Running head: A PROPOSAL FOR AN ONBOARDING PROGRAM FOR NEW CONSULTANTS2
A PROPOSAL FOR AN ONBOARDING PROGRAM FOR NEW CONSULTANTS	2
[bookmark: _Hlk38206302][bookmark: _Hlk38227902]





A Proposal for An Onboarding Program for New Consultants
Student’s Name
Institutional Affiliations


A Proposal for An Onboarding Program for New Consultants
Introduction
Onboarding or orientation for new employees in an organization is very important because it helps them to acclimatize and socialize as well as know where to get help or materials or important information about their job tasks for which they are hired in the organization (Meyer & Bartels, 2017). This is clearly lacking at the Star Com consultancy because new employees find it difficult to work at the organization because they can’t get the support that they need from their managers or other important people such as the human resource managers that are supposed to support them in the first weeks of their work at the organization. When employees continuously struggle in their first weeks at the organization, they lose the morale and the psych to work at the organization and therefore may opt to look for other jobs within the first six months which can create a problem of high employee turnover that has negative financial implications on the organization’s bottom-line Cuaron et al., 2020). It is, therefore, important for any organizations to ensure that new employees brought in for various positions are socialized well enough, orientated properly and get the support that they need to start doing their job tasks and reach their highest possible productivity levels that are required of them at their new organization. Onboarding programs can go a long way in helping the organization offer maximum support to new employees (Cook, 2016). This is a proposal for an onboarding program for my organization called Star Com which has seen an increased turn over of consultants in the last 2 years. This proposal presents a possible onboarding program that can go a long way in dealing with the high turnover of consultants at Star Com.
A Cover Memo to the Director of Human Resources
Memo
To:	The Director of Human Resources
From:	(Your Full Name and Remove the Brackets)
Date:	19th April 2020
Subject: A Proposal to Create an Onboarding Program for New Consultants to Aid in Reducing the High Turn Over rate of Consultants
Our organization is clearly faced with a big problem of high turnover of consultants. In my recent investigation about the turnover of consultants in this organization, I realized that most consultants are living this organization within the first six months of their hire. The high turnover rate of consultants at our organization is something to worry about because it is making the organization to lose a lot of money in the hiring process of new. I tried carrying out an investigation based on the records I have collected in the recent investigation and realized that the high turnover of consultants is making the organization lose $4,935 US Dollars per every departed consultant (Drake International, 2020). This is because when a consultant leaves, the organization has to incur costs in advertising the vacant position, screening applications, screening CVs for issues such as criminal records and other factors. The organization also incur high costs in hiring, orientating and training as well as developing the new employees and this takes a toll on the organization’s finances which then affects the bottom-line of Star Com consultancy firm (Harder, Hodges & Zelaya, 2017). In fact, calculations of cost of turn over shown in the appendix reveal that the total amount lost by the organization is $98,700. This is quite a lot of money that can lead to the collapse of our organization if it is left unaddressed.
I have taken time to examine employees exist reports for constants that have been leaving Star Com for the last two years and I realized a common theme in their reports. Most of them stated that they did not feel supported in their first few weeks of their employment at our organization. They lacked support to help them acclimatize with the new working environments and also lacked access to the essential system that they needed in the handling of their jobs tasks. They struggled to socialize, introduce themselves and learn the policies and procedures of our organization. All these resulted from the fact that our organization lacks a comprehensive onboarding program that can help new consultants to get the support they need in terms of acclimatizing them to the corporate culture of our organization, reinforcing their job selection and help them to get meaningful contribution levels of efficiency (Brown, 2019).
Most of the departing consultants also stated that the lack of the much-needed support in their first weeks of their employment at Star Com made them to spend much time trying to learn company policies and procedures and trying to get access to various project management systems that they needed in their work. They stated that getting access to the essential systems was frustrating as the IT department took too long to get them access to the systems, they needed to do their work. They also stated that much their time was spent on engaging in trial and error in their work which made them to mess up and had to redo the work and rewrite projects. This frustrated them because even their managers wanted to help them but didn’t not know how to make them understand and know what they wanted. This made their work a hell on earth because they had to work long hours every day because of the problems mentioned trying to rework their job tasks.
A more serious problem is seen in the manner in which new consultants are introduced at Star Com. Our organization lacks any form of orientation that can help the new consultants to get first-hand introduction to their departments, colleagues and even the HR offices. New consultants have instead to learn from their colleagues in their department who also do not volunteer any information unless they are asked. The system of hiring and getting the employees into the job without even orientating them is killing this organization because consultants are becoming frustrated and this is being seen in the high turnover rate of consultants at our organization.
After careful considerations, I believe that the solution to this problem lies in creating and implementing an onboarding program for new consultants in this organization. Creating a new onboarding program will ensure that the company has a framework that stipulates strategic processes to be used to attract and engage new consultants, reinforce their job selection, acclimate them to the corporate culture of Star Com, and help them to get to meaningful contribution levels as efficiently as possible (Aliyu & Nyadzayo, 2018). Having an onboarding program for new consultants will ensure that the various company department take their time to introduce the new consults to the corporate culture of the organization and will also give new consultants ample time to learn how things are done at Star Com and this will improve retention of these talented and highly paid employees of our organization.
