Talent Toolkit for Entrepreneurs
Or online: talent.vilcap.com/curriculum/library/on-boarding/

Onboarding new talent
for success
What you need to know!
 What is onboarding and why is it good for business?
 Common onboarding traps
 Onboarding is a marathon, not a sprint!
Put it into practice

Did you know?
On average it takes 8 months for a new
employee to reach full productivity!
Can you afford that?

Onboarding sets the pace
for performance
Culture eats strategy
for breakfast

Peter Drucker

77% of new
hires who hit
their first
performance
milestone had
formal
onboarding
training.
Of those who
do not hit initial
performance
milestones, 49%
had no formal
onboarding
training.

You are more likely to loose
people who you don’t onboard
33% of new hires look for a new job in
their first 6 months on the job!
25% of hires don‟t survive the first year

Employees who go through
structured onboarding are 58%
more likely to remain for 3 years!

What are the pros and cons of
“throwing them in the deep end so that they swim”?

Onboarding is cheaper
than hiring again

How much did you spend on
the person who just left?
How many
months will it
take before the
replacement hire
starts
contributing?

How much will you invest in the hiring process?

Onboarding in Summary:
Two definitions to remember
Employee onboarding is the
design of what your
employees feel, see and hear
after they have been hired.

Take time to get to know
each other, establish the
relationship and determine
long-term fit!

Will they like it here?
Will they know how to
contribute?

Onboarding is the first
stage of performance
management
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Common onboarding traps

Managers have to make time and
create headspace for onboarding.

Beyond having the best
intentions, a few factors
influence the success of
your onboarding process.

How organizations lose
weeks on the runway to success
Onboarding trap 1:
Lack of coordination
“In my first week the boss was on a business trip,
my laptop arrived in my second week and in my
third week the head of sales was on leave”
“I reported to two managers and the two could
not agree on my performance indicators for three
months.”

How organizations lose
weeks on the runway to success
Onboarding trap 2:
Lack of clarity
“First they wanted me to create my own learning plan.
Then they changed every single sentence in the
document I drafted. I was so confused.”
“My role changed significantly but I was only told 3
weeks into drafting my strategies. They said didn‟t
want to confuse me while they were still thinking about
it. I really wasted time. Frustrating!”

How organizations lose
weeks on the runway to success
Onboarding trap 3:
Ineffective learning methods
“I read documents for three weeks before meeting
a single customer in the field.”
“There was so much new stuff to learn and my
boss talked so fast, I could hardly take notes fast
enough. She probably told me everything three
times... I could see her getting inpatient.”
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Smart onboarding:
Don’t do it alone!
We agree that some conversations are best had by the
founder!
Yet, as you grow, you have to prioritize your time and create a
scalable onboarding process!
 Engage team members in their areas of strength and
expertise
 Tap outside experts and advisors, etc.
 Expose them to resources: readings, videos, events, ...
 Point them to platforms where they can learn in self-driven
ways
 Create replicable onboarding materials

Smart onboarding
Spread it out!
When it comes to learning, regular is better than frantic
 Few people can absorb new learnings
for more than 2-3 hours per day.
 Regular conversations and follow-up is
often more effective than a 2-day front
loaded schedule
 Can you make time for 15 minutes daily
in the first few month?
 Organize a 3 to 6 month learning
journey!

Smart onboarding
Let the new hire take ownership!
Jointly create the onboarding experience with the new hire:

 Most employees know their
capacity and limits. Let the
individual set the pace and plan
their deliverables.
 List the skills and knowledge they
need to learn, but let them come
up with their preferred learning
methodologies and schedule.
 Give them the overall goals for the onboarding period and let
them draft the milestones.
 Ask them how often they want to check in with you and avail
yourself.

Smart onboarding
Remember the 7 objectives!
o Role and goal clarity (expected results, available resources)
o Clear expectations around organization culture and
behaviours (talk about values and any policies)
o Gain relevant knowledge, skills and networks
o Build working relationships with colleagues
o Build the working relationship with the manager
o Agree on SMART objectives for the probation period (learning
and performance goals)
o Ensure compliance and complete all paperwork

Ensure that the new joinee and the team know them and all
seven are given equal thought and effort

How fast can I expect
performance from my new guy?
You have to see a growth curve in contribution!

Week 1:

Welcome and setting the pace

During 1st month:

Employee handles first tasks.
Focus on relationship building and get to know

After month 1:

Meet to solicit feedback and clear up any
questions and misunderstandings

During 2nd month:

Employee handles more comprehensive work
Check-in meeting to accelerate learning and
contribution

During 3rd month:

Employee displays strong ability to contribute to
the company

After month 3:

Check in and talk about future growth.

We asked around in the
startup community...
We have a company handbook which
explains our products and services and
also our internal processes “for
dummies”. And it‟s always updated by
the latest joinee for the new joiners.

We welcome our new
guys outside the office,
either over coffee and
drinks. In a relaxed
environment current
employees share about
their journey and
people get to know
each other! Takes the
stress out of the first
day in the office!

