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Onboarding 
The first blow… 

                            is half the battle 

 

Marjolein Cooijman 
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1 

 
Glassdoor, Integron, Robert Half and the Belgium 
colleagues from Bloovi, all agencies reach the 
same conclusion: most companies do not invest 
in onboarding at all or if they do, the process is 
executed poorly. About 65% of all joiners is 
already out looking for the next challenge within 
90 days after they’ve started their new job. Poor 
onboarding not rarely being the reason why.   

Such a waist! Not only of the money spent on 
recruitment and showing the newby the ropes, 
but also the loss of productivity. The joiner hardly 
contributed to the company’s goals if any at all. 
Plus, peers, manager, mentor and others who 
were involved in recruiting and onboarding took 
time to invest in a development process that will 
never see any result. Last but not least, maybe 
even commercial opportunities were missed due 
to a lack of (qualitative) resources.  

Financial aspects aside, losing a starter just a 
few weeks in, is also a missed chance of having 
a successful and sustainable long term labor 
relation. For both parties. One doesn’t apply, 
leaves a position to start a new adventure to find 
it’s not the right fit within weeks. Surely little 
positive feelings will linger after an experience as 
such.  

Especially during this War on Talent ‘referrals’ 
are golden. If (former) employees are engaged, 
basically they do your recruiting for you, by 
sharing their experiences. In spite of Social 
Media even today about 23% of all applicants 
land a job via networking. Up to a few years ago 
the network channel was mainly of interest for 
Bachelor level and up. However for the levels 
below the percentage doubled in 2017 to 22%.  

 

 

 

Poor onboarding is often a 

reason for joiners to leave 

their new position. 
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  The Employee Journey,  

  a collection of touch  

  points  

  contactmomenten. 

The Employee Journey  

The last couple of years everybody is 
talking about The Employee Journey. 
This so-called journey is actually a 
visualization of the touch points that a(n) 
(future) employee has with a company. 
More specific the touch points that have a 
more than average impact on employee 
engagement. A positive or a negative 
impact.   
 
Recruitment:  
 branding  application  onboarding 
 
Mobility:  
 development  benefits  vitality  
 communication  fun   
 
Departure: 
 turnover  offboarding / ambassadors 

Naturally the topics stated above cannot 
be reviewed in isolation. Nonetheless a 
deep dive per element is useful to clarify 
where improvements can be made.  

This paper focuses on onboarding. 
Therefore ‘mobility’ and ‘departure’ or 
outflow will not be addressed. Perhaps 
these topics will pop-up in a white paper 
of their own.  
 

Employer Branding 

Recruitment starts long before the actual 
posting of a job. An interest in a certain 
type of position, and ideally the company 
already exists.  

 
Similar to dating, a labor relation starts 
with a first flirt. You glance at the subject, 
and if you like what you see you pursue it. 
In real life you know when someone 
wants to catch your eye, thus you can 
behave accordingly An organization 
however, never knows when someone is 
‘checking her out’. She always needs to 
underline her unique qualities in order to 
seduce the right candidate. Basically this 
seduction bit is the essence of Employer 
Branding. 
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An interest for a job or an organization 
can emerge completely subconsciously. 
The ‘to-be applicant’ sees something that 
literally triggers his or her fingers to ‘click’ 
and share a profile. The way a product 
and a company is presented not only 
attracts latent customers but also possible 
new employees. Just think of the number 
of applicants Netflix or Coca Cola receive  
for every job opening they post. Benefits 
or content sometimes seem irrelevant, 
people just want to be part of ‘it’. A good 
Employer Branding strategy should 
therefore be totally in sync with the 
Marketing Strategy and vice versa.  

During the pre-hiring phase when a 
candidate is reviewing vacancies it 
definitely matters how the role and 
responsibilities are brought in to scope. 
Naturally each recruiter will try to get a 
clear message across in an appealing 
manner.    

  

In an era with employees from 5 
generations at work, that is easer said 
then done. Every generation grew up with 
certain social-economic circumstances 
which influenced the way labor and 
employment is regarded. In addition, for 
an applicant his needs are probably also 
linked to the stage of life he’s at. For 
example a 25 year old will value different 
aspects in a total reward package than a 
senior pushing 60 with a paid off 
mortgage.  

In short, as a recruiter try to know the 
profile you need and focus on their 
preferences.  

Below you find some key words per 
generation. Again no-one fits a box 
completely but these descriptions might 
shed a bit of light on preferences.  
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" You only get one chance to make a first 

impression” 

                                                                

                                                                                      

current position. Let’s say you succeed in 
‘selling the job’ how successful will this 
collaboration be? Chances are this starter 
ends up as one of the 20% that leaves 
their new job before probation is up.  

After a contract is signed the pre-boarding 
phase kicks in. It can take multiple 
months before the employee actually 
starts, so make use of this time. Have the 
joiner fill out forms and such, and start 
with (mandatory) e-learnings. Package 
the dryer bits as a pubquiz or use 
gamification to spice it up.  

But, whatever you do, please stay in 
touch. Invite the newby over for an event, 
meeting or a team coffee. Ensure you do 
your homework so a workplace, e-mail 
and what have you is ready on arrival.  

