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In recent years, it was clear that organizations  
viewed onboarding as important but struggled to  
find the right mix of connection to strategy, smooth  
processes and a positive new hire experience. 

Today, strategic onboarding has found its groove. 

And not simply as a process and checklist but as  
a strategic driver that impacts business outcomes.

This survey, conducted by SilkRoad, captured the  
thoughts of hundreds of HR leaders across the  
world on the state of global strategic onboarding.

Report Highlights

Adoption up, impact up

Top obstacle — management engagement

Key performance indicators — engagement and retention

Top outcome — new hire engagement

Big data, big driver of change

Biggest trend — workforce diversity

Are you ready to experience the big benefits of strategic onboarding?  
Let’s take a global look at what’s possible.
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Strategic Onboarding Grows Up

What’s important? More organizations rate their programs as mature  
or highly mature. But that leaves half with a missed opportunity.

What does it mean? Higher awareness of onboarding’s impact.  
Also, organizations at lower maturity levels are not experiencing  
the benefits of a deliberately designed, exceptional program.

Limited 8%Other 2%
Highly Mature 8%

Progressing 16%

Maturing 41%

Limited 5%
Other 2%

Highly Mature 5%

Maturing 32%

Limited 16%
Other 4%

Highly Mature 12%

Emerging 30%Emerging 26%

Progressing 26%

RATING OF ONBOARDING PROGRAM MATURITY

Actions to Take:

Increase maturity by assessing your program. Identify goals and what’s 
working and what’s not. Build a plan to close gaps. Translate that plan into  
a new hire journey that creates a strong connection to business goals.

Result: A personal employee journey that meets employee needs, 
speeding productivity and earning loyalty.

MATURE OR HIGHLY MATURE RATINGS

49% North America  

36% EMEA  

37% APAC 

■ Limited = little to no design intent

■ Emerging = design in process

■ Progressing = design in place but not implemented

■ Maturing = design in place and implemented

■ Highly mature = designed, running and actively measured

Progressing 4%

Emerging 40%Maturing 24%

NORTH AMERICA APAC EMEA

http://www.silkroad.com


SilkRoad Global Strategic Onboarding Report   |   4

Onboarding in the Spotlight —
Emphasis Continues to Grow

What’s Behind  
the Growth?
“According to Gartner…improving the major  

onboarding functions can positively affect most  

HCM outcomes when made accessible through  

modern experiences. Enhancing these processes  

can directly impact the organization’s bottom line.”

–  Gartner, Evolve From ‘Onboarding Employees’  
to ‘Managing Worker Transitions,’ 12 June, 2018

Onboarding Expands

Projection for Next 1-3 Years Versus Other HR Priorities

Increased Emphasis Increased Emphasis

North America  70% North America  51%

EMEA  84% EMEA  40%

APAC  75% APAC  52%

t u
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Business Goals for Onboarding  
— Engage Hires, Keep Hires

What’s important? Engaging new hires is job #1  
for an onboarding program.

What does it mean? It’s the key to attracting and 
keeping talent in a tough market.

Actions to Take:

Analyze what your new hires experience when they  
join the company. Ask for feedback. Add a component 
that focuses on business strategy and goals.

Result: Greater understanding by employees of how 
they make a difference, leading to inspiration and an 
impact on company goals.

BUSINESS OUTCOME GOALS FOR ONBOARDING

“Gallup researchers studied the differences 

in performance between engaged and actively 

disengaged work units and found that those 

scoring in the top half on employee engagement 

nearly doubled their odds of success compared 

with those in the bottom half.”

–  How Employee Engagement Drives Growth,  
Gallup Business Journal

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

New hire job readiness

New hire time-to-productivity, 
and/or level-of-productivity

New hire engagement

New hire retention

Onboarding administrative costs

Ability to compete for and  
attract critical talent
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Tough Nut to Crack — A Great New Hire Experience

What’s important? The biggest onboarding challenges focus around 
the employee — the new hire experience and new hire engagement.

What does it mean? It’s time to go beyond a cookie cutter program 
and really connect with new hires on a personal level.

Actions to Take:

Build an experience from the new hire perspective. Ask new hires 
what they need. Consider how you want them to feel and think.

Result: A more personal new hire journey based on role that 
increases effectiveness and engagement. 
 

