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[bookmark: _Toc77063546]Executive Summary
This report makes recommendations for a new corporate induction programme.  It highlights the importance of the induction process as a key driver for employee engagement and performance.  This report explores primary and secondary research and highlights the need for more collaborative working across departments.
[bookmark: _Toc77063547]Introduction & Context 
Hywel Dda University Health Board is a large public sector health board that employs around 10,000 staff.  It covers Ceredigion, Pembrokeshire and Carmarthenshire.  All new employees must undertake a corporate induction programme.  In addition to this, all new colleagues are required to undertake a departmental (local) induction programme of no set format.

The Covid-19 crisis meant sustained mass recruitment campaigns and severe limits on mobility.  As such, the corporate induction programme needed to be simplified.  At the peak of the recruitment campaign, new colleagues were provided with an induction handbook and instructions on how to access eLearning modules.

The Workforce, OD & Education Strategy (Appendix 1) sets out a vision for a world-class induction programme.  Strategic objectives ask for an evidenced-based approach that identifies sector leaders and best practice for induction.   This has formed the incentive for this research paper.  This report has the following key stakeholders:
Director of Workforce and OD
Executive Team
Members of the People, Planning and Assurance Committee
Recruitment Team
Learning and Development Team
Line Managers
Potential candidates 
New recruits

[bookmark: _Toc77063548]Aim
To make suggestions for a streamlined induction programme for new starters, based on research and best practice. 

[bookmark: _Toc77063549]Objectives
1. Evaluate, through research, the nature and rationale of induction programmes 

2. Identify best practice using primary and secondary research 

3. Consider accessibility and the use of digital technology when creating an induction programme 

4. To make recommendations that contribute to a streamlined, sector-leading induction programme  






[bookmark: _Toc77063550]Literature Review
[bookmark: _Toc77063551]Induction – What’s the point?

The CIPD (2020) describe how an effective induction has a positive impact.  It can boost engagement, increase retention and improve job satisfaction (Acevedo & Yancey, 2011).  Howlett (2020) expands how an employee’s initial experiences can perpetually influence their engagement levels.  An effective induction process ensures that employees feel valued and welcomed (Baddapuri, 2016).  There is research that links a strong induction to increased productivity a (Amble, 2016 & Taylor, 2020).  Some onboarding systems report 50% greater productivity from new-starters (Hirsch, 2017).  A positive onboarding experience is correlated to retention rates (Bauer, 2010, page. 6).

[bookmark: _Toc77063552]What’s the best way to learn?
In a larger report, we could explore learning theories such as Vygotsky’s ZPD (Grigg, 2010, page 115).   This depends on an ‘MKO to ‘pull’ the learner.  Organisations should also consider humanist theories, whereby Maslow focuses on the human need to learn (Wilson et al, 2008).  Discussion should be had around Ausubel’s (1960) assimilation which describes how meaningful learning requires meaningful material.  He also describes how learners should have some prior knowledge.  Other theories, such as behaviourism, exist and should be researched further (CIPD, 2020).

Learning is a neural process (Stevens, 2014).  From an HR viewpoint, Shackleton-Jones (2019) expands by exploring how individuals react to learning in different ways.  Adams (2017, page 137) highlights how we learn 70% experientially.  This alone reveals a need for a reform of ‘formal’ induction days.

[bookmark: _Toc77063553]What do employees need to know – Now, Next and Later?

El-Shamy (2003) describes the ‘Four Firsts’, which explains how there are things that new-starters need to know within the first hour; day; week and month.

The CIPD (2020) and ACAS (2015) list Health & Safety as vital information.   The CIPD provides a list of ‘essential’ information.  Whilst this should be considered best practice, it highlights how induction is a process and not a one-day event.  Mindtools (2021) discuss how induction should span a period of months.

[bookmark: _Toc77063554]What are other companies doing?

Facebook run a 3-month ‘boot camp’ in which employees are set tasks and have access to expert coaching (Facebook, 2021).  Netflix shares key information over months, using visual ‘episodes’ that form part of an induction ‘series’.  New-starters are assigned a ‘buddy’ from day one (Reid, 2020).   Zappos interviews candidates based on cultural fit as well as competency.  A case study by the Financial Times (2011) describes how Zappos offers a lump sum to anyone who resigns after their induction; less than 1% accept.  An article in the New York times gives insight into Apple’s in-house development programme but still leaves readers guessing about the content (Chen, 2014).   

