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Critical Analysis of the Employee Onboarding Process at Ateb Group

Executive summary 
This report critically analyses the effectiveness of the onboarding process at Ateb Group, identifying key issues to support recommendations for change and improvements. Recent research demonstrates the importance of onboarding as poor onboarding can result in new recruits not starting or leaving after a short period. Onboarding at Ateb has not been analysed before however, informal feedback suggested there were issues therefore, it was critical to focus on onboarding. 

Secondary research was undertaken, researching onboarding best practice and identifying key themes. The key themes identified were used to build the questionnaire for primary research. Two questionnaires were developed, for chosen employees and line managers, to complete providing their feedback on the onboarding process. A focus group was conducted following completion of the questionnaire for the chosen employees to gather insight into the questionnaire results. 

The results found that there are issues with onboarding at Ateb including that the onboarding process does not align with organisational DNA, a tailored and detailed onboarding plan is required, more contact from the job offer is necessary and investment into a digital platform would streamline onboarding. Furthermore, line managers noted onboarding is important however, did not feel they play a pivotal role in onboarding and they did not feel supported. 

Recommendations identified included:
· Training for line managers and development of a support network so all staff involved in onboarding are supported. 
· A tailored and detailed onboarding plan with the allocation of a workplace buddy to provide effective support.
· Initiate more contact from the job offer.
· Research into a budget-realistic online platform. 

Limitations of the report were noted which included the sample size, the difference in the sample size of the employee and line manager group, and the scale used in the questionnaire. 
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1. [bookmark: _Toc16618459]Introduction (terms of reference)

The importance of effective onboarding has been researched in recent years. Hixon (2019) cited research where 67% of participants who are HR Professionals said new recruits quit before starting with a further 31% of employees surveyed stating they failed to start due to a bad experience following the initial offer. Furthermore, Hirsch (2017) notes that employees who experienced a great onboarding process were 58% more likely to remain with the organisation after 3 years. 

Onboarding evaluation is not undertaken within the organisation therefore, data is not available. However, informal feedback received irregularly suggests improvements are required as onboarding appears to be inconsistent. 

The stakeholders are; managers from every department as they are a crucial element for effective onboarding delivery; the Human Resources team who would be responsible for developing a new onboarding process following the research and embedding the process through mentoring and training to all levels of management; and the Executive Management Team who would be responsible for investment into onboarding. 

The aim of the research is to critically analyse the onboarding process within the workplace, identifying recommendations for development and improvement which will build a new effective onboarding process. This will be achieved by exploring the following questions:
· Are line managers aware of the value and importance of onboarding?
· Is onboarding effectively delivered at Ateb?
· Does onboarding align with organisational culture?
· Are line managers effectively equipped to effectively deliver the onboarding process?

















