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For organizations deeply rooted in their communities, Boreala Management is your partner. 

We support the development of stronger organizations by building capacity, enhancing 

collaboration and maximizing potential for sustainable positive impact. 

We offer a suite of Strategy, Human Resources and Organizational Effectiveness services that 

are designed to enhance performance and improve efficiency.

Our solutions are scalable to your exact needs, be it a large organization looking for 

additional resources to compliment a team, or a small organization looking to outsource all or 

parts of your HR function.

We have a team of over 30 multidisciplinary full-time experts, as well as subject matter expert 

partners that are ready to work as an extension of your team, dedicated to delivering results 
and creating sustainable change for lasting business impact.

Boreala Management

We listen. We commit. We empower.

Our team are dedicated to supporting our clients to increase 

effectiveness at all levels. With consulting options in Strategy, 

Governance, Talent Management and Process Improvement to name 

a few, we are your partner o build a stronger organization.

Consulting 

BorealaRISE Training

Enhance capacity for authentic growth through our employee 

development programs.  From individual contributors to people 

leaders, we offer the following portfolios, People & Strategic Leadership, 

Communication, Organization & Employee Effectiveness and Project 

Management

Benefit from having one of our expert facilitators guide you through your 

next meeting, team building session or leadership retreat.

In addition to our trained facilitators, we have certified mediators who can 

be counted on to resolve workplace conflict, mediate team dynamics or 

resolve governance issues.

Expert Facilitation & Mediation
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Positive Impact of Onboarding.

3

Fundamentals of Onboarding.

Culture and 

Connection

Creating a sense of 
belonging from day 1, 

integration with team and 
values, buddy systems and 

networking

Skills and 

Performance

Targeted and progressive 
training, essential tools, 

systems and resources, 30-
60-90-day development 

plans

Follow-up and 

Feedback

Regular check-ins and 
continuous feedback, 
real-time adjustments 

and celebrating progress
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4Ds of Onboarding.

Implement effective 

strategies for achieving 

business outcomes

Where are you now? 

Align current 

performance metrics 

with clear, measurable 

objectives

Introduction to the 
must-haves of 
onboarding

Action 
Execution

Define

Deploy

Design
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1D: Define

Guiding Questions:

Assessing your current state

• Do we have a formal onboarding program? If yes, is it 

documented?

• What does onboarding currently look like from the 

employee's perspective?

• How long does our onboarding process last? (Day 1 only? 

First week? 90 days?)

Performance & Outcomes:

• What is our retention rate for new hires at 30, 60, 90 days, 

and 1 year?

• How long does it take new hires to reach full productivity?

• What feedback have we received from recent hires 

about their experience?

Gaps & Pain Points:

• What are the most common complaints or challenges 

new hires face?

• Where do new employees seem to struggle most in their 

first 90 days?

• What do managers say about the current onboarding 

process?

• Are there roles or departments where onboarding works 

better than others? Why?

Resources:

• Who is currently responsible for onboarding? (HR? 

Managers? Team members?)

• What tools, materials, or resources do we currently use?

• What's missing that would make onboarding more 

effective?
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2 D: Design

Guiding Questions:

Structure & Timeline:

What should happen before day 1? (Pre-

boarding)

What must happen on day 1?

What does the first week need to include?

How do we structure the first 30-60-90 days?

About the 8 Must-Haves:

1. Pre-boarding:

• What communication will we send 

between offer acceptance and day 1?

• What can we do to reduce first-day 

anxiety and build excitement?

• What logistics need to be handled 

before arrival?

2. Welcome & First Impression:

• Who will greet the new employee on 

day 1?

• Is their workspace ready? (equipment, 

access, supplies)

• What experience do we want to create 

in the first hour? First day?

3. Cultural Integration & Connections:

• How will new hires learn about our 

values and culture?

• Who should they meet in the first week? 

First month?

• Will we assign a buddy or mentor? If yes, 

how do we select and train them?

4. Training & Skills Development:

• What skills are critical for this role in the 

first 30-60-90 days?

• What training will be formal vs. on-the-

job?

• How do we balance learning with 

contributing?

• What resources or learning materials will 

we provide?

5. Role Clarity & Expectations:

• How will we communicate role 

responsibilities and expectations?

• What are the specific goals or 

deliverables for 30-60-90 days?

• Who can the new hire turn to with 

questions?

6. Structured Check-ins & Feedback:

• When will check-ins happen? (Day 

1, end of week 1, 30-60-90 days?)

• Who will conduct these check-ins?

• What questions will we ask?

• How will we gather feedback from 

the new hire about their 

experience?

7. Tools, Systems & Resources:

• What tools and systems does the 

new hire need access to from day 

1?

• Where will they find important 

information and resources?

• Will we create an onboarding guide 

or portal?

8. Success Measurement:

• How will we know if onboarding is 

successful?

• What metrics will we track?

• How often will we review these 

metrics?

About Customization:

• How will onboarding differ by role, 

department, or level?

