Leadership Academy Proposal on

How to develop a Statewide Onboarding

Process

Proposal by:

Amber Addison, Alex Kovac, Matthew Killion, Stacia Steinman,
John Thomas, David Vandergriff and Jimmy Williams


https://www.google.com/url?sa=i&rct=j&q=&esrc=s&source=images&cd=&cad=rja&uact=8&ved=2ahUKEwjQrKvK7uvhAhVMPq0KHa43CO8QjRx6BAgBEAU&url=https://en.wikipedia.org/wiki/Seal_of_Missouri&psig=AOvVaw0WyD1Tob2hqJ2K7X-1R_bo&ust=1556302992317582

Contents

e o) (=Tt AN U] 4 10 o I- | o OO PP PP PPPPPPPPPPPUPPPPRRE 3
EXECULIVE SUMMIAIY oo e e e e e e e e e e e e e e e e e e e ee e e e e eeaeaeaeas 3
(Co 1 I TaTe O] o [=To1 4 1VZ=T ST PUPN 5
Problem STatE@MENT ..ottt st r e s s sreenr e reere e 5
R YeloT 0TI D =Y 1oVl o o TSR 5

[ Yolo] o T T U T TP TP PP PP PR 5
L@ T ey Yol o 1RSSR 5
SUCCESS CIITRIIA eveiitieiiii ittt sttt e s bt e s bt e s bt e s ab e e s b e e s ba e e s aa e e sba e e sane e s baeesnneesnaeesnneenns 6
RISKS .ttt ettt ettt ettt s e h et h e e e bt e Rt e e bt e eh bt e e a et e e h bt e e R a e e R bt e eab e e eR bt e e bt e eR bt e s b e e aab e e sabeennbeesareenanes 6
F ST T 0] o1 o N 6
(00 g1y =Y o | PP PP PPTTO PRt 7

2 o To XY | S 7

Tole] 414 =10 T X d oo IR TP TSP P TP R T PRPPRP 7
1. DeVelop @ GOVEINANCE TEAM ...uuuiiiiieieieiciittieeeeeesecttreeeeeeeeesttteeeeaessasassaeeeaesaasssstaaeeesssasasstasseasesesassenseeseannnn 7
B 0 LA (oY o =Y T [ =T g =] A o PSSR 8

) TNV To T o =Y 21 - [ T USSP SRS 8
B. State of Missouri Onboarding HOMEPAEZE ........ueeiiiiieeeiiiie ettt et e et e e ete e e et e e e etv e e e eataeeesaraeaean 8
€. HOW DO 121ttt ettt ettt et s s s a e s h e a e et et s ae e s r e r et r e en e e nnesreenrees 8
D. Communication & Information Sharing CENTEr ........coiviiiiiieiee e e sreee s 9
T |V [o o 11 L=l L= = o RPN 9
R Y 1= 1oy o o = ot N 9
(T 1 1o = T2 A €T 1Y =T g - o T 9
3 Create a high level checklist for Managers to fOllOW ..........cooviiiiiciie e 10
4.  Consolidate Surveys for FEEADACK .........uviiiiiiee e e e e 10
5 CONSOIIAAE INEFANETS....couceieer et ettt e e e e s s s st s st ses e ses st ses st sese e semeas seseas semenens 10
6 Develop Pilot MeNntorship PrOSIam.........ccccce it ss st se s eres e etesass esass e et seesesssssnsesssnsasessessssssssssreens 11
7. CoNSOlidate TraiNiNg COUISES.....uiiiiiieieiiecieeteetestesteetestesteseete st atesesessrtesaesessasseesaessesaessasaesbasbassansessessensessennsensnnen 11

CheckliSt @aNd TIMEINE ..cooiieiiie ettt st e st e st e e sab e s bt e sab e e st e e sab e e smbeesnteesaneennnes 12

WWOTK PLAN.c.uitiieer ettt sttt et s e sen s e ses e s s s s ses o ses ot ses et ses ot ses i ses et seeeeh e eR bt sh e eR b eeehsenerseeernares 14

EXQMIPIE SUIVEY ...etiueiei et ettt cte sttt et et s e s te st s et s eaeste st sesses et esesaseee sesses et erseae et aes sessas et ereaa et senses et enssre et sersnssessrsersansaen 15

Page | 2



Project Summary:

Executive Summary

As part of the Leadership Academy capstone project, participants were assigned the task to review and
offer a proposal to improve onboarding processes for new hires in the 16 executive branch
departments. The team began by drafting a problem statement of: In the next 12 months, how can we
create a cost effective State of Missouri onboarding experience that provides every new state employee
with the essential training and information to begin a successful career in state government.