[bookmark: _Toc16617853][bookmark: _Toc16618460]2. Literature Review
[bookmark: _Toc16618461]2.1 Early Onboarding
Research on poor onboarding found that 33% of participants did not start their new job because they had a bad experience of the organisation following the job offer; furthermore 45% said that they received no contact between the job offer and their start date (Jordan, 2018).  The first 90-days of employment is the most crucial period to engage employees. Therefore, starting the onboarding process from the point of offer can engage new starters with the company culture and empower them to feel part of the organisation before their first day.  A robust support network and strong relationships with managers and colleagues will help reduce anxieties surrounding a new starters appointment and build alignment and trust, resulting in increased engagement (Nguyen, 2018; Turner, 2014). 
The first point of contact is critical as it demonstrates the company identity, mission and culture. Engaging new starters immediately, providing an understanding and awareness of the organisations, is easily achieved through a welcome email and corporate information sent directly after the job offer. Honesty about the organisational culture is important as research shows that failure to understand culture or performance expectations is a common reason that new starters fail therefore, starting the onboarding process early will set clear expectations and clarity about the role (Charleston, 2014; Gaul, 2017; Shrivastava, 2017; Lamb et al, 2014).  
2.2 Onboarding Plan
An effective onboarding plan which provides clarity about the role, responsibilities, organisation history, culture and working practices will deliver a positive first impression, supporting the new starter to build team relationships and achieve productivity quickly; importantly, an effective onboarding plan can reduce turnover in new starters. The onboarding plan must reflect organisational values and be engaging, reassuring the new starter that joining the organisation was the right decision. Including functional information such as parking, navigation of the building and definitions of organisational acronyms will help new starters feel integrated (CIPD, 2018; Millward, 2017; Carucci, 2018).
A workplace buddy can actively support the onboarding process alongside HR and line managers by quickly introducing the new starter to the organisation’s culture and help them settle in. Importantly, a buddy will role model the expected attributes, values and behaviours (Platz, 2018; CIPD, 2018; Snell, 2006; Millward, 2017; Carucci, 2018). 
The onboarding plan should streamline information to avoid overwhelming the new starter; paperwork should be kept to a minimum and provide opportunities to revisit paperwork completion gradually. Google, a leading technology company, ensures onboarding simplicity by following five simple points including discussing responsibilities, assigning a buddy, socialisation, regular check-ins and open dialogue; this approach improved onboarding by 25% (CIPD, 2018; Platz, 2018; Millward, 2017; Mulholland, 2018). 
2.3 Line Manager Delivery
Line managers are crucial for successful onboarding as they are best placed to provide clarity about the new starter’s responsibilities and role, measuring performance and success and discussing key topics including organisational objectives and customer service expectations. Line managers can identify the development needs and personal motivators of the new starter therefore, enabling line managers to create a bespoke onboarding plan. The onboarding process is two-fold supporting the new starter and line managers alike, providing support in terms of socialisation, clarity and culture to the new starter but further professional support to the line manager by providing reminders and encouragement to complete key tasks. Line managers should be convinced of the importance of onboarding; training can help line managers understand their responsibilities and what the organisation expects the onboarding process looks like to ensure consistency (Ellis et al, 2017; Shrivastava, 2017; Hirsch, 2017)
2.4 Digital Onboarding
A digital onboarding system can provide new starters with a hub of important and key information, allowing organisation’s to streamline the onboarding process and compile numerous documents into one central area, whilst ensuring new starters feel supported and valued. Paperwork can easily become dated, lost or disorganised therefore, a digital platform ensures accuracy and accessibility. Using digital resources such as videos and digital presentations to deliver information can make the onboarding process more engaging, interesting and providing a consistent approach (Platz, 2019; Shrivastava, 2017; Burt, 2018). 
2.5 Prolonged period
Research shows that the onboarding process would benefit from a prolonged onboarding period of up to 12 months to support new starters to maximise their skills and knowledge. A prolonged period provides scope for a transformational approach as opposed to only transactional activities. Furthermore, providing the opportunity to establish significant onboarding milestones at frequent periods, assigning achievable and realistic short-term targets for expected completion at these milestones, which increases the confidence and trust of the new starter through their contribution and helping them achieve their own success. During the prolonged onboarding experience, it is vital line managers keep in touch ensuring the new starter is well informed (Ellis et al, 2017; Carucci, 2018; Burt, 2018; Hixon, 2019). 






[bookmark: _Toc16618462]3. Methodology 

Secondary data was obtained from onboarding articles and research from a range of sectors, including SME organisations to align with Ateb. 

Quantitative and qualitative primary data was collected via two questionnaires for employees and line managers and a focus group for employees. Two questionnaires were developed using similar questions for both line managers and employees to identify both perspectives and to gain answers about specific questions; closed questions were used in order to analyse patterns using software available such as Microsoft Excel. A focus group for employees was completed after the questionnaire was collected to make sense of some of the answers or patterns identified in the questionnaire; only employees were chosen as they are the customers receiving the onboarding service. The sample group for both the questionnaire and focus group were 10 Ateb Group employees, who are the most recent new starters, plus 3 line managers who are most familiar with the onboarding process. This sample group was chosen to ensure the results surrounding onboarding was recent and related to the most current onboarding process, as this has changed over time. 

The sample size is limited for both employees and line managers; the results could be different if the sample size was broadened however, the results may not be as accurate if the wider sample had not recently experienced the onboarding process. 

























[bookmark: _Toc16618463]4. Findings


Employees and line managers surveyed thought that the onboarding process was good which is promising however, a similar number of employees think the onboarding process is either ‘poor’ or ‘not good’. This is supported by the focus group where many of the attendees expressed that they felt the onboarding process was poor. 

The majority of employees felt that the onboarding process did not align with Ateb’s DNA however, 2 of 3 line managers felt it did align with the DNA. With Ateb being in the infancy of a changing culture, it is concerning that this is not reflected at onboarding. 

