputable sources, ensuring diversity in perspectives. Academic journals,
industry reports, and conference proceedings were accessed through platforms such as Scopus, Google Scholar.
Studies were included based on their alignment with the research objectives, focus on IT onboarding strategies,
and relevance to generational differences (Aithal & Aithal, 2023).

The inclusion criteria emphasized the importance of recent publications to reflect the evolving
technological landscape. Peer-reviewed articles and case studies from leading IT firms were prioritized. Studies
that lacked methodological transparency or focused exclusively on non-IT industries were excluded. Using
thematic analysis, patterns and trends related to onboarding technologies, challenges, and engagement
strategies were identified (Saka et al, 2023).

Table 5. Research Sources

Source Type Selection Criteria
Academic journals Peer-reviewed, post-2009, focused on IT onboarding.
Industry reports Published by leading consultancies and HR organizations.
Case Studies Involving IT companies with innovative onboarding programs.
Conference proceedings | Recent presentations on workplace innovation and integration.

Source: own research

3.3. Limitations

While this systematic approach provides valuable insights, several limitations were noted. The study
relies solely on secondary data, which may not fully capture the nuances of onboarding experiences in diverse
contexts. Additionally, biases in the reviewed literature, such as regional or industry-specific perspectives,
could impact generalizability. The rapid evolution of technology also risks making some findings outdated
(Saka et al, 2023). Lastly, reliance on English-language sources may exclude critical insights from non-English
studies.

Table 6. Research Limitation

Limitation Description Mitigation
Reliance on Absence of direct observations and Recommend incorporating primary
secondary data empirical validation. data in future studies.
Literature biases Regional and industry-specific focus in Expand source inersity in future
sources. reviews.
Technological Findings may not remain relevant in a Regular updates to review new
gdvancement rapidly changing field. technologies.

Suggest including multilingual

Language restriction Excludes non-English publications. “esearch in future work.

Source: own research
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4. Key Findings

The review of literature highlights critical insights into the onboarding expectations and challenges
associated with Generation Z employees in the IT industry. These findings, structured into themes, emphasize
the growing importance of tailored, technology-driven onboarding solutions and the persistent gaps in current
organizational practices (Seemiller & Grace, 2016).

4.1. Preferred Onboarding Tools

Because of their digital upbringing, Generation Z has a strong preference for cutting-edge
onboarding technologies. Among the most popular strategies for interacting with and integrating this
tech-savvy generation are gamified platforms, mobile applications, and virtual onboarding tools. By
providing accessibility, instant feedback, and interactivity, these solutions improve user engagement.
Virtual reality (VR) and augmented reality (AR) are two examples of virtual onboarding technologies
that offer immersive experiences that are especially useful for distant and hybrid roles (Chillakuri,
2020).

Other

Virtual Reality
10.0%
30.0% Gamification Tools

20.0%

40.0%

Mobile Apps

Figure 1. Distribution of Preferred Onboarding Tools
Source: Adapted from Generation Z and “Quiet Quitting”: Rethinking Onboarding in an Era of Employee Disengagement (p. 92), by K. Ochis,
2024, Multidisciplinary Business Review, 17(1), 83-97

Figure 1 displays the distribution of preferred onboarding tools among Generation Z employees:
Virtual Reality (30%) - Preferred for its immersive capabilities, especially in remote and hybrid settings.
Mobile Apps (40%) - The most popular tool due to its accessibility and ease of use.

Gamification Tools (20%) - Effective for engagement through rewards and interactive modules.
Other Tools (10%) - Includes traditional methods like manuals and in-person sessions.

R

4.2. Engagement Strategies

Studies emphasize the value of structured mentorship programs, interactive training modules, and
immediate feedback mechanisms in boosting Generation Z's satisfaction and retention. Early involvement in
meaningful projects further enhances their integration and commitment to the organization.

Table 7. Engagement Strategy

Engagement strategy Impact

Mentorship programs Builds confidence and fosters career growth.
Interactive training | Enhances learning and knowledge retention through hands-on methods.
Immediate feedback Keeps employees motivated and aligned with organizational goals.

Source: Derived from thematic analysis of literature

4.3. Onboarding Challenges

Despite technological advancements, organizations face challenges in aligning onboarding strategies
with Generation Z’s expectations. A lack of personalized onboarding programs often results in disengagement,
as generic content fails to resonate with individual career aspirations. Traditional communication methods,
including excessive reliance on email, create additional barriers to effective engagement. Furthermore, the
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absence of social and collaborative onboarding elements diminishes the sense of belonging critical to
Generation Z’s integration into the workplace (Chicca & Shellenbarger, 2018).

501

40%
40}

35%

301

25%

Percentage (%)

201

10

Technology Integration Communication Gaps Role Clarity
Categories

Figure 2. Onboarding Challenges for Generation Z
Source: Adapted from Understanding Generation Z Expectations for Effective Onboarding (p. 45), by B. Chillakuri, 2020, Journal of
Organizational Change Management.

Figure 2 illustrates the primary challenges in onboarding Generation Z employees in the IT sector,

categorized into three key areas:

< Technology integration (40%) - The lack of advanced, user-friendly digital platforms for onboarding
remains the most significant challenge.

< Communication Gaps (35%) - Traditional communication methods, such as email-heavy onboarding, fail
to engage this generation effectively.

< Role clarity (25%) - Insufficient information on responsibilities and career pathways creates confusion and
hinders early engagement.