BIGGEST ONBOARDING OBSTACLES NORTH AMERICA EMEA APAC

Provisioning (Badging/Equipment/Technology) and Administration 23% 32% 24%

Automating Workflows 29% 23% 29%

Hiring Manager Engagement and Accountability 41% 46% 43%

Program Measurement 22% 26% 19%

New Hire Experience 67% 68% 71%

Leadership Engagement/Buy-in 31% 29% 30%

New Hire Engagement 61% 73% 57%

Personalization of the New Hire Experience 45% 26% 30%

http://www.silkroad.com
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>12 months 4%8-12 months 4%

3-6 months 20%

1-3 months 40%

Limited to  
day 1/week 1 32%

>12 months 2%8-12 months 5%

3-6 months 16%

1-3 months 39%

Limited to  
day 1/week 1 38%

>12 months 2%8-12 months 4%

3-6 months 23%

1-3 months 47%

Limited to  
day 1/week 1 25%

NORTH AMERICA APAC EMEA

Current Onboarding Programs — Too Short

What’s important? A few weeks or months are not enough to prepare 
a new hire, but it’s the top answer. At a minimum, think first year.

What does it mean? There’s a need for longer programs to increase 
productivity, help employees feel supported and create engagement.

DURATION OF CURRENT ONBOARDING PROGRAMS

Actions to Take:

Break your program into stages to meet needs at different learning 
points (first weeks, 3 months, 6 months, etc.). Allow for all the “firsts” 
that occur over the first year. Keep management check-ins in place 
to assess progress, additional needs and engagement.

Result: A program that helps new hires absorb information at 
the right stage, so it “clicks” for the long-term and offers better 
preparation. Goodbye fire hose!

http://www.silkroad.com
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Change on the Way — Big Data

What’s important? Technology or big data is seen  
as a big driver of change.

What does it mean? Opportunities to use data to  
identify “at risk” employees, weaknesses in skills and  
more. Enables scalable technology that can adapt for 
growth, global expansion and workforce mobility.

Technology or Big Data

Mergers and Acquisitions

New Policies, Laws, and/or Regulation

Evolving Customer/Consumer 
Preferences

Other Disruptors in My  
Organization’s Industry

Other (please specify)

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

NORTH AMERICA

BUSINESS DRIVERS IMPACTING TALENT STRATEGIES IN NEXT 1-3 YEARS

Technology or Big Data
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New Policies, Laws, and/or Regulation

Evolving Customer/Consumer 
Preferences
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Other Disruptors in My  
Organization’s Industry

Other (please specify)
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EMEA

Actions to Take:

Use big data to monitor key workforce metrics  
and build a dynamic employee experience. Select 
technology that can adapt as needs change.

Result: Actionable data that enables you to  
easily monitor progress and pinpoint improvement 
opportunities. Agility and flexibility through technology.

http://www.silkroad.com
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Workforce Diversity —  
Core Component of 
Strategic Onboarding

What’s important? Workforce diversity holds 
the top spot for an impact on talent strategies 
closely followed by technological innovation.

What does it mean? Your onboarding program 
must adapt for the 4 different generations in the 
workforce and technology can play a key role in 
meeting that need and more.

Actions to Take:

Analyze the different groups across your 
workforce. Develop an onboarding experience 
for each group. Use technology to scale up  
and down and customize experiences for a 
diverse team.

Result: A diverse new hire journey that 
connects with different generations and 
cultures, enabling faster learning and a  
faster alignment with business needs.

MARKET TRENDS IMPACTING TALENT STRATEGIES FOR THE NEXT 1-3 YEARS

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

NORTH AMERICA

Differentiated/Evolving Talent Models1 

Workforce Diversity2 

Talent Management Integration

Design Thinking

Enterprise Growth

Technological Innovations3 

Talent Shortage

Increasing Labor Mobility

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

APAC

Differentiated/Evolving Talent Models1 

Workforce Diversity2 

Talent Management Integration

Design Thinking
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EMEA

Differentiated/Evolving Talent Models1 

Workforce Diversity2 

Talent Management Integration

Design Thinking

Enterprise Growth

Technological Innovations3 

Talent Shortage

Increasing Labor Mobility

1(e.g., full-time, part-time, off shore, contractor, etc.)
2(e.g., generational, multi-cultural)

3(e.g., social media, mobile, wearables, smart)

http://www.silkroad.com
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PERFORMANCE INDICATORS POSITIVELY AFFECTED BY STRATEGIC ONBOARDINGSuccess = Employee 
Engagement and Retention

What’s important? Onboarding performance is  
being measured by employee engagement and 
retention. EMEA also ranks customer satisfaction  
high. More mature organizations go further and  
make the connection to business results like  
customer satisfaction and revenue performance.

What does it mean? That engagement is now 
recognized as having a key role in new hire success. 
And that it translates into how well a company 
services customers.

Actions to Take:

Set up qualitative and quantitative measurements. 
Track progress through new hire surveys, manager 
feedback, metrics on “quick quits” (employees who 
leave in less than 6 months), statistics on new hire 
turnover and more.

Result: Operational and performance metrics that 
can be shared with senior management to show the 
impact of strategic onboarding.

