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Abstract

The pre-entry phase is increasingly garnering attention among companies as an
underutilized timeframe between recruiting and onboarding, a fact reflected by an
increasing amount of practitioner’s literature on the matter. And as companies
experience pre-entry employee turnover — employees leaving before their 1%t official
workday — preboarding has entered the business world as measures that can help in
combatting this phenomenon. However, the scientific research on the matter is still
comparatively sparse, rendering scientific dialog that explicitly covers this phase often
speculative. This study aims to explore the pre-entry phase and preboarding in the
context of organizational socialization and pre-entry turnover and how preboarding
practices should be implemented according to organizations in order to reduce pre-
entry employee turnover most effectively. Using a qualitative approach consisting of
semi-structured interviews and based upon a process model relating onboarding
content strategies to pre-entry turnover, this thesis provides an updated model of
measures, outcomes and framework conditions, that influence the socialization and,
ultimately, the turnover rate during the pre-entry phase. The results to this study may
provide a basis for further researching specific factors of the pre-entry phase and may
serve as a valuable source of information for HR departments in adapting their activities

in the pre-entry phase more effectively.

Keywords: Onboarding, Preboarding, Recruiting, turnover, pre-entry, pre-entry

employee turnover, employee-sided turnover



Zusammenfassung

Die Pre-Entry-Phase wird von Unternehmen zunehmend als eine bis dato
unzureichend beachtete Phase zwischen Recruiting und Onboarding wahrgenommen.
In Verbindung mit dem sich zunehmend haufenden Ph&nomen steigender
Mitarbeitendenfluktuation vor dem 1. Arbeitstag halt ,Preboarding“ als Dachbegriff flr
MalRnahmen, die dieser Entwicklung entgegensteuern, zunehmend Einzug in die
Geschaftswelt. Wahrend das Literaturvolumen vonseiten der Praxistreibenden
hinsichtlich der Pre-Entry-Phase zwar zunimmit, ist die wissenschaftliche Forschung zu
diesem Thema jedoch noch vergleichsweise spérlich; Wissenschaftlicher Dialog in
Bezug auf diese Phase ist somit haufig spekulativer Natur. Ziele dieser Arbeit sind die
Untersuchung der Pre-Entry-Phase bzw. unternehmensseitig eingefiihrter
Preboarding-Malinahmen im Kontext von Organisationssozialisationsprozessen bzw.
Pre-Entry-Mitarbeitendenfluktuation sowie die Erforschung der aus Sicht individueller
Unternehmen optimalen Implementierung von Preboarding-Praktiken innerhalb der
eigenen Unternehmensprozesse zur Gewdéhrleistung einer moglichst effektiven
Reduktion der Mitarbeitendenfluktuation im Zuge der Pre-Entry-Phase. Unter
Anwendung eines qualitativen Forschungsansatzes bestehend aus semi-strukturierten
Interviews sowie einem Prozessmodell, in welchem auf Basis inhaltlicher
Kategorisierungen  definierte  Onboarding-Strategien  in  Verbindung  mit
Mitarbeitendenfluktuation vor dem ersten Arbeitstag gesetzt werden, wird in dieser
Arbeit ein aktualisiertes Prozessmodell unter Einbeziehung von Mal3nahmen,
Richtwerten sowie beeinflussenden Rahmenkonditionen, die Auswirkungen auf den
Sozialisierungsprozess und infolgedessen die Mitarbeitendenfluktuationsrate der Pre-
Entry-Phase ausuben, prasentiert. Die Ergebnisse dieser Studie kdnnen als
Fundamentierung fur weitere Forschungsbemuihungen in Bezug auf die Pre-Entry-
Phase dienen wund somit eine sachdienliche Informationsgrundlage fur
Personalabteilungen in deren Bestreben, ein effektiveres MalRnahmenportfolio zur

Gestaltung der Pre-Entry-Phase zu schaffen, bilden.

Keywords: Onboarding, Preboarding, Recruiting, Fluktuation, Pre-Entry, Pre-Entry-
Mitarbeitendenfluktuation
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1. Introduction

1.1 Research Context

“Pre-entry” describes the period during an onboarding process after an employee has
signed their employment contract but before their actual first day of work (Klein &
Heuser, 2008, p. 313). During this phase, a specific subset of onboarding measures

named “preboarding” is implemented (Haufe Redaktion, 2021).

Companies have in recent years recognized the importance of preboarding measures
in their onboarding journey — a trend which is also reflected in practitioners’ literature:
A survey published by business and software solution provider Haufe in January 2024
found that 84% of businesses are considering the pre-entry phase in their onboarding
efforts (Haufe, 2024, p. 6), a stark increase from Klein & Polin (2012) who, in a study
conducted with the HR association Society of Human Resource Management (SHRM),
found that only 15% started the process during pre-entry and another 14% during the

recruitment/hiring process (Klein & Polin, 2012, p. 24).

One of the main reasons as to why preboarding is considered increasingly important
for companies is the growing phenomenon of employee turnover during pre-entry: In
2017, 26% of companies have reported employee-sided terminations (Haufe, 2017,
p. 4) this number increased to 30% by 2020 (Haufe, 2020, p. 6) and further to 36% by
2023, signaling that more and more employees are either unable or unwilling to attend

accepted job offers (Haufe 2024, p. 4).

1.1.1  Ghosting: An Extreme Form of Pre-entry Employee Turnover

In some cases, would-be employees would disappear from the communication process
with little to no advance notice. This practice is known as “ghosting”, a term originating
in online dating, and it has been experienced by 77% of companies according to a
survey by Indeed (Threlkeld, 2021). The survey further stated that a substantial number
of employers (46%) believed that employee-sided ghosting has increased since the
beginning of the Covid pandemic (Threlkeld, 2021), albeit other surveys indicate a
beginning of the trend from 2017 onward (Lewis, 2019). The phenomenon is not

particularly prevalent among certain age groups and 70% of “ghosters” are reportedly
1



employed full-time. Notably, around one fifth of employee-sided ghosting (22%)
happens during the preboarding phase — when there is already a designated workplace

for the would-be employee in preparation (Lewis, 2019).

1.1.2 Costs and Expenses for Companies

Naturally, it is not favorable for companies if employees terminate their employee
contract before their 15 workday: A report published by recruiting software provider
Jobvite conducted in 2023 stated that it takes 47.5 days (about 1 and a half months)
on average for a company to fill a vacant position (Jobvite, 2023, p. 20). The cost-per-
hire for recruiting employees averages at around 3,000-5,000 USD p/a, although this
number can vary greatly depending on average industry turnover rates, organization

size, and recruiting processes (Bika, 2023).

1.2 Research Problem

Organizational socialization has received extensive and faceted research in the past.
The organizational socialization process as a whole (e.g., Saks & Ashforth, 1997b), the
definition of socialization tactics (e.g., Van Maanen & Schein, 1979; Jones, 1986), and
socialization contents (e.g., Chao et al., 1994; Klein & Heuser, 2008), as well as their
relationship with each other (Ashforth et al., 2007b), the investigation of socialization
factors such as newcomer adjustment (e.g., Bauer et al., 2007; Saks et al., 2007),
relationships between information acquisition, PO-fit, and work outcomes (Saks &
Ashforth, 1997a), or job satisfaction over time (e.g., Boswell et al., 2009). The effect of
specific socialization tactics (e.g., Klein et al., 2015) or individual measures such as
Social Media usage (e.g., Leidner et al., 2020; Cai et al., 2020) or generation-specific

research (e.g., Chillakuri, 2020) have also been investigated.

Socialization timing has received some attention in the literature (e.g., Chao, 2012),
however, research on the matter is comparatively sparse (Klein & Heuser, 2008,
p. 312) and often focusses on the order in which socialization processes and tactics
occur and not on the optimal time periods. Klein & Heuser (2008) stated that for
categorizing proper periods to learn specific socialization contents, they had to
“inductively consider what [time frame] might be optimal” (Klein & Heuser, 2008,

p. 314). Riordan et al. (2001) did investigate the importance of pre-entry experiences
2



for future employee turnover — however, they leave it open as to what extent these

experiences are considered in a temporal manner.

One of the larger studies on the subject has been conducted by Klein et al. (2015) who
investigated the application, and perceived effectiveness and usefulness of specific
onboarding tactics, including the period in which they were applied (Klein et al., 2015,
p. 266). They concluded that learning socialization tactics earlier does not equate to an
increased usefulness (Klein et al., 2015, pp. 277-278), but that most practices occur
on the first day of work (Klein et al., 2015, p. 274) and that companies may make more
use of the days before to avoid information overload on newcomers upon their physical

arrival at their new company (Klein et al., 2015, p. 281).

Although Klein et al. (2015) give insights on both the timing and perceived effectiveness
of specific tactics, the question remains open as to why exactly organizations offer
certain tactics specifically during the pre-entry phase, which tactics the do not offer,
what kind of effect organizations except from doing so, and whether this expectation

was ultimately met.

Similarly, employee turnover and its relationship to organizational socialization has
received comprehensive attention (e.g., Griffeth et al., 2000). However, research is less
expanded on employee turnover occurring specifically during the pre-entry period. One
recent example of research on the matter has been Karl et al. (2021)’s study about the
reasons as to why employees ghost their prospective employer during company
recruitment. Their study found many potential mediation factors, including prior
knowledge about and perceptions of the company, and communication by recruiters
(Karl et al., 2021, p. 55).

However, Karl et al. (2021) focused more on the employee-side of things, leaving
organizational perceptions out of the matter. Further, like Riordan et al. (2001) it is not
clear on whether the pre-entry phase is regarded within the investigated period, leaving
it open on whether and how those factors change depending on whether organizations

have formally accepted an employee.



This reveals the final issue about the research on pre-entry: its intermediary position
between the recruitment/hiring phase and day 1 of work. This often leads to some
discrepancies in responsibilities of this period, where organizations may see this stage
as the responsibility of (external) recruiting agencies rather than a part of the
socialization processes within the organization. Although pre-entry and preboarding
have gained footing as a distinct phase in practitioners’ literature (e.g., Haufe
Redaktion, 2021; Trisca, 2024) and some scientific literature (Klein & Heuser, 2008,
p. 313) and although a majority of 84% of organizations actively makes use of this
phase (Haufe, 2024, p. 6), by and large, the pre-entry phase remains somewhat tucked
in between recruitment/hiring and “actual” onboarding both in definition and practical

usage.

1.3 Research Goal

As frequency and awareness among organizations in terms of pre-entry employee
turnover rises and preboarding measures are further promoted by practitioners’
literature, the research on this period should be expanded too. Given the relative
sparsity on this stage in terms of research and the contrastingly prominent level of
awareness in organizational practice, it should provide researchers with a trove of new

directions on how to examine pre-entry further.

Most importantly, this thesis aims to investigate organizational awareness and
approaches on the pre-entry phase. It aims to facilitate a more comprehensive
understanding of how the pre-entry phase is perceived and managed in-action: What
organizations know about pre-entry, what strategies and measures they are pursuing,
what they intend those strategies and measures to achieve, how far best practice and

“actual” practice diverge and why that is the case.

This understanding should provide research with new alleys to pursue and help close
the gap that pre-entry currently occupies — both between practice and theory, and

between two major organizational socialization periods.

1.4 Research Question

The central research question of this thesis is thereby as follows:
4



How should a preboarding process be defined by organizations to facilitate lower

pre-entry employee turnover?

Upon establishing the theoretical background behind preboarding nested within the
greater context of organizational socialization, the thesis will then move into the
practical segment, first examining research methodology as well as target group
selection, research methodology, sampling, and data analysis methods, before
presenting and examining and discussing the study results, before addressing

limitations and future research directions and ending with closing remarks.
2. Theoretical Background

2.1 Organizational Socialization

Organizational Socialization (abbreviated as OrgSoc in tables throughout this thesis)
describes the process in which an individual learns the behavior, patterns, norms, and
values of an organization they have joined, and which are necessary for them to
assume an organizational role (Van Maanen & Schein, 1979, p. 3). It is the process
through which new employees move from being organizational outsiders to
organizational insiders (Bauer & Erdogan, 2011, p. 51), although there is even room
for the argument that a socialization process within an organization extends throughout

the entire tenure of an employee (Van Maanen & Schein, 1979, p. 3).

