
The First 90 Days
HOW STRATEGIC ONBOARDING SETS NEW HIRES UP FOR SUCCESS



ORGANIZATIONS USE A LOT OF THEIR 
RESOURCES TO HIRE THE BEST TALENT. 

So, after spending all that time and money to find an 
employee, the last thing an organization wants is to have that 
employee leave. According to the Society for Human Resource  
Management (SHRM), the average cost per hire (CPH) is $4,425 
and time to fill is 36 days1. 

Believe it or not, that’s exactly what happens.

It’s not hard for employees to find a new job in today’s 
competitive employment landscape. Gallup’s State of the 
American Workforce reports that a record number of 
respondents (47%) are saying now is a good time to find a 
quality job, and more than half (51%) are currently searching for 
a new opportunity. The searches are working. Employees are 
finding quality jobs. Voluntary resignations of U.S. workers are 
at a decade high2.

A recent study by Work Institute found that 40% of employees 
who quit in 2017 did so within 12 months of being hired. About 
half of workers who departed in their first
year left quickly - within the first 90 days3.

According to a recent Forbes Insights / SilkRoad Technology 
survey, 64% of CFOs believe that retention rates are less than 
optimal and that the top causes of unwanted turnover are poor 
employee engagement and lack of opportunity to learn new 
skills, have on-the-job training, or educational training4.

1. HTTPS://WWW.SHRM.ORG/HR-TODAY/TRENDS-AND-FORECASTING/RESEARCH-AND-SURVEYS/

2. HTTPS://WWW.USNEWS.COM/NEWS/ARTICLES/2016-10-12/AMERICANS-QUITTING-THEIR-JOBS-EN-
MASSE-SAYS-BUREAU-OF-LABOR-STATISTICS%20

3. HTTPS://WWW.SHRM.ORG/RESOURCESANDTOOLS/HR-TOPICS/TALENT-ACQUISITION/PAGES/WORKERS-
ARE-QUITTING-JOBS-RECORD-NUMBERS.ASPX

4. HTTPS://HR1.SILKROAD.COM/FORBES-INSIGHTS-REPORT
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A record number of respondents (47%) are saying now 
is a good time to find a quality job, and more than half 
(51%) are currently searching for a new opportunity.

GALLUP’S STATE OF THE AMERICAN WORKFORCE REPORT
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They need to develop a comprehensive strategy to engage and retain 
talent. They cannot afford to continue to waste resources. Not only 
is employee turnover expensive, but it impacts other areas of the 
business. The Forbes Insights / SilkRoad Technology survey also found 
that one in four CFOs say that unwanted turnover accounts for 25% to 
50% of labor costs.

• Customer Service. One of the core principles in customer service delivery is 
consistency. Consumers are loyal to brands because they can expect a similar 
outcome time and time again. When organizations are faced with constant 
turnover, it impacts the customer experience — which ultimately impacts the 
bottom-line.

• Knowledge Management. Every organization has a set of unwritten rules, 
traditions, and stories. These unwritten guidelines are an important part of 
culture. They’re often passed from employee to employee during transitions like 
new hire training, promotions, transfers, and offboarding.

• Productivity. It takes time for new employees to become fully productive. 
This doesn’t have anything to do with their knowledge, skills, and abilities 
(KSAs). It has to do with being new and learning a new company. Even the best 
employees have a productivity curve.

Improving employee retention must start with organizations closely 
examining how they attract and engage employees. The job market 
today is less about employees competing for jobs and more about 
organizations competing for talent.

ORGANIZATIONS MUST DO MORE THAN 
SIMPLY TAKE ACTION. 
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ORGANIZATIONS COMPETE FOR TALENT 
THROUGH STRATEGIC ONBOARDING

Employees make judgments and form opinions about their 
organization every single day, starting before they even apply for 
the job. Candidates apply and accept a job offer based on the 
employee experience communicated by human resources and 
the hiring manager. 

On an employee’s first day of work, they expect the company 
to deliver on the promises made during the hiring process. 
However, Gallup’s State of the American Workforce report states 
that only 12% of employees strongly agree that their organization 
does a great job of onboarding new employees. 

Most of us know onboarding as that first day’s (or first week’s) 
process that new hires go through when they start with a 
company. It includes administrative paperwork, compliance, 
socialization, and learning. It’s time for organizations to think of 
onboarding in a more strategic way. 

A mature onboarding strategy is a continuous process that 
engages, aligns and activates people throughout every transition 
on their employment journey. It’s the process that allows
organizations to engage and retain new hires with intentional 
experiences over time.

Only 12% of employees strongly agree that their 
organization does a great job of onboarding new 
employees.

