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The situation

The Sales Area has requested an onboarding prdgrpravide a consistent and structured frameworkfanagers
hiring new employees or agents that will assigrgparing them for success in their new job/rolerréntly at American
Family, onboarding appears to be happening in plalplaces and ways, but without any real foundafiiom which to
grow. Strategic Staffing has onboarding incorpetas part of the selection process; howeverds ahthe point of hire
and the individual has arrived. What happenséaaw hire now?

Our Education Division incorporates it as part vifibir “standardized organizational learning desighich identifies
courses and training to introduce the American Baexiperience to the specific needs of the divisiad discipline role.
There is still a missing link, a key requirementrtaking any onboarding program successful.

What seems to be missing is the cartilage thatexisrthe informational components to the relati@oahponents which
is owned by the hiring manager, for it is the lgrmanager who is the key in leading the onboardigerience for the
employee or agent until she/he becomes competéineijob. This key element today is done in a vandom fashion,
some doing it very well and others barely doingthimg.

What is the implication for the Sales Area?

Our sales environment is a very fast paced, custémeesed group that expects its agency sales foreehieve the sales
goals set for it by our leadership. The sooneh &ployee and agent becomes competent in theiorgbb, the sooner
he/she will be able to produce the results thaiathe agency sales force to achieve the sales.g&alr the new hire or
for those transitioning to a new role, onboardimgey to their success.

What is Strategic Onboarding?

According to Bersin & Associates, “99 percentaddy’'s companies claim to have a formalized proocegdan to invest
in one in the next 12 months” (October 2009). &ffee onboarding drives new employee & agent préuityg,
accelerates delivery of results, and significaimtiproves talent retention. Most sources viaboarding as a strategic
process that encompasses all the actions perfaitmaedupport the acquisition and integration of mén@s into the
company’s workplace environment. It begins preo¥fith ensuring that there is alignment of theitpms with the
strategic needs of the organization and ends wieermployee or agent becomes competent in theQoioarding can
last as little as one day and as long as threes yisgrending upon the complexity of the position.

One of the key challenges is the failure to estabh responsibility for these initiatives. Many best practice
organizations (54%) hire an onboarding manageraimtain the process and others establish a CoEdmamanage and
integrate the process with other areas of talemag@ment(Bersin 2009)Currently this is not an option that would fit in
American Family’'s current structure; therefore, wast identify alternatives to adding a manageraddition, there are
CoEs that feel very strongly they have limited msbility for onboarding (staffing and educatiohpwever, they stop
short of a program that encompasses a more stratiegy.

According to George Bradt, Onboarding expert, a agwloyee’s failure to deliver usually stems frone@r more of
four things:(Onboarding: How to get your New Employees Up te&pin Half the Time, George B. Bradt, 2009)

1. Arole failure due to unclear or misaligned expgotes and resources (preparation miss).
2. A personal failure due to lack of strengths, mdtorm, or fit (recruiting/selecting miss).

3. A relationship failure due to early missteps (hstit/early days miss).

4. An engagement failure due to early days’ experigtice@nagement miss).

Our recent exit interviewing and engagement surseypgport this finding and discussions with curremiployees
regarding development and career planning eche therstiments as well.

Taking the lead from Bradt, | have identified fisemponents for our strategic onboarding process:

1) Align—ensuring the organization agrees on the needhéonéw hire and specific role



2) Acquire—recruiting, interviewing, and selection

3) Integration/Socialization—connecting with others who can help provide infation build relationships, learn,
about the company's/division’s culture, and assitriinto the team

4) Support—giving new hires and agents tools, resources,reqees needed to do the work
5) Accelerate—helping new hires/agents and the team perforneibattd faster

As the diagram illustrates, strategic onboarding é®llaborative process which involves the new,Headership, CoEs,
and the hiring manager throughout the experiefgbat is important to note is that the hiring mamagast assume
responsibility and accountability for the executard coordination of the onboarding process fohewmw employee and
/ or agent all the way through competence.
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Some of the benefits in having a strategic onbogrgrogram are that it. . .
» Helps to increase retention
» Shows the new hire/agent that the organizatiorscalpeut them and their success
» Shortens thé&time to competencein the role for the new hire/agent
» Helps the direct manager prepare for the arriméggration, and training
» Let’'s employee or agent know what to expect
» Provides a standard framework for hiring managewsdrk from when planning and preparing for nevehir
- Aids in the integration/socialization of the newet‘Many newcomers cite the lack of sufficient inttadions to co-

workers and other resources as a primary reasorthelyydidn’t get up to speed as fast as they hpedhd MITSloan
Management Review, Winter 2005, p39)

Another consideration for onboarding is how lonméy take a new hire to become competent in thee réhe chart
below identifies time to competence in specifiesarea roles based on discussions with thosentlyrie the position.
If we are able to shorten the “time to competenhbet the individual will be a stronger contribugmd more engaged.