In an onboarding passport
new employees collect
learning experiences for
their first six months.
A great excuse for them to
ask anything!

“What are your best
tricks for onboarding
new talent?”

We have a buddy
system: Each new
employee is
assigned an older
employee who is
not the line
manager.
They‟re
encouraged to
check in for 10
minutes every day
to clarify any
doubts and issues

I have no time for in-office coaching. Sometimes I just tag
along our latest joinees for partner or client meetings. They
learn a lot from listening, I get outsider feedback on my sales
pitch and we get to chat in the cab
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Put it into practice
Design your onboarding journey...
... with four simple
exercises!

Exercise 1 – How will
your new employees feel?
People will forget what you said. They will
forget what you did. But they will never
forget how you made them feel!

Maya Angelou
The “soft aspects” are actually the
harder job of management!

Exercise 1 – How will
your new employees feel?
How do you want new joinees to feel in your company?
Go through the list below and imagine how employees perform if
they feel that way.
How do you want them to feel in month 1, 3 and 5?
Do a reality check: Ask your latest joinees how they felt at these
points in time! (You might have to do this in an anonymous way)
Ask them what can be done better!
clear headed

bored
regretful

engaged

grateful

curious

disheartened

bored
relaxed

enthusiastic
pessimistic

involved

wary

fascinated
disgusted

open hearted

relieved
inspired

uncomfortable

optimistic

Exercise 2 – Prepare for
success by creating a checklist
Creating a checklist for onboarding means
that nothing will fall through the cracks.
Share it on the first day! It allows the new
employee to know what to expect during
onboarding and to drive their own experience!

Here‟s a sample. Make it your own!

Documents for the Employee File
 Copy of ID
 Copy of tax certificate and required
statutory documents (national health
fund, social security ID etc)
 Details of 2 next of kin
 Allergy or health information
 Employment Contract (signed by both
parties)
 Probation Objectives (signed by both
parties)
 HR Policy document (signed by
employee)
 ...
Setting up the workplace
 Computer with access to file server
 Email address created
 Email signature updated
 Business cards, phone
 ...
Learning and Expectations
 Individual meeting with manager to
clarify role

 Individual meeting with manager to set
expectations of working together
 Conversation around probation
objectives (template signed)
 Session on company values and policies
 ...
Relationships and company understanding
 Field visit to see our product in action
with a client
 Lunch with the team
 Buddy assigned and first coffee done
 ...
How was week 1?
 I know my new colleagues!
 I understand what is expected of me for
next week!
 I had time to ask my manager all my
burning questions
 I can explain to my friends what makes
this company special!
 I know how to relate to my boss
 ...

Onboarding checklist – draft

"Hire character. Train skill.“
Exercise 3: The learning curriculum
So now you have hired a high-potential candidate with great
alignment to your vision and good fit to your culture. Yeeey!
Create a simple learning plan that they can follow in their first months
1)

List down what they need to learn about your company, your
product, the industry, your partners and networks.
2) Spread content across the 3 months. What is required in
month 1 to start delivering? What in month 2 to start
contributing? What in month 3 to start owning their role?

3) Forget teaching and preaching. Think of how you can
promote autonomy, peer coaching and self-learning!

"Hire character. Train skill.“
Exercise 3: The learning curriculum
Everyone has a unique learning style!
 Ask your new joinee to take one of
the free online tests to identify their
best learning styles!
 Only 10-30% of people learn by
listening!
 40-50% learn by doing
 Use a mix of learning tools: role
plays, practical case studies, talks,
videos, readings, notes,
conversations, quizzes, books etc.

Exercise 4 –
How will you measure success?
Probation period and probation reviews are a
helpful tool.
Make sure you leverage them in your favour!

60% of companies
don‟t set specific
milestones or goals
for new hires!

“Nothing is more awkward to a
manager and more demotivating
to an employee than extending
the probation period because you
hadn‟t agreed on what „good‟
would look like!”

Exercise 4 –
How will you measure success?
Clarify the role in writing! Include:
 Overall purpose and business contribution of the role (why are we
creating this role?)
 What deliverables are expected from the role?
 What resources and support is available?
 Which decisions can/should the person take? Where do they have to
consult someone? Where to inform others?
Write down and sign a document outlining:
 The objectives for the probation period incl. learning objectives
 Action steps the company will do to support the joinee in achieving the
objectives
 Include anything else that your local employment laws require!
Check-in every 6 weeks to review & adjust as needed

And finally: Keep up
the good management habits
Even after the probation review meeting and
confirming the employee into employment:

Continue to support and solicit feedback
regularly to find the best role fit and improve
contribution!

We hope this toolkit gave you
a new outlook on onboarding
new talent for success!
We are excited that you want to define and rolling out
best practices of engage your talent and create a happy
and performing team.

Any questions? Need support?
getstarted@edgeperformance.co.ke

www.edgeperformance.co.ke