Proper milestone is the first day. This day 
has a huge impact on how the joiner 
views the company’s culture. So, provide 
a broad view of the business. Build an 
interactive and ‘fun’ program. Fun is 
essential, not only because everybody 
loves a laugh but humor enables the brain 
to embed new info. Make sure they come 
home and brag about the amazing 
company they joined. Reinforce the 
choose they made.  

After this day the real work begins. A 
good onboarding program addresses 
learning, socialization, performance and 
career development. Have a buddy in 
place and plan evaluations. Plus, keep 
the program in place until the joiner feels 
completely onboarded.  

Do all of this right, and you have a 
colleague and a company ambassador!  

Application  
 
The easier the application process, the 
better. To quote once more “a picture 
says more than a thousand words”. 
Photo’s or video’s of the workplace, 
peers, manager and recruiter both give a 
clear view of the job and it’s surroundings 
and adds to the feeling of a ‘warm 
welcome’.  

Once the application is on the move 
ensure to follow up promptly. Too often 
after an automated “thank you for 
applying” no feedback is ever shared. 
Pity, because a person you reject today 
might be perfect match to a job next year. 
Imagine his if you reach out 12 months 
later… And picture what that person says 
about the company to friends and family. 
Ergo, Employer Branding starts with 
building ambassadors one by one. How a 
company treats ‘rejects’ says a lot about 
their Employee Journey… 

Along the entire selection process there 
are so many little things you can do to 
make a candidate feel valued. Send a text 
or app to remind someone of the  
meeting. Ensure directions are enclosed 
with the invite, confirm the names of the 
people attending the meeting and arrange 
a parking spot if possible. The list can go 
on and on.   
 
While conducting the interview, be frank! 
Naturally a manager or recruiter might be 
enclined to ‘boost’ the position a bit in 
order to land a candidate. But, remember 
that almost half of the people that apply 
do so because they feel bored in their  
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*Please find the explanation per item in the appendix.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 Professionals Workers 

Position Experts and specialists. Employees fixed and temp. 

Requirements Specific knowledge and/or skills; (long 
term) training and education is needed. 

Straight forward skills; short training 
(on the job) is sufficient 

Company impact Small / Mediocre / Big Small / Mediocre/ Big 

Turnover Low / High Low / High 

Recruitment Simple / Complex Simple / Complex 

Introduction day €  €  

Material €  € 

Onboarding 
costs* 

€  €  

Miscellaneous   

 

 

  Time is money…  

  build a business case   

Photo by Didier Weemaels  

Cost continuous onboarding 
 
Unwanted turnover is expensive. Sure 
onboarding might contribute to it’s 
avoidance but at what price? The hours 
peers spend on guiding the newby can be 
calculated but overall.. Is it cheaper or 
more costly if the starter figures 
everything out on his own? How much 
faster will someone be productive with 
proper training? 

What to do with freelancers? Temps and 
interns? Is that even worth the bother? 

To pin an exact number on onboarding is 
difficult. Nonetheless there are some 
elements that can be weighed in making 
a rational decision. Still, there will always 
be reasons that can not be measured that 
tip over to a yes or no when it comes to 
onboarding an how it is shaped.   
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Impact Analysis Onboarding* 
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Regardless of age, generation or personal situation, every person loves to find a 
summary of tips and tricks at the end of a paper. So here goes: 

 

  Some last tips 

  Know your ‘audience’ and adjust your message accordingly.  

  Regularly share Social Media updates (don’t stop when you’re not hiring).  

  Be as transparent as possible about the job and the selection process. 

  Live up to your promises! 

  Start ASAP with onboarding.  

  Be creative, a warm welcome does not have to cost a lot of money.  

  Digital is optimal: have technology simplify and brighten up as much as possible.  

  Everybody loves a laugh.  

  Evaluating = learning: use feedback to improve.  

  Don’t forget to off board. A proper farewell can build an ambassador for life. 

  Onboarding does not end but evolves in to development.  

 

Every snowflake is unique,  

So is every person  

   

A personal approach  

breaks the ice. 



 
  

    Description 

Position Level of specialization as needed for a successful performance.  

Requirements Required knowledge and skills as gained via education and training (on the job). 

Company impact Impact on business operations if positions are vacant. 

Turnover Unwanted outflow, average tenure, seasonal labor etc. 

Recruitment Labor market, costs to recruit a candidate. 

Introduction day Costs for facilitators, location, missed productivity etc. 

Material Onboarding app’s, brochures, relation gifts, e-learnings.  

Onboarding 
costs* 

Time needed to get the joiner up and running, efforts of peers and colleagues. 

Miscellaneous Employer Branding effort, commercial / economical / social influences.  

Appendix 

Below you find the descriptions of the criteria as stated in the Impact Analysis on 
page 5.  
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Sources:  

 Appical, e-book “Getting onboarding right” (2018) 
 Deloitte Global Trend Report (2019)  
 Integron, Report Employee Experience (2019) 
 Fan Factory, White Paper, “7 cruciale themes” (2019) 
 Recruiting Roundtable (2019)  
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