5. Discussions

The findings reveal a significant disconnect between traditional onboarding practices and the
expectations of Generation Z employees. This generational misalignment stems from differences in workplace
integration preferences and engagement styles. While earlier generations, such as Generation X and
Millennials, valued structured onboarding and interpersonal interaction, Generation Z demands technology-
driven, personalized, and real-time experiences (Bieleni, 2020). For instance, Generation X employees
appreciated detailed manuals and formal presentations that provided clear role definitions, emphasizing
independent learning and periodic feedback mechanisms. Millennials, by contrast, leaned toward collaborative
workshops and cultural integration activities that foster group-oriented engagement and constructive
feedback (Capatina et al, 2017). However, Generation Z, shaped by their digital-native upbringing, expects
gamified onboarding platforms, mobile-first applications, and virtual reality tools to align with their tech-
centric lifestyles. The absence of such innovations often leads to disengagement and dissatisfaction among
Generation Z hires (Francis & Hoefel, 2018).

Another critical insight is Generation Z's strong preference for immediate and transparent feedback
mechanisms. Unlike Millennials, who were comfortable with periodic performance reviews, Generation Z seeks
real-time communication and feedback systems. This need underscores the importance of adopting dynamic
tools, such as live performance dashboards and Al-driven feedback applications, to enhance their onboarding
experience (Ozkan & Solmaz, 2015). Failing to address these preferences risks alienating a generation that
thrives on continuous interaction and technological efficiency.
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Table 8. Generational Preferences

Generation Preferred Onboarding Tools Engagement Style Feedback Mechanism
Generation X Manuals, formal presentations | Independent learning Periodic reviews
Millennials Collaborative \.N.OI.'kShOpS, team Group-oriented Constructive, regular
activities feedback
Generation Z Gamified platforms, mobile Interactive, tech- Immediate, real-time
apps, AR/VR driven feedback

The findings emphasize the necessity of a paradigm shift, moving away from static onboarding

Source: own research

methods toward adaptive, tech-forward strategies that resonate with the expectations of digital natives.

Based on the findings, the following actionable steps are proposed to help IT companies adapt their

onboarding processes to meet the expectations of Generation Z:

< Implement interactive onboarding tools, such as gamification and mobile applications, to enhance
engagement and learning. These platforms should offer challenges, rewards, and real-time progress

tracking to appeal to Generation Z’s digital preferences.

< Introduce tools that enable immediate feedback, such as live chat features or instant performance

dashboards. This approach fosters transparency and helps new hires feel valued and supported.

< Tailor onboarding programs to individual roles and career goals. Use Al-driven systems to customize

learning paths and provide role-specific content, ensuring relevance and engagement.

Table 9. Practical Recommendation

Recommendation

Expected Impact

Gamified and mobile platforms

Increased engagement, faster knowledge retention

Real-time feedback

Enhanced communication, improved employee satisfaction

Personalized programs

Higher retention rates, stronger alignment with career aspirations

This chart compares satisfaction levels across five onboarding dimensions—technology integration,
communication clarity, role alignment, engagement, and feedback mechanisms—among Generation X,

Source: own research

emmunication Clarity

Gen X

— = Millennials
- GenZ

\ S
YTechnolpgy Integration

eedback Mechanisms

Figure 3. Onboarding satisfaction scores by Generation
Source: Derived from synthesized literature findings and trends reviewed in the study.

Millennials, and Generation Z.

< Generation X - Moderate satisfaction across most dimensions, reflecting their preference for structured yet

independent onboarding processes.

< Millennials - Higher satisfaction in engagement and communication, emphasizing their preference for

collaboration and cultural integration.
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< Generation Z - Consistently high scores across all dimensions, indicating their demand for personalized,
tech-driven, and interactive onboarding experiences.

5. Conclusions

This research advances current knowledge by providing a focused analysis of Generation Z's unique
onboarding expectations, an area underexplored in existing literature. Unlike previous studies that broadly
address onboarding or emphasize Millennials’ preferences for collaboration and cultural integration (Capatina
et al,, 2017), this study identifies the specific demands of Generation Z, including gamified platforms, mobile-
first tools, and immediate feedback mechanisms tailored to their tech-savvy lifestyles (Chillakuri, 2020). By
explicitly focusing on the IT industry, it fills a critical gap in understanding how onboarding practices can be
modernized to align with the needs of digital natives.

The findings align with prior research indicating that digital natives prioritize seamless integration of
technology in the workplace (Francis & Hoefel, 2018). However, this study contributes novel insights by
emphasizing the role of advanced tools such as augmented reality (AR) and gamified platforms in improving
engagement and retention specifically within the IT sector. Unlike earlier studies that highlight general trends
in employee onboarding (Bencsik et al, 2016), this research demonstrates the measurable benefits of
personalized, technology-driven strategies, such as improved knowledge retention and smoother generational
transitions, even in industries like healthcare and manufacturing (Ochis, 2024). Furthermore, this study offers
a roadmap for practical applications, bridging the gap between academic discourse and managerial practices.
By identifying critical metrics—such as retention rates, productivity benchmarks, and engagement levels—it
provides actionable insights for HR professionals and policymakers. These findings underscore the importance
of designing adaptive onboarding frameworks that not only meet Generation Z’s expectations but also foster
innovation, agility, and long-term organizational productivity.

Future research should expand on these insights by conducting longitudinal studies to evaluate the
sustained impact of modernized onboarding strategies across different industries. Incorporating primary data,
such as surveys and interviews with Generation Z employees, would provide richer insights into their
onboarding experiences. This research serves as a call to action for organizations to reimagine onboarding
practices and prepare workplaces for the evolving demands of a talent-centric, technology-driven workforce
(World Economic Forum, 2025).
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