The process of organizational socialization can be regarded as a process of learning a
multitude of organizational information (Chao et al., 1994, p. 731), ranging from formal
knowledge such as organizational policies, history, and values to knowledge about the
specific tasks of an individual’s job description, to informal rules, organizational
languages, or social group dynamics (Klein & Heuser, 2008, p. 301). For example, a
graphic designer employed in a specific marketing firm will over time not just become
more familiar with their responsibilities and tasks but will also get to understand specific
wordings and language used within the organization, what relationships are existent
between colleagues, or even which coffee mug belongs to which employee. Quoting
Van Maanen & Schein (1979), organizational socialization “provides the individual with

an ordered view of the work life that runs ahead and guides experience, orders and

5



shapes personal relationships in the work setting, and provides the ground rules under

which everyday conduct is to be managed” (Van Maanen & Schein, 1979, p. 4).

2.1.1 Defining “Organizational” Socialization

It is also important to denote that “organizational socialization” is not strictly identical to
“socialization” although the two terms are used interchangeably in organizational
socialization literature (e.g., Klein et al., 2015, p. 264). Socialization covers a lifelong
process in which individuals constantly adjust their behavior within multiple different
social realms and circles fostering multiple social identities (Chao, 2012, p. 4).
Organizational Socialization, a research discipline emerging from the general
socialization research from the 1960s onward, limits the socialization process to one
specific organization (Chao, 2012, p. 6), although literature does recognize the
existence and influence of extra-organizational contextual factors for the socialization
process (Saks & Ashforth, 1997b, p. 238).

For the sense of clarity, the term “socialization” will be used synonymously to

‘organizational socialization” in this thesis, unless specified otherwise.

2.1.2 Theoretical Frameworks of Organizational Socialization

There are several theories which help to explain the underlying mechanisms behind
organizational socialization. Research is still divided on which theories constitute the
process and content of organizational socialization (Chao, 2012, p. 13). For example,
both Saks & Ashforth (1997b) and Chao (2012) attempt to summarize socialization
research and defined four theories each that drive the research on socialization.
However, these four theories differ in part from both each other and additional theories
from other authors, which further confirms the overall disunity on organizational

socialization. Table 1 summarizes the most prevalent theories used by various authors.

Saks & Ashforth Chao Saks et al.
(1997b, pp. 235-238) (2012, pp. 8-12) (2007, p. 418)
Social Cognitive Theory Need to Belong PE-fit Theory
(Bandura, 1986, 1997) (in the context of OrgSoc)




Cognitive and Sense Making | Social Exchange Theory
Theory (Louis, 1980) (Homans, 1958, 1974)

Model of Socialization Tactics
(Van Maanen & Schein,
1979), adapted by

Jones (1986)

Social Identity Theory
(Turner et al., 1994;
Tajfel & Turner, 2004)

Uncertainty Reduction Theory | Uncertainty Reduction Theory
(in the context of OrgSoc) (in the context of OrgSoc)

Table 1: Theoretical frameworks of organizational socialization research

(Saks & Ashforth, 1997b, pp. 235-238; Chao, 2012, pp. 8-12; Saks, 2007, p. 418)

Social Cognitive Theory (SCT) — SCT by Bandura (1986, 1997) explains how
behavior, cognitive and personal factors, and environmental events influence each
other in a dynamic way. Within the context of organizational behavior, SCT emphasizes
three critical components: the importance of learning by observation and modeling
success, goal-setting systems, and self-regulatory skills (Bandura, 1986, 1997, as cited
in Saks & Ashforth, 1997b, p. 237). The most effective of these abilities is self-efficacy
(Wood & Bandura, 1989, as cited in Saks & Ashforth, 1997b, p. 237), which was shown
to predict a higher role orientation (Jones, 1986, p. 273), positive job performance, a
higher intention to remain, and negative employee turnover (Bauer et al., 2007, pp.
713-715).

Cognitive & Sense Making Theory — Cognitive & Sense Making Theory by Louis
(1980) foots on the assumption that organizational newcomers seek information, create
organizational and structural realities, build role identities, and ultimately construct
“cognitive maps” via interactions with organizational insiders in the face of surprises
(Louis, 1980, as cited in Saks & Ashforth, 1997b, pp. 237-238).

Need to Belong — the principle of an individual's needs to belong or to maintain positive
interpersonal relationships in organizational psychology traces back to Maslow (1943)’s
need hierarchy or Alderfer (1969)'s existence-relatedness-growth theory. In
organizational socialization, this need further manifests in individual employee’s

attachment to their organization which is a fundamental predecessor of higher



organizational identification and commitment (Maslow, 1943; Alderfer, 1969, as cited
in Chao, 2012, pp. 9-10).

Social Exchange Theory (SET) — originally a theory rooted in sociology and social
psychology, SET was brought forward by Homans (1958, 1974) into the organizational
context. The theory posits that relationships consist of two actors (individuals or groups
embodied by specific people or positions) which exchange goods and services
(material or non-material) in a dynamic interplay. These exchanges influence the
perception between the actors both positively and negatively, depending on whether
these actions produce rewarding or punishing consequences (Homans, 1958, 1974, as
cited in Chao, 2012, pp. 10-11).

Social Identity Theory (SIT) — SIT is based on the proposition that individuals derive
large parts of their self-identity from the social groups to which they belong. These
social identities are based on relationships and comparison to other individuals. They
help individuals to fasten their self-definition and explain who they are and who they
are not (“us vs. them”) (Turner et al., 1994; Tajfel & Turner, 2004, as cited in Chao,
2012, pp. 11-12).

Uncertainty Reduction Theory (URT) — URT is based on the fundamental assumption
that in interpersonal relationships, individuals seek to understand the relationship
expectations of each other (aka social norms or personal values) to reduce the social
interaction’s uncertainty and conversely increase the predictability of each other’s
behavior (Chao, 2012, pp. 8-9). URT is one of the most common theoretical
frameworks of organizational socialization research, postulating how newcomers
intend to reduce their initially high level of anxiety — or uncertainty — towards their
organizational entry by adapting to the new environment via learning the social and
functional rules of it (Van Maanen & Schein, 1979, p. 8). Both organizational
socialization tactics and individual’'s proactive socialization behavior aim to reduce
uncertainty (Saks & Ashforth, 1997b, pp. 236—-237).

PE-Fit Theory — in addition to the theories mentioned above, Saks et al. (2007) also
counts PE-Fit theory to the theoretical underpinnings that contemporary socialization

research is built upon (Saks et al., 2007, p. 418). PE-fit theory traces its research history
8



back more than 100 years, being broadly defined as how a match between an individual
and their work environment is established. PE-Fit theory hosts several sub domains
which highlight the compatibility of different aspects of the work environment (Kristof-
Brown et al., 2005, pp. 281-282) such as person-organization fit (PO-fit), or person-job
fit (PJ-fit), which are considered as strong predictors for effective socialization and,
ultimately, employee turnover (Saks & Ashforth, 1997b, pp. 249, 254).

Saks & Ashforth (1997a) found that PJ-fit was positively related to organizational
commitment, organizational identification, and job satisfaction, and negatively related
to stress and intentions to quit. They also found a positive relation between PO-fit and
organizational identification, and job satisfaction, as well as a negative relation to both

intentions to quit and actual employee turnover (Saks & Ashforth, 1997a, p. 409).

2.1.3 Research on Organizational Socialization

Klein et al. (2015) identified four major research directions which have driven

organizational socialization research of the past decades:

1. The tactics used by Organizations to facilitate the socialization process, of
which Van Maanen & Schein (1979)’s Six Socialization Tactics and their later
adaptation by Jones (1986) are the most notable (Klein et al., 2015, p. 264).

2. The actors that are involved in the socialization process — namely the
organizations (sometimes further clustered into the organizations themselves
and social groups within the organization) and the newcomer whose behavior
also influences the effectiveness of socialization measures with the most notable
property being whether the newcomer exerts proactive behavior (Klein et al.,
2015, p. 264).

3. The content that is conveyed during socialization and its subsequent learning
by newcomers (Klein et al., 2015, p. 264). The foundation used in this thesis is
provided by Klein & Heuser (2008)’s 12 Dimensions of Socialization Content and

Inform-Welcome-Guide-Framework.



4. The stages that an organizational newcomer enters during socialization — with
both fixed and variable timetables being used in research (Klein et al., 2015,
p. 264). This thesis uses a fixed timetable coined by Klein & Heuser (2008) as

its primary foundation.

All these four directions lay out relevant alleys for this thesis — as such they will be

explained more closely in the upcoming chapters.

2.2 Organizational Socialization Tactics

Organizational socialization tactics describe structured activities and methods used by
an organization to integrate new employees into its culture and work environment (Van
Maanen & Schein, 1979, p. 34). They encompass various mechanisms and practices
designed to facilitate the learning process of newcomers, helping them understand
organizational norms, values, expectations, and their roles within the company (Klein
& Heuser, 2008, p. 283). Organizational Socialization are linked to newcomer
adjustment into the new job via URT; By reducing the uncertainty associated with the
unfamiliar environment, employees gradually become accustomed to their working
environment (Saks & Ashforth, 1997b, pp. 236-237).

2.2.1 Van Maanen & Schein (1979)’s & Jones (1986)'s Tactics Frameworks

One of the most thoroughly researched sets of organizational socialization tactics has
been Van Maanen & Schein (1979)’s socialization tactics. These consist of 6 bipolar
dimensions named “collective vs. individual”, “formal vs. informal”, “sequential vs.

random”, “fixed vs. variable”, “serial vs. disjunctive”, and “investiture vs. divestiture”
tactics (Van Maanen & Schein, 1979, p. 37).

Jones (1986) reconceptualized these six tactics into three: “content” (collective &
formal), “context” (sequential & fixed), and “social” (serial & investiture) (Jones, 1986,
p. 263). He further defined two sets of extremes which he termed “institutionalized
socialization tactics” (a highly structured and organization-mediated socialization
process; collective, formal, sequential, fixed, serial, investiture) and “individualized
socialization tactics” (a socialization process defined by its lack of organizational

control; individual, informal, random, variable, disjunctive, divestiture) (Jones, 1986, pp.
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265-266). Individualized socialization tactics is therefore a misleading term, as they

are defined by an absence of “tactics” — in such environments, the socialization of

employees only occurs naturally but not by design (Ashforth et al., 1997, p. 211) — or

more specifically, follows a “sink or swim approach” (Ashforth et al., 2007a, p. 14).

Table 2 shows a summary of Van Maanen & Schein (1979)'s and Jones (1986)’s

approaches.

Tactics Tactics of | Institutionalized Individualized

of Jones | Van Maanen & | Socialization Socialization

(1986) Schein (1979) (many  organizational | (lack of organizational
structures) structures)

Content Collective vs. | Collective: Individual:

Individual Newcomers experience a | Newcomers have unique
structured, group-based | experiences distinct from
socialization. other newcomers.

Formal vs. | Formal: Informal:

Informal Newcomers undergo | Newcomers are integrated
structured training, clearly | into the workforce with
differentiating them from | minimal separation.
existing employees.

Context Sequential vs. | Sequential: Random:

Random The socialization process | The socialization process
is clearly defined with |lacks a clear sequence,
specific ~ stages  and | making progression
predictable progression. | ambiguous.

Fixed vs. | Fixed: Variable:

Variable There is a predetermined | The timeline for
timeline for the | socialization is undefined.
socialization process.

Social Serial vs. | Serial: Disjunctive:
Disjunctive Newcomers are mentored | Newcomers navigate the

by experienced members.

socialization process
without established role
models.
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Investiture vs.
Divestiture

Investiture:

Newcomers’ existing
identities and skills are
affirmed by organizational

Divestiture:

Newcomers'’ identities and
skills are reshaped to align
with organizational norms.

insiders.

