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[bookmark: _Toc528180277]Abstract 
The purpose of this report is to demonstrate that there is a need to modify and strengthen the induction, or ‘onboarding’, process at InSite Technical Services to improve employee satisfaction, time to productivity and maintain the company’s high retention rate. The methodology included gathering secondary data that evaluated the connection of a comprehensive induction process with these elements and related research into inductions with best practice. The secondary sources also gave comprehensive insight into how an effective induction is carried out and gave suggestions for content and structure. 
The main findings of the literature were that to be of value, inductions must be consistent in their delivery and should run into a new employee’s first 3 months, a key time for potential turnover, with a company to effectively integrate them into the organisation. Another key finding was that HR software could assist with prompting and co-ordinating elements of inductions such as one to one meetings. It was concluded however that software is better suited to larger companies with a considerable amount of employees and would also prove to be an unnecessary expense at this time. As such the report made the following recommendations:
1. Conduct primary research into InSite’s current induction programme to further understand areas for improvement from employee’s perspective. 
2. Develop a 3-month strategy that supports the initial induction to solidify their understanding of key job role and organisational elements to encourage a successful transition into the company.
3. The report also recommends that InSite reassess the potential need for HR software a further 12 months after the induction process is refined. 
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[bookmark: _Toc528180278]Introduction
Since its inception in 2015, InSite has experienced rapid growth, formed by the 6 directors it is now a company of 61 employees, offering consultancy, project management and operational services to the oil and gas industry. (www.insitetechnical.com) 
As the organisation continues to expand its market share in the oil and gas industry and actively explores routes into the nuclear sector, this growth shows no sign of halting soon. (FIG 1)

Figure 1, (InSite Technical Services, 2018)
No of Staff (Employees and Contractors)


As a result, the employee induction programme has been identified as an area that requires some adjustment and improvements as it will prove imperative to the future success of the company. (Hall-Ellis, 2014) Although there is currently a procedure in place for a new starter’s first day, the process does need to be made more consistent and needs to include a plan that continues into a new hires first 3 months with the company. The aim of this report is to demonstrate to the management team why an improved induction programme over a longer period will prove beneficial to InSite as it will assist with the retention of skilled staff, productivity, job satisfaction and will clarify what is expected from both parties in relation to job roles and performance.  (CIPD,2017) 
[bookmark: _Toc528180279]Literature review
[bookmark: _Toc528180280]Inductions and employee satisfaction 
Induction is identified as a method to integrate new employees into the company and its culture thus helping them to fit in. (Robson, 2009, p. xiv) A successful onboarding process can therefore result in job satisfaction and an increased sense of loyalty and commitment to the organisation as an individual feels part of the team. (Snell, 2009) Essentially, a content employee makes for a productive and effective member of the team. Much literature agrees that an effective onboarding process includes an aspect of ‘socialising’, a process that involves familiarising a new member of staff with the company values, attitudes and overall culture, as well as familiarising them with standard procedures and policies. (Klein, 2015) This aspect of induction not only assists new hires with gaining an understanding of the company but settling them in as they meet their co workers and management team. 
By setting clear expectations for both employee and employer during the induction process, thus giving a new starter the opportunity to understand the organisation and their place within it, InSite will be ‘creating a clear line of sight that shows how the new employee’s work contributes to the overall success of the company’ (Friedman, 2006). This will reduce job role ambiguity which can not only lead to reduced productivity but can also leave the new employee feeling disconnected from the company. At InSite, we can improve upon this by following up the initial induction day with a number of meetings to ‘check in’ with the new starter at key intervals over their first 3 months in their new role to ensure they are pleased with how they are fitting in and that they understand what their role entails. It is important to consider that while good onboarding processes can assist with clarifying job role, it is also fundamental that the new recruit takes responsibility and seeks out information they may require to perform their role well and to immerse themselves within the company culture. (Harvard Business Review, 2017)
Ensuring a new employee feels welcome and valued does not have to be a costly process, initially, small details such as having a desk and computer ready for the employees first day can make a great first impression. (Harvard Business Review, 2018) 