For the State of Missouri to transition from the inconsistent manner in which we welcome, acclimate
and train our newest team members to a systematic method in which all new team members will
experience a positive and interactive introduction to their careers with the State of Missouri.

Onboarding is a term that many have heard but few can actually define. In terms of new employee
hiring, it typically gets associated with orientation. However, the two terms have entirely different
meanings. Orientation is typically a one-time event, designed to complete necessary paperwork with
the new hire, go over various employee benefits with the employee and provide a brief overview of the
job. Onboarding, on the other hand, is a series of events (including orientation) designed to help a new
employee develop a solid understanding of the organization’s history, culture, mission, priorities and
their role as it relates to those things.

Why is this differentiation important?

While orientation is performed by all state agencies in some form or another, a recent survey of our 16
executive branch agencies (2019 SOM Employer Survey), none were identified as having a strong
onboarding process in place. In addition, the orientation processes currently in place differed
significantly from agency to agency and in many cases, primarily consisted of filling out paperwork and
watching videos. Missouri government is not alone in this phenomenon. The Human Capital Institute
found that 58% of organizations say their onboarding process is focused on processes and paperwork
only. (Source: http://www.hci.org/files/field content file/2016%20Talent%20Pulse%20TA.pdf)

Why is this a problem?

According to the Office of Administration, 16% of new hires to Missouri government voluntarily resign
within the first 12 months. In 2017, that percentage equated into 1,446 new employees leaving
employment within the 1* year.

In terms of monetary costs, such a high turnover rate has significant ramifications. According to the
Society of Human Resource Management (SHRM), each employee who leaves an organization within the
first year conservatively costs the organization 6-9 months of salary. Based on that assumption,
Missouri government is incurring approximately $28 million in direct costs per year, based on new hires
who start employment with an annual salary of $30,000.

In addition, Josh Bersin of Deloitte, a global leader in human capital consulting, suggests that the true
cost of losing a new hire within the first year is actually much higher, in terms of the damage to
employee productivity, customer service, employee engagement and the overall cultural impact that
occurs at work when the new person leaves.
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While employees leave for a variety of reasons, many of these reasons are preventable and have a direct
connection to a lack of effective onboarding.

According to research by Glassdoor, having a successful onboarding process can improve new hire
retention by 82% and productivity by 70%. (Source: The True Cost of a Bad Hire, Laurano, 2015.)

In addition to the lack of a robust onboarding process, the new employee orientation process is
disjointed and inconsistent in the quantity and types of information shared with new employees.
According to the 2019 SOM Employer Survey, 41% of agencies did not share their placemats with new
hires, 45% did not share their strategic plans with new staff, 27% did not share their organizational
charts with employees and 36% made no effort to connect new hires with department leadership. In
addition, only 18% provided specific information about ENGAGE.

What Needs to Happen?

Missouri government must develop a comprehensive new employee onboarding strategy that includes
the following:

1) Established ownership of this process

2) Orientation process that is consistent, ensures accurate and complete paperwork transactions,
provides a consistent and thorough explanation of state government benefits and identifies and
provides a minimum list of training exercises necessary for ALL state employees, regardless of
job title.

3) Introduction to the history and culture of state government, as well as the respective agency.

4) Discussion of mission and priorities of agency, program and job.

5) Assignment of a mentor (Doesn’t necessarily have to be co-worker) who will reach out
independently of Supervisor to check in on the new hire on specific dates: (1 week, 1 month, 3
months, 6 months, 1 year).

6) Commitment of Supervisors to ensure new hires feel connected. (Strategies to be determined)
The team also defined what was and what was not within scope. The scope will include:
recommendations to improve internal communications, including surveys, checklist for all hiring
managers to use and recommendations from human resource community on MO Learning courses
related to onboarding.