Table 2: Van Maanen & Schein (1979)'s socialization tactics and their reclassification by Jones (1986)
(Van Maanen & Schein, 1979, p. 37; Jones, 1986, p. 263)

2.2.2 Effects of Socialization Tactics

Institutionalized socialization tactics have been linked to several positive outcomes:
Cooper-Thomas & Anderson (2002) found that institutionalized socialization tactics are
linked to increased newcomer learning in terms of the entire organization as well as
social groups and conventions, and their own role and responsibilities inside the
organization (Cooper-Thomas & Anderson, 2002, p. 429). Institutionalized socialization
tactics are also related to lower role ambiguity/higher role clarity, role conflict, intentions
to quit, as well as higher job satisfaction (Saks et al., 2007, p. 426), higher perceived
PJ-fit (Riordan et al., 2001, p. 173), higher organizational commitment (e.g., Cooper-
Thomas et al., 2004, p. 67), and lower actual turnover (Allen, 2006, p. 247).

Bauer et al. (2007) found links between all institutionalized socialization tactics and
higher role clarity; all but fixed tactics and self-efficacy; and fixed as well as social
tactics (serial; investiture), and social acceptance (Bauer et al., 2007, p. 713) — three
important predictors of positive outcomes (Bauer, 2010, pp. 4-5). Ashforth et al. (1997)
found that institutionalized socialization tactics are positively interrelated to each other
— meaning that organizations that implement a holistic approach to institutionalized
socialization are ultimately more successful in all six socialization tactics (Ashforth et
al., 1997, p. 208).

Institutionalized socialization tactics further have a stronger influence on newcomers
that engage in less information-/feedback-seeking behavior (Gruman et al., 2006,
p. 100). However, other research has also identified a positive association of
institutionalized tactics (the collective tactic in particular) and employee turnover among
newcomers at a large bank (Riordan et al., 2001, p. 173), meaning that the same tactics

do not produce the exact same results across different organizations.
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On the other hand, employees in an individualized socialization environment are
prone to higher levels of ambiguity and role conflict than those in institutionalized
environments (Jones, 1986, p. 270), whereas other research has found a correlation
between individualized tactics and positive socialization outcomes such as higher role
innovation (Ashforth et al., 2007a, p. 14).

Overall, though, research on the socialization tactics defined by Van Maanen & Schein
(1979) has received extensive coverage in their exact effects on the socialization
process. It seems that organizations are often best advised to implement
institutionalized social tactics primarily. However, it should be kept in mind that some
research, e.g., Riordan et al. (2001), or Ashforth et al. (2007a) also opens the matter,
that organizations need to ultimately choose tactics that best fit their structure and

subsequent demands.

2.2.3 Institutionalized Social Tactics

Jones (1986) found that the effects of some tactics are more strongly related to
newcomer adjustment than others, with institutionalized social tactics being the
strongest predictors compared to context tactics and content tactics. In other words:
Tactics that provide mentors/role models (serial tactics) as well as tactics that affirm
newcomer’s identities and skills rather than strip them away (investiture tactics) have
the strongest effect on positive newcomer adjustment out of the socialization tactics
(Jones, 1986, p. 273).

Later studies have affirmed Jones (1986)’s hypothesis: Social tactics have been linked
to higher PO-fit perceptions (Cooper-Thomas et al.,, 2004, p. 65), lower turnover
intentions (Riordan et al., 2001, p. 173), and lower actual turnover (Allen, 2006, p. 247).
Allen (2006) also found a strong relation between an employee’s on-the-job-
embeddedness and turnover, suggesting that an employee that is strongly tied to the

organization is less likely to leave (Allen, 2006, p. 247).

Saks et al. (2007) found social tactics to be the strongest and most useful predictor of
newcomer adjustment, overshadowing both content and context tactics in all variables

measured (role ambiguity, role conflict, role orientation, job satisfaction, organizational
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commitment, performance, perceived fit, and intentions to quit) (Saks et al., 2007,
p. 426).

This matter of fact shows that organizations need to pay particular attention towards
the relational aspect of socialization. According to Rollag et al. (2005), several
organizations still perceive the onboarding process to convey as much information as
fast as possible to “get the newcomer up to speed quickly” and to mitigate the
newcomer’s “net drain on productivity” (Rollag et al., 2005, p. 35). Research does
convey a different picture, highlighting the importance of integrating newcomers int the
organization through building relations with colleagues, superiors, and the entire
organization in a way that affirms their own strengths and identity (Cable et al., 2013,
p. 27).

2.3 Onboarding

Onboarding, in some publications also called “Orientation Programs” (e.g., Klein &
Heuser, 2008), describes the sum of “all formal and informal practices, programs, and
policies enacted or engaged in by an organization or its agents to facilitate newcomer
adjustment” (Klein & Polin, 2012, p. 2). They are the operational exercises — aka all
practices, procedures, and policies, both informal and formal — derived from the more
generalized socialization tactics as defined by Van Maanen & Schein (1979, see also
chapter 2.2) and that are implemented by organizational members — managers and HR
departments — in order to provide newcomers with a structured framework in which
their adjustment to the work environment can happen and, by extension, organizational

socialization can occur (Klein & Polin, 2012, p. 3).

2.3.1 Differentiating Onboarding

The terms “organizational socialization” and “onboarding” may cause confusion in
literature. For example, Bauer & Erdogan (2011) equate the two terms “onboarding”
and “socialization”, while other research does so with “onboarding” and “newcomer
adjustment” (e.g., Cooper-Thomas & Burke, 2012, p. 56). Further, some literature
introduces “organizational socialization tactics” as a term to denote — as defined by
Klein et al. (2015) — “onboarding processes” by companies (e.g., Bauer et al., 2007,

p. 709). On the other hand, Chao (2012) states that “onboarding” is often used to refer
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to administrative processes that have no significant relation to organizational
socialization (Chao, 2012, p. 7).

According to Klein et al. (2015), organizational socialization covers a more general,
dynamic process that describes the step-by-step acclimation of an employee within a
company (and vice-versa) and that also extends beyond a specific individual’s tenure
within a specific company for both actors. Onboarding, however, describes an umbrella
term for all company-specific practices that aim to facilitate socialization. As such,
onboarding should be perceived as a part of the company’s organizational socialization
tactics (Klein etal., 2015, p. 264). One additional key difference between organizational
socialization and onboarding is newcomer proactivity: Newcomers themselves can be
proactive and adaptive in how to adapt to a new organization, a fact reflected in several
onboarding models (e.g., Bauer et al., 2007, pp. 708, 713; Bauer & Erdogan, 2011,
p. 52).

Finally, onboarding also needs to be differentiated from “socialization tactics”, in the
fact that socialization tactics (irrespective of their denomination) fulfil a more strategic
role in the way that socialization occurs, not in what ways newcomers are socialized
specifically (Klein & Polin, 2012, p. 3). Consequently, many onboarding practices fulfil

criteria of multiple tactics at once (Bauer et al., 2007, p. 709).

One example of this distinction can be found with Cable et al. (2013) who highlights the
benefits of a “personal-identity socialization” approach in reducing employee turnover
rates as opposed to a “organizational-identity socialization” approach. The former is
explained as “encouraging newcomers to express their unique perspectives and
strengths on the job...” (Cable et al., 2013, p. 24), mirroring the definition of the
investiture tactic (affirming newcomers’ personal identities) as defined by Van Maanen
& Schein (1979). Cable et al. (2013) then describes the onboarding approach of a
telephone company, listing practical measures (e.g., group discussions or giveaways)
more akin to the IWG framework defined by Klein & Heuser (2008) which is described

as an “onboarding framework” by Klein et al. (2015) (see chapter 2.4.2).
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2.3.2 Effects of Onboarding

Bauer (2010) has found four major indicators that signal whether onboarding measures
lead to a successful newcomer adjustment: self-efficacy, role clarity, social integration
and PO-fit. Barring role clarity, all these impact employee’s turnover rate — with
organizations identifying improved employee retention rates of up to 52% (Bauer, 2010,
p. 6). Aside from lower turnover, positive distal outcomes also include higher job
satisfaction, organizational commitment, and intentions to quit (Saks et al., 2007,
p. 426).

24 Preboarding

The term “preboarding” is commonly found in practitioner’s literature (e.g., Haufe
Redaktion, 2021; Trisca, 2024), where it's used to describe the period between an
employee accepting their job offer and their first day at work (Haufe Redaktion, 2021).
The same period is denoted as “Pre-entry” or “After-hire” stage in research literature
(e.g., Klein & Heuser, 2008).

Research on preboarding specifically has been very sparse at best with publications
often only mentioning the phase in passing, e.g.: “Onboarding programs should include
pre-employment onboarding (preboarding) as well.” (Bhakta & Medina, 2021, p. 169).
Conducting a search on Google Scholar reveals that “preboarding” is mentioned more
frequently in the context of civil aviation (“pre-boarding”) than it is in the context of
human resources (two Google Scholar searches were conducted in September 2023
and in March 2024).

Both Klein & Heuser (2008) as well as Klein et al. (2015) note that research on the
preboarding phase in terms of its effective role and relevance for the larger
recruitment/hiring and onboarding processes within an organization would require
further research (Klein & Heuser, 2008, p. 326; Klein et al., 2015, p. 281).

2.5 Onboarding Practices

Several publications have differentiated onboarding practices along various

dimensions, two of which will be explained in more detail in the following chapters.
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2.5.1 Bauer (2010)’s “Four Cs of Onboarding”

Bauer (2010) has identified “Four Cs of Onboarding” to describe the fundamental

“building blocks” of successful onboarding strategies. These four “C’s” — compliance,

clarifications, culture, connections — are implemented in organizations in one of three

different dimensions based on the maturity of their onboarding strategies (Bauer

describes this maturity as “Onboarding Strategy Level”):

1. Passive onboarding strategies only cover compliance measures fully and

touch upon clarification measures while omitting culture and clarification

measures completely. Bauer (2010) finds about 30% of all organizations within

this category, irrespective of their size.

2. High-potential onboarding strategies possess fully integrated compliance

and clarification measures and a first grasp on culture and clarification

measures. Bauer (2010) finds about half of all organizations in this level.

3. Proactive onboarding strategies fully cover all four dimensions during their

onboarding process. Bauer (2010) sees 20% of all organizations performing at
this level (Bauer, 2010, pp. 2-4).

Bauer (2010)’s “Four Cs of Onboarding” are explained shortly in Table 3.

“C” as
Bauer (2010)

defined

by

Description

Minimum Level
of full strategy
implementation

Compliance

Basic legal and policy-
related rules and regulations

Passive

Clarifications

Ensuring role clarity and
realistic job expectations

High potential

Culture

Formal and informal
organizational norms and
guidelines

Proactive
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Connections Interpersonal relationships | Proactive
and information networks

Table 3: Bauer (2010)'s “Four Cs of Onboarding®
(Bauer, 2010, p. 3)

2.5.2 Onboarding Practices by Klein & Heuser (2008)

Another differentiation was published by Klein & Heuser (2008) who cluster onboarding
practices based on the content they intend to convey. Three categories exist: Inform,
Welcome, and Guide, with Inform measures being further segmented into the three

subgroups “Inform-Communication”, “Inform-Resources”, and “Inform-Training”.

Inform activities serve to provide information, materials, and experiences to
newcomers which should help them socialize in their new environment and
subsequently reduce newcomer uncertainty. Inform practices are further broken down

into three subdivisions:

1. Inform-Communication practices encompass all communication efforts
between organization and newcomers including one-way messaging (e.g.,
welcoming e-mails or documents) and two-way dialog options (e.g., a scheduled

meeting with HR representatives or a FAQ session with socializing agents).

2. Inform-Resources practices concern all methods regarding tools and materials
that the newcomer should or can use to facilitate adjustment (e.g., a ready-made
workspace on day 1, contact information on coworkers, or written/pre-recorded

tutorial videos on the company’s intranet).