• What's universal for everyone vs. 

role-specific?

• How do we scale this across the 

organization?
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3 D: Deploy

Guiding Questions

Launching Your Program

Preparation:

• What needs to be created before launch? (templates, 

guides, schedules, checklists)

• Who needs to be trained on the new process? (managers, 

HR, buddies, team members)

• How will we communicate the new onboarding program to 

stakeholders?

Piloting:

• Will we pilot the program first? With which team or role?

• How long will the pilot last?

• What feedback will we gather during the pilot?

• What adjustments will we make before full rollout?

Stakeholder Buy-in:

• Do managers understand their role in onboarding?

• How will we get leadership support and visibility?

• What objections or resistance might we face? How will we 

address them?

Execution:

• Who owns each part of the onboarding process?

• How will we track completion and accountability?

• What happens if someone drops the ball?

Communication:

• How will new hires know what to expect?

• How will we communicate the onboarding schedule and 

milestones?

• How do we keep all stakeholders informed throughout the 

process?
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4D: Action 

Execution

Guiding Questions

Metrics:
• What are our 3-5 key metrics for onboarding success?
• How will we collect this data?
• What's our baseline? What's our target?
• Who is responsible for tracking and reporting on these metrics?

Feedback Collection:
• When will we ask new hires for feedback? (After day 1? Week 1? 30-60-

90 days?)
• What questions will we ask?
• How will we gather feedback from managers and buddies?
• How do we create a safe space for honest feedback?

Analysis:
• How often will we review onboarding data and feedback?
• Who is involved in reviewing and analyzing results?
• What trends or patterns are we seeing?
• Where are the biggest opportunities for improvement?

Iteration:
• Based on feedback and data, what needs to change?
• How quickly can we implement improvements?
• How will we test changes before rolling them out broadly?
• How do we balance consistency with continuous improvement?

Sustainability:
• How do we keep onboarding a priority as the organization evolves?
• Who champions onboarding long-term?
• How often do we do a full program review?
• How do we stay current with best practices and employee 

expectations?

Celebration:
• How do we recognize and celebrate onboarding successes?
• How do we acknowledge the people who make great onboarding 

happen?
• What wins can we share to build momentum?

8



DESIGNING AN ONBOARDING PROGRAM FOR IMPACT       © BOREALA MANAGEMENT

Time to 
Productivity

▪ How long it takes for a new hire to reach expected performance levels

▪ E.g., time to first project completion, able to complete tasks without support, 
etc.

 This is a direct indicator of onboarding effectiveness.

New Hire 
Retention

▪ Track turnover within the first 3, 6, 12 months

▪ Early attrition rate is especially important. Note: attrition measures the 
percentage of employees who leave an organization without being 
immediately replaced. 

Poor onboarding is a leading cause of early exits

Performance 
Outcomes

▪ First performance conversations, especially if there is a probation period

▪ Review goal attainment in the first 3-6 months

 Shows whether onboarding is preparing employees for success

Onboarding 
Completion 

Rate

▪ % of onboarding tasks, training modules, or milestones completed on time

 Identifies process gaps and lack of engagement

▪ Week 1: First impressions (clarity, welcome, tools)

▪ 30 Days: Role clarity and support

▪ 90 Days: Overall onboarding experience + feedback for ongoing improvement

New Hire 
Surveys

▪ Could be included in the 90-day new hire survey

▪ How likely are you to recommend this organization based on your onboarding 
experience?

▪ It’s a simple, comparable satisfaction metric

New Hire Net 
Promoter 

Score (eNPS)

▪ If the employee was assigned a buddy, ask general questions around how 
well the new hire is integrating operationally and socially within the team

▪ Analyze if there are any patterns or recurring issues across new hires

Peer/Buddy 
Feedback

▪ Are new hires ramping up as expected?

▪ Where are the biggest gaps?

▪ Are managers spending extra time filling onboarding gaps?

Manager 
Feedback

Core Onboarding KPIs. (Quantitative & Qualitative Metrics)
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▪ Participation in meetings, trainings, team activities

▪ Willingness to ask questions or contribute to ideas

Early 
Engagement 

Levels

▪ Frequency and quality of 1:1 meetings during the first 90 days

▪ This is a strong predictor of onboarding success

Manager 
Check-ins

▪ How quickly new hires build internal connections, within and across 
departments

▪ This can sometimes be measured via collaboration tools or check-ins

Network 
Development
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Continuous Improvement Loop.

1. Collect data (KPIs + surveys + interviews)

2. Identify patterns

▪ Where do people struggle the most? Is it tools, role clarity, organizational 
culture?

3. Prioritize improvements

▪ Fix high-impact gaps first – is it unclear expectations or roles and 
responsibilities, missing training?

4. Test changes

▪ Test changes with upcoming new hires over a certain period of time

5. Re-measure

▪ Compare before and after metrics

Core Onboarding KPIs. (Quantitative & Qualitative Metrics)
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Contact Us
Have any questions? 
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