The team will also offer recommendations as it relates to governance. This governance is to ensure that
the material is current, correct and continuous improvement is a major focus. To achieve this goal, a
diverse group from the departments will ensure buy in and capture all aspects from the diverse
workforce.

The Capstone Team surveyed each department on their current processes, surveyed new hires within
each department to get a baseline of where we are today and reached out to the federal government
and private sector to see how they do onboarding.
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Goal and Objectives

The goal and objective of this project is to provide a proposal and a presentation that will improve the
onboarding process for all State of Missouri new employees.

Problem Statement

In the next 12 months, how can we create a cost effective State of Missouri onboarding experience that
provides every new state employee with the essential training and information to begin a successful
career in state government.

Scope Definition

In Scope

In an effort to improve the State of Missouri onboarding experience, the team is proposing an intranet
site and videos that will be specific to State of Missouri onboarding process. This site will provide
information that is crucial for the entire organization. In addition to the intranet site, the team will also
provide additional recommendations to improve internal communications, including surveys, checklist
for all hiring managers to use and recommendations from the governance team on MO Learning courses
related to onboarding.

The team will also offer recommendations as it relates to governance. This governance is to ensure that
the material is current, correct and continuous improvement is a major focus. To achieve this goal, a
diverse cross department group of human resource staff and business leaders will ensure “buy in” and
capture all aspects from the diverse workforce.

Out of Scope

The project is to only offer a recommendation, the team also agreed that the implementation of any
solution, including an intranet site, would be out of scope. Assuming that management approves this
proposal, any future development will be completed as a separate effort.
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Success Criteria

The success criteria for this project will include the completion of the proposal and presentation.

Risks
No Risk Description Mitigation Plan Probability Impact
; (H/M/L)  (H/M/L)
1 Not establishing an owner or Ensure management agrees with M H
governance team recommended owner and
governance team
2 Multiple departments doing the Communication to each department M H
same work to maintain content. that the effort is to maintain one
Currently there are 12 Intranet statewide process to eliminate
sites used for onboarding. duplication.
3 | Resources will not be available to | Management to mandate team M H
maintain content (lack of participation and ensure resources
governance) are made available
4 | “Buyin” from hiring managers Good communication plan is needed M H
to express why onboarding is so
important
Assumptions
No. Assumptions

1 | If approved, the recommendations within the proposal will be implemented as a separate
effort.

2 | Governance team will be established and adopt the recommendation.
3 | Any required training will be provided.

4 | Senior leadership will encourage and promote the use of the intranet site, establishing
governance, consolidating training courses and doing a pilot mentorship program.
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No. Assumptions

5 | Intranet site should launch with a core set of features that provide value to the organization.

6 | Development of the intranet site will be incremental.

Constraints
No. Constraints
1  Budget and time.
2 | Project team does not have the authority to approve or implement solution.
3 | New hires are spread across multiple departments and geographical areas.
4 | The size and complexity of working across multiple departments
5 | Governance team does not currently exist.

6 | Development of materials for the site and for communication to all the agencies.

7 | Marketing and branding

Proposal

Recommendation

To improve the onboarding experience for all new state employees, we are suggesting the development
of a diverse governance team, a central intranet onboarding website, an onboarding checklist and a
consolidated list of training via MO Learning or other tools to ensure same training is happening across
the executive branch. Below are specific recommendations and content to be considered:

Develop a Governance Team

Develop an intranet site

Provide a high level checklist for hiring managers to follow
Consolidate surveys for feedback

Consolidate Intranets

Develop pilot Mentorship Program

NouhsewNRE

Consolidate training courses

1. Develop a Governance Team
Summary: Develop a team with staff that are subject matter experts in the hiring process, training
materials and communication. Governance team should consist of one owner (OA Division of
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Personnel Director) along with a cross department team of human resource professionals and

business leaders.

e This team will be responsible for the following:

0}
(0}

The team will be accountable for keeping content relevant and updated
Communication plan on how and when to communicate to the human resource
community on changes to the onboarding process and how to communicate
feedback

Videos — the production of videos including a welcome message from the
Governor and Executive Staff

Assigning resources to navigate MO Learning courses to develop onboarding
training paths for staff

Develop surveys and meet regularly to discuss the feedback to improve process

2. Develop an Intranet Site

A. Develop a Brand

Summary: Creative name that will encourage and inspire agencies to adopt the new intranet site.

e Build a brand around a united workforce and provides the State of Missouri mission.

e For purposes of the presentation we used “Gear Up” for the brand.