Liira (2017) discusses how onboarding starts during interview, leaving the first day clear for coffee with new colleagues.  Enterprise is similar; the majority of onboarding completed before day 1, with colleagues encouraged to spend their first day forging human connections (Lambert, 2021).  Sky TV ask new recruits to complete a bespoke game which incorporates the relevant documents (AITSL, 2014).   Although digital platforms are not a new concept, they seem to be the preferred model for organisations today.  Consideration should be given to ensure that digital training is well-planned (Li, 2021).

[bookmark: _Toc77063555]Methodology
Research can generally be split into quantitative, which is statistical and numerical, and qualitative which is more abstract in nature.  Both types of research add value to HR.  Anderson (2009) explains how using a mix of research is beneficial.  For this project, many possibilities of data capture were explored.  A focus group would have been beneficial however it was discounted due to the limitations around social distancing and infection control.  Similarly, focus groups would have negated the confidentiality of respondents, which may have incurred a bias on the results (Sims & Waterfield, 2020)

After consideration, I opted for an electronic questionnaire.  This was sent to 600 respondents consisting of 200 who had an induction before the pandemic, 200 who had one during the pandemic and 200 who had one after the pandemic. The latter is referred to as ‘Phase 1’.  The questionnaire was created and sent using Microsoft Forms.  This was chosen as the software is familiar to my organisation.

Participants were chosen after a discussion with my Line Manager.  It was felt that we needed a broad range of participants.  There are some concerns over the validity of questionnaires from before the pandemic due to the length of time elapsed since then. Kohn (2014) highlights The Forgetting Curve which explores how we forget 50% of information within just one hour.

There are natural limitations to questionnaires, namely:
Lack of responses
Not understanding questions/context
Non-specific questions
Respondents may have ‘hidden agendas’
A questionnaire lacks the ability to capture emotions and feelings
Fear of retribution if anonymity not provided

Ethical issues were also considered when designing this questionnaire. Resnik (2020) describes how ethical standards promote values such as fairness and mutual respect.  These are in keeping with the values of my organisation.  To mitigate such risks, questions were phrased in a non-biased manner.  Respondents also had the option to not answer questions if they wished.
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[bookmark: _Toc75377149][bookmark: _Toc75382930][bookmark: _Toc77063557]Results in Detail (Quantitative)
[bookmark: _Toc75382931][bookmark: _Toc77063558]How effective were the Learning and Development Team in welcoming you to the Health Board?

Pre-CovidDuring Covid





Phase 1












Generally, these results are favourable and show a welcoming ethos from the Learning and Development Department.  There is a considerable decrease in 5-star ratings between the pre-Covid and Phase 1 induction programmes.  Overall, this is not surprising due to the lack of face-to-face contact.  It does, however, suggest that there is some room for improvement and provide opportunities for further questioning.

[bookmark: _Toc75382932][bookmark: _Toc77063559]How effective was your induction letter in providing you with the required information?
Pre-covidPhase 1





The Induction letter has been adapted and simplified but has not significantly changed.  These results are as expected and generally reflect the non-changing nature.  There has been a decrease in overall ratings since the pre-Covid induction. 


Please rate the customer service of the team that answered your questions during inductionPhase 1


Pre-Covid
[bookmark: _Toc75377150][bookmark: _Toc75382934]

There has been an 18% increase in the 5-star rating of customer service since Pre-Covid.  This is a welcome result however there is still room for improvement.  There has been a significant focus on customer service across this time period, which is generally reflected in the results above.  However, only 81% of respondents gave a 4-star rating or above.  This signifies the need for greater focus on customer service targets.


[bookmark: _Toc75382935][bookmark: _Toc77063561]How easy did you find getting hold of someone in the Learning and Development Team?
Phase 1


Pre-Covid


There has been a 9% increase in the highest rating.  This is an excellent statistic and reflects the recruitment of colleagues into the department.  Colleagues have also had time to reflect and learn from the pandemic and have had a renewed focus on putting people at the heart of what we do.

[bookmark: _Toc75382940][bookmark: _Toc77063562]Results in Detail (Qualitative) – Phase 1
As shown, qualitative research can be beneficial in that it can capture rich information in a way that is difficult to achieve through quantitative surveys.  However there are risks, such as the potential impact on confidentiality and therefore impartiality of the results (Hadjistavropolous & Smythe, 2001).  It can also be quite challenging to analyse qualitative results.

Below are a sample of answers to the below question:
[bookmark: _Toc75382941][bookmark: _Toc77063563]Are there any ways in which this training can be improved? 

“Finding the learning certificates was a bit of a challenge and finding your way around the home page. Would have been better having the certificates already in one place”

“grater personal contact would have made it easier but accept that recruitment numbers make this challenging.”

“No, an hour at home is definitely preferable to 3 days in a classroom!”