An onboarding program for new consultants will also give new consultants and opportunity to ask relevant questions to the relevant departmental heads which will go a long way in making them understand the procedures of work in this organization as well as the protocols involved (Meyer & Bartels, 2017). The problem of having to rework on tasks will be eliminated because this program will provide an opportunity for proper orientation of new consultants and speedy access to the essential systems needed by them to do their work. The program will also have a proper guideline for the new consultants that will help them to concentrate more on their work rather than spend time engaging in trial and error because of a lack of proper guidelines to help them in their work.
Therefore, an onboarding program for new consultants will reduce the turnover of consultants and increase the retention of this category of employees in our organization. With increased retention, this organization can save a lot of money. The calculations indicate that if our organization can only reduce the turnover by 20%, then we can save $19740 (Drake International, 2020). Imagine how much money this organization can save if the turnover can be reduced by 70%.
Overview of the Program
The proposed onboarding program will provide specific guidelines and procedures for the whole orientation process of new consultants. This program will not only delve into introducing the new consultants, but it will aim at attracting them to the organization, an aspect that will be very vital I ensuring retention of the consultants after they have been hired by Star Com.
Objectives
The main objectives of this onboarding program for new consultants will be:
1. To provide an opportunity for new consultants to acclimatize with the business corporate culture.
2. To allow the new consultants to acclimatize with the various facilities and offices at the organization
3. To introduce new consultants to their colleagues and various departments of the organizations.
4. To provide an orientation of how to access the expenditure system and project management systems of the company.
5. To provide first-hand information on the expected job tasks of new employees.
6. To provide material and intellectual support for the employees to help them fit in the organization and acclimatize to the procedures of handling job tasks within the organization.
7. To give new consults an opportunity to air their concerns and seeks clarification regarding their jobs before they settle in to start working for the organization.
8. To create and provide appropriate guidance to new consultants about where to get specific information about various job-related issues at the organization and the procedures of seeking help.
9. To provide initial training of how to use all the systems used in the organizations and how to protect their work while using the systems.
Length of the Program
This onboarding program for new consultants will take two weeks for every new consultant that is hired by the organization. This period of two weeks is set to allow new consultants enough time to get access to the systems and get used to using them. It will also be enough time to help then socialize in their departments and get to know various people that they will be working with. It is also vital in helping them to settle and observe the corporate culture of this organization and therefore ask relevant questions and get adequate time to explore their jobs and what is expected of them before starting to engage in doing their work (Brown, 2019).
Location of the Program
For easy access by the various departments, this program will be stored on the company serves and will be accessed through secure logins by every department. It will be stored as part of the system that the employees of the organization use. However, the dissemination of the program will be done in a special room set aside for the orientation of new employees. Furthermore, the program will also be printed and hard copies will be stored in every departmental head’s office.
Description of the Onboarding Program
Elements of the Program and the Content to be Covered
As mentioned above, this onboarding program will be aimed at enabling new consultants of Star Com to acclimatize with the organization culture, corporate culture, socializing with peers and co-workers and other colleagues and also learning how job tasks are expected to be completed. Therefore, some of the elements that this program will contain include introduction to the organization, introduction to the company leadership, introduction to departmental head, introduction to the IT department, introduction to the human resource department and access to the project company system and contacts. Apart from these elements, the program will also contain other elements related to jobs task, guidelines to seeking clarification, guidelines to completing job tasks, guidelines to launching disputes and airing concerns and getting appropriate materials for the job for which the consultant is hired.
Since this program seeks to ensure that new consults receive the much-needed support in their first weeks at the organization, contents to be covered will include; The history of the company, corporate culture of the company, protocols at the company and procedures of gaining access. Furthermore, guidelines on employee-to-employee relationships and guidelines for completing every task will also be covered. The content will also include getting materials for the job, getting finances for materials needed, appropriate procedures of presenting job tasks to departmental heads. This will help to avoid confusion for new consultants and save them time in delivering their various job outcomes. The hierarchy of command at the organization and the expectation of the organizations of the new consultant will also be covered. This kind of information will aid these new consultants to know what is expected of them and therefore help them to seek clarification for questions related to those expectations before they start the work. The program will also cover relevant offices to get help on specific questions and problems at the place of work and general rules and regulations. Of importance will be the mission, vision and motto of the company and the company principles that help to realize the mission and vision statements of the organization. Restrictions at the organization will also be explored in this program to help the new consultants to understand which things they are prohibited from doing and which once they can do.
