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Company Background

B MetlLife

Company-at-a-Glance

New York, NY, USA
~$67 billion (2023)

Global Scale MetLife has operations in more than 40 markets globally
(GELIGLERGEIRTITEE and holds leading market positions in the United States,
operate in or Japan, Latin America, Asia, Europe and the Middle East.
provide services

1(0)]

(VS GT CIETONI N8 MetLife, Inc., through its subsidiaries and affiliates
etc. (Key (collectively, “MetLife”) is one of the world’s leading
customers and financial services companies, providing insurance,
services offered)
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annuities, employee benefits and asset management
services.

Industry Insurance
Stock Symbol NYSE: MET

www.metlife.com

Budget and Timeframe

Budget and Timeframe
Overall budget N/A
Number of (HR, Learning, 7

Talent) employees involved
with the implementation?

Number of Operations or 21
Subject Matter Expert

employees involved with
the implementation?

Number of contractors N/A
involved with
implementation

Timeframe to implement 6 months
Start date of the program Dec 2021

Fit to the Needs

At MetLife, there is a strong focus on cultivating the capabilities of leaders,
empowering people to act, and fostering an environment where careers can
thrive. This strategy was put to the test in 2021 during the height of the pandemic
when seismic market shifts were occurring across corporate America. The
pandemic drove persistently high call volumes through MetLife’s US Call Center,
creating capacity pressure. Concurrently, the US labor market was becoming
very heated. The Great Resignation was in full swing and the war for talent was
intensifying. As such, MetLife was challenged in filling an increasing number of
open roles. These fundamental shifts were driving elevated attrition. Voluntary
attrition in MetLife’s US Call Center increased to 53% and MetLife clearly
understood that swift, bold action was needed to address these talent retention
issues. To solve for this, the GCSO Customer Academy was created.
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Use this area to provide a description of the onboarding program at your
organization. What goals were established and were they achieved?

Details:

The GCSO Customer Academy is a first-year employee engagement program
focused on onboarding, training, and recognition. The goal of the program is to
increase MetLife’s first-year retention by capturing the hearts and minds of
associates. This intentional and focused approach equips MetLife employees to
provide a remarkable customer experience.

GCSO Customer Academy

A first-year employee engagement strategy focused on
onboarding, training and recognition

The Customer Academy will increase our first-year retention by
capturing the hearts and minds of our associates

Our intentional focus will equip our employees to provide a
remarkable customer experience

Key Success Metrics
= First Year Voluntary Attrition

- Employee Life Cycle Surveys

Key success metrics for the program are first-year voluntary attrition and results
of employee life cycle surveys. Since the implementation of the GCSO Customer
Academy MetLife’s US voluntary attrition has seen strong year over year
improvement. From its peak of 53% in 2021, voluntary attrition decreased by
36.5% by end of year 2023. Employee life cycle survey results increased in 2022
because of program implementation and results remained stable through 2023.
The GCSO Customer Academy continues to successfully meet the key success
metrics.
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U.S. Voluntary Attrition
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Design and Delivery

To better understand attrition trends, MetLife leveraged internal HR data and
discovered that 28% of new hires resigned within their first 3 months with the
Company. Most of these employees left during their second month. This timing
coincided with the new hires’ transition from classroom training to independent
work. This data provided insights critical to solving the underlying problem by
making it clear that new hires required additional support during their transition
from classroom training to their on-the-job responsibilities. This was
accomplished by implementing streamlined Nesting programs designed to help
new hires with this transition.

In addition to understanding attrition, MetLife leveraged data from New Hire Life
Cycle Surveys. This Enterprise tool automatically surveys new hires across the
company at Day 10 and again at Day 60. Feedback from these surveys provided
the following themes that helped shape the GCSO Customer Academy:

e Opportunity to centralize equipment ordering and distribution process.
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e Opportunity to evolve the new hire training curriculum through a Blended
Learning approach to training and streamlined approach to job shadowing
through Knowledge Partner program.

e Opportunity to provide a structured support network to new hires in the
form of an Onboarding Buddy Program and Manager Engagement
strategies.

e Opportunity to continue professional and technical skills development
through a new hire’s first year through the development of an online Skills
Hub.

MetLife was shifting from an onboarding experience focused only on training to
expanding onboarding to a first-year employee engagement experience. The
MetLife team understood the importance of data driven actions and ensured
availability of necessary reporting dashboards and regular program updates to all
key stakeholders. Furthermore, the team adopted the mindset of “listening with
the intent to act”. By listening to new hire feedback via the 10-day surveys, the
team was able to create targeted solutions to enhance the onboarding
experience. Data gathered from 60-day surveys could then be used to evaluate
the effectiveness of those solutions. The MetLife team developed a
comprehensive program plan to ensure all target dates and key deliverables
would be met. The result was a comprehensive onboarding program focused
supporting new hires through 8 key initiatives:

1. Onboarding Liaison: Key resources identified in each GCSO sub-line of
business acting as the captain of the onboarding process for their new
hires, from recruiting through transition to the floor.

