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Onboarding
SUPPORTING A POSITIVE EXPERIENCE

Objectives

▪Why is Onboarding Important?

▪Resource Identification & Allocation

▪Tips and tools

▪Own the Experience
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Why is Onboarding Important?

Who:

What: A systematic process of learning through multiple pathways 
and methods that provides vital information on what to do and how 
to do it for a particular role (in research)

Why is Onboarding Important?

When: First day of new role (but wait—it’s really PRIOR to the first 
day!)—and continuing through time

Where: Onsite, Remote-Virtually
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Why is Onboarding Important?
Why: 

▪Ensure that someone new to a role is 
informed of the tasks and responsibilities 
of their role; 

▪How to complete those tasks

▪Ensure that identification & allocation of 
resources for the role are properly utilized.  

▪In addition, adherence to research-related 
rules and regulations must be followed.  

How:  In-person or virtual meetings, 
trainings, observations, self-directed 
reading/learning, online modules, 
connection to other research 
professionals and team

Chat Storm

What was the most anxiety-producing part 
of your first day?  



RPN Workshop December 2023
Onboarding 4

Why is it so important?
▪We all have had a first day—supportive preparation and implementation of 
onboarding allows for a smooth and planned start to a person in a new role

▪Sets expectations—What is taught during onboarding and how it is delivered 
will set the tone and expectation of high-quality work for a new team member 
Everyone wants to succeed!

▪Provides a structure and timeline for learning 

▪Provides a basis for future competency testing—and can be linked to those 
competencies for review and continued education

▪Study quality and staff retention may be related to a positive onboarding 
experience

Size/Scale will affect Onboarding

1:1 (Smaller-
scale) PI and 

role

2-5 (Mid-scale) 
PI, Research 

Team, and role

>5 (larger-scale) 
PI, Research 

Team, and role
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Zoom Poll Question
Which Size/Scale of team would you consider yourself today?

• Smaller (1:1)

• Mid-Scale (2-5)

• Larger-Scale (>5)

Where does it start?  (Tips for Administrators)

▪Starts at the submission of a position with Human Resources (HR)
▪ Job description should identify the responsibilities of the role

▪Providing HR a short description of the desired candidates to prescreen applicants 
including working hours, special requests, and specific requirements

▪Ensuring HR understands the turnaround timelines needed to ensure a hire by desired 
date

▪ Interviewing candidates and providing clear timelines to decisions and communicating 
any changes

▪Welcoming a confirmed candidate after offer acceptance



RPN Workshop December 2023
Onboarding 6

See you at Day 1? (Tips for Administrators)
▪Pre-onboarding with HR
▪ reaching out to Human Resources and candidate ahead of first day

▪Correspond and set up meeting the week prior with recruit for 1st day 
expectations

▪Prepare for the functional basics
▪ Request phone, pager, IT, network, electronic training accesses

▪ Building accesses

▪ Consider utilizing a checklist 

See you at Day 1? (Tips for Onboardees)
▪Pre-onboarding with HR & Hiring manager
▪ reach out to both prior to your first day! 

▪Ask if you can have a short meeting the week prior to discuss any questions you 
have and expectations 

▪Ask if you need special accesses or privileges to complete 
first day activities
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Onboarding methods (Onboardees)
▪Dependent upon size of team

▪Paper/Electronic Binders

▪Checklists
▪ Manager/Supervisor checklist for accesses, resources, 
▪ New team member: to ensure items of access and resources have been granted

▪Orientation Schedule & Calendar
▪ Provides a weekly schedule of learning objectives for new team member
▪ Allows for positive dialogue between team and new team member
▪ Provide rubric for future competency assurance

▪Online learning

▪Observation

▪In-person meetings/trainings (with one or more persons on team—provides opportunity for meeting team 
members and learning different perspectives (may open up mentorship opportunities—refer to “Owning the 
Process”)
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Onboarding items
▪Functional Basics
▪ Phone/pager/computer logins, accesses (emr, edc, network drives)

▪ Building Accesses

▪General Research Training
▪ Certifications for GCP, HIPAA etc

▪ Laboratory safety/utilization

▪ IRB if applicable

▪ Research Finance if applicable

▪ Specific-departmental level research process SOPs and workflows

▪Project-specific
▪ Access to protocol/grant for specifics

▪ Observation of processes where research must be integrated

▪ Logistics and timing of project-specific duties

Small Group Breakout 
Discussion: (5 minutes)

1. Did you feel that the onboarding you most recently 
experienced was well-structured and aided in your 
orientation to your role? 

