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Intro

Finding the right
candidate for your teami s
only the first stageina
successful hiring process.

Once you've delivered the job offer, you need a plan to engage and empower your new employee from
day one.

Accordingto SHRM, 50% of people leave their new roles within the first four months. Additionally, up to
half of all senior hires fail in the first 18 months too. The best way to address these challengesis tofinda
way to immerse each employee in the workings of your business. That’s where your onboarding plan
comesin.

Onboarding helps new hires to understand the performance and social expectations of their new
position. From teaching crucial skills to ensuring your people feel like a part of your company culture,
proper onboarding leads the way to an invested and productive new hire.




The Benefits of an Onboarding and
Induction Programme

It’s an employee’s market in the Commercial and Industrial industries. Nearly 33% of new hires start
looking for a different role within their first six months on the job (the number is higher for millennials).
Additionally,around 23% of hires turn over before finishing their first year.

Building a high-performing team is a time-consuming and expensive process. Onboarding is one of the
best ways to make sure that you retain the talent you spent so long finding. Organisations with an
onboarding process achieve up to 62% greater new employee productivity, along with 50% better new
hire retention.

Onboarding eliminates the “sink or swim”approach to welcoming someone new into your business and
replaces it with a strategic and welcoming plan of action. With the right campaign, you can:

+ Reduce the costs of turnover: The costs of employee turnover can range between 100% and
300%o0f areplaced employee’s salary.

« Improve company culture: Helping new staff members to build bonds leads to a more cohesive and
positive company culture.

« Boosts productivity: It takes up to 8 months for new employees to reach full productivity, but an
onboarding programme can speed things up by showing team members what they need to do to be
successful.

 Improves employer brand: Sharing stories about your onboarding and induction process will show
thatyourean employer who invests in their people.

« Attracts new talent: In a time when employees are looking for more than just a good salary from
their jobs, an excellent on boarding plan can set you apart from the competition and improve your
chance of finding great candidates.

What is an Onboarding Plan?

Employee onboarding is a crucial process of welcoming new employees onto your team. Some
companies assume that this process only needs to last for a couple of days. However, to get the most
out of a new staff member, it’s important to offer guidance and support consistently, managing their
growth as they mature.

Beyond making a new team member feel welcome, onboarding systems also ensure that your people
are equipped with the necessary skills and knowledge to integrate into your workforce. According to
Tayla N. Bauer of the Portland State University, the average onboarding process requires a focus on
fourC’s:




« Compliance: The most fundamental aspect of onboarding, compliance refers to everything from
essential company rules to legal procedures, dress codes,and government policies.

« Clarification: Even the most competent employees benefit from a breakdown of their job
requirements. Clarificationinvolves letting your people know exactly what's expected of them, and
how their performance will be measured.

« Culture: Everyone in your team needs to feel connected to the overarching company culture. This
process involves introducing people to the norms of the workplace, work ethics, and leadership
techniques.

« Connection: Networking is crucial for any new hire. Ensuring that your people can interact well
together provides not only a more positive workforce but also a more productive and efficient
environment.

What Does a Best Practice Onboarding Plan
Need to Include?

The best onboarding processes begin as early as possible. For some companies, the plan will start from
the moment an employee accepts an offer. For others, it’s possible to begin discussing onboarding
details during the recruitment phase too.

Though each company has its unique issues and challenges to address during onboarding, the process
will usually include some of the following tasks:

 Teaching Employees How Things Work: The first part of an onboarding process involves teaching
your new people how your workplace functions on a day-to-day basis. This means letting them
know where to park their car, where the bathrooms are, and where they need to go if they need
support. You may also introduce your people to the unique language used in your environment,
suchasacronyms for roles or processes, or common terms their co-workers might use.

« Introducing Values and Norms: Onboarding is all about assimilating employees into a new
environment. Throughout the onboarding process, hiring managers will need to engage their staff
informal conversations about the history of the organisation, the brand image you're trying to
build, and the values that are rewarded in the business. Mentors and peers can assist with this
process by giving new people someone to emulate as they begin work in a new space.

