
Welcome!
● For each sheet on the wall, think about a leadership position in your 

organization
● Success Factors: What can help a leader be successful?
● Role Derailers: Pitfalls to be avoided
● Colleagues: People to know (by job title rather than name)
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Let the adventure begin



What is Onboarding Anyway?
● “Onboarding progresses the recruitment and selection process. It 

embraces orientation, training, coaching, and mentoring.

It involves networking, along with product or service knowledge and brand 
awareness. It’s neither a simple nor a short process but, done well, its 
value to the organization is substantial and long-lasting.” (Little, 2018)

● All based on the assumption that you are hiring the right people for the 
right position

https://www.mindtools.com/blog/corporate/onboarding/


Why does Onboarding Matter?
● Only 36 percent of new hires believe that they’ve received an accurate 

picture of what it’s like to work at their organization. (Little, 2018)

● 33 percent of new hires look for a new job within the first six months 
of starting a new job. (Little, 2018)

● Organizations with a “standard” onboarding process experience a 54 
percent increase in productivity and a 50 percent increase in worker 
retention. (Little, 2018)

https://www.mindtools.com/blog/corporate/onboarding/
https://www.mindtools.com/blog/corporate/onboarding/
https://www.mindtools.com/blog/corporate/onboarding/


Why does Onboarding Matter?
● Seventy-one percent of millennials who strongly agree that they know 

what their organization stands for and what makes it different from its 
competitors say they plan to stay with their company for at least one 
year. (Dvorak & Pendell, 2018)

● It typically takes eight months for a newly hired employee to reach full 
productivity. (Ferrazi, 2015)

● Some 69% of job seekers in the study say that their first-day experience 
will impact their decision to stay for more than a month. (Gelinas & 
Brennan, 2017)

https://www.gallup.com/workplace/240545/culture-wins-listen-top-performers.aspx?g_source=link_NEWSV9&g_medium=TOPIC&g_campaign=item_&g_content=Culture%2520Wins%2520When%2520You%2520Listen%2520to%2520Your%2520Top%2520Performers
https://hbr.org/2015/03/technology-can-save-onboarding-from-itself
https://www.glassdoor.com/employers/blog/easy-onboarding-tips-little-things-can-make-a-big-impact/
https://www.glassdoor.com/employers/blog/easy-onboarding-tips-little-things-can-make-a-big-impact/


If only it were this easy



Onboarding Components
● Formal orientation program
● Clear job titles/expectations
● Coaching/mentoring program
● Team Assimilation
● New-hire workplace meetings 
● Cohort assimilation
● Milestones/goal-setting
● Functional Training
● Management participation in program
● Tracking retention rates
● Ongoing training and education



Where We Started
August 2016



Iterated small parts over time
June 2017

June 2018



Where to start: Needs Assessment
● It can be very difficult to create an onboarding program if you aren’t sure 

what is needed and who is doing it
● Tool Demo:



Pushing Ownership Down



Pushing Ownership Down
● Set expectations with the whole team
● Let your subject matter experts cover the content they know

○ This may be within your team or in another department (IT, Marketing, HR, etc.)

● Assign a mentor/coach/buddy
● At ITHAKA over 6 weeks:

○ 34 items handled by team members
■ Includes functional training, shadowing, reverse shadowing

○ 13 items handled by other departments
■ Includes policies, procedures, paperwork, and department specific tools (like 

payroll!)
○ 9 items are self-directed

■ Includes review of information sites, watching videos, taking quizzes



Where to Start: Best Practices
● Have everything prepared (computer, pens, notebook, etc.) so they can be 

productive on day 1
● Meet with the manager 1:1 in week 1 (Klinghoffer, Young, Liu 2018)
● Define your success factors/milestones. Decide what you want your new 

hires to be able to do by the end of their first day, first week, first month, 
and first 90 days. (Little, 2018)

● Provide performance expectations
● Paperwork bad, interaction good
● Recognize good work early
● SWOT/Strengths Finder
● Elicit feedback

https://hbr.org/2018/06/to-retain-new-hires-make-sure-you-meet-with-them-in-their-first-week
https://www.mindtools.com/blog/corporate/onboarding/