3. Lastly, Inform-Training practices concern methods to facilitate a newcomer’s
skills and knowledge via training or orientation programs (e.g., training days, a
tour of the facility, or observing a senior coworker) (Klein & Heuser, 2008,
p. 318).

Welcome activities concern all methods of celebrating the newcomer as a new and
valued member of the team. These activities mostly revolve around the social arrival of
the newcomer, aimed at building and strengthening positive relationships with

coworkers, managers and leaders and conveying a feeling that the newcomer is
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welcomed, appreciated, and cared about. They may include welcoming messages,
welcome Kkits, or social gatherings such as parties or lunches. These activities work
best when they are structured and they are considered incredibly important to
facilitating newcomer adjustment in both work and social contexts (Klein & Heuser,
2008, p. 318).

Guide activities focus on offering direct guidance to newcomers via another
organizational member — usually HR representatives, mentors, supervisors, or
coworkers. These measures are important for navigating information frameworks or
learning the informal “unwritten laws” and language of the workplace. Guides are
considered most helpful when they are specifically assigned to the newcomer, reside
one organizational level above them, and have a proactive personality. It should be
noted however, that these assigned mentors do not replace any informal mentors which
may emerge during socialization (e.g., friends among coworkers) (Klein & Heuser,
2008, p. 318).

Klein & Heuser (2008)’s practices are summarized again in Table 4.

Onboarding Practice | Description Examples
as defined by
Klein & Heuser (2008)

Inform-Communication | Al measures aimed at| 1. A welcoming email
facilitating communication,
both one-way and two-way,
between organization and
newcomer

2. A dedicated body of time
for a 1-on-1 talk with a
manager

Inform-Resources All measures aimed to|1. A written or recorded
providing materials or | roadmap for the initial
assistance the newcomer | days/weeks at the company
can use to facilitate their

) 2. A ready-made workspace
adjustment

onday 1

Inform-Training All measures aimed at | 1. Training days
giving newcomers the

_ 2. A tour of the organization’s
skills, knowledge and

facilities
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behavior needed for
adjustment

Welcome All measures aimed at| 1. A welcome kit that it given
socially connecting the | to the newcomer

newcomer  with their 2. A welcoming celebration is
coworkers as a valued and held

celebrated new member of
the organization

Guide All measures providing a|1. A senior coworker is
dedicated contact personto | assigned as a buddy for the
the newcomer newcomer

2. A dedicated HR
representative  responsible
for newcomer questions

Table 4: Onboarding practices by Klein & Heuser (2008) with examples
(Klein & Heuser, 2008, p. 319)

2.6 Socialization Actors

In general, the socialization process occurs between two sets of actors: the socialized
individual (usually an organizational newcomer) and organizational social agents which
facilitate the socialization process (e.g., HR managers, supervisors, or coworkers)
(Klein et al., 2015, p. 264). These actors are explained in the following chapter.

2.6.1 Organizational Social Agents

Organizational social agents describe all organizational members which directly
influence and facilitate the socialization of newcomers, often in the form of a buddy,
mentor, or guide. These agents can include supervisors, coworkers, team members,
colleagues from other departments, mentors, as well as other individuals outside of the
organization, each having interconnected, but distinct roles and impacts on the

newcomer’s socialization process (Klein & Heuser, 2008, p. 288).

It is suggested that the role of social agents in facilitating the (fast) integration of new
organizational members within organizations is pivotal for successful adjustment

(Reichers, 1987, p. 281). The roles of social agents include offering insights,
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constructive feedback, exemplary behaviors, interpersonal connections, and support,
as well as access to extensive networks and essential occupational resources, while
fostering an atmosphere of social endorsement and affirming the newcomer’s identity
within the organization, ultimately helping them make sense of their surroundings and

assimilate into the organization (Klein & Heuser, 2008, p. 288).

On average, the influence from coworkers impacts newcomers significantly more than
leader influence, which further has a higher impact than organizational influence
(Kammeyer-Mueller & Wanberg, 2003, p. 786). A notable exception is employee
turnover, which is influenced by leaders but not coworkers (Kammeyer-Mueller &
Wanberg, 2003, p. 789).

It is also important to note that the type of social agents also has a significant impact
on the socialization effectiveness: For example, coworker relationships are positively
related to role conflict, but also role clarity. On the other hand, relationships with
superiors negatively affect role conflict but have no impact on role clarity (Bravo et al.,
2003, pp. 210-211).

2.6.2 Organizational Newcomers

Although organizations are responsible for providing a beneficial socialization
environment, the role and relevance of the newcomer themselves for the socialization
process cannot be understated and has a notable and multi-level impact on how
effective which socialization measures are. Prior job-change experience for example
affects the socialization speed of employees while also changing their own perceived
self-efficacy and subsequent job performance and intentions to remain. On the other
hand, certain Big Five personality traits — notably extraversion and openness to
experience — has also been found to be positively connected to successful socialization
measures (Wanberg & Kammeyer-Mueller, 2000, p. 379).

2.6.3 Newcomer Proactivity

Newcomer proactivity, or Proactive behavior, describes efforts by organizational
newcomers to actively seek information and feedback from their co-workers and

superiors in the workplace. Newcomer proactivity was shown to influence the
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socialization process (Morrison, 1993, p. 178) and newcomers who possess a proactive
personality are shown to yield the highest success rates in the socialization process
(Bauer & Erdogan, 2011, p. 53). Further, institutionalized socialization tactics have

been found to positively predict newcomer proactivity (Ashforth et al., 2007a, p. 24).

Different tactic frameworks were proposed. Miller & Jablin (1991) defined seven distinct
tactics on how newcomers actively seek information: overt questions, indirect
guestions, third parties, testing limits, disguising conversations, observing, and
surveillance. (Miller & Jablin, 1991, pp. 102-113).

Ashford & Black (1996) grouped these seven tactics by Miller & Jablin (1991) into two
new tactics (information-seeking and feedback-seeking) and further expanded the
range of newcomer tactics to a total of six behavioral tactics and one cognitive tactics
describing how newcomers facilitate self-management, social connections,
organizational influence, understanding of their job and surroundings, and ultimately
obtain control in their workplace (and reduce uncertainty) (Ashford & Black, 1996,

pp. 200—-202). These tactics are explained in Table 5.

Tactic as defined by | Description
Ashford & Black (1996)

Feedback seeking Actively asking for feedback on one’s performance from
peers and superiors to understand how well one is doing
and how to improve.

Information seeking Gathering information about the role, norms, and values
of the organization to reduce uncertainty.

Building relationships Establishing and nurturing professional relationships with
colleagues and superiors to build a supportive network.

General socializing Engaging in social interactions that are not necessarily
work-related to get to know colleagues and integrate into
the organization's social fabric.
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Networking Socializing with people who are not part of one’s own unit
or department.

Job change negotiation Negotiating adjustments or changes to one’s job role or
tasks to better fit one’s skills, interests, or career
aspirations.

Positive framing Presenting oneself in a positive light to create a favorable
impression among colleagues and superiors.

Table 5: Newcomer proactive tactics by Ashford & Black (1996)
(Ashford & Black, 1996, pp. 200-202)

Newcomer proactivity was found to be a powerful (albeit not always consistent)
predictors of many proximal and distal socialization outcomes, including higher role
clarity, higher social integration (Morrison, 1993, p. 178), higher organizational
commitment, higher job satisfaction, and lower intention to quit (Ostroff & Kozlowski,
1992, p. 864).

Information-seeking and relationship-building behavior were found to predict social
integration (Chan & Schmitt, 2000, p. 205). Relationship-building was associated with
lower intentions to quit while feedback-seeking behavior in turn predicted lower

employee turnover (Wanberg & Kammeyer-Mueller, 2000, p. 379).

Gruman et al. (2006) observed that feedback-seeking behavior and general socializing
were both linked to higher social integration, PJ-fit, and PO-fit. They further found that
superior-relationship building was associated with higher person-job and person-
organization fit. Conversely, negotiations regarding job changes were negatively
associated with PO-fit (Gruman et al., 2006, pp. 97-100).

2.7 Socialization Content & Learning

Learning of socialization is considered an important intermediary between socialization
factors (e.g., tactics or onboarding practices) and proximal/distal outcomes of
socialization (e.g., higher PE-fit or lower turnover). Saks & Ashforth (1997b) have
identified socialization content learning as the third component of a broader cognitive

transition of newcomers, being enabled by newcomer's acquisition of new
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organizational information and subsequent uncertainty reduction and influenced by

cognitive sense-making processes (Saks & Ashforth, 1997b, p. 240).

2.7.1 Socialization Content & Learning Models

Ostroff & Kozlowski (1992) found that information acquisition of newcomers from
coworkers was related to increased job satisfaction and commitment as well as lower
stress and turnover intentions (Ostroff & Kozlowski, 1992, p. 864). Ashforth et al.
(2007b) confirm a positive correlation between content learning and job satisfaction,
performance as well as organizational identification, but not with intentions to quit
(Ashforth et al., 2007b, pp. 456-457). Klein & Weaver (2000) found that newcomers
engaging in an orientation training not only had significantly higher content knowledge,
but also showed higher organizational commitment than newcomers not engaging in
the orientation training (Klein & Weaver, 2000, p. 57). Morrison (2002) found that
newcomers learning is primarily promoted by their informational network (Morrison,
2002, p. 1154).

Based upon Chao et al. (1994)’s six dimensions of socialization content, Klein & Heuser
(2008) have developed an expanded typology which incorporates a total of 12
dimensions. This typology will be used for this thesis and is shown in Table 6.

Dimension by Klein & Heuser (2008) Description

Language Unique technical language, acronyms,
slang, and jargon of the organization

History The organization’s history, traditions,
origins, and changes

Task Proficiency The necessary job knowledge and skills
needed to successfully perform required
“‘in-role” organizational tasks

Working Relationships The necessary information about other
organizational members to establish
effective working relationships

(colleagues’ expectations, needs, and
working styles)
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Social Relationships

The necessary information about others
to develop a network of social
relationships including personal things
about a work colleague (e.g., common
interests, family)

Structure

The formal structure including the
physical layout and where formal
responsibility and authority are assigned

Politics

The informal power structure including
where actual control of resources,
decision making, and influence over
decisions reside

Goals & Strategy

The current product/market  mix,
competitive position, mission, goals, and
strategies

Culture & Values

Customs, myths, rituals, beliefs, values,
guiding principles, symbols, and ideology

Rules & Policies

Formal rules, policies, and procedures

Navigation Implicit rules, norms, and procedures of
the workplace
Inducements Offerings in exchange for their

contributions, such as pay, development
opportunities, benefits, and intangibles

Table 6: The 12 content dimensions by Klein & Heuser (2008)

(Klein & Heuser, 2008, p. 301)

2.7.2 Newcomer Adjustment

According to URT, newcomers will experience an exceedingly high degree of

uncertainty upon entering a new organization and they will show a prominent level of

motivation in reducing that uncertainty so that their working environment grows more

predictable, understandable, and controllable. Organizations also contribute to this

reduction of newcomer uncertainty via implementing socialization programs, gradually
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allowing the organizational newcomer to adjust to their new working environment (Saks
& Ashforth, 1997b, p. 236). Bauer et al. (2007) uses three proximal outcomes to distinct

newcomer adjustment:

1. Role clarity denotes how well an organizational newcomer can understand and

perform tasks as well as understand task priorities and time allocation.

2. Self-efficacy describes a newcomer's ability to resolve tasks and their own

perceived confidence in them.

3. Social acceptance, or social integration, describes the perception of a
newcomer as an accepted and valued organizational member among peers
(Bauer et al., 2007, p. 708).