INDUSTRY INSIGHT
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EMPLOYEE DISENGAGEMENT COSTS ORGANIZATIONS 

Over the past few years, employee engagement has remained relatively stagnant with only one-third of U.S. employees engaged in their 
work and workplace4. Gallup estimates that actively disengaged employees cost the U.S. $483 billion to $605 billion each year in lost 
productivity5. To provide some perspective on how that impacts organizations, let’s assume that the total cost of lost productivity in the 
U.S. due to employee disengagement is $500 billion. According to the Bureau of Labor Statistics, there are approximately 125 million 
people employed on a full-time basis in the U.S.6 Since two-thirds of employees are disengaged in the workplace, that represents 83 
million people. If we divide the $500 billion in lost productivity by the 83 million disengaged workers, that comes to roughly $6,000 per 
employee. Add that to the $4,425+ in cost per hire previously discussed. Thousands of dollars are being lost by not making investments 
to engage, align and activate employees.

4. HTTPS://NEWS.GALLUP.COM/POLL/188144/EMPLOYEE-ENGAGEMENT-STAG-
NANT-2015.ASPX

5. HTTPS://NEWS.GALLUP.COM/REPORTS/178514/STATE-AMERICAN-WORKPLACE.
ASPX

6. HTTPS://WWW.STATISTA.COM/STATISTICS/192361/UNADJUSTED-MONTHLY-
NUMBER-OF-FULL-TIME-EMPLOYEES-IN-THE-US/ 5



A recent Harris Poll survey on U.S. Trends & Applications in Employee 
Onboarding found that 65% of new hire onboarding experiences begin 
before day one 7. While onboarding is considered a new hire activity, 
mature onboarding programs actually start before day one. While this 
white paper isn’t going to explore recruiting strategies in-depth, it’s worth 
noting that if organizations cannot get candidates to apply, then there’s no 
one to accept the job offer, and even the best onboarding program in the 
world doesn’t matter. That’s why mature onboarding programs need to be 
viewed as part of the total talent management process. 

Onboarding is also more than company orientation. Orientation 
programs are a valuable part of the total onboarding process. They often 
provide new hires with a formal welcome to the organization and fulfill a 
compliance requirement. But orientation programs are not onboarding 
programs. Strategic onboarding programs establish goals that provide new 
hires with compelling reasons to stay.

Finally, strategic onboarding programs take time to implement, both from 
the standpoint of developing the program and for employees to participate 
in it. In some cases, the onboarding process (i.e., making new hires fully 
productive) can take eight months or longer, according to an article 
in Harvard Business Review8. Strategic onboarding programs provide 
consistency in the employee experience, which in turn impacts the new 
hire’s view of the organization and its promises.

7. HTTPS://HR1.SILKROAD.COM/TRENDS-EMPLOYEE-ONBOARDING

8. HTTPS://HBR .ORG/2015/03/TECHNOLOGY- CAN-SAVE- ONBOARDING-FROM- ITSELF
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HOW TO CREATE A MATURE
ONBOARDING PROGRAM
Organizations can use traditional instructional design processes to 
conduct needs assessments and materials design. However, there 
are five activities that organizations should consider that will take 
onboarding to a strategic level.

1. Preboarding. While paperwork and compliance are required 
components of the new hire experience, it shouldn’t dominate day 
one activities. Completing these necessary tasks prior to the first day 
enables employees to spend their first day working. Preboarding 
is an opportunity to educate new hires about the organization, its 
mission, and how they can expect to contribute. It should connect new 
hires to their peers and give them an idea as to how to navigate the 
organization.   

2. Orientation. With paperwork out of the way, organizations can 
use orientation to focus on building trust and relationships with new 
employees. This is the key to employee engagement. According to 
employee engagement expert Bob Kelleher, engagement is the key 
to innovation. “Engaged employees are empowered to seek ways to 
innovate, whether that means improving the customer experience, 
boosting profitability, building the brand, improving marketing, 
improving quality, or simply being more creative9.” Changing the goals 
of orientation allows organizations to allocate their resources toward 
the employee experience rather than administration.

9. HTTP://WWW.DUMMIES.COM/BUSINESS/HUMAN-RESOURCES/EMPLOYEE-ENGAGEMENT/EMPLOY EE-EN-
GAGEMENT-AND-INNOVATION/
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3. Career Roadmap. Timing is everything when it comes to 
onboarding. Strategic onboarding success is understanding when 
something needs to be learned and providing training or instruction 
at exactly the right moment. This isn’t just important for the company. 
New hires also need to know and feel confident that the organization 
has a plan for them. Let employees know what they should expect on 
their first day, first week, and first few months. It tells new hires that 
the company wants them to be successful.

4. Feedback. The business world is moving fast. Individuals and 
organizations must continuously reevaluate processes to stay 
relevant. Creating a strategic onboarding process is a positive step 
towards engaging and retaining talent. To keep the process current, 
managers need to regularly provide feedback to new hires and the 
organization needs to solicit feedback from employees who have 
participated in the program. But don’t assume that everyone knows 
how to deliver feedback11. Organizations should train employees on 
effective ways to give positive and negative feedback. Then, ask for it.