B. State of Missouri Onboarding Homepage

Summary: Static high-level information deemed critical to the mission of The State of Missouri to

appear on the intranet homepage.

e Information to include to keep people coming back:

©O OO0 OO0 O O o0 o

C. How Do I?

State of Missouri Mission Statement

Listing of all the executive branch departments

Videos (Mo Learning, EGAGE, Governor’s welcome message, etc.)
Quotes updated monthly from feedback surveys related to onboarding
Statewide Projects

State of Missouri news (social media, events, podcasts)
Initiatives/Placemats

Links to all department social media

Links to helpful resources

Summary: Section for staff who want to know how to do something.

0 How Do I (technical and non-technical)

= Onboarding/Off boarding
=  Procedures

= Request services

= Office supplies

= Continue Education
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=  Evacuate the building in the case of an emergency

= Use the tools ITSD provides

= Reserve a state vehicle

=  Find state surplus property (MoREUSE)

=  Find paystubs, benefits, etc. (ESS)

= Learn more about Missouri Way/Leadership Academy/Project Management

D. Communication & Information Sharing Center

F.

Summary: Communication regarding State Wide Initiatives.

One of the things that would greatly benefit State staff is a place to locate messages that have
been delivered by the Governor’s office.

ENGAGE
MO Learning
Pulse Survey results

©O O O O

Holiday Messages

Mobile Design
Summary: All employees may not have access to a PC. The site and it’s tools need to be built with
mobile devices in mind.

Agency Projects
Summary: A page that dynamically displays and describes an agencies top five projects (could be
active or upcoming).

e CITGC projects
e Need ability to filter by agency

Intranet Governance

Summary: In order for the statewide intranet site to be successful, it will need to be governed.
We propose it would be the responsibility of a governance committee to ensure the site is aligned
with statewide goals and to ensure the information is maintained and relevant.

e Governance committee could consist of a:
0 OA Division of Personnel Director
0 Communications Team Lead (PIOs)
O HR Core Team
O Business leaders

e Responsibilities of OA Division of Personnel Director:

0 To communicate statewide initiatives
O Toensure each department is represented.

Page | 9



0 Support the governance committee.

e Responsibilities of the Communications Team Lead (PIOs)

0 Accountable for the governance committee for the site, ensuring it is aligned with
statewide and department goals.

0 Point of contact for communicating information to their department

0 Accountable for development of a schedule for required updates to content on the
site

0 Regularly review site content to identify and implement new features, updates, and
changes to keep the site relevant, current, and interesting

0 Accountable to ensure the agreed upon new features, updates, and changes are
implemented

0 Hold committee meetings when needed

0 Communicating with senior management regarding the resources required to
complete the work the governance committee agrees upon

e Responsibilities of the HR core team and representatives from each department:
0 Represent department at the governance committee meetings
0 Ensure all teams are kept informed of actions, changes, updates, initiatives, etc. that
come from the governance committee
0 Establishing the standards, design, and templates the site needs to follow

@]

To ensure the content is maintained and updated for their respective area
0 Collaborate on feedback from surveys and how to continue improving the onboarding
process

3. Create a high level checklist for HR, Supervisors and Mentors to follow

What we have learned from our research is that each department has a different way of onboarding
their employees. Some do a great job and others are lacking. A high level checklist will provide those
managers guidance on what should be covered during the onboarding process. Please see Page 12

4. Consolidate surveys for feedback

Evaluate and identify a common tool and survey questions to be used across state government and
eliminate duplicative surveys. This would increase awareness and the review of data that is received will
be more consistent.

5. Consolidate Intranets

From the research we have done regarding onboarding, we were able to identify 12 different intranet
sites that store similar information. All listed below. Keeping this information updated and relevant is
time consuming when you multiply the work times 12. If we were able to create one statewide intranet
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for onboarding, we could reduce numerous amounts of work for the departments keeping this
information relevant.