Slay the Beasts



Onboarding Models
● General Onboarding

○ The “Everyone has a Role” Model
○ Include all Stakeholders from the Needs Assessment
○ The timeline can expand & contract as needed
○ The Needs Assessment will determine the milestones

Who Pre-Day 1 Day 1 Month 1Week 1

Human Resources Milestone 1 Milestone 2 Milestone 3 Milestone 4

Manager

Employee



Onboarding Models
● Leadership Onboarding Framework

○ Identifies key factors that define success
○ Gives the new leader a clear path
○ Ultra adaptable to many levels, roles, and organizations

Success 
Factors

Colleagues

Role 
Derailers

Experiential 
Activities

Formal 
Training



Tools for Success
● Trello

○ Free and paid versions
○ Example
○ Inspiration Boards

● Wiki
○ Free and paid versions
○ Example

● G Suite
○ Free and paid versions
○ Example

https://trello.com/b/HbTEX5hb/employee-manual
https://trello.com/inspiration
https://drive.google.com/file/d/19J3r5sHaNoKBKwNVN_JgNqpjxtM1KFiq/view?usp=sharing
https://drive.google.com/file/d/1iltWEzloRpv794bd2RK5UbEV_Fjd2zEy/view?usp=sharing


Tools for Success
● Free or low cost training methods

○ Mentor/Coach/Buddy
○ Swag
○ Scavenger Hunt
○ Buzzfeed Quiz
○ Lunch & Learn
○ Stickers
○ Webinars



Aligning to Service
● What is your Customer Service Philosophy?

○ Do you set expectations for reply times?
○ Do you clearly outline what you can and can’t help with?
○ Do you give your employees the tools to solve problems without escalation?

■ Policies about when it is ok to say no and how to do it
■ Explicit instructions for when it is ok to break the rules
■ A guide for the tone to be used across channels (email, phone, chat, SMS, etc.)

● If you don’t have a Philosophy yet
○ Work with your team to build one
○ Allow members or subgroups of the team to use evidence and research to create a draft 

policy to bring to you or the group for discussion
○ This is a great way to incorporate strengths

https://www.helpscout.net/helpu/how-to-say-no/
https://www.helpspot.com/blog/improve-customer-support-by-breaking-your-own-rules
https://styleguide.mailchimp.com/


Aligning to Service
● Incorporate instruction on these policies, procedures, and guides in your 

onboarding schedule
○ Examples of what ITHAKA covers: 

■ Style/Editorial guides
■ Working with difficult customers
■ Going above and beyond
■ QA and improving our service

● Be explicit
○ The same goes for culture of both the org and the team

● Put it in the schedule and devote time to it
● Especially important in entry level positions

○ If folks are just starting out they will need more guidance



Make it Better



Improving the Process
● Immediate Feedback

○ Trello Outcomes checklist

● Intermittent Feedback
○ Training Basics Check-In
○ Survey at week 2 and week 6

● Retrospective
○ Week 6
○ Focuses on processes rather than content
○ Can take many formats

■ What worked well/made you feel good/we should continue
■ What could be improved/made you feel bad/we should discontinue
■ What questions do you have/what are you unsure about



Improving the Process
● Additional Metrics

○ Time to Productivity
○ Average Retention Time
○ In org transitions vs. offboarding
○ Customer Satisfaction
○ Employe Satisfaction/Engagement

● Ongoing Discussions
○ The Stay Conversation (Dvorak & Pendell, 2018)
○ Career pathing
○ Consider job descriptions

https://www.gallup.com/workplace/240545/culture-wins-listen-top-performers.aspx?g_source=link_NEWSV9&g_medium=TOPIC&g_campaign=item_&g_content=Culture%2520Wins%2520When%2520You%2520Listen%2520to%2520Your%2520Top%2520Performers


Ensuring Success



Our Goal
● Belonging from minute 0

○ Time for socializing
○ Icebreakers

● Training Wheels
○ Social learning
○ Just-In-Time learning
○ Reverse Shadowing

● Follow-up
○ Maintain 1:1 conversations
○ Periodic check-ins with senior staff
○ Gather feedback from mentor/coach/buddy
○ Incorporate strengths in job duties and projects



Your Goal?
● Share your thoughts on how you might use one of these tools or models 

going forward
● Share your best practices for onboarding
● Share your best low cost/free tools and training aids



Questions?



Thank you!
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