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Introduction

If I told you that I brought home a fish, one of two stories probably played out in your 

I was sitting in a boat, cast out a line, hooked a fish through the mouth, hauled it 

onto the boat and threw it into an ice bucket. 

I went to a pet store and spent a lot of time looking at all the fish. I picked out the best-looking 

one, brought it home, and put it in a beautiful clean tank with a rock feature and some food. 

#1

#2

Onboarding at your company should be much more like the second fish story.

According to Gallup, a reputable polling company, 

only 12% of employees agree strongly that their 

company does a great job of onboarding. This sad 

lack of effort is the reason behind an interesting 

finding by the Society for Human Resource 

Management (SHRM). SHRM found that employee 

turnover can be as high as 50 percent in the first 18 

months of employment.  

It’s kind of a bummer that people are so bad at 

keeping their hard-won employees, but it could be 

an advantage to you. 

SHRM also estimates that finding and training a 

replacement employee could cost 50 percent of the 

employee’s annual salary. So if you can manage to 

actually keep your employees from jumping ship by 

onboarding well, you could save a ton of money and 

get an edge over your competitors.  

Good onboarding will save your bottom line by 

reducing turnover costs. It will also boost your top 

line as your employees improve in their role over 

time.  

Simple concept. Sounds easy right? It’s not, but keeping great talent 

and lowering HR costs are huge competitive advantages. If you think 

that’s worth it, keep reading.
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Overview of Onboarding

In case you’re not familiar with onboarding, the 

onboarding process is basically how a company 

brings on new employees. It’s that bridge between 

not having a job at a company and having a job 

at a company. Onboarding is typically seen as an 

HR function, and as we’ve mentioned, it’s a pretty 

important one at that.  

The first few experiences an employee has at an 

organization heavily impact how excited they are 

to work there, how engaged they are at work, and 

whether or not they’ll stay for more than a few 

months. 

You’ve worked hard finding the right people and 

getting them in the door. Let’s figure out how to 

keep them here. (Hint: Make them happy they 

came.) 

Let’s keep in mind that up to 50 percent of new 

hires bounce by 18 months and most of those that 

leave do so long before that landmark. Let’s jump 

into these people’s minds for a second. Job hunting 

stinks, so why are they returning to the search? Here  

are some possible reasons and what we can do 

about it.

1

2

3

4

Their first choice of a job was slow to get back to them. They got the job offer and 

are thinking about leaving your company. 

What can you do about it? Become their first choice. If they love working at your company, even 

their previous first choice won’t draw them away. 

They get “buyer’s remorse” as they see other job opportunities. What can I say, the 

grass is always greener… or is it? 

What can you do about it? Get them hooked on the culture. There are some things that money can’t 

buy. An amazing company culture is one of them. 

They had bad experiences early on and just aren’t sure if you’re still a good fit for 

them and their goals. 

What can you do about it? Apologize, improve, and move on. Take the feedback and act on it. It’s 

the best way to improve as an employer. 

They are not invested in the company. They seem to be a great fit, but they just 

don’t seem like they’re all in. 

What can you do about it? Get them excited about the company’s direction and vision. If they are, 

they’ll stick around to see it happen. 
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So that was a nice bunch of vague suggestions. 

Let’s dig into how that’s done practically.

Keep in mind that most of the things I’m 

going to suggest in the rest of this Ebook 

aren’t huge. They’ll take a little bit of time 

and coordination, but any competent HR 

or administrative professional like yourself 

should have no problem implementing 

these tips. 

So keep reading to improve your onboarding 

process and employee retention. 

We’re about to take you through the onboarding 

process from day 1 (and a little bit before) until your 

new employee graduates from the qualifier “new.” 
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Walking In The Door

Here’s an idea of how that might look in your 

company 

The new hire walks in the door having already 

done the new hire paperwork online.  

Someone they already know from interviews 

comes to get them and show them around 

the office and introduce them to people, 

especially their team. Their whole team 

should show genuine excitement about the 

new hire. It’s amazing how good it is for a 

new hire to hear something like “Hey Sarah, 

we’re excited you’re on the team, we’ve got a 

lot of work to do and can’t wait to see what 

you’ve got...” 

 

After getting to know the team and maybe 

meeting with an executive, you show your 

new hire their desk complete with swag, 

computer, monitor, the Wi-Fi password and 

access to anything else they’ll need to get 

started working.  

Employees are “Consumers of the 

workplace”

Gallup calls employees “consumers of the 

workplace.” They evaluate your company 

before and after they decide to take the 

job. Let’s face it, Amazon.com is awesome, 

and because of that, we’ve gotten used 

to returning stuff. That dress looked great 

online, but the second we open the box it’s 

obvious that it just isn’t going to work out. 