Training Methods and Length of Time
The training methods to be used will include PowerPoint presentations with every relevant departmental head. The training manager will be charged with the responsibility of training the new consultants about the internal procedures and processes. Relevant speakers in the field of consultancy will also be invited to offer a two-day training of the new consultants to help them remember some concepts related to their work. However, even though some areas will be trained through PowerPoint presentations, new consultants will also be given an opportunity to work with their co-workers also doing consultancy to observe how work is done for a period of at least 3 days. This means that every consultant will be assigned a mentor at the organization to train them on real-time use of the system, real-time delivery of job tasks and real-time completion of jobs task (Curtis & Taylor, 2018). This will allow the new consultants to bond with their co-workers and therefore, they feel supported in their early days at the organization.
Training on how to use the computer system to complete job task will take 2 to 3 days. Mentorship by a fellow consultant will take about 3 days. Training on how to complete jobs task at the organization and how to get materials necessary for the job will take about 1 to 2 days depending on how fast the new consultants will and show understanding of how to maneuver within the organization to cope with the pressure of the consultant jo position in our organization. Acclimatization with the corporate culture of the organization will be an ongoing process that will go beyond the two weeks of the onboarding program. However, introductions and socialization with various departments will take 2 to 3 days and continue beyond the first two weeks.
Methods to Ensure Transfer of Learning
In order to ensure the transfer of learning to the job that these new consultants will be doing at Star Com, assessments will be involved in every element of the onboarding program. The first mentors will give assessments in the form of written tests at the end of the mentorship period which will be aimed at testing the new consultants on their grasp of the various procedures and processes involved in both completing and submitting the various job task in their departments. Tests by mentors go a long way in helping new employees to master the art of handling their job tasks (Martin, 2017). The training manager will also administer a test to gauge the mastery of how to use the IT system and other systems of the organization in completing jobs task and helping the organization to achieve its goals (DeBode, Mossholder & Walker, 2017). The needs assessments will be done for new consultants at the end of the 2-week program to find out whether the new consultants understand their job descriptions and whether they know the materials they need to start working at the organization. These tests, needs assessments and evaluations will ensure that these new consultants transfer what they have learned to their jobs and therefore reach the highest levels of efficiency in their work (Britto, 2017).
Plan for Evaluating the Program
To gauge the effectiveness of this program, evaluation of the program will have to be done. Conducting evaluations will help the leadership of the organization to know whether the program is successful or not. One of the evaluations that will be done will be observing the rate of turnover of consultants within the first six months of their hiring and comparing the rate with the previous rate. A reduction in the rate of turn over will indicate that the program is addressing the causes of departure of previous consultants. Therefore, the organization will put efforts into developing the program even further.
Another evaluation method of the onboarding program will be using surveys on the new consultants who have been working with the organization for less than one year to air their views regarding their feelings about the organization to gauge the level of intent to remain with the organization or move out of the organization (DeBode, Mossholder & Walker, 2017). This kind of evaluation will be useful in telling the level of job satisfaction among the consultants. Understanding the employees’ satisfaction levels helps the organizations to come up with appropriate strategies for retaining its employees and reducing the intent to leave among them.
Cost Estimation of Developing and Implementing the Program
This program will be cost-friendly to the organization in the sense that it will utilize some of the already existing facilities and infrastructure. The training of the new consultants will be done in the orientation room which is already in existence and is well equipped with computers and internet access that can aid in training the new consultants on matters regarding accessing various computer systems and contacts. This facility will also be used to train the new consultants on how to navigate the various system that they will be using in their work. Furthermore, the organization already owns various printers that are capable of printing thousands of pages every day. Therefore, printing handouts for sharing with the new consultants during the initial two-week program will be easy. However, the organization will have to incur the cost of buying printing papers to see to it that these can be done without any hitches. This will cost about $200. Hiring or guest speakers will cost the organization about $1000. Furthermore, even though the orientation room seems to be equipped with IT materials, the internet connection seems to be unreliable. Therefore, Star Com will have to upgrade their internet connection and this might necessitate seeking a new service provider for the installation. This is likely to cost the organization about $2000.
The development of this onboarding program will require various sittings by human resource managers to develop the program together. These sitting sessions will necessitate payment of sitting allowances to those managers and this is likely to happen for a period of one week. This is likely to cost the company another $2000.
Conclusion
The various elements of this proposed onboarding program will help Star Com to support its new consultants and therefore increase their rotation which will save the company lot of money that is currently being lost as a result of the high turnover of consultants. Star Com enjoys an established base of customers and, therefore, it is worth taking the trouble to ensure that the organization has employees and consults of high job satisfaction at all times. One way of ensuring this is by developing and implementing this onboarding program for new consultants.
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Appendix
Drake International: Computation of the Cost of Turnover
[image: ]
image1.png
The Cost of Turnover Calculator

