The Ultimate
Onboarding
Toolkit
How to build awesome welcome experiences for
the modern workplace

Steal These thoughts!

The human behind the words
People development specialist spending the last 15 years
working with leading brands in the retail and tech space.
I'm the founder and person who does all things at Steal These
Thoughts! Come visit me at www.stealthesethoughts.com

Why onboarding matters
Onboarding, induction, welcome experience, whatever you want to
call it… is one of the most important experiences in a person's career
with your company.
You see, this experience is the first real view of an organisation that
a new employee receives. It’s a chance to impress and confirm that
they made the right choice in joining you. But, sadly, so many places
screw this up.
Traditionally, onboarding events have been designed around a onetime-only event in a classroom and feel more like a torturous
experience rather than anything of real value.
Among the hours of slides, free snacks and countless talks from
Legal, Finance and your Security teams scaring the living daylights
out of you on the potential risks we must be aware of or else
impending doom awaits us - we aren't getting the right know-how to
help us navigate our new world.

Are we creating anything of
real value for new starters?

Let’s take a quick look at why a structured and
relevant welcome experience can make or break your
brand reputation, hiring and retention efforts.

To me, the onboarding process,
or the welcome experience as I
like to call it, is the start of
building a great employee
experience.
It’s the first real point of cultural
connection that your new hires
get and it has the biggest
opportunity to taint the view of
your organisation if it sucks.

In research from Gallup, they found that a staggering
88% of employees surveyed said their org doesn’t
provide a good onboarding experience.
In their research, HBR found that ⅓ of employee
attrition takes place in the first 90 days, with poor
onboarding being one of the main influencers for
departures. In addition, they found a further 23%
left before their first anniversary due to the same
reason.
When done right, onboarding has been found to
help new employees show a 70% increase in their
sense of belonging, a 50% increase in engagement,
and a 37% increase in their understanding of
company purpose.

Let's explore how
we can build better
welcome experiences
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MESSAGES

today

Hey, its your first day, welcome to the
team!

As with any good quest, we
start at the beginning.

Discovery

Data

What are we trying to solve?

What do we know today?

Experiment

Launch

Will this work?

How are we going to land this?

This toolkit is split into 4 key
themes to help you craft worldclass welcome experiences.
Within each theme, we'll explore
key questions and tools to get
your ideas flowing.

Discovery
The first of many key questions we need to ask are
what are we aiming to solve?
What’s not working with today’s product? Perhaps
nothing at all and perhaps lots.
Depending on your organisation and the maturity of
your HR/L&D function, you’ll have different versions
of an onboarding product.
Now there is most certainly not a one size fits all
approach I can offer but there are most definitely
core foundations that make up any great welcome
experience.

What do you want your
onboarding experience
to achieve?

It's thinking time!
Grab a notebook or open a word doc and
capture your thoughts on this question.
By building a clear picture of what you
want to achieve, you create a sort of
Northstar that will guide everything you do
in building the best possible welcome
experience for new people.

Data

You’ve captured your thoughts
on what it is you’re trying to
solve with your onboarding
experience.
Now it’s time to get into
detective mode and
investigate the product that’s
currently on offer.

In the undertaking of any product, we must have
data and evidence to support the use case.
There’s no point trying to solve something which
isn’t actually a problem. The beauty of data allows
us to gather concrete facts and not be led by
opinions.
So, the first lesson with data - don’t assume you
know.

Data Collection
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Yes, this sounds super simple but it’s also super effective.
How often do you actually ask your users what they thought of
your product? The best features? Their experience with x and if
they were able to apply what they’ve learnt?

Ask better
questions

Just asking someone if they enjoyed their onboarding day or
found it useful alone are not helpful metrics.
Connect with your workforce, ask better questions and get more
detail.
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You can use classic data collection methods like surveys
and/or other approaches such as focus groups with new
employees over the last 6 months and 1:1’s with even
newer employees.

Capturing
data

The approach will need to be tailored to your culture but
speaking to those who’ve more recently experienced your
current product will be incredibly valuable.
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You’ve (hopefully) experienced the onboarding process in
your current organisation. So you know what it offers
today.
You probably noted a bunch of things that have led you to

First person
experience

seek an evolution of your current product. Don’t rest on
this data alone, go back, and be part of the experience
again and again if you have to.
Observe how you feel, what does or doesn’t resonate with
you and how those around you behave across the day.
Much can be discovered through simple human body
language.
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It’s easy to focus on just new employees in this process
but we have another essential party to recognise here too
- people managers.
Your managers will be an extension of your overall

People
managers

welcome experience.
Success in your onboarding activities depends on the
know-how and capabilities of managers to deliver a great
experience too.
Work with them to understand knowledge gaps.

Experiment Time!

Data
Experiments (and pilots) are often underused.
Ok, you’ve mapped out what
you’re trying to solve and
collected some data to validate
your assumptions, and to
understand what your end-user
needs in a welcome experience.
Now it’s time to run some
experiments!

Traditionally, teams have worked on the design of products
like this for months and years, but this is not the way.
I encourage you to think of any products you build as MVPs
(minimal viable products), which means something that can
be shipped with enough features and functionality for an
end-user.
This enables you to capture feedback and continually iterate
(improve upon) your product without having to build
something perfect behind closed doors which is most likely
already out of date at the time of launch.