Take a page out of Apple’s book and make 

the “box opening” experience a good one. 

What is your new hire’s first impression? 

I certainly hope it’s not sitting down at 

an empty desk and filling out new hire 

paperwork alone for hours. This is the great 

sin of onboarding. 

If you do this (and please don’t), at least tie 

some balloons to the chair or something! 

Gallup makes a good point when they 

suggest that you treat new hires like the rock 

stars you were searching for in your job ads 
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Once the new hire has settled in a bit (but not once 

they’re already wondering what to do next), have a 

meeting with the team to brief your new hire. Fill 

your new colleague in on what it is the department 

is working on, and what the hire will be working on 

specifically. Encourage questions and allow plenty 

of room for small talk.  

Flaunt Your Culture

Early in the onboarding process and especially in the 

first few days, make sure you take every opportunity 

to show off your awesome company culture. This 

doesn’t mean you sit down and take 45 minutes 

explaining the culture and company values. It 

means you give the new hire opportunities to see 

your culture at play. 

Your new hire doesn’t need to be told that you have 

an up-beat team-oriented culture. They need to see 

an up-beat office and feel like an important member 

of a high-performing team. 

By the end of day one, your new hire is already an 

official company employee, feels very welcomed, 

has made some acquaintances that they hope will 

become good friends, and understands their role 

and expectations in the team. They’ll go home 

excited to get after it the next day. 

So Basically...

To bring this full-circle, nothing is more demotivating 

than being by yourself doing mindless paperwork. 

Your new hire is nervous and excited about this 

new chapter in their lives. In these first hours on 

the job, you need to calm the nerves and feed the 

excitement. 

Your hire walked into the office that first day with 

expectations and hopes of what this new job would 

be like based on what you told them it would be like. 

You have to live up to these expectations that you’ve 

helped build or that excitement and motivation your 

hire had will turn to disappointment and dread.  

 

7
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Set The Bar

Remember that the candidate you just brought on 

has no context for performance expectations. If you 

made a good hire, they obviously want to perform at 

a high level, but they have no idea what that means 

in this new setting. Is your new marketer supposed 

to crank out solid content as fast as possible, or take 

their time to be over-the-top methodical? 

You need to set expectations with your new hire. 

Gallup says in an article that “clarity of expectations 

is perhaps the most basic of employee needs and is 

vital to performance.”  

People rise or fall to meet your expectations of 

them. Expressing an optimistic attitude about what 

someone can achieve is extremely motivational. So 

go be positive. Show your appreciation and trust 

in each new hire. If they see you expect a lot out of 

them, and they like you, they’ll bend over backwards 

to deliver. 
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Empower

Employees give you a lot. They may spend more 

time with you than with their own family for 

goodness sake. They give you their time, knowledge, 

experience, skills, connections… You take a lot from 

them. Obviously you pay them for it, but onboarding 

is a time when it’s especially important to have a 

giving mindset. 

Tools

Take a skilled woodworker, for example. You may 

have the most skilled, hard-working, organized 

woodworker out there, but if you don’t give him the 

glue, screws, wood, sander, saws, and any other tool 

or material I’m forgetting, you’re not getting a table. 

In order for your people to perform, you have to 

give them what they need. These could be really 

obvious things like training, access to resources, and 

a workplace, or they could be much less concrete. 

If your goal is to drive a new hire absolutely nuts, 

just assume they have what they need and know 

what they’re doing. And while we’re on the topic, 

remember what they say about what happens when 

you assume: “It makes an a%# out of u and me.” 

Ideally, a new hire will come to your organization 

with the skills and experience, or at least the 

attitude, you’re looking for. They have what it takes, 

but they don’t necessarily know how to apply it to 

your organization.  

It’s worth mentioning again, that they come into 

their new job with very little context of the internal 

processes of your company. Fill in the blanks so they 

can do some good work 
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Empower
Continued...

Trust

There’s a side to empowerment that’s very 

psychological. Business.com has a great article with 

10 tips on how to empower your employees. The 

article is not specifically written with new hires in 

mind, but the principles apply just as well.  

As I read through their suggestions, the one that 

stuck out as most important was demonstrating 

trust. 

By showing employees and especially new hires that 

you trust their expertise, judgment, and decisions, 

you allow them to perform at the best of their 

abilities.

People who race dogs don’t get them to run by kick-

ing them in the behind. They show them a prize and 

open the gate. Demonstrating trust does the exact 

same thing. Once your new hire knows the goal 

and you get out of the way, they’ll take off. You’ll be 

amazed at what they can achieve.  