« Defining Success: Job descriptions aren’t always clear when outlining what an employee needs to
do to be truly successful in a role. Make sure your new team members understand how their
performance will be measured in the months ahead, so they know what kind of outcomes they
need to focus on. Address any accountabilities and boundaries that the individual may need to be
aware of and provide them with resources that will assist them in delivering the results that you
want.



» Welcoming New People into the Community: New employees are likely to feel isolated in your
business at first. They're outsiders coming from a completely different environment. Setting up
opportunities for these individuals to bond with their new teams will make them feel more
confident and supported in their roles. Additionally, by ensuring that your people don’t feel lonely
at work, you canreduce the chances that they’ll leave for another job.

« Set up Early Wins: Finally, giving each employee a clear set of goals is a valuable part of the
onboarding process, because it allows you to demonstrate clear expectations. Around 60% of
companies say that they don’t use short-term goals with new hires. Assign tasks that you'd like your
staff member to complete within the first 3, 6, or 9 months, then meet with them regularly to see
how theyre progressing towards their targets.

What to Do Before Your New Employee
Starts

The act of onboarding a new employee is often one of the most crucial factors in ensuring your talent
will be productive and content. The faster you can get started with the process, the better. The
Aberdeen group even suggests that integrating onboarding in the recruitment process can lead to
better performance from new people. to
Beforeanew employee starts, ask yourself:

« What kind of goals will you set for this person?

« Howmuchdo they know about the work environment/culture?

« How longwill your onboarding process last?

+ How willyou measure the success of the programme?

« What are the major milestones for the process? (e.g.,iday, 1week, 1month, 3months, 6months,

1year)

As soon as you offer a job to someone new, give them access to as much information as possible,
including a glossary of company acronyms, photos of the people they’ll be working with, and a copy of
the employee handbook. Other things to cover include:

« Settingup the new person’s desk, computer, password and email address

« Makingsure they know where to go for guidance

« Fillingout paperworkand crucial forms

« Providingthem withalist of their responsibilities

Now that you're prepared, let’s look at what you can do to onboard your employee one milestone at a
time.



On the First Day...

The first day will feature acombination of
housekeeping tasksand educational moments.
Forinstance, housekeeping will include letting
people know where the bathrooms are, where
people goforlunch,and howthey cangetin
touch with crucial colleagues. You canalso offer
educationinthe form of company history, alist
of critical values,and a complete guide to the
role that the employee has been hired for.

Help your new addition to settle in by:

« Deliveringa crystal-clear overview of what
their responsibilities are,and how their
progress will be measured going forward.

« Takingthemonatour of the office and
introducing them to the people that they
will be working with both regularly,and on
occasion.

 Greetingthe employeeinafriendly way
when they arrive on premise (let your
receptionist know to expect the new team
member).

« Explainingthe ins-and-outs of the
workplace. Forinstance, when do people
usually take their lunch, are there any
cultural experiences to be aware of, like
dress-down Fridays?

« Makingsure their workspaceis set up for
them with all the necessary supplies that
they'll need.

Some employers also use welcome gifts like
flowers orabranded coffee mug to make
newcomers feel like part of the team. The
smallest gestures can reduce some of the stress
associated with the first day of anew job.

During the First
Week...

Studies suggest that three-fourths of new hires
consider trainingto be crucial on the first week
of anew job. Thoughyou hired your employee
because they had the right skills, it’s

up to you to show them how they can use those
skills to shine on the job.

During the first week:
 Scheduletime for training: Don'tinundate
your hires with too muchinformation too
fast. Provide training in manageable chunks
and offer opportunities for shadowing too.

» Immersetheminto the team: Make sure
that the new hire is welcome atall team
meetings and set up one-to-one sessions
with their managers so that they can deliver
frequent feedback.

« Assignsmall, useful starter tasks: Focus on
getting your newcomer up-to-date with
theinsand outs of their job through tasks
thataren’t too challenging.

« Provide plenty of time for networkingand
interacting: Encourage your employee to
gotothe breakroom forlunchand take
partinafter-work activities so that they can
begin to develop bonds.

By the end of the first week, your new hire will
understand the basics of being a part of your
team. They'll feel clear about their role,and how
they caninteract with other team members,
and they will be in the process of making some
new friends.

