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Talent Pulsefrom the Human Capital
Institute (HCI) explores the latest
trends and challenges in talent
management.Each quarter, a new
report is released in conjunction with
one of the four HCI Communities.

Talent Pulsas designed to provide
practitioners and decision makers
with prescriptive methods to
rehabilitate the health and wellness
of human capital, and empower
employees and leaders to effectively
address future challenges



Onboarding programs enable new hires to quickly and
easily become proficient in their roles by learning the
knowledge, skills, attitudes, and behaviors needed to
function in a given organization. For too long,
onboarding has been an ignored or shortlived talent
management practice. This is troubling becaus€0% of
new hires leave in the first 45 days. HCI believes
onboarding is an extension of the candidate
experience and when executed effectively leads to
sustained engagement and faster time to proficiency. In
this research, we profile successful onboarding
practices, budgets, stakeholders, challenges, and
outcomes. We surveyed HR practitioners who are
designing and implementing onboarding in order to
determine the elements of a successful program.

In a study of more than 400 organizations, we found:

A Two-thirds report that onboarding practices have
been underutilized. Only 40% say onboarding is
effective at retaining new hires, which is most likely
because it has been focused on paperwork and
processes rather than people and performance.

Executive Summary

In mostorganizations, onboarding activities stop
after the firstweek in the new role; this is not nearly
enough time to orient, prepare, and develop a new
hire to be successful in their new position.

Most respondents believe thatire-l { j ~nt zr A
internal hire is just as important as onboarding an
external hire, but only 27% report that they
effectively re-board employees after they take on a
new role.

In most cases, HR designs and implements
onboarding programs, but they are increasingly
seeking input from business units and senior
leaders to be more effective.

One-} ¢j ~jo~ {p ~o | {znozj
invest in onboarding programs in 2016 and 65%
report that their budget will stay the same.
Organizations that invest in onboarding accomplish
four things: emphasize people and performance
over paperwork; make it a partnership among HR,
the manager, andthe employee; establish
onboarding as a continuous process; and measure
outcomes. InvestedOnboarders are twice as likely
to reduce new hire time to proficiency.
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https://www.shrm.org/hrdisciplines/employeerelations/articles/pages/reducing-new-employee-turnover-among-emerging-adults.aspx
https://www.shrm.org/hrdisciplines/employeerelations/articles/pages/reducing-new-employee-turnover-among-emerging-adults.aspx

The Neglected, Current State

Onboarding programs need to deliver on the expectations set during the recruitment
process about what it is like to work for the organization. Only half of respondents report
that their programs are able to do this and only 40% state their onboarding program
helps retain new hires.

Figure 1. Percentage “strongly agree” and "somewhat agree.”

Onboarding practices have been Our onboarding program speeds
74% underutilized at my organization. 47% up time to proficiency for new

hires.
Onboarding delivers on the 0 Our Onboarding program is
50% promises made during our 40 /0 effective in retaining new hires.
recruitment process.
Onboarding is seamlessly o) We are qble to m_atch specific
48% integrated in our hiring process. 52 /0 onboarding practices to how much

support the employee needs
during the transition.




Classification of Programs

Onboarding at most organizations focuses on paperwork and process rather than the
more important elements of people, culture, and performance.
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Formal program focused
on performance and
training/learning.

Formal program focused on
processes and paperwork.

Figure 2. How would you best describe
the onboarding program at your current
organization?

Informal, inconsistent, or
reactive program focused on
processes and paperwork.

Formal program focused
on people and culture.

D o

Informal, inconsistent,
or reactive program
focused on performance
and training/learning.

Informal, inconsistent,
or reactive program
focused on people

and culture.




Frequency of Onboarding Practices

Onboarding practices help new hires gain the knowledge, skills, attitudes, and behaviors
needed to be successful in the organization. In most organizations surveyed, onboarding
activities stop after the first week, which is not a best practice.

Between offer

Recruitment
acceptance and

Stage

start date
Internal hire, @
non-managerial U
Internal hire, @
managerial U
External hire, @
non-managerial U
External hire, /6;7\
managerial U

Figure 3. During what periods are onboarding processes extended to? (Select all that apply.)




Processes and Paperwork

Although it should not be the main focus, new hire paperwork does have a part in any
onboarding program. Orienting an employee to organizational rules, regulations, and
resources reduces time to proficiency in the role.

Moderately = Extremely
Practice Don'thave Not Effective  Effective Effective

Rules and regulations orientation (legal,
policies, employee handbook, HR documents

Welcome email/call with first day agenda

Resources orientation (technology,
workstation, building tour, contactinformation)

Table 1. How effective are the following onboarding practices at reducing the time to proficiency for new hires?