 

There is a slight caveat to this euphoric sentiment. 

Your employees have to feel safe when they’re let 

loose. They can’t run as fast if they’re watching their 

backs, so you have to have them covered. 
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Step Back

Disclaimer: This does not mean your job is done. It just means that the show you used to 

star in needs you in more of a supporting role. 

Gallup says that when the manager takes an active 

role in onboarding, employees are 3.4 times as likely 

to feel like their onboarding process was successful.  

Gallup also claims that employees whose managers 

help them set performance goals are many times 

more engaged than those whose managers do not.  

This is a pretty simple statistic to apply.

Get the new employee’s managers to sit down with 

them sometime in the first few days and make some 

goals, write them down, and set a plan to blow them 

out of the water. 

11

You want to have a successful onboarding process, and you want 

engaged employees, so get the new hire’s direct report involved 

as soon as possible!  

The new employee will likely not work with you on a daily basis. 

Get them in touch with the people with whom they will. 
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Mentor

Usain Bolt ran the 100 meters in 9.58 seconds. And 

you know what’s interesting? His coach, Glen Mills, 

quit sprinting competitively before he was 15.  

That’s just a fun way of saying that everyone needs 

a mentor and someone’s mentor doesn’t have to be 

their superior. They just need to be someone who 

can help a new teammate set goals and is actually 

invested in their success. 

Basically, every new employee just needs a friend. 

They need someone to whom they can ask questions, 

and they need someone to have lunch with.  

According to Gallup, “The development of trusting 

relationships is a significant emotional compensation 

for employees in today’s marketplace. Thus, it is easy 

to understand why it is such a key trait of retention.”  

Some people are social butterflies and can just 

jump into any crowd and make some friends. Others 

are more socially timid. These people still crave 

friendship, but putting themselves out there is a bit 

tougher for them. Make it easy on them and give 

them someone to eat lunch with. Relationships with 

everyone else will happen, it may just take a minute. 
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Feedback

Continuing with our theme of coaching, remember when you finally made the high school soccer team? Did 

your coach give you feedback? Why? How often? In what manner? 

Why?
The reasons why a manager gives her teammates 

feedback should be the exact same reasons why 

a good coach gives feedback to her team. These 

reasons obviously are somewhat selfishly motivated, 

but for a good coach, it has to be about more than 

themselves. 

1. She wants the individuals to improve.

2. She wants the team to succeed.

3. She wants to win.

These reasons are simple to understand. The thing to 

keep in mind here is that as you’re giving feedback 

to new hires, you should focus on them as a person. 

As the philosopher Immanual Kant argues, people 

should be treated as an end in themselves, not only 

as a means.  

Athletes need feedback from their coach in order 

to improve as individuals and win as teams. Be the 

manager that provides feedback to your team in the 

same way. Help them succeed as individuals so they 

can better contribute to the Team’s success. 

Why?

How Often?

In What Manner?
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Feedback
Continued...

How Often?
When you were a freshman in high school, did your 

coach only let you know how you did after your 

last game of the season? No! That would be stupid! 

Good coaches give constructive feedback to each 

player every time they come off the field—and 

often during play.  

Workplace feedback should be very similar. There’s 

probably going to be a big difference in the volume 

at which the feedback is given, but like on the soccer 

field it should be given frequently, especially to new 

employees.  

Remember our discussion on setting the bar for 

new employees. Not only do employees need to 

know where the bar is, but they also need to know 

where they’re at in relation to the bar. In today’s 

workplace, performance is much more complex 

than an objective number of tables assembled. 

Not only does frequent feedback boost performance, 

but it boosts engagement. Again from our favorite 

polling company, Gallup, “Employees who receive 

daily feedback from their manager are 3x more likely 

to be engaged than those who receive feedback 

once a year or less.” 

14

Engagement 

without daily 

feedback

Engagement 

with daily 

feedback



Onboarding: How to Keep Your Hard-Won Talenteddy.com

Feedback
Continued Again...

In What Manner?
This is probably one of the biggest things that 

divides good coaches from bad ones. How do they 

give feedback? 

 Do they scream from the sidelines and make an 

example of a player each time they make a mistake, 

or do they pull them aside, explain what they did 

wrong and how they should have done it, and get 

them back on the field? 

Feedback should be motivating, not demoralizing. 

If you can learn to give feedback to employees, 

especially new ones, in a way that makes them 

excited to overcome old struggles, you’ll have 

happier, higher performing employees, and they’ll 

respect you as a person, not just for your position. 
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Keep It Up

Gallup has found that new employees typically 

take around twelve months to reach their full 

performance potential within a role. That means 

that if you expect your new hires to be absolutely 

killing it in their new role after only three months, 

you’re probably going to be disappointed. And 

that’s your fault. 