Based on your figures, the total cost
of turnover to your organization is:

$98,700

Total cost of turnover
(per departed employees)

$4,935

The Drake ‘Principles of Human Capital Management'

are all based on the concept that the return on the

money savings (in human capital terms) will always exceed the
annual expenditure.

Reducing your turnover by just 20%,
will save you:

$19,740

(A typical result of deploying a Drake Talent Management Solution.)

Here are the details

@ Benchmark employee cost

Departing employee annual base salary *

1800

@ Cost of ‘covering' a vacant position

Calculated annual benefits cost:
Estimated at 20% of base salary $360

Calculated monthly salary + benefis: — $180

Calculated daily salary + benefits: $9
Based on 230 (8hr) working days

Number of days until the vacant position is filled *

20

($) Cost to fill a vacant position

Calculated daily cost of ‘covering’ $3

avacant position:

33% of departing employee's daily
salary + benefits

Total cost to "cover’ vacant position: $60

HR/Hiring manager's annual salary *

2000

Cost of advertising (online and/or print) *

1000

Cost of resume screening *

72

Cost of interviews (telephone screening, 1st and 2nd) *

72

Cost of behavioural and skills assessments *
1000

Cost of background checks
(criminal, credit, reference, education) *

1000

Cost of travel/moving expenses (if applicable) *

1000

Calculated HR/Hiring manager's

hourly rate:

Based on 230 (8hr) working days and
20% fringe rate

Total cost to fill a vacant position: $4,144
(5) onboarding and Orientation cost
Trainer/Manager annual salary * Calculated trainer/manager $94
daily rate:

18000

Total training days *

5

@ Cost of productivity ramp-up

Based on 230 (8hr) working days and
20% fringe rate

Total onboarding and

orientation cost: $470

Number of working days during first 3 months *

58

Daily employee cost salary
+ benefits: $9

Cost of productivity ramp-up $261