MVP
Explained
Source: CleverTap

Identify a pilot team to test your experience
This is super simple to do, find a team that you can work with on
enrolling their new starters into your work in progress product.
Look for a smaller team with only 3-5 new starters a month.
This will allow you to collect data in a live environment, address defects
and deploy new additions without the pressure of a wide-scale rollout.

Add a handful of new features to your existing
experience
This could be as simple as introducing 1 or 2 short messaging campaigns
throughout the first 90 days, a quick checklist for managers or a 90-day plan.
You want to apply a micro-dose to your current product, which allows you to
experiment and gather data but not create any large sweeping changes.
Remember, we are adopting an MVP approach, which means we’ll improve
the product as we go along.

Before we cover our final phase of launching.
I want to take a moment to share some
recommendations and best practice advice
when it comes to building better welcome
experiences.

Ditch the one-time event
approach
You’re not going to set anyone up for success in one day, and nor are they going to
remember 90% of what you told them whilst they are the proverbial rabbit in the
headlights.
In my research, I’ve found that the average time for new hires to get settled falls
between 3-6 months. Research organisations like Gartner have even shown evidence
that it takes 8 months on average for people to become operationally effective. This is
why it's so important to build experiences that evolve and provide consistent support.

Blend the digital and human
worlds
It goes without saying that digital technologies are ingrained into our daily lives and
thus should be integrated into our onboarding experience too. With so much tech to
use, it’s easy to forget about the human touch.
Make sure to build experiences that allow social connection and an opportunity to
step away from the virtual world too.

Don’t forget emotions
The welcome experience can often fall prey to becoming a binary process, where an organisation purely
focuses on the objective of telling people what they need them to know asap.
The problem with this approach is that it ignores the emotional state of a new hire.
Cast your mind back to each time you’ve joined a new workplace. No doubt you were filled with a mix of
emotions ranging from excitement, anxiety and exhaustion. These emotions will cycle throughout the first weeks
and months of a new starter. So, we must take these emotional states of change into account in the design
stage.
We need to map out when is a good time for a new hire to receive the right information to support them, taking
into account their current state of mind.
Does being locked in a room for an onboarding event on day one or being part of an intense accelerator week
when you’re a mix of nerves and anxiety sound like the right environment to be taking on any information? I
don’t think so either.
We’re all emotional beings, so we must take this into account in anything we create.

Make the most of your workplace
technology
Upgrading your onboarding process doesn't mean you have to buy lots of new
learning tech to support you in this work.
For most of us, we already have most of what we need.
Look to common in-house collaboration tools like Slack, Microsoft Teams and
SharePoint. You can easily build new starter communities on these platforms,
which will allow people to connect, share and learn together.
Think less about new tech and more about, how can I mindfully apply existing
tech to this workflow?

Help them build a network
Having a great network can make all the difference in knowing how to get things
done in any organisation. Your newbies can start to build their extended
network from day one.
Help them get connected with people who can support and share the right
know-how. It is most often not what you know but who you know that can help
you get settled in and navigate a new workplace at pace.

Support people managers too
An often forgotten participant in the onboarding process are managers.
We know most managers are time poor and pulled in many directions. So, what are
you doing to set them up for success in providing a great welcome experience for
newbies?
It’s not just new hires that need your help. A successful onboarding experience for
new people will heavily rely on your manager's capability to deliver this alongside your
HR team. Make sure you’re giving them everything they need to make this happen.
An onboarding-in-a-box toolkit would be a great tool to provide to all your managers.

Connect them with the right stuff at
the right time, not more stuff
Much can be said for less is more or decreasing instead of increasing.
Sometimes when building experiences such as this, it’s not a case of “what can we
add” but rather “what could we take away” to improve this.
Don’t bombard newbies with lots of content - this is what we want to get away from.
Be mindful, plan out their experience, provide the personal touch and share what they
need when they need it.

It's time to launch
This section is short and straightforward for a reason. You
don’t need to overcomplicate putting these insights into
practice, just get out there and do it!
You don’t need to sit tinkering in a lab for 6 months to
reach perfection because you never will.
Embrace the MVP model we spoke about and get your
solutions out into the world before they’re obsolete

Data
Use the insights and experiences I’ve shared to spark your
own reimaging of the onboarding experience in your
organisation.

What now?

My way is not the only way, and I love to see people take my
ideas to build upon them to create more innovative
products.
I hope this toolkit gives you more than a few ideas and
allows you, your teams and those you share this content
with to build some awesome experiences for your new
people.

Final thoughts
Stop thinking of onboarding as a one-off/one-time event and move to an
experience.
Ask better questions.
Get first-hand experience with the problem you’re trying to solve.
Discover, collect data, experiment - repeat.
Support managers too, they’re an essential factor in the success of better
welcome experiences.
Don’t forget to enable human connection, the world doesn’t need to be all
digital.
Don’t be afraid to break the mould and re-frame what onboarding looks like
- set the trend.
Look after your people and they will look after you.

Steal These
Thoughts
Want more content like this? Come visit my blog and check out my
weekly newsletter for lots more thoughts!
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