Your employee may have been at the organization 

for a while now, but they’re still dealing with their 

preconceived expectations of what the job would 

be like and what it actually turned out to be.  

Meet with them periodically and figure out what 

they excel at, what they’re struggling with, what 

they don’t like doing, and what they want to do 

more.  

There are a whole lot of benefits to showing that 

you actually care about their experience at your 

organization and proving that you’ll help make it 

the best experience possible for their entire tenure 

at your company. If all you do is put up a facade, 

eventually they’ll find out that you’re not really the 

Buckingham Palace of workplaces.  

If you do this, the obvious benefit is that they’ll 

actually have a better experience working for you. 

They’ll enjoy work more, and as that happens, 

performance skyrockets. Also, as the new employee 

sees that you actually care about them, they’ll like 

you more—as long as you keep it up.  

People are much more willing to follow and even 

sacrifice for a leader who actually cares about them. 

   Sun.      Mon.    Tues.     Wed.   Thurs.      

1 2 3 4 5 6

7 8 9 10 11 12 13

14 15 16 17 18 19 20

21 22 23 24 25 26 27

28 29 30
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Engagement

You may have sensed a theme of encouraging 

workplace engagement throughout this article, and 

you’d be spot on. Great onboarding isn’t all about 

the processes. The processes are important, don’t 

get me wrong, but new employees don’t stay at a 

company because they were able to get to work 

really fast on the first day. They stay because they 

feel good about their new work situation. They stay 

because they are engaged in their work. 

So what’s workplace engagement? Simply put, it’s 

investment in a company or cause. This investment 

isn’t monetary, but the principle is the same.  

If an employee is invested in a company, they 

actually care about the company’s success and 

they’ll work hard to ensure it. That’s the goal of 

company engagement, and there’s no better place 

to start than with new hires. 

New employees don’t stay at a company because they were able to get to 

work fast on the first day. They stay because they are engaged in their work. 

17
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Suppose you’re a venture capitalist who just bought 

25% of a company. All of a sudden, the company 

starts to tank. Would you sit on your butt and watch 

the ship sink, or would you bust your butt and try to 

save the struggling company in order to save your 

investment?  

Obviously you would try to save the company, 

because you invested so much into it. 

New employees needed to be emotionally invested 

in their company, even if they are not quite as 

financially invested as the venture capitalist.  

If a new employee is engaged in their company, a 

company win will be a personal win. That’s the goal, 

to help your new employees see past the paycheck. 

Help them see the vision and get them to work 

towards that. Once an employee is committed to 

furthering the goals of the company and taking 

them as their own… 

You’ve brainwashed your workforce!

Not really… well kinda… You’ve properly onboarded 

a new employee. This will be an employee who isn’t 

going to jump ship if they get another offer, who 

isn’t going to waste time or resources, and who’ll 

be a valuable asset to the team as long as you treat 

them that way. 

Engagement
Continued...
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Onboarding in 3 Steps

We’ve covered a lot of ground here, but now it’s time to recap and glance back at what you’ve read, skimmed, 

or scrolled right past. Here are some basic keys to a successful onboarding program. I present to you, The 

Three “Ives.” 

1

3

2

ARRIVE

SURVIVE

THRIVE

You’ve got to nail that first impression the second 

they walk in the door. Make them feel welcome, 

help them set goals and expectations, and give 

them everything they need to absolutely kill it 

in their new role. 

Let the HR person take a step back and set 

your new hire up with a coach, mentor, buddy, 

whatever you want to call it. Provide consistent 

constructive feedback and try to get your new 

hire engaged in the vision of the company. 

Keep it up. If you want your hard-won new hire 

to be in this for the long haul, you’ve got to help 

them really love working with you. Continue 

giving support until they are no longer seen 

as and no longer feel like the new guy. Keep 

pushing engagement and there you go! They’re 

onboarded. 
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Eddy Onboarding Checklist

Welcoming Tasks:

Set up workspace

       - Computer

       - Keyboard

       - Monitor

       - Mouse

       - Swag

Office Tour:

       - Team introductions

       - Meet with manager

       - Introductions

       - Goals

       - Expectations

       - Rapport

Documents/Paperwork:

I-9

W-4

New hire survey

Employee handbook

Non-Competes

Payroll

Insurance

Benefits

Create employee profile

Resources:

Access to building

Access to company resources (Software)

Wi-Fi password

There’s a lot involved in onboarding new employees and it never hurts to haver a 

checklist. We understand that every company has their own particular onboarding 

needs, but this is a good start. 
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