2.8 Socialization Timing

Temporal considerations in onboarding largely fall into one of two domains:
Socialization Stage models and Socialization Timelines. Chao (2012) describes the
former as a progression of “distinct phases of the adjustment process” (Chao, 2012,
p. 13) which generally follow a quadripartite structure: An anticipatory stage which
occurs before job entry and includes preparatory steps and expectation setting; an
encounter stage in which the newcomer confronts the reality of the new environment
(a sort-of “reality shock”); an adjustment stage in which newcomers accept and resolve
the new reality; and an stabilization stage which encompasses the transformation of
the newcomer into a fully integrated and accepted organizational insider (Chao, 2012,
p. 14). Ashforth et al. (2007a) further note that stage models help recognize the
challenges newcomers face — but they have also received little attention in research
(Ashforth et al., 2007a, p. 9).

2.8.1 Fixed Socialization Timelines

The second time-related socialization model consists of specific, fixed time periods.
Klein & Heuser (2008) summarize that onboarding periods have so far received scant
attention in the literature and further define a total of 8 different periods in which

onboarding may occur. These periods are defined as follows:
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1. Recruitment/hiring (aka before formal job acceptance by the newcomer)
2. Pre-entry (between job acceptance and day 1)

3. Onthe 1%t day

4. During the 15t week (excluding day 1)

5. During the 15t month (excluding week 1)

6. During 2" or 3" month

7. During months 4-6

8. During months 7-12 (Klein & Heuser, 2008, p. 313)

Most onboarding practices occur on average at the first day of work, although research
on the matter reveals often wildly differences between organizations: For example,
Klein et al. (2015) found that although meeting with an HR representative occurs on
average about 2 weeks prior to the newcomer’s start date, Inform-Communication
methods in general average around the 15t day of work. Klein et al. (2015) found that
the most “practice-rich” periods are averaging between pre-entry and the first two
weeks upon a newcomer’s arrival (Klein et al., 2015, p. 274). They further concluded
that an earlier occurrence of socialization practices during the socialization process
only partially increases their helpfulness, implying that the ideal timing may also be
influenced by other factors (Klein et al., 2015, p. 277).

Klein & Heuser (2008) hypothesized that a just-in-time approach may be more workable
focused on conveying onboarding information when it is most relevant for the
newcomer (Klein & Heuser, 2008, p. 314). Klein et al. (2015) suggest that the timing
for onboarding measures should be more reflective on newcomers’ salient needs and
that multi-step approaches (e.g., brief introduction first, in-depth method later) may

prove useful to mitigate day 1 employee overload (Klein et al., 2015, p. 280).

Rollag et al. (2005) remarked that “rapid onboarding” is a way of companies to reduce

the liabilities of a new employee and therefore the onboarding process is often
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condensed into a very short frame and focusses largely on providing “a smorgasbord

of information about company routines and technologies” (Rollag et al., 2005, p. 36).

2.8.2 The Pre-entry Stage

The pre-entry stage describes the period between a newcomer’s formal job acceptance
and actual day 1-entry into the organization. This period can vary greatly in time,
ranging from just hours after the job assignment to several months. Like the recruitment
stage prior, it is possible for organizations to provide information to the would-be
newcomers and likewise, newcomers can seek out information during this stage (Klein
& Heuser, 2008, p. 313).

According to Klein & Heuser (2008), while there is no “critical” information which needs
to be provided to newcomers in the pre-entry stage, it is still recommended for
supporting organization’s goals if employees are by this point informed about certain
content dimensions, such as “Culture & Values”, “Goals & Strategy”, “Structure”,
“Inducements”, etc. Central issues that need to be resolved during pre-entry include
expectation setting, understanding of rewards, and the initial assessment of fit. (Klein
& Heuser, 2008, p. 313). Kammeyer-Mueller & Wanberg (2003) further found that pre-
entry knowledge negatively affects turnover (Kammeyer-Mueller & Wanberg, 2003,
p. 789).

2.9 Employee Turnover

Employee turnover describes the actual departure rate of employees from an
organization (rather than merely their intention to leave). While there is no global
benchmark for organizational turnover and there may be some demerit to atypically low
turnover rates (Zurek, ND), in general, organizations benefit from lower (voluntary)
turnover rates, and it constitutes a crucial metric in measuring the effectiveness of

organizational socialization programs (Shweta & Main, 2024).

Employee turnover should be distinguished from turnover intentions which describe a
measured state of waning organizational commitment of a still employed organizational

member rather than a formalized (and final) leave of the organizations. Turnover
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intentions are subsequently a predictor of employee turnover — in fact, they are the

strongest predictor alongside job search methods (Griffeth et al., 2000, p. 480).

Self-efficacy describes an employee’s perceived and actual ability to master job-
related tasks (Bauer et al., 2007, p. 708). As one prominent predictor of socialization
outcomes, self-efficacy has been found to be positively related to higher role orientation
higher job satisfaction, higher organizational commitment, lower intention to leave, and

lower turnover (Bauer et al., 2007, p. 711).

Large and strong social networks benefit newcomer’s social integration into the
organization (Morrison, 2002, p. 1154), another important outcome of successful
socialization. If newcomers can connect with their future work environment via several
people as close as possible, they are generally traversing the socialization process
faster (Bauer, 2010, p. 5).

PO-fit describes whether an employee and their working environment fit together in
terms of the goals and values present at the environment PO-fit (and newcomer’'s
perceptions of PO-fit) have been found to predict several distal socialization outcomes,
including organizational commitment, job satisfaction, and turnover (Saks et al., 2007,
p. 418). Socialization practices have also been found to strongly predict successful
socialization (Saks & Ashforth, 1997a, p. 410).

Role clarity — aka how well newcomers adjust to their new roles by understanding role
demands, feeling capable of performing tasks, and establishing effective relationships
with peers — and role conflict — a discrepancy between a newcomer’s excepted role
and the actual demands placed upon them — constitute strong mediators between
antecedents of adjustment and distal socialization outcomes, notable organizational

commitment, job satisfaction, and actual turnover (Bauer et al., 2007, p. 713).

Finally, both organizational commitment and job satisfaction have been identified
as strong distal outcomes of the socialization process (Saks et al., 2007, pp. 417-418)
as well as predictors of turnover (Griffeth et al.,, 2000, p. 480). Organizational
commitment also increases if newcomers possess a social network that traverses their

direct department and hierarchical level (Morrison, 2002, p. 1154).
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210 Relationship between Preboarding Measures and Pre-entry

Employee Turnover

Figure 1 describes the relation between organizational socialization sources between

socialization measures and employee turnover.

Level of
Institutionalization of

Onboarding Strategies:

Passive / Level 1

High Potential / Level 2

Proactive / Level 3

Organizational Social

Agents

Onboarding Practices
- Inform-Training

- Inform-Communication

- Inform-Resources
- Welcome
- Guide

Socialization Tactics
Collective « Individual
Formal « Informal
Sequential & Random
Fixed « Variable
Serial & Disjunctive
Investiture « Divestiture

Newcomer Proactivity

|

Socialization
Content Learning

v

Proximal Outcomes
- Self-efficacy (+)
- Social Integration (+)
- PO-fit (+)
- Role Clarity (+)
- Role Conflict (-)

|
v v

Distal Outcomes
- Organizational Commitment (+)
- Job Satisfaction (+) >
- Job Performance (+)
- Intentions to Leave (-)

Emplyoee Turnover (-)

Figure 1: Relationship between Onboarding measures and employee turnover
(Own work)

The model combines several process models with individual papers regarding
additional information about the complete socialization process. Newcomer proactive
behavior and organizational social agents as well as socialization tactics serve as
socialization sources (Saks et al., 2007, p. 417; Klein & Heuser, 2008, p. 283), the latter
being equated with more practice-oriented onboarding practices, an approach
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recommended by Ashforth et al. (2007a) and Klein & Heuser (2008) (Ashforth et al.,
2007a, p. 16; Klein & Heuser, 2008, p. 316).

The three “levels” of socialization tactics of organization are added to reflect the
“‘maturity” of the organizational socialization efforts (social agents as well as
preboarding practices/socialization tactics). The higher the level, the more

institutionalized and comprehensive the socialization sources should be (Bauer, 2010,
p. 3).

These three sources all facilitate the learning of socialization content, regarded as the
most immediate socialization outcome and thereby the most appropriate to measure
socialization success (Klein & Heuser, 2008, pp. 296—-297). Learning then produces a
number of proximal socialization outcomes — notably higher role clarity and self-efficacy
(Bauer et al., 2007, p. 713), higher social integration (Klein & Heuser, 2008, p. 283),
higher PO-fit, and lower role conflict (Saks et al., 2007, pp. 417-418) — which then
produce a set of distal outcomes — higher organizational commitment and job
satisfaction, and lower intention to quit (Saks et al., 2007, pp. 417-418) and lower

employee turnover (Bauer et al., 2007, p. 713).

Employee turnover further holds an “elevated” position as it can be influenced by other
distal outcomes as well (Griffeth et al., 2000, pp. 468, 470, 480) and is also regarded
as the “ultimate failure of onboarding” (Bauer, 2010, p. 6).

3. Research Methodology

Building upon the theoretical groundwork laid out in the previous chapters, this section
expands upon the research process chosen and followed to answer the research
guestion of this thesis. The chapter will highlight the rationale for following a qualitative
research tradition and expand upon the methods of data collection, sampling, data
analysis and evaluation, and coding, as well as the reasoning for particularly choosing

the respective methods.

Finally, the entire research methodology, from design to data interpretation, is visually

summarized in a comprehensive process model.
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3.1 Study Design

As has been outlined in the opening chapters of this thesis, both the preboarding phase
and pre-entry turnover primarily suffer from being positioned somewhat “between the
chairs” of recruiting and onboarding (upon the newcomer’s arrival). Existing research
that regards socialization timing (e.g., Klein et al., 2015) only does so in a broad sense
and without investigating particularities of the pre-entry phase. Consequently, the
unigue demands and limitations of preboarding in contrast to its preceding and
succeeding socialization timeframes as well as its role within organizational strategies
remains somewhat vacant within academic research. As preboarding takes on a unique
position where employees are formally regarded as organizational members but in
general have had none or very limited exposure to their new organization, the phase
may hold a position noticeably distinct from the remaining socialization process in

organizational socialization and onboarding strategies.

Similarly, employee turnover and its relationship to organizational socialization have
received comprehensive attention (e.g., Griffeth et al., 2000). However, research is less
expanded on employee turnover occurring specifically during the pre-entry period.
While research exists on the matter (e.g., Karl et al., 2021), it leaves open as to how
organizations themselves are experiencing and reacting to the phenomenon of pre-

entry turnover.

3.1.1 Qualitative Research Approach

Given the need to gather and explore personal, yet unspecified information about a
socialization timeframe that so far has received limited focused attention in research, a
gualitative research approach offers a more expedient avenue compared to quantitative

research.

As described by Trochim et al. (2016), a qualitative research approach is used to
explore the experiences and perceptions which make up the subjects' individual
environments. It's focus on non-numerical individual-focused data collection via
interviews, open-ended surveys, etc., to uncover the nuanced and personal information

required for this thesis (Trochim et al., 2016, p. 57).
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The choice to use qualitative research aligns with the objectives of generating new
theoretical insights into and foster a deeper understanding of preboarding strategies
and the people responsible for implementing them in both organizational theory and
application. By exploring preboarding in a qualitative manner, the subjective
interpretations and complex dynamics behind organizational socialization processes
“‘in-action” — as well as underlying issues influencing pre-entry turnover can be brought
into the open and understanding of what sets preboarding apart from recruiting and
onboarding can be expanded upon. This way the quality of existing and future
guantitative measures can be improved by adding contextual depth and interpretative
clarity. This is particularly valuable in human resources management, where
organizational strategies and employee perceptions intertwine to shape the overall
effectiveness of HR practices (Trochim et al., 2016, pp. 57-59).

3.1.2 Research Tradition

For this thesis, Grounded Theory (GT) shall serve as the tradition that provides the
conceptual foundation of the research approach in place. GT is an inductive, bottom-
up qualitative research tradition initially formulated in the 1960s by Glaser and Strauss
that aims to develop concrete theories based on observation of phenomena rather than
abstract theoretical models. To quote Trochim et al. (2016), “Grounded theory is a
complex dynamic iterative process in which the development of a theory and the
collection of data related to that theory build on each other” (Trochim et al., 2016,
p. 62). Early in the research, key concepts are identified and linked to data in a phase
that is flexible and extensive. As research progresses, the focus shifts towards refining
these connections and summarizing findings. The process culminates in detailed, core
categories that encapsulate the theory, offering a thorough explanation of the observed

phenomenon, rich in contextual detail (Trochim et al., 2016, p. 62).