This demonstrates that contact between the job offer and first day is very limited; line managers supported this as they said they do not make contact during this period. Interestingly, all employee respondents said they would like to have contact however, 2 of 3 line manager do not feel contact would be effective. 

The majority of both employees and line managers both agree that 6 months is sufficient and do not feel extending the onboarding period to 12 months would be effective. This was further raised at the focus group; those who felt it should be extended was due to how onboarding is poorly managed therefore, additional time is required to cover everything effectively. Therefore, this suggests 6 months is the correct period however, improvements are needed. 
 

8 of 10 employees did not receive a tailored plan, supported by all line managers noting they do not develop a tailored onboarding plan. 7 of 10 employees felt it would be beneficial to receive a tailored onboarding plan. Line managers were able to include free text to support their answer; 2 of 3 said they provide a brief two-week plan broken into half-day segments however, do not tailor it to the individual’s skills or experience.

The majority of employees were not assigned a workplace buddy however, it was a close split demonstrating buddies are assigned but it is inconsistent across departments. 7 of 10 employees and all line managers felt it would be useful to have a workplace buddy. 











There was an equal split between employees feeling that their line manager did or did not support them effectively during onboarding; with line managers all agreeing that they effectively support new starters during onboarding. This was highlighted at the focus group and it was noted that it was usually those based off-site in more isolated roles who felt less supported. 

All employees agreed that a digital hub for the onboarding process would be useful, with 2 of 3 line managers also agreeing. Employees from the focus group noted that the onboarding process is disjointed as documents and information are stored electronically and hard-copy in different areas, sometimes having different versions available, and it is heavily paper-based. They thought the online hub would make finding information easy, as and when they need to access it, knowing it is current and accurate.  

Line managers all agreed that onboarding is important for new starters however, 2 of 3 line managers did not feel that line managers have a vital role in onboarding. 









2 of 3 line managers do not feel support during the onboarding process. 

[bookmark: _Toc16618464]5. Conclusions 

The evidence obtained through primary data displayed that improvements are required to enhance the onboarding process. Key areas for improvement have been identified however, not all trends highlighted through the collection of secondary data are relevant to Ateb’s onboarding process. 

More contact is required between the job offer and first day, as advised in the secondary data obtained. The evidence demonstrated that employees generally did not receive contact during this period however, they felt this would be beneficial. On the other hand, line managers did not feel additional contact was necessary. Furthermore, both employees and line managers felt Ateb’s DNA was not reflected during onboarding.  

Secondary data suggests having a prolonged onboarding period however, primary data demonstrates that a prolonged period is not required as the current time scale is suitable, albeit with improvements. 

A tailored onboarding plan which reflects the individual’s skills and expertise and provide regular opportunities for feedback and achievements would enhance onboarding.

Both secondary and primary data suggests transforming onboarding to align with the digital age would be beneficial. Due to the size and limited funds available, it would be unrealistic to adopt a high-end digital system however, investigations into other solutions is necessary. 

It is evident that investment in line managers is crucial. CIPD (2018) note that line managers have a pivotal and influential role therefore, it is concerning that the evidence showed that line managers feel they do not have a vital role in onboarding, despite recognising the importance of onboarding. It is notable that they do not feel supported to effectively onboard. Therefore, training is required to demonstrate the important and vital role line managers have in onboarding. Furthermore, it would be beneficial to look at the onboarding process from a wider perspective to identify areas where line managers could be better supported whether this be from HR, peers or senior managers.

Chignell (2018) notes internal mentors can provide extra support and insight for new starters; this correlates with the primary and secondary data collection whereby, respondents felt a workplace buddy or mentor would be beneficial. 







[bookmark: _Toc16618465]6. Recommendations for change

Recommendations to improve the onboarding process are:
· Investigate and implement a realistic digital platform to digitalise the onboarding process.
· Increase contact between job offer and first day.
· Embed Ateb DNA from job offer and throughout the onboarding process such as demonstrating DNA and discussing the vision and organisational history.
· Develop a standardised onboarding plan to ensure consistency across departments, which can be tailored to the individual.
· Develop a support network to ensure both new starters and employees are appropriately and effectively supported during onboarding. 
· Provide training to line managers to ensure they understand the vital role they play during onboarding and how to effectively support their staff. 
· Recruit an internal network of onboarding buddies who would be assigned to new starters to provide support.

