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SILKROAD ONBOARDING 

GENERAL ELECTRIC 

A N A L Y S T  

Brent Skinner 

T H E  B O T T O M  L I N E  

Global Operations, General Electric’s (GE) shared services, 

deployed SilkRoad Onboarding to replace a homegrown, 

largely paper-based, and mostly unautomated system for 

onboarding employees company-wide. The system, which the 

company has internally branded as GE Hire, reduced costs related to printing, 

mailing, and the processing of Forms I-9. It also improved productivity for 

staff whose jobs intersect with onboarding workflow. 

ROI: 665% 

Payback: 1.1 years 

Average annual benefit: $3,717,056 



T H E  C O M P A N Y  

A Fortune 500 company, GE bills itself as “the world’s Digital Industrial Company, 

transforming industry with software-defined machines and solutions that are 

connected, responsive and predictive.” The company employs around 300,000 in 

staff in approximately 130 countries. 

T H E  C H A L L E N G E  

For many years, GE contended with a low-tech global solution for onboarding new 

hires and existing employees promoted into new roles. Developed in-house, the 

solution was in need of replacement as the scale of hiring and promotion of existing 

employees across the globe was exceeding the system’s capacity. GE needed to 

meet these realities with a technology able to automate most of onboarding and, 

R O I  C A S E  S T U D Y   
P R O G R A M :  H U M A N  C A P I T A L  M A N A G E M E N T  
D O C U M E N T  R 1 1 5    J U N E  2 0 1 7  
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thus, eliminate time-consuming manual workflow and expensive paper-based 

processes. GE additionally needed to integrate with its on-premises human resource 

information system (HRIS) and, as well, wanted the ability to brand the new solution 

as GE Hire to anyone using it. 

 

T H E  S T R A T E G Y  

In 2013, GE began to explore options in addition to SilkRoad, including Kenexa (from 

IBM), iCIMS, and Cornerstone OnDemand. Some fell short in the concurrent abilities 

to accommodate different workflows across countries and standardize across all of 

GE. Others lacked depth of experience in several countries in which GE operates. 

Still others couldn’t handle all the languages GE needed for onboarding. By contrast, 

GE found SilkRoad to be highly sophisticated country-to-country and able to handle 

wide variance in compliance requirements while maintaining consistency of look and 

workflow across the ecosystem. 

 

GE issued a request for proposals (RFP) in January 2014 and signed with SilkRoad in 

June of that year. Implementation of SilkRoad Onboarding began the next month, 

and GE’s team spent the remainder of 2014 working with SilkRoad to coordinate 

around a detailed plan to integrate GE Hire across the company. Successfully 

assembled and equipped, a core team began implementing in three countries in 

December 2014. Work to implement is ongoing, but in 2017 nears completion. 

K E Y  B E N E F I T  A R E A S  

Automation of workflow across the global organization has eliminated costs, 

improved productivity, and helped the company to standardize onboarding globally. 

GE’s ability internally to cast SilkRoad as GE Hire has led to consistency in employer 

branding. Key benefits included: 

▪ Improvements in productivity. Since beginning the rolling deployment, GE has 

onboarded several tens of thousands of employees with SilkRoad Onboarding. 

Cost : Benefit
Ratio  1 : 3.5

TYPES OF BENEFITS

Direct 30% 70% Indirect
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With the deployment of GE Hire, the employer has thus seen considerable 

boosts in productivity for HR staff responsible for onboarding – from scanning 

and printing documents, to preparing these for mailing and storage, review of 

returned hardcopy paperwork, communication back and forth with the 

onboarded employee to verify information, tracking of these employees 

through the onboarding process, and data entry. Employees onboarded with GE 

Hire have seen their productivity improve, as well, on the first day in a new role. 

 

▪ Eliminated costs. In deploying SilkRoad Onboarding, GE did away with a fee for 

separate software that handled workflow around processing E-Verify and Forms 

I-9, necessary for U.S. new hires. As SilkRoad Onboarding has deployed, GE 

eliminated additional expenses that were unavoidable with the outgoing 

system. Printing and mailing costs associated with documents for new hires 

have gone away, for instance. So have storage-related costs for some of those 

documents and other new hire–related forms required for compliance. In 

addition, the company got rid of costs associated with internal websites 

previously needed for carrying out onboarding. 

