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According to the Department of Labor, a quarter 
of today’s workforce will transition into a new 
career position within the next year. Studies show 
that out of these new hires, 50 percent of all 
hourly employees will leave their job voluntarily 
or involuntarily within the first four months, 
while 50 percent of all upper-level hires will 
leave within the first one and a half years. With 
the average cost per hire totaling more than 
$4,000, this high level of turnover can prove 
to be extremely costly for both large and small 
businesses.

The good news is that a structured onboarding 
process can help organizations greatly improve 
their retention rates. In fact, one study reports 
that new hires who complete a well-defined 
onboarding process are 58 percent more likely 

to stay with the company for at least three years. 
Due to these facts, many organizations are 
making a comprehensive onboarding strategy 
part of their larger Human Capital Management 
(HCM) goals.

Defining Your Onboarding Process 
Most organizations, whether they realize it or 
not, are already performing some type of  
onboarding duties. This may just be a quick 
meet and greet, setting time aside to complete 
required employment paperwork, or briefly glanc-
ing over personnel policies. Unfortunately, this 
type of informal and unstructured process has 
the potential to do more harm than good. With 
half of new hires leaving within the first 120 
days, it is vital for organizations to be proactive 
in improving retention rates.
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The first step is to define your onboarding 
process. Many organizations used to limit their 
onboarding process to a one or two day orientation 
period that gave the employee time to complete 
the necessary paperwork and provided a brief 
introduction of the company. Today however, 
onboarding is more than just a short orienta-
tion; it’s about employee development. The goal 
of onboarding now is to equip new hires with 
everything they need to be successful from day one.

In many cases, onboarding begins even before 
the first day on the job. Automated employee 
onboarding solutions that easily integrate with 
your Enterprise Resource Planning (ERPs) 
system allow new hires to complete much of the 
cumbersome paperwork prior to their first day 
on the job. In addition, onboarding is not only 
for new hires anymore. Many organizations are 
using this process for all employees that are transi-
tioning into new positions within the company.

Your organization must determine what a struc-
tured onboarding process looks like within your 
culture and how you would use it to engage with 
employees at all levels. Defining your onboarding 
requirements from pre-boarding and beyond will 
play a pivotal role in setting goals and creating a 
successful process.

Setting Onboarding Goals 
The first step to creating any type of employee 
onboarding process is to set clear and action-
able goals. It is critical that you look at this 
from both the organization’s and the new hire’s 
perspectives. A recent survey showed that 60 
percent of organizations rank an improved 
time-to-productivity rate as one of the most 
important goals of onboarding, with increased 
retention rates and enhanced employee satisfac-
tion following closely behind.



    | Maximize Your Onboarding Process for Greater Success3

When properly executed, employee onboarding 
should realize all three benefits over time. 
Another primary goal is to create a seamless 
onboarding process that maintains government 
compliancy and meets company needs. Integrat-
ing an automated employee onboarding solution 
into your HR system of record provides consis-
tent and efficient automation, making it easier for 
your organization to meet their goals efficiently.

Organizations also must consider the employee’s 
goals when creating an onboarding program. 
Employees have several goals in mind when 
starting a new position, including clear expec-
tations, job satisfaction and social integration. 
Basically, new employees want to know exactly 
what is expected of them and that they “fit” into 
the company culture. Of these primary goals, 
social integration can be the most difficult.

According to one study, 60 percent of the 
organizations that claim to have an unsuccessful 

onboarding process contribute its failure to 
their inability to establish a relationship with 
the employee. A solid onboarding process that 
involves team members from all levels within the 
organization and provides specialized strategies, 
such as mentorships or buddy systems, can help 
to boost new employee engagement and satisfaction.

Onboarding Strategies for  
All Stakeholders
Organizations should never consider employee 
onboarding a component of Human Resources 
alone. Of course, HR plays a vital role in the 
creation and implementation of the onboarding 
process, but the scope of the process cannot be 
contained to just one department or one level of 
the organization. An effective onboarding pro-
cess involves key players from across the entire 
organization.
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All stakeholder roles should bring value to the 
team as a means of creating a seamless hiring 
process and helping the organization achieve its 
ultimate onboarding goals. New hires, as well as 
those transitioning into new positions, should be 
introduced to or at least be aware of who the key 
players are within the organization. This joint 
effort is a key component of onboarding success.

All stakeholders play a pivotal role, including:

• Senior Executives — As the highest level 
members of the team, senior execs play a 
crucial role in making new employees feel 
welcomed and valued. In fact, the senior 
execs of the organization typically set the 
tone for the process by creating the overall 
strategic onboarding goals. While senior execs 
probably are not readily available to partici-
pate in person for each new employee hired, 
they can be the face on all types of onboard-
ing materials, such as printed documents, 
videos and slideshows.