What's important to note however is that this thesis does only partially implementa GT
approach. GT is a comprehensive and complex research tradition that, if fully
implemented, often requires several years of data collection, analysis and iterative
refinement. Given the time constraints in place for this thesis, implementing GT in full
depth would not only be an unreasonable approach, but arguably even an impossible

one as even the longest feasible timespan for this thesis to complete (about 2 years)
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would be insufficient to reflect the true possibilities of GT — with some sources quoting

an average duration of 7+ years (Thurlow, 2020, p. 267).

As such, the research approach in place for this thesis adheres to the general
methodology and core processes used in GT, albeit condensed into a more compact
procedure, where the essential aspects of GT remain in place — inductive data analysis
via open coding, iterative adaptation of questions, and codes reflecting initial research
findings and theory building based upon the findings — but the entire process is adjusted
to the limits of the thesis in terms of time available. The complete methodology is

displayed in Figure 2.

S ATRet Grou Generation/Adaptation Semi-structured
Data Collection deitseu of Interview > Interviews
Questionnaire (approx. 15-40 Minutes)
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Feedback Concepts Themes

Data Analysis ¥ )
Clustering of Aggregated
Dimensions
Process Model

Definition
Literature T
Research

Theory Building

Theoretical Foundation
via Literature Research

Figure 2: Research process model
(Own work)

3.2 Data Collection Method

In choosing a suitable data collection method for this thesis, several preliminary
considerations had to be made: First, it's essential to retain the focal point of the
interview strictly on the preboarding phase. Initial test interviews revealed a risk of
interviewees shifting too strong into measures implemented before or after the pre-
entry phase and although it was to be expected that preboarding measures would
inadvertently affect or be affected by preceding or subsequent stages in the

socialization process, the need of some moderation by the interviewer to direct the
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interview back onto became apparent early on. Simultaneously, the interview
framework must still offer enough flexibility for the emergence of new topics and some
improvisation by the interviewer to dig deeper and explore potential topics of interest,

if necessary.

To meet this crucial balance between structure and exploration, the thesis uses semi-
structured interviews (SSI’s) for data collection. The SSI was chosen due to its overall
flexibility and versatility: On one hand, its base framework enables the interviewer to
devise a fixed guideline for more streamlined research, questioning, and data
collection. At the same time, SSls allow an in-depth exploration of interviewee’s motives
and motivations, more flexibility, and ad-hoc maneuverability for the interviewer as well

as a natural interplay between the two (Kallio et al., 2016, p. 2955).

In developing the SSI guide, an approach outlined by Kallio et al. (2016) was used:
First, critical evaluation was performed to ensure that the SSI method is suitable for the
study’s purpose and questions (see above). Once validated, the next phase leverages
existing literature to draft a preliminary guide, enhancing theoretical insights with
empirical data and expert advice. This preliminary guide is then scrutinized for balance
between main themes and sensitive follow-up questions, ensuring that ethical
considerations are met, particularly in safeguarding participant’s well-being and
meeting ethical board requirements. The next phase involves pilot testing with a small
participant sample to refine the interview technique and content, adjusting the guide
based on feedback and practical feasibility. Finally, the completed guide is documented
and shared (Kallio et al., 2016, pp. 2961-2962).

The preliminary, pilot, and completed interview guides as well as changes made from

version to version are all listed in the appendix as 1.1, 1.2, and 1.3, respectively.

3.3 Sampling

Upon this chapter the sampling method for this thesis as well as information about the

participants, questions asked, and timing are displayed.
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3.3.1 Sampling Method

For sampling, a nonprobability purposive snowball sampling method with a basis in
convenience sampling was chosen. The sampling method also mirrors expert sampling
as defined by Trochim et al. (2016) although instead of experts, the thesis interviewed

“specialists” of preboarding (Trochim et al., 2016, pp. 88—89).

At this point, it is necessary to first define what a “specialist” is and how a specialist
differs from an “expert”’. Following a summary by Pfadenhauer (2009), a “specialist’
describes a person that is equipped with specific partial knowledge in their field of
operations that is largely rooted in on-hands experience and practical application. In
contrast, an “expert’s” knowledge base spans across the extended field of knowledge
enabling them to also view at how individual pieces of specialized knowledge fit into a

“bigger picture” (Pfadenhauer, 2009, pp. 451-452).

Given the research question’s focus on a particular phase of HR management — or
more specifically, the perception of organizational representatives on this phase — it
was necessary that the samples demonstrated accurate task-based experience with
the preboarding phase. However, the reason as to why no “experts” in the sense of HR
professionals with an explicit academic background were required stems from the
desire to avoid a restriction towards large companies, as in smaller businesses, these
tasks are often allocated in an “convenient” or “organic” manner, meaning that
preboarding responsibles often also cover different tasks (e.g., project managers that
also cover preboarding-related tasks) — or that conversely preboarding tasks are often
allocated among multiple people (e.g., CEOs, team leaders, office managers or project

managers each handle preboarding responsibilites).

The “convenience” part of the sampling leads from the fact that during the initial
sampling phases, the number of potential candidates was starkly restricted to a small
number of direct associates of the interviewer and their respective social environments.
The reliance on convenience sampling dissipated as interviewees would provide a
more topic-centric network of interviewees, allowing for an incremental snowballing into

a less “personal” sample group. Itis also important to note that like how time constraints
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would affect the choice of research method, it also ultimately affected the sampling

method in this regard.

In addition, organizations that would not use any preboarding strategy whatsoever were
also ineligible for interviewing, as a lack of coherence might also impede practical
experiences of the phase. Finally, organizations which delegated their in-house
preboarding to a partner (e.g., a recruiting agency) were exempt from the sample as
well as these organizations may lack the internal organizational preconditions needed
for pre-day 1 onboarding in the first place and are as such, potentially unequipped for
gualitative interviews regarding preboarding. Likewise, businesses that would handle
the preboarding of an external partner (e.g., recruiting agencies) were also exempt as
the addition of a third party in the socialization process may have exceeded the scope
of the thesis (they were however eligible to explain their in-house preboarding

measures).

3.3.2 Participants

The interviews were conducted between June and July 2024. In total, 19 interviews
were held, 3 of which served as preliminary interviews. These preliminary interviews
were, in accordance with Kallio et al. (2016) used to scrutinize and validate the
guestionnaire, therefore they were not considered a part of the “proper” research

process and subsequently not implemented in further data analysis measures.

Two interviews had to be cut before analysis due to the companies acting as a
mediating party between newcomer and employer, a fact that was not established prior
to the interview and that excluded the company due to not meeting the criteria outlined
in chapter 3.3.1. As such, the final stack of interviews analyzed consists of 14

interviews.

Participants were not screened based on age, ethnicity or gender; it was however put
emphasis on restricting the sampling to people operating in Austria to avoid any
potential legal discrepancies. Similarly, participants were chosen from a range of

industries and with varying positions to ensure that topic-relevant data would be rich
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and diverse. Finally, company size was considered to reflect a balanced ratio of

different approaches and responsibilities (see also chapter 3.3.1).

The final sample consisted of 6 large companies, 5 medium-sized companies, 3 small
companies and 1 microenterprise, definition criteria for company sizes are outlined in
Table 8 (WKO, 2024; see Appendix 2.1). Data regarding the company size was taken
from online data as well as the interviewees themselves, if necessary. 12 out of the
finale 15 samples were female, 14 were aged between 20-49 years. Sample #13, “Lisa”
was the oldest sample aged 50-64 as well as the responsible of the sole

microenterprise from the sample.
The complete (pseudonymized) sample is found in Table 9 (see Appendix 2.2).

3.3.3 Technical Measures

In line with semi-structured interview practices, all participants have been assigned a
number and have also been pseudonymized in terms of personal name, age, and
company name. All participants were asked for their consent regarding the recording
of interviews prior to the recording, and all were provided with a letter of confidentiality,
ensuring that their information shall not be used outside of the confines of this thesis,

which they also returned signed upon conducting the interviews.

Online interviews were conducted via MS Teams to enable automatic transcription as
well as ensuring a uniform means of data collection. Interviews #1 to #7 were recorded
via MS Teams’ built-in recording feature, due to a technical issue with the organization
responsible for recording access, all interviews from #8 onward were recorded using a
corresponding video/audio capturing setup using OBS studio. Interviews were
generally held with cameras on as the visual component offered more personal insights
into the interviewees and their reactions and emotions linked to each topic. However,
all interviewees were given the option to disable video transmission if wanted, which

was only used by one interviewee due to connectivity issues.

3.3.4 Interview Questions & Topics

Before the formal start of the interview, interviewees were given a short explanation of

the central topics highlighted in their interviews (see Appendix 2.3). They were then
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informed about the fact that the interview was recorded for research purposes and

asked if any open questions were left to be disclosed.

The final questionnaire consisted of 7 questions in total which covered 4 topics. These

were the questions:
e Qla: Briefly describe the preboarding process your organization has in place.

e Qlb: What are the strategy and goals behind your preboarding process; Why do

you use this exact process?

e Q2a: | would now like to specifically address the issue of new employees not
starting or resigning before their first working day. To what extent do you have

experience of this?

e Q2b: Please evaluate what role your preboarding process plays in relation to

resignations from your perspective.

e Q3a: Next, let's do a thought experiment: Imagine you could design the
preboarding process in your company completely freely. You don't have to worry
about any constrains, monetary, personnel-wise, resource-wise, etc. What

would this process look like?
e Q3b: Why do you think is this particular process not in place already?

e Q4: Is there anything left that you would like to add that you consider important

in regards to preboarding?

Qla and Qlb handle the existing preboarding process in the interviewee’s
organization. Qla focuses on eliciting a clear description of the process with particular
emphasis on the preboarding practices in place. Q1lb on the other hand attempts to
increase the altitude towards a more organization-centric view in which the outcomes

of the process are emphasized more strongly.

Q2a and Q2b explore the interviewee’s prior experiences with pre-entry turnover, with

Q2a simply verifying if representatives have been exposed to pre-entry turnover by
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their prospect newcomers. Q2b then links the organizational measures to the
phenomenon, seeking to unearth the perceived effectiveness of the preboarding
process in mitigating this issue — or its lack of effectiveness thereof, if the company

faces this problem frequently.

Q3a and Q3b then encourage interviewees to think creatively and critically about the
preboarding process and helps to further discover the expectations of organizational
members towards this phase and what measures they would consider desirable in
achieving a more well-rounded process, before diving into the extant limitations of the

organization.

Finally, Q4 intends to give the interviewee a chance to highlight any topic that was of
particular importance to them personally. This open-ended question allows
respondents to share personal views and unearth unique insights, innovative ideas, or
critical issues that were not directly queried in the structured questions but are still

important for a holistic understanding of preboarding practices.

At the end of the interview, all participants were thanked one more time before the
recording was stopped. In addition, an Excel sheet was used to keep track of the entire

interviewing process, making sure that no documents or adjustments were missing.

3.4 Data Analysis

Before initiating the data analysis process, interviews were transcribed using the
automated transcript function of Microsoft Stream. The interview transcripts were then
transferred into the coding tool MAXQDA where they were first compared to the
interview recordings to rectify transcription mistakes and then re-organized to enable a
clear distinction between interviewer and interviewee. Timestamps were kept whenever
the speaking person switches as well as in some particularly expansive answers,
additionally, interviewer questions were marked in purple. Finally, the corrected

transcripts were exported back again.
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3.4.17 Qualitative Data Analysis

MAXQDA was then also used for initiating the process of gathering qualitative data
following an approach to qualitative data resembling the process outlined by Kuckartz
(2012). Kuckartz's approach to qualitative data analysis is systematic, thorough, and
provides a structured way to explore complex data while ensuring that the analysis
remains grounded in the data itself. His emphasis on the use of software tools also
highlights the practical aspects of conducting qualitative research in contemporary

research environments.
Following Kuckartz (2012), The data undergoes several steps:

1. First, all transcripts are read thoroughly and then segmented into manageable
parts or units that can be analyzed more easily. Notable passages are

paraphrased to avoid exhaustingly lengthy segments.