▪ Consistency with employer branding. GE’s ability to deploy the new onboarding 

solution across multiple languages and global regulatory environments presents 

a consistent look and feel for the system. This did not factor into the calculation 

of ROI, but has nonetheless underpinned the company’s employer branding. 

CUMULATIVE NET BENEFIT  

(267,934)

3,376,004 

8,002,912 

Year 1 Year 2 Year 3
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K E Y  C O S T  A R E A S  

Costs of the project included an implementation fee paid to SilkRoad and an 

ongoing SaaS subscription fee. GE incurred labor expenditure for a core internal 

team working from corporate headquarters to lead implementation. Additional 

labor expenditure included that for personnel cooperating locally, with this core 

team, on each individual country’s implementation. There was no formal training, 

paid for or otherwise, necessary for the project. 

 

L E S S O N S  L E A R N E D  

An on-premises HRIS that GE had in place prior to choosing SilkRoad remains. 

Throughout the organization, this HRIS touches all activity related to human capital 

management (HCM). The employer worked with SilkRoad to develop a replicable 

process and set of best-practices to integrate GE Hire with this HRIS everywhere 

onboarding is needed at GE – an elaborate effort to help ensure standard workflow 

and a consistent look globally. The preparation equipped a core team to lead 

implementations from headquarters in waves of five countries on average, every 

time. Beginning in January of 2015, this core team continually led five waves 

concurrently, each time working in cooperation with whatever local team the 

destination country assigned. 

C A L C U L A T I N G  T H E  R O I  

To calculate GE’s total investment in SilkRoad, Nucleus quantified the initial and 

ongoing costs of software subscription fees and personnel time to implement and 

support the application over a three-year period. 

NET CASH FLOWS 

(422,000)

154,066 

3,643,938 

4,626,908 

Initial Year 1 Year 2 Year 3
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Direct benefits quantified included the elimination of fees related to software for 

processing E-Verify and Forms I-9 for all U.S. new hires. Additional direct benefits 

were printing, mailing and storage costs associated with several documents whose 

hard copies were previously necessary to onboarding at GE. Also eliminated were 

maintenance-related costs to run internal websites that had been in place to help 

create a consistent look and feel with the old onboarding process. Indirect benefits 

quantified included increases in productivity for HR staff and newly onboarded 

employees, across a broad spectrum of their daily work. Using a correction factor to 

account for the inefficient transfer between time saved and additional time worked, 

these productivity savings were quantified based on the average annual fully loaded 

cost of an employee. 



FINANCIAL ANALYSIS
General Electric

Annual ROI: 665%
Payback period: 1.1 years

BENEFITS Pre-start Year 1 Year 2 Year 3

Direct 0 457,010 1,307,290 1,533,000

Indirect 0 605,808 3,245,400 4,002,660

Total per period 0 1,062,818 4,552,690 5,535,660

COSTS - CAPITALIZED ASSETS Pre-start Year 1 Year 2 Year 3

Software 0 0 0 0

Hardware 0 0 0 0

Project consulting and personnel 0 0 0 0

Total per period 0 0 0 0

COSTS - DEPRECIATION SCHEDULE Pre-start Year 1 Year 2 Year 3

Software 0 0 0 0

Hardware 0 0 0 0

Project consulting and personnel 0 0 0 0

Total per period 0 0 0 0

COSTS - EXPENSED Pre-start Year 1 Year 2 Year 3

Software 122,000 300,000 300,000 300,000

Hardware 0 0 0 0

Consulting 0 0 0 0

Personnel 300,000 608,752 608,752 608,752

Training 0 0 0 0

Other 0 0 0 0

Total per period 422,000 908,752 908,752 908,752

FINANCIAL ANALYSIS Results Year 1 Year 2 Year 3

All government taxes 45%

Cost of capital 7.0%

Net cash flow before taxes (422,000) 154,066 3,643,938 4,626,908

Net cash flow after taxes (232,100) 84,736 2,004,166 2,544,799

Annual ROI - direct and indirect benefits 37% 450% 665%

Annual ROI - direct benefits only -107% -6% 45%

Net Present Value (NPV) (232,100) (152,907) 1,597,609 3,674,923

Payback period 1.1 years

Average Annual Cost of Ownership 422,000 1,330,752 1,119,752 1,049,419

3-Year IRR 260% 260%
All calculations are based on Nucleus Research's independent analysis of the expected costs and benefits associated with the solution.  
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