• Human Resources — While HR may or 
may not necessarily take ownership of new 
hire onboarding, they absolutely must play 
a critical role in the process. Naturally, your 
HR team maintains governmental compli-
ance by having the new hires complete all the 
required paperwork, such as the I-9 and W-4 
forms, but their role does not stop there. HR 
also must ensure that new hires understand 
the various benefits offered by the organiza-
tion, as well as all company policies and regu-
lations. The HR department usually serves as 
the go-to team member for answering many 
of the new hire’s questions. 

• Management — Managers/supervisors are 
often the team members most affected by the 

new hire’s success or failure, so they certainly 
should play a valuable role in the onboarding 
process. Perhaps the most important contri-
bution managers can bring to the process is 
to create effective learning goals for all new 
employees. Unfortunately, only 40 percent 
of organizations currently set clear goals for 
their new employees. Without specific learn-
ing goals and the evaluation of these goals, 
new hires may have a difficult time deter-
mining their exact responsibilities. This can 
impair your time-to-productivity rates.

• Employees — Current employees can be 
extremely beneficial at helping new employees 
“fit” into the workplace. Today, more than 
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70 percent of Fortune 500 companies offer 
mentorship programs for new hires. These 
organizations understand the importance of 
making new hires feel comfortable right from 
the start. 

Developing the Onboarding Process
For many organizations, the onboarding process 
begins immediately after the offer is accepted 
and prior to day one of the job. During this 
preboarding phase, organizations can use auto-
mated employee onboarding solutions to direct 
new hires to an online onboarding packet that 
includes items such as compliancy paperwork, 
benefit information, welcome videos and 
personnel policies. Preboarding enables the new 
employee to be productive from day one instead 
of wasting valuable time filling out forms and 
watching videos.

This also provides a cost savings to the company 
by reducing the onboarding timeframe, helping 
to eliminate paper waste and increasing employee 
productivity from day one. When you multiply 
these cost savings by the 10s or 100s of new 
employees transitioning into the company every 
month, the total return on your investment will 
increase exponentially.

Day one should be used to welcome the employee 
into the organization, and it can include im-
portant components, such as a tour of the com-
pany, introduction to key team members and 
a Q&A session. After the introductory steps are 
completed, the organization can focus on other 
methods, such as mentorships, regular check-ins 
and assessments, and team building exercises to 
improve employee engagement.
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This timeframe also should include any neces-
sary learning and development training. There 
are various training options available, such as 
standard classroom training, online training, 
one-on-one training, gamification, training con-
ferences and webinars. The exact type of training 
required depends on the specific duties of the 
new hire.

Measuring Onboarding Outcomes
Using the organizational goals set forth by top 
executives, predefined metrics should be set 
during the planning stage. Common metrics 
used in the onboarding process include new hire 
job satisfaction and engagement levels, employee 
retention rates, time-to-productivity rates, over-
all company productivity rates, and customer 
satisfaction rates. These metrics can be used 
to help determine the ROI of the onboard-
ing process, which can shed light on where the 
organization should be allocating its resource to 
receive the highest return possible.

Organizations should collect feedback on a 
regular basis from all key players, including 
executives, managers, HR staff, mentors and 
new hires, to determine the strengths and weak-
nesses of the onboarding process. This allows 
organizations to take an honest assessment of 
the process’s effectiveness and make adjust-
ments when necessary.

When used effectively, employee onboarding has 
the power to improve job retention rates, boost 
overall job satisfaction, reduce time to productivity, 
improve company culture and boost customer 
satisfaction. HR automation platforms provide 
organizations with a seamless system to create 
and implement a dynamic employee onboarding 
process.

With automated employee onboarding solu-
tions that are integrated into your ERP system, 
all onboarding data is stored in one centralized 
location. This allows all team members to track 
a new hire’s process throughout the onboarding 
process as a means of enhancing employee 
engagements. These systems also help to create a 
smooth onboarding process that enables organi-
zations to meet, or even exceed, their onboarding 
goals.

6



    | Maximize Your Onboarding Process for Greater Success

Maximize Your Onboarding Process for Greater Success 
SmartERP Offers Choices That Work For You

www.smarterp.com | 925.271.0200 | sales@smarterp.com

For more information
Founded by Oracle/PeopleSoft veterans, Smart ERP Solutions® is a unique organization in the  

Enterprise Business Applications space providing innovative, cost-effective, and configurable solutions that efficiently 
extend the capabilities of ERP systems to meet specific business process needs. 

Smart ERP Solutions | 4683 Chabot Drive, Suite 380 Pleasanton, CA 94588 | © 2016 Smart ERP Solutions, Inc. All rights reserved