Agriculture - https://intranet.state.mo.us/agriculture/employee-benefits/

Corrections - https://docintranet.state.mo.us/

Elementary and Secondary Education — https://intranet.state.mo.us/dese/human-resources/

Higher Education — https://intranet.state.mo.us/dhe/

Economic Development - https://intranet.state.mo.us/dedconnected/human-resources/

Health - http://dhssnet.state.mo.us/employeeinfo/

Labor - http://intra.labor.mo.gov/newEmployee/

Mental Heath - https://intranet.state.mo.us/dmhonline/offices/human-resources/

Natural Resources - https://n-nrintra.ads.state.mo.us/das/hr/prof-dev/neo-portal/default.htm Office of
Administration - http://intranet.state.mo.us/oa/neo-index/

Revenue - https://intranet.state.mo.us/dor/administration/new-employee-information/

Social Services - http://dssweb/dpl/

MODOT - http://sp/sites/hr/EmployeeDevelopment/SitePages/Gear%20Up.aspx

6. Develop Pilot Mentorship Program
After researching the best practices of the industry, we have determined that a mentorship program
is essential to a successful onboarding program. This program provides the new hire a sense of
connection and a resource to go to when they have questions or need assistance. Please see
Onboarding checklist and timeline on the responsibilities of the mentor.

7. Consolidate Training Courses
0 After reviewing research from the surveys sent out to the 16 agencies, we have determined the
below training are something that should be uniform and done the same way across state
government.

o Diversity

e Sexual Harassment

e Workplace Violence

e Cyber Security — Already one solution
e HIPAA/FERPA (where applicable)
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Onboarding Checklist and Timeline

g ONEBOARDING CHECKLIST

REQINRED

State

State of Missoun
Cremrviesy

= Ewxpoutive Branch Structure -
* Sitewice Policies

Department Mlacemats

Smte Resounces

Limies, to Wisbsites:

¢ Leadershiplibrarymougow
* Bettergowermmentmo.goy
¢ Strateqgicchange.mo. gov

# Missourivay. mo.goy

Leadershi demy. mo.gow
Showmechallenge.mo.gow
Oacames. mo. goy
Budgetenplorer.mo.gow

- & B &

New Employee * Wis * Enplanation of Retirement
Meets with HR # Direct Deposit ¢ |nsurance - Health, Lite, Dentad,
Member to Fill Cut | & Emergency contact and Vision
Fapenwork
Security Accens Frovide state tadge for sescurity and after-hours access

Provide a rescurce tor new emiployes fo reach out o it they hawe
Rascuros questions

# Harassmernt « FERPA * ‘Workplace Viclence
Traiining Resources | * Diversity * Cyber Security

&« HIFA. Training

« E55 * SELF * Cafeteria Plan
Smte Resounoes « BIOST = ADA

* WaSave ¢ [Dpdered Comp

* State Holidays & Chertime Pay
Gereral # fnnual and Sick Leawe * Safety Coondinator
Information # Explain Leave without pay # ‘Workers' Compensation

# FMLA

Fde ot first month

Cartimuows W Em n--:-]f-ee surveEy o .

First Month Improvernent Follow up with new employees on any guessions

Cluarterly Fulse Sureey

Supervisor

Prior to Request To
Hane

Supenvisor to submit a fwo week timeSine of new hire tasks for teo weeks
on the job including training actrvities and work activities

\Week Bed Conmtact the # ‘Whene to pank * e code
F:B = nerw hine via * ‘When and whene to = Any irformation needed
' ¥ phone arrmee befone first day
beet with new employee at 8:100 am
Shaw new Prowice othioe supplies
b e i
thesr desk
Tour she * [Restooms * Conferencs moms
facility * Emergency axits *» Supply closet
# Cateteria
Ciay 1 Mpat the team | Introduce new employes o the team

Timeline of what they can expect tor the cnboarding process

Show mew employee how to log into their computer

Provice email address and phone number

Techncrcay Frinter connections and locations
State of Missown computer usage pocy
R Froside a resourcedmentor for new employes to neach

out to it they have questions
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REQUIRED