[bookmark: _Toc528180281]Induction and retention
Research shows that there is a correlation between a good induction process, often referred to as ‘onboarding’ and staff retention. (Robson, 2009) While InSite has an excellent retention rate of 95% at present,0 as the organisation expands and so gains several new employees, the induction process will play an increasingly important role in ensuring skills and talent are retained. This is crucial as InSite drive forward into the oil and gas market, meaning highly skilled and experienced engineers will be essential to delivering projects. By implementing a more structured and thorough process now, the company will be able to ensure new employees are made to feel welcome and are familiar with the organisation itself, the culture and their role within it from the very beginning. (CIPD, 2017) It is thought that as many as 90% of employees will make their decision to remain with a company or to leave within the first six months of employment.  (Aberdeen Group, 2006) This staggering statistic proves that apart from getting it right on the first day, follow up is also an important part of the initial settling in period. Much research agrees that the first 90 days or 3 months is a crucial time to secure new starters within an organisation (Watkins, 2003) 
 ‘On average, companies lose 17% of their new hires during the first three months.’ (Harvard Business Review, 2017).
A study by Cezanne HR supported the need for a process that was ongoing within this critical time, finding that 24% of employees would have “appreciated more regular check ins” (Snell, 2009) Their research also supports a popular notion that HR software could be the foundation to an effective process as it would mean it is automated thus making for a consistent experience.  It is worth noting however, that Cezanne HR offer services relating to technological solutions to HR problems and so research supporting the view that software is needed would benefit their organisation directly. (www.cezannehr.com). Although inductions have been identified as a tool to reduce employee turnover, it has also been noted that this isn’t the most effective way of addressing the issue. (CIPD,2017) For InSite however, looking at refining the induction process as a first step towards maintaining the retention rate before any potential for it to become an issue, would be the most cost effective and simple solution and would save any unnecessary costs associated with having to fill a vacancy which is estimated at approximately £4667. (Robson, 2009) Significantly, employees who experience a satisfactory induction process were 69% more likely to still be with the company in 3 years time. (SHRM,2017)

[bookmark: _Toc528180282] Inductions and Productivity
ACAS identifies an effective induction as a means to ‘get new employees up to speed and productive as quickly as possible.’ (ACAS, 2012) (Lee, 2006) (SHRM,2017).  That is to say, if the induction process is well thought out, it can lessen the time employees take to become effective members of the team. (CIPD,2017). At InSite, the majority of staff’s time is billable to the client, however, when a new employee joins the company, the first few weeks can easily be consumed with familiarising themselves with projects, processes and even policies within the company. This time is booked to overheads at a cost to InSite that cannot be rebilled to clients and so, by running an effective induction programme, InSite could greatly shorten the amount of time a new recruit takes to become productive. By having key information on hand on their first few days of employment to assist them in understanding how to perform their job and setting out achievable but also relevant tasks that can be completed within a settling in period, InSite would see new recruits actively contributing to their ‘bottom line’ in a shorter amount of time. (Snell, 2009). This would also mean said time would be spent booking directly to projects rather than overheads, thus bringing a cost saving to the company. It would also avoid time being booked to incorrect projects or the incorrect grade as employees would have a clear understanding of their role. Much of the resource available on effective inductions suggests that to make the process itself productive that HR software could be the solution as it can create automatic reminders to have managers discuss policies and procedure as well as set up dates and times for check in meetings. (Harvard Business Review, 2017). For InSite, software could prove costly as an initial response to improving the onboarding when an alternative hasn’t been thoroughly explored. It would perhaps be more suitable to begin with refining current processes and implementing an action plan for the following 3 months. 
[bookmark: _Toc528180283]Methodology
[bookmark: _Toc528180284]Effective inductions, a CIPD toolkit
This CIPD toolkit was written by Fiona Robson, Deputy Director of Roehampton Business School, University of Roehampton and formally a principal lecturer in HRM at Newcastle Business School. There are limitations to this text in that it is based upon secondary data and its purpose is primarily to serve as a ‘how to’ guide for inductions, instructing HR professionals how to carry out inductions and what they should include rather that analysing the effectiveness of the process. It does however substantiate the need for the toolkit by using the data from the CIPD’s 2008 Retention and Turnover Survey Report to demonstrate why an effective onboarding standard is beneficial to both employee and employer.  It is also published in 2009 so lacks more up to date information, although this could be viewed as beneficial when relating to InSite as it does not push technology as the only approach to delivering effective inductions in a way that the other sources do, allowing for an alternative viewpoint on how to deliver a successful process. 