◦ If yes-what helped?
◦ If no-what happened?

2. What tools were used in your onboarding experience?
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Why is it so important?
▪We all have had a first day—supportive preparation and implementation of 
onboarding allows for a smooth and planned start to a person in a new role

▪Sets expectations—What is taught during onboarding and how it is delivered 
will set the tone and expectation of high-quality work for a new team member 
Everyone wants to succeed!

▪Provides a structure and timeline for learning 

▪Provides a basis for future competency testing—and can be linked to those 
competencies for review and continued education

▪Study quality and staff retention may be related to a positive onboarding 
experience

Word Cloud

Thinking about your most recent onboarding 
experience, choose a word that best describes 

it.

https://www.menti.com/bl2huygkrsnb

https://www.menti.com/bl2huygkrsnb
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Impact & Ownership

If you do not know where you are 
going, every road will get you nowhere 

– Henry A. Kissinger

Gauging the Impact of Onboarding

Know the primary goal

• Training

• Competency

• Values and culture

Define measurable metrics

• Onboarding completion time

• Time to productivity

• Consistency and compliance

• Competency Based Assessments
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An Early Picture of Success

• Completed essential training
• Demonstrate competence with required skills
• Understands what the deliverables are
• Aware of any gaps & how to fill them
• Knows when check in meetings will occur to evaluate progress

Is it Working? 
Solicit Feedback:

• Surveys

• 360- evaluations

• One-to-one meetings

Revising the Process: 

• Review suggestions and 

feedback

• Do the metrics show goals are 

being met? 
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Zoom Poll Question
Have you ever been asked to evaluate or provide feedback after 
onboarding? 

• Yes

• No

• What’s onboarding? 

According to an article in the 
Journal of Medical Practice 
Management:

• 20% of staff turnover occurs 
in the first 45 days of 
employment  

• 1 in 10 employees leave due 
to a poor onboarding 
experience

Reference:
Hills, L., D.A. (2022). Creating an exceptional 
onboarding experience for your new employees. 
The Journal of Medical Practice Management : 
MPM, 37(6), 278-283.
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Owning the Process - Onboarding Yourself

Understand what already exists in 
the way of onboarding.

• Online portal, checklists, manuals 
and handbooks

• Ask a colleague who has been 
through the process

• Seek out support

Identify your gaps

• Get to know your job description 

• Identify a strategy to fill the gaps

• Draft a timeline 

• Do you feel competent in 
performing the tasks(s)?

What you need to know vs. 
Who you need to know

Finding support

• Identify your advocates and build these relationships

Identify Stakeholders (map):
•People closer to you on the map are likely to be 
more helpful with the day-to-day functioning of your role.

•Further out the more strategic your relationship with 
them is likely to be. 
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Owning the Process

Proactive and Positive

Clarify expectations – Ask questions
• Invest the time to learn what is expected

•Will you spend time shadowing others?

• Hold off on making any changes immediately

• Learn the why behind current processes
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Chat Storm Question:

How long does it take to onboard a new employee? 

How long does it take?
Onboarding is a comprehensive process involving 
management and other employees that can last up to 12 
months. - https://www.shrm.org

..."most effective organizations onboard new hires for the 
duration of their first year..." https://hbr.org/2018/12/to-retain-new-hires-
spend-more-time-onboarding-them

https://www.shrm.org
https://hbr.org/2018/12/to-retain-new-hires-spend-more-time-onboarding-them
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Existing Team & New Relationships
•Recognize that it may take some time for you to be fully 
acclimated into the work team.

•Spend time listening and observing

•Avoid making assumptions or judgments based on your 
previous experiences

•Attempt to embrace the team culture and find your fit 
within it.

Environment for Growth
• New environment, new people, new projects, and new processes.

• Exciting and Stressful – focus on the positive

• Reframe minor disappointments and small discrepancies    
in expectations.
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Questions? 