ADDING THESE FOUR ACTIVITIES TO A 
COMPANY’S ONBOARDING PROCESS NOT 
ONLY SETS NEW HIRES UP FOR SUCCESS, 
BUT IT REDUCES HR ADMINISTRATION AND 
ENCOURAGES MANAGER INVOLVEMENT.

11. HTTPS://WWW.HRBARTENDER.COM/2017/EMPLOYEE-ENGAGEMENT/INCLUDE-FEEDBACK-TRAINING-ON-
BOARDING/
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5 PILLARS
OF REDCARPET ONBOARDING

According to the recent Harris Poll survey, organizations that characterize their 
onboarding programs as advanced, or mature, describe their efforts positively 
– effective, efficient, engaging, continuous and mission-driven. In comparison, 
organizations that characterize their onboarding programs as basic describe 
their efforts less favorably – task-oriented, lagging and outdated. Advanced 
organizations were more likely to report improvements in several areas including 
stronger engagement for new hires (63% vs. 43%), longer retention for new hires 
(52% vs. 36%), and faster first year productivity for new hires (52% vs. 36%). 

If, like many organizations, you’re on the path to transform to a strategic program, 
the first step is defining the essential components that need to be in place. These 
5 “pillars” can help you get started in building a plan, communicating it to your 
management team and defining your enterprise onboarding system.

69% of employees are more likely to
stay with a company for three years if they 
experienced great onboarding13.

O.C. TANNER

INDUSTRY INSIGHT
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Early Career Support: Deliver purposeful assignments and elements of remediation to help new hires 
understand what success looks like and how that success can turn into opportunities for growth in the future 
within the organization. Doing so helps to engage new hires, garnering a higher sense of commitment from them 
to the organization in the long-term.

Networking: Connect and align new hires to buddies that can help with the cultural nuances of the organization 
and mentors that can serve as a resource to forge their path forward in the organization over time. Introductions 
to relevant individuals that are internal or external to the organization also foster a sense of connection 
and deeper understanding of what the company does. The creation of meaningful relationships within the 
organization are a leading indicator as to whether or not a new hire will stay or go.

Strategy Immersion & Direction: Contextualize the new hire’s role and day-to-day activities to the team and the 
organization to understand how they fit into the big picture. They’ll be able to see how their contributions help 
their team achieve their goals which helps the organization achieve its strategy.

Cultural Mastery: Offer intentionally designed experiences that bring your corporate culture to life for the new 
hire so that they not only understand it but are able to thrive within it. New hires that understand how things get 
done with the organization and whom they can go to for help is crucial to new hire success.

Job Skills & Required Training: Assign mandatory training in a timely fashion to satisfy compliance 
requirements. Deliver personalized content specific to the new hire’s role, department, or business unit to enable 
them to have the knowledge and skills necessary to effectively do their job. An intentionally designed learning 
experience that is delivered at a measured pace helps to avoid overwhelming new hires while providing the right 
enablement at the right time in a modality that makes the most sense for their needs and goals.   

1.
2.
3.
4.
5.
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THE 5 PILLARS OF REDCARPET ONBOARDING 
transform the new hire experience, driving engagement, 
collaboration, productivity, and time to value by ensuring they 
understand that they have a place, path and purpose. It sets the 
stage for what the new hire is to expect over the course of their 
tenure at an organization. Showing them that the company has 
plans for them, will enable them to achieve their current and future 
goals, and providing them insight into how they impact corporate 
strategy is the key to ensuring a positive outcome from a new hire’s 
first 90 days. Organizations that make an intentional investment in 
continuously connecting new hires to culture, enablement, strategy 
and people see returns in the form of better retention, cost 
reduction, and mitigation of risk. 
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STRATEGIC ONBOARDING 
EXPERIENCES SHOWS EMPLOYEES 
THEY’RE VALUED AND RESPECTED
Today’s job market is competitive. As the Forbes Insights report indicated, nearly two thirds of CFOs say their firm 
has a hard time holding on to the employees they want. “CFOs clearly recognize the value of an engaged workforce 
to the present and future success of the enterprise. They see a strong connection between having the right skills 
in place in an engaged workforce and reaching key strategic goals of growth, profitability and creating a better 
customer experience.”
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SilkRoad Technology is a software and services platform that helps our clients attract, retain, and align people to their business. Our solutions 
start with Global Client Services to provide strategic HR and business expertise. SilkRoad then designs secure solutions tailored to your business 
requirements at scale for global companies. We deliver personalized experiences for employees to drive engagement across the employment 
lifecycle to enable measurable and better business outcomes.
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