There is an inference that a digital induction programme is preferable which points towards one of the objectives of this report.


Below are a sample of answers to the below question:
[bookmark: _Toc75382942][bookmark: _Toc77063564]What questions could/should we have answered on the first day? 

“XX answered all the questions I had either via the FAQs or from one of us asking questions.  There was nothing else I needed to know.”

“I think it was good, the oppertunity was there to ask questions but also to be  referred to  the most appropriate person so cant reccommend anythig else. Well done and welcoming”

“Given the different roles people held it could only have been a general induction which were all covered as far as I  could tell with 40 people on teams it was managed really well and plenty of time for questions”

The above responses show a very positive reflection on the L&D department.  Staff at all levels have worked hard to consider the needs of new colleagues when starting a new role.  

Below are a sample of answers to the below question:
[bookmark: _Toc75382943][bookmark: _Toc77063565]Any other comments:

“XX was really engaging and helpful, he made us feel at ease to ask questions, excellent first impression for a new starter with HDUHB”

“XX was great,  He made us all feel at ease straight away.  He explained the induction process very well and I felt happy to raise any issues without feeling uncomfortable.  I have to say having not worked for the health board previously I am very impressed with the warm welcome I have received and the way the induction has been transferred online seamlessly.  The fact we can complete it at home within the agreed timescales set my our line managers is a real bonus.  Classroom based inductions can often feel rather monotonous but completing it online is very user friendly.  You do miss out on meeting other employees face to face but in these current times, it is the best alternative. Thank you XX!”

“It would have been nice to have a few mins in a group with the people who were going to be working with me just to know at least some names and faces.”
[bookmark: _Toc77063566]Conclusion 
This report has demonstrated the importance that induction plays in the employee experience.  It has shown how initial experiences have an impact on engagement levels (Taylor, 2020).   It has also demonstrated links to a positive influence on wellbeing.  Some of the secondary research (Yancey, 2011) has demonstrated that strong induction leads to increased productivity.  This report has strengthened the argument for a robust, well-planned induction programme.

This report has also explored different learning theories (Grigg, 2010).  The organisation should explore opportunities for a variety of experiences to happen through using different mediums.  Thought should also be given to what should take place before the first day.

We know that our people work hard.  An issue is being able to ensure a consistent message is given to all staff.  Pre-Covid, starters experienced two days of presentations.  Whilst this meant that everybody received the same information, it could be questioned whether any ‘learning’ was remembered in the months post-induction.

Going forward, it would be beneficial to optimise a digital platform that can be accessed anywhere, anytime.  This utopian system would mean collaborative working across the entire organisation.  L&D needs to work closely with recruitment to ensure that the induction starts at the point of application.  The department will also engage participants to co-design a process.  Further recommendations are listed in the following section.

[bookmark: _Toc77063567]Recommendations 
Acknowledging the research findings, the following recommendations have been made:

· Create (or invest in) a digital onboarding platform
This platform could be linked as a follow on from the existing software.  It would have multiple uses that encompass an employee’s journey; a document sharing system, an eLearning platform, etc.  The platform should have a sequential nature which starters could access at their own pace; this should take the form of ‘milestones’.  Accessibility should be considered.

· Implement an induction programme that begins at the point of recruitment and ends after six months 
There is a need for a shift in mindset; an induction should not consist of a single day.  An ideal programme would begin at the point of recruitment and end after six months. This process would link in with recommendation 1, as the process should include milestones that span the length of the induction period.

· Recruit dedicated Induction specialists to take ownership of the onboarding of new starters
Historically, the induction facilitator was a member of the L&D Team who delivered the first day session to new colleagues.  This report recommends the recruitment of five specialists who would be experts in their field.  They would act as ambassadors for the organisation and as a personal point of contact for new colleagues, Line Managers and other stakeholders.
[bookmark: _Toc77063568]Limitations

Another limitation to consider is that prior to Covid, the strategic plan had not been created.  This means that any surveys from this time-period have not been tailored to align with the Workforce Strategy.  The questionnaire sent during COVID asked different questions to that sent afterward.  However, the COVID survey provides us with very valuable qualitative data on which to build and improve.  This paper will attempt to align the questions as much as is practical.

Another limitation is this author’s limited skills and experience in designing and developing feedback systems.  To mitigate the risks above, questionnaires can be accessed anonymously.  When designing questionnaires, I used Bloom’s Taxonomy (Armstrong, 2010) as a foundation to ask targeted, unbiased questions.  I endeavoured to get a mix of quantitative and qualitative data by asking a range of open and closed questions.  As such, I used a mixed-method questionnaire, this utilises the benefits of both types of research (FutureLearn, 2020).  
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