Position Time to Competence

Sales Director (DX) 18 months

Agency Sales Manager (ASM) 2-3 years

Agency Sales Associate (ASA) 2 years (estimated-no one currently in role)
Agent 2-3 years

Sales Director Assistant (DXA) 1 year (with experience)

18 months (without experience)

Agency Sales Manager Assistant (ASMA) 18 months (with experience)
2 years (without experience)



External Impacts to Consider

Changing workforce demographics impact onboardiaging it more and more important for organizatimsanage
and understand what's changed. Of those hired/i@Bapercent are Generation-Ys, 81 percent ar@@#gan-Xs, and
69 percent are Baby Boomers. The impact of themapg in our workforce make it necessary to comstuer needs
when onboarding. Because the sales area has arendftthese groups as agents, district managaes directors,
assistants, and others it is important that allagans understand the different needs of these gnoangler to provide the
appropriate onboarding experience.

» Baby Boomers are not retiring—they are tech sawvwglved, and need to work. They are more concewitu
following protocol than with networking opporturdsi (61 million boomers in senior roles hope taegti

» Generation X-expects recognition and feedback tirout the new hire experience (43 million gen xéhtip
“take over”)

» Generation Y-(Millennials)-expect team-buildingyporate social responsibility and interactivity ithgrthe
onboarding process. They are technology savvylpakéng for interactivity media tools and accessocial
networking sites, and an open transparent workrenwient. (51 million college grads and millennials)

What characterizes these generational groups aatlisithe impact on onboarding?

Figure 3: Work-Related Expectations and Priorities of Each Generation
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Source: Bersin & Associates, 2009

The New Hire Success Plan — a strategic onboardigocess

This was presented to Sales Leadership for revighttzen | met with each Sales Director and disaieseh document —
its purpose, how to use it, what to do with it, himshave the conversation with the new hire, ana tiouse the
established plan. Using the tools/resources prayidieing managers were asked to think through gaase and
complete the documents with the new hire in mi@ace that had been completed, they were to useftirenation on
from the documents to create the “success plan”.

Here are examples of the type of information theyenasked to consider as they worked through trenpig
documents.



Document 1--Ali JN—ensuring organization agrees on the need for¢fetaam member or new hire and
specific role, review of strategic plan, workfoqganning, capacity planning, succession planning

0 Is there alignment to American Family’s Stratedian? How would you explain the alignment?

Type here

o0 Is there alignment with the goals and prioritieshef Sales Area? How does this new role/position

impact the goals and priorities?

Type here

Document 2--ACC|Ui I'€—identifying, recruiting, interviewing, selectiomé@ getting people to join the team.

Go to People Place MSS>0Onboardingnd follow the links that will get you started govide information
you need for recruiting, interviewing, and to pnepgor the new hire. There you will find the foliong
information and access to customizing your onbogydhecklists. SCREEN SHOT HERE

Document 3--1 ntegration/Sociali zati 0n—connect with others who can help provide
information, build relationships, learn about crdtuassimilate into the team group

When does How does
Position/ Who do they Title / What dg they nged to knoyv or | she/he need| she/he need
Role need to know? Role what information can this to connect to connect
(Type name) person provide them? with this with this
person? person?
Agency Understanding of role, what . Face to Face
Sales DXA information/help she/he can provide; Within 30 to 60
. what he/she needs from ASA days
Associate




Build relationship/partnerships with DM Within first 6 Face to Face,

DM/ASM Functional understanding of role, district schedule 2to 5
. months to 1 year )

needs and issues days with ea

Document 4--SUpport—give new hires and new hires tools, resourcesgriamces needed to the
work

What are her/his development

Name Role What are his/her strengths?
needs?

ASA

Identify specific tools, resources, experiences lséke needs to become competent in the role.

N What is the development focus or outcome

What timeframe?
needed?

Specific support needed

Experience needed

Spend time with top performing | Learn the district, its DM, and its new hires.ate | 1°' year — 4 to 6
DMs needs of district, agency. ldentify issues; sohsi | times

Document 5--Acceler ate@—help new hire / new hire and the team perform bette faster

. Identify stretch assignment that will help themnbere confident of the SBU process
. Identify experience that will challenge their knedge of the initiatives and the state
. Stretch assignment




Document 6--New Hire Success Plalpersonalized plan for each new hire)

Time Activity/Experience Responsibility | Status
30 days | Meet with staff (DMs & DXA) and discuss their inveiment DX & Staf
before with integrating, socializing, and supporting tremnhire.
Two Provide the new hire with pre-work -- informatiolmcat the
weeks work that will give them an opportunity to be knedgeable | DX & DXA
before enough to discuss the work when you meet. (StateJteeet)
a. Review and create the personal onboarding plan with

your new hire --working together to create the plan

aids in emotional engagement and encouragement.

Clearly explain excepted development needed and

outcomes.
- b. Listen, allow him/her to present his/her thinking
D';S unencumbered by your expectations or preconceivedX & ASA

Y notions. After listening, work though and revike t
plan together.
c. Working together completes the personal onboarding

plan and models the cooperative relationship yqeho

to have when you do more real work together in the

future.
First : . . .
Day Complete New Hire Orientation Online ASA
First . :
B First Day Status Check-in DX & ASA
VI Arrange meeting with Business Performance Consuitan ASA

understand role
Within 6 6 month performance feedback DX & all Staff
months
Within 9 Get feedback from DMs — How am | doing? ASA
months
Attend—Building Teamwork with Dispersed Teams ASA