2. An initial set of categories is defined to group the segments. The categories
chosen are taken from the process model defined in chapter 2.10 and follow
preboarding practices outlined by Klein & Heuser (2008) as well as proximal and

distal outcomes of the preboarding process, including pre-entry turnover itself.

3. Afterwards, data is systematically assigned to the appropriate defined
categories for the 1t order coding process via deductive/closed coding. Closed
coding helps with structuring the data in a way that allows it to be quantified,

confirmed and ordered.

4. The next step is the inductive conceptualization of subcategories based on the

themes that were highlighted in the interviews.

5. The new subcategories are then inductively populated with the data during the
2" order coding phase. This phase uses open coding, which enables a natural

emergence of common themes and insights.

6. The penultimate step of qualitative data analysis by Kuckartz (2012) constitutes
a set of simple and complex analyses which prepare the final presentation of
findings.
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7. Finally, the findings are put into writing and highlighted in the upcoming chapter
of this thesis (Kuckartz, 2012, pp. 132-156).

3.4.2 Code Coloring

In addition to the qualitative data analysis process by Kuckartz (2012), codes also
received a color scheme that intends to give contextual information about the

participants statements.

- The standard color assigned to all labels regarding the preboarding process is

yellow.

- Labels belonging to framework conditions of the preboarding process are

colored orange.

- Labels were colored in pink, if the statement was referring to measures and
strategies that were not implemented in the process as of the time of
interviewing. These were largely collected in the context of Q3a and Q3b which

focused on describing the “ideal” preboarding process.

- All codes which concern proximal or distal outcomes were colored in petrol

green.

- Finally, all codes regarding pre-entry turnover were shaded in one of two shades
of gray: If preboarding has occurred, the code is colored in dark gray, if it has
not occurred, the code is colored in light gray. The two 15t order concepts directly

assigned to the pre-entry turnover dimension were also colored in light gray.

3.4.3 Language

Importantly, the open coding process will happen in German as all interviewee’s are
native German-speakers and conclusively, the interviews and interview data are
available in German as well. 15t order concepts remain in German to avoid any potential
loss of information, whereas all 2" order themes, and aggregate dimensions are

described in English.
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4. Results

In this chapter, findings from the preceding qualitative data analysis process are

showcased and explained.

41 Aggregated Dimensions

The main aggregate dimensions were derived from the process model outlined in
chapter 2.10. The initial dimensions include Klein & Heuser (2008)’s five onboarding
practices of Inform-Resources, Inform-Communication, Inform-Training, Welcome, and

Guide — as well as Proximal Outcomes, Distal Outcomes and Pre-entry Turnover.

Proximal Outcomes and Distal Outcomes were given their matching 2" order themes
of Role Clarity (+), Role Conflict (-), PO-Fit (+), Social Integration (+), Self-efficacy (+),
Organizational Commitment (+), Job Performance (+), Job Satisfaction (+), and
Intention to Leave (-) which were already prominent in onboarding theory (e.g., Bauer
etal., 2007, p. 708; Saks et al., 2007, p. 417).

After the initial round of open coding, a total of 620 codes emerged. It was adjusted
during subsequent rounds of categorization, with the final number of codes being 601
codes in total. All codes were grouped into the existing categories via deductive coding.

This is where the first shifts compared to the original model were discovered:

- 82 codes were more focused on perceived challenges, attributes, or limitations
that somehow impeded the preboarding process. These were grouped into a
separate Challenges/Limitations dimension that is considered as a “framework”

dimension (and thereby colored orange).

- 24 codes revolved around statements and tasks that were related to
responsibilities and internal communication related to the newcomer and their
imminent arrival. These were assigned to a new “process” (yellow) dimension

called Internal Processes.
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- There were still 27 codes left that did neither fit Klein & Heuser (2008)’'s
onboarding practices or the Challenges/Limitations dimensions. They were

subsequently grouped into two new framework dimensions:

o Duration describes statements about the average length of the
preboarding phase — e.g., 2 months. 16 codes were assigned to this

dimension.

o Individual Differences covers all statements that described if the process
is different based on traits related to the position, length or the specific

individuals involved. 17 codes were transferred into this dimension.

- Inform-Training only produced 5 codes in total. The dimension was consequently

removed and split between Inform-Communication and Welcome.

- Role Conflict (-) only produced 4 codes. Given the overall rarity of the category
the theme was removed from the final set as well and split up between Role
Clarity (+) and Self-efficacy (+).

- Job Satisfaction (+) and Intentions to Leave (-) were similarly rare, with only 2
and 4 codes respectively. Consequently, both themes were removed and fused

with the Organizational Commitment (+) theme.

- It was only mentioned twice that preboarding had the explicit goal of reducing
Dropout Rates (by participant #7 “Ramona” and Participant #14 “Nadine”,
respectively). These codes were subsequently added directly into the Pre-entry

Turnover (-) dimension.

The final number of aggregate dimensions equals to 11, of which 8 describe the
preboarding process directly and 3 its outcomes. These shifts already show the first
notable differences that preboarding has in comparison to the general socialization
process in place during the newcomer’s adjustment. Notably, the omission of half the
distal outcomes that were initially regarded as part of the pre-entry socialization process
distill preboarding from the greater onboarding process. These findings will be

discussed in further detail in chapter 5.

44



4.2 2" Order Themes

The following chapter will explain the 2" order themes that were defined and/or
adjusted as a part of the qualitative data analysis process. As has been noted in the
previous chapter, one notable difference from the “standard” qualitative data analysis
by Kuckartz (2012) lies in the fact, that for two aggregate dimensions (Proximal
Outcomes, and Distal Outcomes), 2" order themes were already derived from theory.
During the refinement process, some of these pre-existing themes (Role Conflict (-),
Job Satisfaction (+), and Intentions to Leave (-)) were deemed unsustainable for the

model, resulting in the current make-up of second order themes.

In total, 26 2" order themes have been defined, of which 14 belong to 15t order
dimensions regarding the preboarding process, 6 regarding proximal/distal outcomes,
and 2 regarding pre-entry turnover. The 2" order themes are now examined in more
detail; they are grouped after their respective aggregate dimensions. Each theme will
be introduced and its most common as well as particularly noteworthy 1t order

concepts will be showcased.

An exception is made for the aggregate dimensions Individual Differences and Duration
which do not employ any 2" order themes — the dimensions will therefore be
showcased in this chapter as well. As they describe “framework” conditions of the

preboarding process, they will be described first.

In this chapter, several excepts from the interviews will be shown. These have been
translated into English to ensure consistency in reading. The Al-based translation tool
deepl.com was used to translate the statements which were then manually curated

before implementation into the thesis.

4.2.1 Individual Differences

The first framework condition that would affect preboarding is, how each individual case
plays into setting the stage for the preboarding phase. This “difference” can take on
multiple forms depending on what needs to be considered for the newcomer. The most
common factor was simply the position that was opened. Here participants particularly

noted stark differences across hierarchical lines, meaning that preboarding would be
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considerably different for senior positions than it would for “regular’ colleagues.
Differences were also identified towards interns and trainees. All three distinctions were
exemplified by participant #13 “Brigitte” who in her work socialized all three positions

on aregular basis:

“And as | said, the whole thing often looks a bit different with
managers, because they have much longer negotiation phases
beforehand, because they simply have a different application
process.” (Participant #13 “Brigitte”, personal communication,
11.07.2024)

“[...] things often work very, very differently for apprentices, for
example. Yes, because it can also be that you employ them on the
spot, because they don't have a dismissal phase or anything like that,

[...]” (Participant #13 “Brigitte”, personal communication, 11.07.2024)

However, such lateral differences were also reported by other participants. For
example, participant #2 “Laura” explained that preboarding would slightly alter

depending on the department the newcomer was joining:

“We have several departments in our company, which means that we
divide our onboarding into project management, graphics, content,
[...] and social media as well. We have different processes, so to
speak, but we try to keep it really general [...] it varies a bit from
department to department.” (Participant #2 “Laura”, personal
communication, 25.06.2024)

Aside from the position filled, the duration of the process was also noted as affecting
the preboarding itself by 5 participants, with shorter times usually being noted as a

reason for delaying non-essential processes into onboarding.

“If there are only 2 weeks in between, then [gathering Feedback by
the newcomer] is more likely to be done later, but if there are 2
months in between, then the time is also used to do it in between.”

(Participant #9 “Josefine”, personal communication, 10.06.2024)
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One particularly notable final difference that was stated by 2 participants to affect the
preboarding process, was the personal connection between the newcomer and the
responsible. Both stated that when a familiar face is on the other side of the process,

preboarding becomes considerably easier and less complicated.

“The colleague | already knew before only needed 2 days, he also
got an update from me in advance, he was more confident in his
work. I also knew from him that it would work, and it worked
wonderfully.” (Participant #1 “Olaf’, personal communication,
24.06.2024)

This leads to the conclusion that preboarding seems to be subject to a great deal of
individual factors in relation to what prerequisites both the newcomer and the job

position bring to the table.

4.2.2 Duration

The second framework dimension Duration regards the effective average timespan that
the preboarding process encompasses. In general, participants aggregated around a
timespan between 2 weeks and 3 months. A shorter timespan was only noted once (2

days), timespans exceeding 3 months were not mentioned.

3 participants also agreed that the effective length of the preboarding process is
dependent on the cancellation period that the newcomer still needs to uphold during
this phase. Participant #2 “Laura” stated in this regard that “long cancellation periods
pose a problem in that they might lose time with the newcomer” and that they “liked to
stay in contact during that phase” (Participant #2 “Laura”, personal communication,
25.06.2024). Participant #14 “Nadine” additionally noted, that “the shorter the
preboarding, the better” (Participant #14 “Nadine”, personal communication,
17.07.2024).

4.2.3 Inform-Communication

Starting into concrete measures of preboarding, the first set of 2" order categories
discussed belongs to the Inform-Communication dimension. It includes all measures

the enact communication with the newcomer — both one-way messages and two-way
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communication. Unlike Inform-Resources, the newcomer do not need to access them
proactively (Klein & Heuser, 2008, p. 319).

Inform-Communication measures are usually the first preboarding measures a
newcomer is provided with, as they include formal welcoming messages and initial
information sent alongside the official approval of the newcomer as a company

member.

The Inform-Communication dimension encompasses four 2"? order themes, which are

now described in more detail:

Regular Contact covers all efforts to keep contact with the newcomer, such as welcome
messages or planned mails to ask for open questions. 32 labels fit this category, with
the most frequently noted measure including contacting the newcomer to discuss any
remaining questions. 5 participants noted that this practice is already in place, with 3

additional stressing the importance of proactively messaging the newcomer:

“Communication is very important and the simple act of calling
someone to say hello and have a quick chat can have a very positive
effect.” (Participant #3 “Franziska”, personal communication,
25.06.2024)

It was also noted 7 times by 6 participants that newcomers are receiving (or should

receive) support if they are moving from a different city or country.

“Of course, if someone is looking for an apartment or needs to find
their bearings in our region, then I simply have to communicate with
them more often to make sure everything fits.” (Participant #11 “Lisa”,

personal communication, 11.07.2024)

This reveals that onboarding responsible and specialists seem to consider it as a part
of their duty to not just prepare the newcomer for their future employment but to also
ensure that their personal situation in regards of relocation is supported as much as

possible. Two participants also stated in that context that they provide newcomers with
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contacts that can help them with moving — such as local housing apps or even a moving

company.