Supervisor (Continued)

Mpas wish Provice Department’s Mission and Placemat
enscutive Explain the new employees role in achieving that
MaAranement Mmissaon
team
First Wesk # Provide IT support * Phone system
phone number and ¢ labiber
tichoeting system ¢ Cther sechnology
Tecmology # Tirme accownting related to their new
system postion
* Cilobal address list
Frovide key role description
Performance measues
Performance —
Employes development and tramning path
EMGAGE prooess and REFLECT
Make thern fee! like they are a part of the team
Imvite themn to team meetings
Meet with the new hire daily to ensue they don't feel lost
Team Schedule imeraction with colleagues to start making them feel Boe a part
ot the team
Supenisor block time on their calendar to waork with them daily during
the first week
¢ First Engage meeting  * Team meetings
Firgt Morth Performance # |dentihed framing for % Ask for feedback
specihc role
Review mission statement and their nobe in the mission
Review Review all taining conducted up to this point
Provide teediback on how thay are doing in their new
role
. o Engage meetings and review of past documentation
Firct 3 Months Improvemnant Ask for feedbac: on the onboarding process andfor
SLnEy
Al them for opinicn on technology improsements or
Tochlogy proCEss improvements

Provide application training documents: for
appications specitic to thesr job function

OPTION AL

Mentor

First Month

Mt with new
nire orce a3
waek

Social Media handles

Departrment

Specific

Imvite new employes o future department town halls

Key role job duties

Division placermat and mission statement

Departrment organization structure

Divisions within the deparment key functions

Contacts within the department to help with spedtic questions

Metworking within the organization

Tools to navigate organization's cultune

Fesources o excel in a3 new Role

Firet 3 Months

Reminders

* Towmn Halls = Siate Eesources

* Fulse Sureeys
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Next Steps

Onboarding Work Plan

7/17/2013 5/5/2015 10/25/2019  12/14/2019 2/2{2020 3/23/2020 5/12/2020 7/1/2020 8/20/2020 10/9/2020

Timeline fcheddist initial proposal |
Povide structure to teams (State, dept, supv.] |
Approval |
Gowernance [l
Gain approval 1
Roles I
Establish team -
Onboarding teams est. in each dept.
Define Content

Survey dept|s) for required trzining(s)

Research best practices (state and private sector)
Develop reporting for history of training
Approval by departments

Pilot 3-4 months in at least 2 dept.

Develop Intranet Start Date
Engage governance mDays
Contact TED for tech. guidance ETask

Develop content

Create mocks

Approval of modks

Site development

Test & preview -
Golive

Communiate new site

Pilot 3-2 months in at least 2 dept. ]
Develop pilat mentor program I

Identify agencyto pilot program

Establish guidefines for program | |
Evaluate success of pilot
Continuous improvement

Develop surveys
Monitor retention —
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Example of Survey

30 or 90 Day Follow Up Survey

Your feedback will help us continue to build a strong onboarding experience for future new hires.

Your responses are confidential. Thank you!

Rate the effectiveness of the following resources during D't Mot Somewhat - Effective
your first [20 or $0] days: Lbss Effective Effective

Meww Hire Intranet Content
Mew Hire Roadmap

Mew Hire Resource Kit
Company Intranet
Manager

Team

Please share any success or challenge you had with any of the above resources.

Rate the following statements based on your onboarding Disagree  Semewhat  Newral — Somewhat
experience during your first [30 or 90] days: Dicagres Agree

| had the resources available to get up to speed quickly,

My team halpad me establish the relationships that will
help me Be suceessful in rmy role.

My manager worked with me to define expectations for my
role,

| understand how our company’s mission and vision,
culture and values, and how they dive the way we operate.

| fieeie! ik |mache thee right decision to join the company,

Basaed on my first [30 ar 90] days, I'm likely to recommend
this onboarding experience to future new hires.

Please share any success or challenge you had with any of the above statements.

Wiary
Effective

Agren

Whial part of your onboarding Whal areas ol the onboarding Do you have any addiional comments

exporience helped you sucoeed? exporience could be improved? of thoughts?
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