[bookmark: _Toc16618466]Limitations
The sample size was small; the sample chosen was employees and line managers who recently experienced and delivered onboarding however, it would ben more accurate to invite a wider sample as some questions related to onboarding generally as opposed to recent experience only. 
Using two samples, employees and line managers, was useful to identify if opinions differ, however as the sample size of both groups was very different, it was difficult to compare trends. The data would be more accurate and credible if both groups were the same or similar size. 
A Likert five-point scale was used in the questionnaire which the midpoint was labelled as ‘neutral’. Due to the small sample size, a small amount of neutral answers can affect how meaningful the data is and increase the difficulty when analysing data. It is unknown if those who chose neutral were satisficing or were genuinely neutral (Krosnick and Presser, 2010). Removing neutral or encouraging respondents to expand on their neutral answer would have enhanced the data collection. 
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Does the onboarding process align with Ateb’s DNA and represent Ateb’s working culture?

Employees	Strongly Agree	Agree	Neutral	Disagree	Strongly Disagree	0	2	1	3	4	Line Managers	Strongly Agree	Agree	Neutral	Disagree	Strongly Disagree	0	2	0	1	0	



 Employee: Did you have contact between job offer and first day? Line Manager: Did you make contact during this period?

Employees	Yes	No	2	8	Line Managers	0	3	


Would more contact between job offer and first be effective?

Employees	Strongly Agree	Agree	Neutral	Disagree	Strongly Disagree	6	4	0	0	0	Line Managers	Strongly Agree	Agree	Neutral	Disagree	Strongly Disagree	0	1	0	2	0	



Is six months long enough to effectively complete onboarding? 

Employees	Strongly Agree	Agree	Neutral	Disagree	Strongly Disagree	2	4	1	3	0	Line Managers	Strongly Agree	Agree	Neutral	Disagree	Strongly Disagree	3	0	0	0	0	



Would it be effective to extend the onboarding process to 12 months?

Employees	Strongly Agree	Agree	Neutral	Disagree	Strongly Disagree	0	3	1	5	1	Line Managers	Strongly Agree	Agree	Neutral	Disagree	Strongly Disagree	0	0	0	2	1	



Employee: Did you receive a tailored onboarding plan?
Line Manager: Do you develop a tailored onboarding plan?

Employees	Yes	No	2	8	Line Managers	Yes	No	0	3	



Would it be beneficial to have a tailored onboarding plan?

Employees	Strongly Agree	Agree	Neutral	Disagree	Strongly Disagree	3	4	2	1	0	



Would a workplace mentor or ‘buddy’ be useful as a support during onboarding?

Employees	Strongly Agree	Agree	Neutral	Disagree	Strongly Disagree	2	5	2	1	0	Line Managers	Strongly Agree	Agree	Neutral	Disagree	Strongly Disagree	2	1	0	0	0	



Did you have a workplace mentor or ‘buddy’? 

Employees	Yes	No	4	6	



Employees: Did you feel that your line manager effectively supported you during onboarding?
Line Manager: Do you feel you effectively support new starters during onboarding? 

Employees	Strongly Agree	Agree	Neutral	Disagree	Strongly Disagree	2	3	0	4	1	Line Managers	Strongly Agree	Agree	Neutral	Disagree	Strongly Disagree	1	2	0	0	0	



Would a digital onboarding process be useful?

Employees	Strongly Agree	Agree	Neutral	Disagree	Strongly Disagree	8	2	0	0	0	Line Managers	Strongly Agree	Agree	Neutral	Disagree	Strongly Disagree	2	1	0	0	



Do you think line managers have a vital role in onboarding?

Strongly Agree	Agree	Neutral	Disagree	Strongly Disagree	0	1	0	2	0	


Is onboarding an important for a new starter?

Line Managers	Strongly Agree	Agree	Neutral	Disagree	Strongly Disagree	1	2	0	0	0	


Are you supported to deliver an effective onboarding process?

Strongly Agree	Agree	Neutral	Disagree	Strongly Disagree	0	1	0	2	0	


How effective do you feel the onboarding process is? 

Employees	Poor	Not good	Good	Really good	Excellent	1	3	4	2	0	Line Managers	Poor	Not good	Good	Really good	Excellent	1	0	2	0	0	
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