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

NORTH AMERICA

Revenue Performance

Increased Market Share

Cost Reduction

Customer Satisfaction

Employee Engagement

Customer Retention

Employee Retention

None

Other (please specify)

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

APAC

Revenue Performance

Increased Market Share

Cost Reduction

Customer Satisfaction

Employee Engagement

Customer Retention

Employee Retention

None

Other (please specify)

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

EMEA

Revenue Performance

Increased Market Share

Cost Reduction

Customer Satisfaction

Employee Engagement

Customer Retention

Employee Retention

None

Other (please specify)

20% of employee turnover  

happens in the first 90 days.

IDC
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Crystal Ball — Future Investments Removing Obstacles

What Does That Mean?

Content is what feeds the talent journey. It’s how people 
learn. It’s how people connect with the organization.  
It’s what makes new hires feel like the organization  
cares and drives a feeling of personal success.

Actions to Take:

Document the new hire journey and then map back 
the content you have to support it. Identify tools to 
communicate strategy. Consider the global workforce. 
Uncover gaps. Build a content plan that aligns content  
with the experience.

Across the world, building out content was  

the number one ranked future investment. 

Nearly 50% of respondents identified  

it as the biggest need across North America,  

EMEA and APAC.

What’s important? There’s a challenge in engaging front line management.

What does it mean? Manager buy-in can make or break a strategic 
onboarding program, so addressing it is critical.

Actions to Take:

Help front line managers see how it makes their lives easier and speeds 
employee productivity. Try real life examples.

Result: Front line managers become your #1 champion and stakeholder.

NORTH AMERICA

Making the business case for greater investment 19%

Insufficient leadership support, sponsorship and/or involvement 22%

Onboarding delivery and/or facilitation support 13%

Engagement of front line leaders/supervisors (including hiring managers) 35%

Enabling technology and/or vendor support 11%

APAC

Making the business case for greater investment 21%

Insufficient leadership support, sponsorship and/or involvement 14%

Onboarding delivery and/or facilitation support 22%

Engagement of front line leaders/supervisors (including hiring managers) 26%

Enabling technology and/or vendor support 15%

EMEA

Making the business case for greater investment 20%

Insufficient leadership support, sponsorship and/or involvement 8%

Onboarding delivery and/or facilitation support 16%

Engagement of front line leaders/supervisors (including hiring managers) 48%

Enabling technology and/or vendor support 8%

CHALLENGES IN ENHANCING NEW HIRE PROGRAMS

Only 12% of employees believe their 

organization does a great job of onboarding.

Gallup

http://www.silkroad.com
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What’s Next?

Transformation: Good to Great Strategic Onboarding

It’s clear that strategic onboarding offers huge benefits for companies and 
many across the world have recognized its value. If you’re eager to move 
your program to the next level, here are some ideas to get started.

CONDUCT A DIAGNOSTIC

Start with Internal Discovery

• Assess your current program

• Find the big needs

• Review your new hire “journey”

External Benchmarking

• Catalog best practices used

• Decide which solve your problems

Opportunity Identification

•  Find gaps between today  
and your goals

• Uncover root causes to solve

Company Buy-In

• Meet with stakeholders early

• Ask for ideas and feedback

10 ESSENTIALS TO BUILDING A BLUEPRINT

Like an architect creating a building, the best strategic 
onboarding programs need a blueprint, including:

  1.   A design focused on needs (the new hire  
and manager)

  2.  A new hire journey map

  3.  Expected outcomes

  4.  An integrated build plan

  5.  Technology requirements

  6.  A change management and communications plan

  7.   A detailed business case

  8.  A governance/operations model

  9.  An outline of roles and responsibilities

10.   A robust performance management process to 
continually evaluate the onboarding program

IMPLEMENT THESE 10 BEST PRACTICES

1.  Set goals and metrics

2.  Think like new hires and managers

3.   Introduce empathy mapping for  
the new hire experience

4.   Embrace customization — a personal  
new hire journey

5.   Integrate well — consider other  
programs and processes

6.   Be realistic — share the risks  
of not changing

7.  Be flexible — prioritize, small bites

8.   Engage stakeholders, tell the  
“opportunity” story

9.   Answer “What resources will it take  
to get the job done?”

10.  Design around business objectives

http://www.silkroad.com


S I L K R O A D . C O M  

SilkRoad Activate for Talent Activation 

SilkRoad, the world’s leader in Strategic Onboarding for Talent Activation,  

helps our customers win the war for retention by engaging people with  

continuous enterprise-level onboarding to keep talent engaged and connected  

to business goals throughout their employment journeys. SilkRoad has helped 

 thousands of companies around the world create scalable personalized experiences 

 that activate — and retain — people throughout their employment journeys.
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Methodology 

Online surveys during 2018. Respondents: nearly 400 across North America, EMEA 

and APAC. Multiple industries. Number of company employees: 500 up to 25,000+, 

single and multiple locations. Titles: managers to senior vice presidents.
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