[bookmark: _Toc528180285]Researching onboarding best practice 
Alice Snell’s article from the Strategic HR Review was used as it examines best practice in relation to onboarding. The peer reviewed article enables InSite to benchmark itself against other, much larger organisations to see how its onboarding process compares. The article does rely on secondary data that is sourced from Taleo, an American company who specialise in talent acquisition for whom Alice is the Vice President of Research. (www.oracle.com). Taleo conducted a survey of large organisations in relation to their onboarding and, as with other literature, suggests that a technological approach would improve onboarding. It must then be recognised that Taleo have a vested interested in recommending such services as providers themselves. It does however offer valuable insight to the reasons why and how an effective induction process can benefit the organisation.
 
[bookmark: _Toc528180286]Harvard business review article
This article was chosen as it was written in 2018 so is current and considers issues that affect both the employee and employer in today’s workplace.  As with other sources, it too relies on secondary information from a meta-analysis the authors conducted of ’70 separate studies’. (Harvard Business Review, 2017) The large analysis does however mean that there is sufficient evidence to support the claims made in the article, but it must be considered that some of the findings mentioned, related to large, global companies such as Google. It too looks at the role of technology to improve the process, giving examples of how it has been implemented to automate inductions. In comparison, InSite is a UK based SME and as such, the need for automation is not as great
The article considers both the employee and employers’ side and recognises the limitations within business in relation to the induction process. For example, it acknowledges that a manager may not have time to play a big part in the onboarding of new hires. 
[bookmark: _Toc528180287]Conclusions:
When considering the literature reviewed, it is generally agreed the process does not need to be formal although it does need to be ‘properly planned and consistently delivered’ (ACAS, 2012), meaning that all staff are equally and fairly given the same information, enabling them to fulfil the requirements of their role. For InSite, this would mean setting a standard procedure in place with simple documentation that is given or delivered at all inductions for new hires and includes aspects related to job role, socialisation, the company values and policies and procedures in order to effectively engage and integrate the new hire.  Another common finding is that induction processes should go beyond a new starter’s first day and ideally run for the first 3 months of employment. While many of the resources suggest that HR Software is the answer to delivering an effective induction, it is worth remembering that they are written by members of companies who market or even sell said software meaning that they will of course be biased to implementing the systems. Examples of companies who have used software as a solution are also large, global companies, where it would prove difficult to manage the vast number of employees without a system in place, in comparison, InSite is a UK based SME so implementing a process without software is a viable option.
It would appear an advantage for InSite to consider implementing a process that includes follow up for the first 3 months, following a plan agreed by both HR and management to set targets for performance, agree on dates for follow up and set out a framework that both employee and employer can follow in order to create a consistent and successful experience. 
[bookmark: _Toc528180288]Recommendations: 
1) For InSite, a first step towards improving the induction process would be to analyse the current system in place by gaining feedback from personnel within the company. Initially, this could be a questionnaire or survey to gather quantitative data which could then lead to focus group being held to delve deeper into the findings and collect qualitative data that can help to assess the strengths and weaknesses of the process in place. 
2) Develop a 3-month plan that aims to provide follow up on the initial induction, containing general and role specific goals, in order to standardise the process and ensure ‘check ins’ take place. 
3) At this stage, it is not recommended that InSite explores technological approaches to managing or implementing an induction process, however it could be revisited in 12 months to assess requirement.
The table below sets out how these recommendations may be implemented and who is responsible for each element:
	What
	Gather feedback on current induction process from staff members.
	Devise an induction timetable with information on what will be covered in each session.
	Implement a 3-month timetable to go hand in hand with initial induction day. 

	Who
	HR
	HR
	HR and Manager

	When
	Send out a survey after consulting with management.
	After collating data from primary research, decide upon length and content and set out a timetable.
	In advance of new employee start date. 

	How
	Send Staff an email containing a link to survey and ask them to answer questions on the current induction process.
	Using the Effective Inductions CIPD Toolkit (Robson, 2009) build on the template within the book and customise to reflect InSite. 
	HR and Manager to agree upon achievable targets for new starter relative to their role, as well as general company wide information such as reading over policies.

	Cost
	Man hours: time taken to draft survey and send to staff- this would be a minimal cost.
	Cost to purchase toolkit (RRP: £225) (REF) plus additional cost of man hours to produce documents.
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