2. Centralized Equipment: A centralized process and single team providing
consistent ordering and distribution of laptops, monitors, keyboards, mice,
etc. peripherals to MetLife new hires.

3. Onboarding Buddy: A 16-Week program structured to help new hires
acclimate to MetLife’s culture and their new role.

4. Manager Engagement: A streamlined approach for the Manager and
their new hire to schedule pre-defined touchpoints throughout the first
year.

5. Blended Learning: Redefining training curriculums to create the perfect
mix of content review, call listening, mock calls, hands-on scenarios, and
actual claim processing practice.

6. Nesting: Deploying a consistent 2-Week transition approach across all
GCSO sub-lines of business to enable a support structure for MetLife new
hires as they migrate from the classroom to floor.
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7. Knowledge Partner: A 2-day program structured to help MetLife new hires
learn about a particular job or function by observing an incumbent

associate.

8. Skills Hub: One-stop shop for all professional and technical skills
development, and ongoing support for post-new hire training.

Program Dashboard

Impact Area Key Tasks Task Owner RB::, Timing Status
Q122 Q222
. Business Liaisons to support NH onboarding Q;jf; - T -* In flight
- . Pre-Hire Email (to include warm welcome) No " '* In flight
Onboarding
. Swag box mailed to home from SLT No = * In flight
O . Welcome email (w/ Center Stage Points) No
. Formal onboarding partner program /‘a;“\ - * Not Started
. Build manager touchpoints into onboarding Qzﬁff\ L e * Not Started
{§} 1. Incent training progress w/ points & gifts No
2. Heavier focus on blended learning & scenarios No ongoing In flight
3. More manager engagement during training Qg>$> P - - - * Not Started
4. Virtual Delivery Certification for Trainers No >~ —* ———————————— * In flight
5. Reintroduce Nesting period P - — 1 —* In flight
6. Define and Pilot Skills Hub @ —— === - == * Not Started
Ongoing 1. Bi-Monthly recognition from SLT-1 No Operati
Recognition @ 2. Game play tokens at 3 & 9-months No * In flight
{8} 3. Milestone gifts at 6 and 12-months No * In flight
4. Sr. leader skip levels / Manager 1:1’s Toolkits Q\@;\ * Not started
5. Increased focus on EE life cycle surveys No * In flight
Data 1. Define key data & metrics to be tracked No —— —* Not started
W {8} 2. Automate and report on monthly metrics No ongoing Not started
| {_§} - To be Automated - Operational / BAU *2?29\ - Business Required - -~ To be built * - Launch :

8. SKILLS HUB

skills development, and ongoing support for
post-new hire training.

7. KNOWLEDGE PARTNER

A 2-day program structured to help our new
hires learn about a particular job or function by
observing an incumbent associate.

6. NESTING

for our new hires as they migrate from the
classroom to floor

practice

Deploying a consistent 2-Week approach across
all GCSO sub-LOBs to enable a support structure

One-stop shop for all professional and technical

Redefining our training curriculums to create the
perfect mix of content review, call listening, mock calls,
hands-on scenarios and actual claim processing

gl

GCSO Customer Academy

New Hire

A streamlined approach for the Manager and
their new hire to schedule pre-defined
touchpoints throughout the first year

1. ONBOARDING LIAISON

Key resources identified in each GCSO sub-LOB acting as the
captain of the onboarding process for their LOB's new hires from
recruiting through transition to the floor

2. CENRALIZED EQUIPMENT
A centralized process and single team providing
consistent ordering and distribution of laptops,
monitors, keyboards, mice, etc. peripherals to our

3. ONBOARDING BUDDY
A 16-Week program structured to help our
new hires acclimate to MetLife’s culture and

new hires

their new role,
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Engagement

As with any new initiative, some challenges are to be expected. In times of crisis,
there is always the temptation to look for the fast solutions rather than the right
solutions. The MetLife team was determined to avoid this pitfall and remained
steadfast in their pursuit to implement a data driven, sustainable, and effective
solution. To ensure support of the engagement of the Customer Academy, the
MetLife team created a governance structure. By defining roles and
responsibilities and ensuring leadership support of the program, the MetLife team
was able to mitigate potential communication gaps and ensure alignment across
multiple sub-lines of business.

During the implementation phase, weekly and monthly meetings were held with
key stakeholders to provide timely updates of program progress and quarterly
updates were provided to all MetLife GCSO people leaders. For each Customer
Academy key initiative, sub-lines of business were engaged and received training
and support to ensure success. Now that the program is in a business-as-usual
state, monthly results are shared across all sub-lines of business. Subject matter
experts and Training Delivery leads are engaged monthly to review new hire
feedback. Results are monitored closely to ensure ongoing success and to
identify any new themes that require an actionable solution.