During the first week, your new member of staff
willalso have an opportunity to find out where
they fit within your current company culture,
which means that they’ll feel less “out of place”

inthe coming weeks.




During the First Month...

The first month is a process of continuous improvement and development for new team members.
Your people will be learning what it’s like to be a dynamic part of your team, and they’ll also start to come
up with personal goals for what they’d like to achieve with your business in the future.

Set up small one-to-one interactions in the first month where you can discuss any questions your new
employee might have and clarify any uncertainties. Don’t miss the opportunity to ask for your staff
member’s feedback on the onboarding process so far too. This is a great time to find out whether they
need any extra support in a specific area like getting to know new people or understanding the tools
they’re expected to use.

It’s particularly useful to encourage your people to choose a mentor or “"hero” employee that they’d like
toturnto for guidance by the end of the first month.

A mentor at work can be a valuable tool when you're getting started -particularly if you're exploring a
new role or sector. The Aberdeen group found that high-performing companies are 2 and a half times
more likely to assigh mentors or coaches to the onboarding process.

If your employee can’t find a mentor by themselves, consider assigning them one based on factors like
shared ambitions. Once you find a mentor for your new arrival, encourage regular meetings between
them, as well as shadowing sessions where the more recent employee can learn from the veteran.

First Year (Between Six and Twelve
Months) During the First 3 Months (90
Days) ...

The most successful onboarding programmes don’t happen overnight. It can take several months to
welcome someone into your space. During the first 3months, remember to check in frequently,
schedule interviews, and give your employees plenty of opportunities to air any concerns they may
have. According to the Society for Human Resources, the first 3months of your onboarding strategy will
concentrate on making hires feel:

More confidentin theirroles

Clear on the expectations you have for them
« Socially integrated into the team
« Immersedinthe company culture

Toachieve thesethree goals:

« Deliver plenty of continued training opportunities: Training and shadowing must continue until
your employee feels confident and comfortable in their role. Studies show that people can forget
up to 79%o0f what they’ve learned ina month with no follow-up educational activities.

« Scheduleinteractions with crucial people in the business: Make sure that your new staff members




have a chance to meet with business leaders, shareholders and executives, not just the employees that
they’ll be working with every day, this will make them feel more immersed within the company culture.
« Assignthe first major task or project: Start giving your newcomer a chance to demonstrate their

skillsand prove their value with significant tasks. Be clear on the objectives of the project and the
expected deliverables before they get started. Remember to regularly solicit feedback from your
new hire too. Ask them what’s working for themin the current onboarding process,and what they
would like to change. As you continue to welcome diverse new people onto your team, you'll find
that everyone has their own onboarding needs and preferences.

During the First 6 Months (180 Days) ...

The Aberdeen group suggests that only 15% of companies continue to onboard after 6months.
However, 90% of people decide whether to stay or go within that initial period.

When the first 3 months have passed, you're dealing with an employee who understands the basics of
your organisation and knows how to perform well in their job. However, this doesn’t mean onboarding
needs to stop. The goal between the 3-and 6-month milestones is to encourage ongoing development
inyour staff members.

Maintain progress by:

» Performing an Employee Assessment: After the first 6months, conduct an assessment to see how
much progress your new staff member has made so far. Discuss both the expectations you have for
your employee and any personal goals they may have set for themselves.

« Provide Plenty of Recognition: During the full first 6months, don’t forget to recognise anything that
your newcomer accomplishes. The more you can provide useful feedback, the quicker your team
member will settle into their role. During your 6-month review, help the individual see the impact
that their work has made on the business to give greater meaning to their role.

« Introduce New Functional Training Opportunities: Now that you've finished delivering basic
training, it’s time to look for development opportunities that serve your new employee’s goals. For
instance, do they want to become a manager? Look for ways they can learn leadership skills. If they
hope to move to a new role in the next syears, work on expanding their knowledge in techniques
crucial to that position. The first 6months is an excellent opportunity for employers to show their
people that they’re truly invested in their progress. With feedback and new training opportunities,
you can help your people to visualise long-term future with your organisation.



During the First 12 Months...

Accordingtoaprofessor from Harvard Business School, Michael Watkins, new employees only begin to
show their real value after the first 6 to 7 months. In the period between the 6month and 12-month
milestones, you'll be able to start uncovering your new hire’s true potentialand planning what you can do to
develop theminthe yearsto come.