Performance and Training

R¢~tzr jso {zl{j~ntzr | ~{mo jzn js~{¢r s{
to set performance expectations and provide feedback to them. Developmental

coaching paired with training for skills gaps enable a new hire to become proficient

much more quickly in his or her role.

Moderately Extremely
Practice Don'thave Not Effective Effective Effective

Performance feedback from manager

Training classes

Written performance goals and timelines
Peer mentoring or networking
Development needs assessed

Social event(s)

Discussion of career goals

Self-paced training resources/LMS

Professional coach practitioner access

Table 2. How effective are the following onboarding practices at reducing the time to proficiency for new hires?




People and Culture

A company orientation and meetings with the new team and senior leaders are the most
effective people and culture onboarding practices. On this page and the preceding two

| j ro i sSo~o0 t z{i ] tzrwo mwoj ~ | ~] mjtmo
recommend a combination of practices necessary for onboarding.

Moderately = Extremely

Practice Don'thave Not Effective  Effective Effective

Company orientation (overview of industry,
mission, values, and strategic objectives)

Meetings with key stakeholders/team
Meetings with senior leadership
Group onboarding

Job shadowing

O

Discuss new hire transitions withteam

Regular checkin meetings with HR

trz jz jyl|j jn{-~

Table 3. How effective are the following onboarding practices at reducing the time to proficiency for new hires?
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Re-Boarding Internal Hires

Onboarding should extend to external

hires as well as internal hires, a

| ~{ mo i sji mfcwn |
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business unit within an organization

can be just as unfamiliar as joining a
company from the outside.

We found that 81% agree onboarding
internal hires is equally as important
as onboarding external hires, buonly
27% report they effectively onboard
employees that are promoted or
moved to a new position This lack of
emphasis on reboarding hinders
effective internal mobility practices
and sets inconsistent performance
expectations across the organization.
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Onboarding Tips for That Talent Pulse

Lasting First Impression ( ( % ) )

Amy Hirsh Robinson Podcast
Principal at Interchange Group

Employers have really focused on finding that talent and making a good first impression through
o ~om~¢tjyoz; | ~{mo I 1 ¢; jso/A~o0o p{~rojjtzr j
ws up readly to work. That is the most critical pieceDo they stay excited?Are we affirming

r decision of coming to work for us in the first 30 to 60 to 90 days? \
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http://www.hci.org/lib/hcipodcast-onboarding-tips-lasting-first-impression
http://www.hci.org/lib/hcipodcast-onboarding-tips-lasting-first-impression
http://www.hci.org/lib/hcipodcast-onboarding-tips-lasting-first-impression

Designing Onboarding Programs

Most organizations have HR and L&D functions design onboarding programs. Our survey
respondents would like to receive more input from business units and senior leadership.

Human Resources

Learning and Development
Talent Acquisition

Specialized onboarding team
Operations team/business unit
Senior Leadership Team

IT

Figure 4. Is this group actively involved in onboarding strategy and design?

mYes

2%

67%

45%

42%

38%

38%

94%

20%

5% B
18%
17%

17%
30%
33%

No, but should be mNo
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Implementing Onboarding

In most cases, the HR function runs the onboarding program. Onihird of HR
respondents would like more involvement from their senior leaders in order for
onboarding to be more successful.

Human Resources 94% 4%

Learning and Development 70% 15%
Talent Acquisition 63% 16%

Specialized onboarding team 47% 13%
Operations team/business unit 56% 22%
Senior Leadership Team 34% 31%

IT 56% 17%

mYes No, but should be mNo

Figure 5. Is this group actively involved in onboarding implementation?
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Technology and Investment

Thirty-eight percent of companies have an online onboarding platform and
larger companies are more likely to utilize technology solutions. Onboarding

programs will continue to be a priority as 26% of organizations will increase
their investments in onboarding this year.

Onboarding Technology 2016 Investments in Onboarding

26%
mYes m Budget will
35% increase
m Budget will
= No, but plan to in decrease

the next 3 years = Budget will stay

65% 9% the same

= No

27%

Figure 6. Does your organization use a technology solution as Figure 7. How will your budget for onboarding change in 2016?
part of your onboarding program?
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Organizations struggle with inconsistency in onboarding practices, competing
priorities, and measuring the effectiveness of onboarding programs. Managers

and HR need to work together to make sure all new hires ar@enboarded, and
ensure they make time for this important work.

Inconsistency in application across the organization 44%
Competing priorities
Measuring onboarding effectiveness, or ROI
Line of business buyin/manager accountability
Insufficient technology to automate or organize the process
Role ownership in onboarding program
Following-up with new hires
Building consensus around an onboarding strategy
Lack of senior leadership support

Communication among onboarding stakeholders
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