By following such a structured approach, the MetLife team can monitor new hire
feedback and ensure they are receiving the resources and support they need to
be successful in their role. Combined with the year over year reduction in
voluntary attrition, it is clear the GCSO Customer Academy is an effective new
hire onboarding program.
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Roles Responsibilities
A‘A‘) » Defines program/project vision
N N » Acton issues altering scope, schedule & budget
» Meeting cadence: Monthly (Executive)
- a > Resource allocation
Steering Committee > Set program priorities
..:_. > Address escalations
© Group Line of RIS Line of Business MLH Line of ) » Meeting cadence: Monthly (Executive)
o A N Data Analytics » Meeting cadence: Bi-weekly program with
c Partner Businesss Partner e e
(<] > KPIs & metrics
=
2
[<] Line of Business SMEs )
» > Tailor program’s standard approach to meet LOB
Q N " " " requirements
['4 Group Subject Group Subject RIS Subject Matter MLH Subject Matter » L
E Matter Expert Matter Expert Expert Expert > ImplementLOB specific activities
]
N : - =
— . » Manage scope change & issues impacting schedule
8 Program / Project Management > |dem,g, depep';emr;gs Pt
o » Document and/or contribute to required program
Product Employee Training Reporting Program Program reporungr(OMM) .
Owner Engagement > Responsible for day-day task delivery
» Meeting cadence: Bi-weekly workstream
Human Talent
Resources Acquisition
A MetLife

Measurable Benefits

MetLife recognized the need to transform their new hire onboarding process
within their Global Customer Service and Operations (GCSO) organization. The
GCSO Customer Academy met this need by creating a comprehensive program

with an expanded approach to onboarding.

Data analytics is a central element throughout this solution. By analyzing the
data, MetLife can identify opportunities to enhance the new hire experience and
limit first-year voluntary retention. Data is regularly reviewed; feedback is
interpreted and actioned, and the new hire onboarding experience is

subsequently improved.

Since the program launched, MetLife has seen measurable benefits:

e Year over year reduction in voluntary attrition. From its peak of 53% in
2021, voluntary attrition decreased by 36.5% by end of year 2023.

¢ Increase and stabilization of employee life cycle survey results.

e Streamlined processes and procedures across all sub-lines of business,
ensuring a consistent and seamless experience for all new hires.

Additionally, new hires supported by the GCSO Customer Academy were asked,
“how happy are you working at MetLife?”. Their feedback is below:
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¢ “In my experience so far, MetLife is a great company to work for, and
everyone has been so kind and helpful in my training process.”

e “l have had the best 3 weeks of training! | look forward to coming to work
& that's a beautiful thing!”

e “lfinally found a company | completely want to grow in.”

¢ “The amount of support that | have received so far in orientation is more
than | have received during my entire time at my previous employer.”

e “l would recommend working here to everyone | know.”

e “This is the first time in a long time that | am truly happy at a job.”

e ‘| absolutely LOVE my job.”

e “I'm thankful to be employed with MetLife.”

Overall

MetLife’s GCSO Customer Academy is a powerful example for how to effectively
problem solve. It offers universal lessons we can all benefit from:

e Start with a strong foundation to ensure a sustainable solution.

e Listen to the data and intend to act on it accordingly.

e Foster an environment where creativity and experimentation are
encouraged without fear of failure.

By reviewing data and implementing creative solutions, MetLife created a

comprehensive new hire onboarding program that positively impacts the new hire
experience, leading to reduced voluntary attrition.
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About Brandon Hall Group”

With more than 10,000 clients globally and more than 30 years of delivering world-class research and
advisory services, Brandon Hall Group™ is focused on developing research that drives performance
in emerging and large organizations, and provides strategic insights for executives and practitioners
responsible for growth and business results.

Professional Certifications
Self-paced certification
programs. Virtual group
sessions for companies.
In-person conferences
and summits.

Excellence Awards
Three annual programs
recognize the best
organizations that have

successfully deployed programs

to achieve measurable results.

>« ENTERPRISE EXCELLENCE
A\ CERTIFICATION PROGRAM
Recognizes the best HCM programs
that transform their organization and
achieves breakthrough results. This
designation is a step above the HCM
Excellence Awards® which focuses

on one program within a company.
Enterprise Excellence is a hybrid of
award winners who are also members.

Membership
Individual and Enterprise Membership
options: Includes research assets,
advisory support, a client success
plan and more.

SOME WAYS

WE CAN HELP Advisory Offerings

Custom research projects,
including surveys,
focus group interviews
and organizational
needs assessments for
transformation, technology
selection and strategy.

SMARTCHOICE® PREFERRED
PROVIDER PROGRAM

R

AGENCY!
BY BRANDON HALL GROUP™

X

Uniquely places HCM service and
technology companies at the top of
organizations’ consideration list of
vendors. It adds an unmatched level
of credibility based on BHG’s thirty-
plus years of experience in evaluating
and selecting the best solution
providers for leading organizations
around the world.

Provides comprehensive marketing
solutions for human capital
management solution providers.
We offer strategic services to
establish a strong foundation for
your marketing efforts.
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