The end of thefirst year is the period when the typical onboarding experience transitions into a process of
retention and ongoing employee engagement. As well as shifting from on-the-job training to continuous
development, make sure that you:

« Arrange informal meetings with employees: During this time, discuss the things that you think the staff
member can do better,and ask them for feedback on your onboarding process. This isa chance for you
to develop your strategy for future employees.

« Discuss plans for the yearahead: Let your newcomer know that they’re now a valuable part of your
team for the long-term and share with them some of your goals for the years ahead. Ask them about
their targets too and see where you can makethe two conceptsalign. For instance, if you want to
expand your business,you'll need new managers. If your employee wants to earn a promotion, you can
look for ways to help them become a good candidate for a managerial position.

 Celebratethefirstyear: Draw attention to the challenges that your employee overcame during the first
year and show them that you appreciate their hard work. Thisis a great way to build their confidence
and convince them that they’re making a difference to your team.

Who Is Involved in Creating an
Onboarding Plan?

When it comes to onboarding new employees, responsibility needs to be shared throughout your entire
company. Every team member plays their partin:

» Makingthe new person feel welcome

« Introducingthem to business expectations

» Gettingthemreadyforsuccessinanewrole

Some of the people included in your onboarding team will be:

» Human Resources: These individuals play a major role in orienting your newcomersand making sure
that they’re prepared for work with your business. They may deliver handbooks, checklists,and
training, as well as ensure that the proper paperwork s filled out.

« Managers: The manager of the new hire will usually be responsible for the most hands-on duties of
onboarding, which include giving tours of the office, introducing them to colleagues,and making sure
that the employee understands business policies. Managers also introduce your hires to the values,
goals,and missions of the company.

+ Colleaguesand peers: Anew hireisn’t just working witha manager in their new role. The new staff
member’s colleagues have a responsibility to make that person feel like a part of the team. They can
answer any questions that a person may have about basic processes,and even act as "buddies” to guide
an employee through the first few weeks of their new role.



» Executivesand Owners: While many leaders, business owners,and executives won't play a huge
rolein the onboarding of anew employee, they can make an effort to welcome the addition to their
teamandintroduce themto the business.

» The Employee: The employee themselves also has a crucial role to play in onboarding. These new
people need to be committed to learningabout a business and integrating themselves into ateam,
oryour onboarding plan won’t work.

Don’t Underestimate Onboarding

When it comes to the value and impact of onboarding, the data speaks for itself.

Effective onboarding programs improve productivity, increase employee retention and enhance the
culture of your entire company. Completinga structured onboarding process also makes a staff member
58% more likely to remain with an organisation for 3years or more.

Ina competitive environment marked by talent shortages, onboardingis how you ensure that you keep the
new people you worked so hard to find. Once you've invested in the right recruitment process, your
onboarding strategy will allow you to unlock the potential of your carefully chosen talent.



CLAYTON RECRUITMENT

We understand that while talent is your greatest asset -it
canalso be your scarcest resource -which is why you
need arecruitment partner with the market expertise,
insight and network to deliver the right people at the
right time.

Clayton Recruitment has been partnering with
organisations across the local, regional and national
market for over three decades and during that time has
built up an enviable reputation for trust and reliability.
We provide an experienced and credible voice in the
market by beingable to demonstrate a detailed

knowledge of the talent agenda.

Talentisallabout people,andjust like you, our
consultants are true expertsin their field with areal drive
for excellence which informs everything they do.

With specialist divisions covering Commercial, Financial,
Industrial and Engineering appointments,on both a
permanentand temporary basis, Clayton Recruitment is
the only nameyou’ll ever need,and what’s more -we are

nice people to do business with!

LET’S KEEP IN TOUCH

Keep up to date with the very latest industry news and

insight, by connecting with us on our social channels:



https://twitter.com/Clayton_Legal?ref_src=twsrc%5Egoogle%7Ctwcamp%5Eserp%7Ctwgr%5Eauthor
https://www.linkedin.com/company/clayton-legal/
https://www.facebook.com/ClaytonLegalRecruitment/
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T:01772 259121
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