Moving on to the next theme, Frequency includes everything related to the ideal scope
of communication — aka how often the newcomer is contacted and what for. What was
interesting about this theme was the fact that it was stated 5 times that communication
should not exceed an “annoying” level. At the same time, 6 statements also concerned
that communication should be held “regularly” and that longer periods of time without

contact should be avoided:

“l can confirm that it's a bit uncool if the start date is a few months in
the future, but you don't hear anything from the company and you
don't know what's going on until you're almost unsure. “OK, is this still
valid or what's going on now?”” (Participant #7 “Ramona”, personal
communication, 08.07.2024)

While there was no clear favorite frequency found among most of the participants, “2

weeks” were mentioned a total of 4 times to be either the “ideal” or “effective” frequency.

The third theme, Roadmap includes all information about the further onboarding
process, such as information about the 15t day or month or information about the future
workplace, working hours or the onboarding in general. 13 codes across 8 participants
noted that information about the immediate onboarding was relayed, with the
overwhelming majority (9 codes from 7 participants) focusing on the 15t day of work

specifically.

“With HR, they stay in contact on the one hand, especially in terms of
‘What will the first working day be like, when does someone have to
be where?’ In other words, anything that involves a bit of data and
facts for the first working day.” (Participant #8 “Sieglinde”, personal
communication, 10.07.2024)

The plan for the newcomer’s 15t day at work appears to be a particular focal point in
several company’s preboarding strategies. Participant #6 “Sophie” for example noted,

that she gathers feedback from new colleagues on whether “they feel all settled for day
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1 of work.” (Participant #6 “Sophie”, personal communication, 08.07.2024)
Consequently, it is also worth noticing that events past day 1 in comparison receive
little attention by the participants, with only 1 statement explicitly mentioning a

timeframe beyond the 15t day at work.

It was also noted 5 times by 3 participants that the newcomer has a say in how their
future onboarding should be handled specifically, often only particular dates were

fixated, such as day 1 or the date of a qualification test:

“The communication with the employee is initiated, about how he
imagines the training.” (Participant #1 “Olaf”’, personal
communication, 24.06.2024)

In the same example case (which was also the only one to mention the 15t month of
work explicitly), it was also mentioned that there are “no written rules” as to how the
first month is to be executed, save for the “end goal” (Participant #1 “Olaf’, personal
communication, 24.06.2024).

The final theme of the Inform-Communication dimension, Feedback covers all efforts
related to obtaining feedback by the newcomer — including people who terminated
employment during preboarding. Overall, 8 participants stated a total of 15 times, that
they collect feedback by newcomers in some way or another. Participants stressed how
they want “honest statements by applicants” (Participant #10 “Alois”, personal
communication, 10.07.2024) or that “different opinions should be heard” (Participant
#11 “Markus”, personal communication, 15.07.2024). Feedback is obtained both during
preboarding (regarding recruiting, 2 mentions) or onboarding (regarding preboarding,
2 mentions) and generally, the tenor of interviews was that feedback is perceived as
vital for improving the process and that companies should seek it. Participant #10

“Alois” was among the most vocal proponents of seeking feedback among participants:

“We create an appreciative safe space in this conversation, we try to
speak at eye level, really look for the actual reasons or the open

things that need to be addressed and can actually also draw great
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feedback from this or draw great benefits for us.” (Participant #10

“Alois”, personal communication, 10.07.2024)

4.2.4 Inform-Resources

The second aggregate dimension of measure employed during preboarding, Inform-
Resources, includes all measures that revolve around preparing and providing the work
material and information necessary for the organizational newcomer to perform their
job — granted that they show the initiative to use these tools. “Initiative” in this context
means that the newcomer needs to access this information themselves — aka being
proactive about the use of resources (Klein & Polin, 2012, pp. 8-9). For example, a
company representative might provide the newcomer with access to the company’s
intranet in which information about the company, its CEOs and the employer’s future
working environment might be found. But for it to be effective, the newcomer

themselves must use the intranet to obtain this information.

The Inform-Resources dimension encompasses two 2" order themes: Company

Resources and Administrative Processes, which are now explained in more detail.

The first concept, Administrative Processes covers any processes regarding formalities
about the working relationships that are required for the newcomer to be formally

incorporated into the company

Administrative Processes largely involves sending administrative documents (8
mentions) creating or signing the work contract (5 mentions), starting bureaucratic
processes (5 mentions) requesting to complete the newcomer's master data (4
mentions) or confirming the newcomer’s salary (3 mentions). 3 Participants also stated
that they would prefer signing the contract as soon as possible, potentially even during

recruiting:

“So we preferred it when the contractual aspects were precisely
regulated, when the commitment was made /[...]” (Participant #13

“Brigitte”, personal communication, 11.07.2024)
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Participant #3 “Franziska” stated on this manner that she believed that “signing a
document naturally creates a greater connection with the company” (Participant #3

“Franziska” personal communication, 25.06.2024).

The second concept, Company Resources included any physical and digital materials
and information about the company itself and the work of the newcomer, such as
preparing the workspace, providing work material or preparing the newcomer’'s
hardware & software systems. This group was notable in that it had the largest
concentration of “pink” statements, meaning that here, participants have a particularly

large pool of suggestions they wanted to incorporate into the existing process.

4.2.5 Welcome

The Welcome dimension covers all measures that serve to provide the newcomer with
opportunities to meet and socialize with employees (Klein & Heuser, 2008, p. 319).
Notably, only a single interview did not mention anything regarding celebrating the
arrival of a newcomer within the organization team. The others described at least one

of three 2" order themes regarding the Welcome dimension:

Getting to know the Team includes all measures where newcomers connect (or are
connected) with their future colleagues, either digitally or via visiting the workplace. A
visiting day (“Schnuppertag”) is incorporated by most companies in some way or
another and it usually serves as a way for the newcomer to socialize with their peers or

getting to know their working environment.

“...we try to make these trial days attractive to every applicant so that
they really get involved.” (Participant #2 “Laura”, personal
communication, 25.06.2024)

While the participants largely agreed that getting to know the team beforehand was
beneficial, they did show some different viewpoints in terms of obligation. Participant

#5 for example stated that visiting the company at least once was mandatory:

“What I do insist on is that he's been to the agency once beforehand,

so that we get to know him personally, in any case [...] So that you
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can simply check out the atmosphere. That's just important to me.”

(Participant #5 “Marie”, personal communication, 01.07.2024)

Company Events includes all measures where newcomers are invited to events
organized by the company. Participants stated two types of events: Regular breakfast
or lunch meeting inside the company, usually on a specific day (e.g. “Hot Dog Friday”)

or after-work events to which the newcomer is invited to.

“What also happens very often is that we invite people to lunch
together on friday, we always have a Hot Dog Friday. Or the team
where the new person joins us invites them to breakfast.” (Participant

#6 “Sophie”, personal communication, 08.07.2024)

“That's why | also look directly: are there any cool team events
coming up where the new employees could take part, so if so, and
that's usually the case, they're invited to attend.” (Participant #7

‘Ramona”, personal communication, 08.07.2024)

In terms of reasoning, all participants stated the explicitly social character of such

events:

“l think get-togethers in advance are quite smart, you can meet [the
newcomer] again, just promote this social component.” (Participant

#6 “Sophie”, personal communication, 08.07.2024)

Goodies include all physical or digital material that is not required for the newcomer’s
work but rather serve as a welcoming gift. These utensils could be any sort of welcome
package, often including branded objects like bags, coffee mugs or USB sticks. These
goodies also seemed to garner a positive reputation, at least according to the two
participants that stated to have received positive feedback about the welcome package

— much to their own apparent surprise.

“People are really happy about the backpack, that's something |
always find very fascinating, because there's nothing spectacular
about it. [...] But it's very, very well received.” (Participant #6

“Sophie”, personal communication, 08.07.2024)
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‘it's limited to coffee cups and pens, and that always makes them
enthusiastic. | think we'd should spend more on it [Goodies].”

(Participant #14 “Nadine”, personal communication, 17.07.2024)

These two reactions indicate that the positive effect of getting physical goods early on
may have a greater effect than the two participants have anticipated. Or, that the

perceived value of those goods by newcomers is higher than that of the participants.

4.2.6 Guide

The last of Klein & Heuser (2008)’s predetermined dimensions (excluding the defunct
Inform-Training dimension), Guide, covers all measures that provide the newcomer
with a dedicated person that accompanies the newcomer’s initial tenure. This guide
can take on several roles, be it a senior employee or a mentor, a department colleague
dedicated as a “buddy”, or an employee from HR who serves as the main contact

person of a newcomer (Klein & Heuser, 2008, p. 319).

The Guide dimension has no 2" order themes, as the general responsibilities of contact
people, mentors, buddies were described largely in a similar fashion. 9 Participants
stated that they assign — or plan to assign — a contact person to newcomers. The
“‘Buddy” was the most frequently noted type of contact person — it was further specified

by some participants how these buddies operated:

“[...] the buddy can make relatively free decisions. How much contact
do they have with the new employee in advance? Once is more or
less mandatory, that's what the buddy system says, but if it were
more often, that would be okay too. The team leader only needs to be
informed if any action is taken.” (Participant #9 “Josefine”, personal
communication, 10.07.2024)

4.2.7 Internal Processes

Internal Processes was defined as a new dimension, seeing how several concepts did
not fit into any of the predetermined dimensions by Klein & Heuser (2008). It covers all
statements that relate in some way or another to how and by whom the arrival of a

newcomer is communicated and managed. It covers 3 themes.
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What’s interesting about this dimension is that only 5 participants stated in some way
that the arrival of a newcomer is communicated at all. This may suggest, however
unlikely, that other companies do not communicate the arrival of a new hire internally,

which does lead one to imagine a very lively day 1.

Regardless, those that do mention communicating the newcomer’s arrival have
different angles to focus on: Two stated that communication about the newcomer

occurs largely informal. To quote participant #12 “Lisa”:

“‘Well, | do coordinate with the boss, but we don't have a special
meeting and write everything down, it's just something that happens
‘in the doorstep’ between the two of us.” (Participant #12 “Lisa”,

personal communication, 11.07.2024)

Participant #14 “Nadine” conversely stated that the newcomer’s arrival is
communicated “during weekly meetings with the entire team” (Participant #14 “Nadine”,

personal communication, 17.07.2024).

One notable challenge was also brought up by participant #12 “Lisa” which regards on

how the newcomer is received by the existing team:

“And how do | do that, so that when they come and there's already a
[bad] mood: ‘For God's sake, here comes a trainee and she's just
going to cause trouble” (Participant #12 “Lisa”, personal
communication, 11.07.2024)

Prejudges regarding the newcomer have not been featured in discussions with other
participants, leaving it open on whether such cases are simply few and far between or
whether participants might in some cases lack the awareness on how important it is to

communicate a newcomer in the best light.

The other two themes are closely related to each other: Responsibilities split up
includes all statements where there is no singular person in charge of the preboarding
process. It is positioned diametrically to the theme Responsibilities not split up, in which

one central person is managing the preboarding process in their organization.
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Although both groups are mentioned similarly often (7 times vs. 6 times), preboarding
being split up among multiple individuals occurred only in 2 cases, whereas 5 cases
stated that there is a single responsible person (the remainder did not specify the

number of responsible people).

For the most part, preboarding was split up between a company’s CEO or managing
director and either their HR department or with a direct assistant. In these groups,
where preboarding responsibilities were not split up, 4 statements mentioned how
newcomers were received by a distinct recruiting department — only one participant

combined both recruiting as well as onboarding within her responsibilities:

“We are a small and medium-sized company, we have around 60
employees and | am responsible for recruiting on the one hand, but
then also for the whole onboarding process.” (Participant #8

“Sieglinde”, personal communication, 09.07.2024)

4.2.8 Challenges/Limitations

Challenges/Limitations covers all statements by participants in which they saw certain
factors as impeding their ability to execute or realize preboarding in a way they want
to. Like Individual Differences and Duration, this theme is considered a “framework”
theme that was added after the initial coding round. The Challenges dimension

encompasses four 2" order themes.

Newcomers covers everything that the future employees themselves do to impede the
preboarding process. The category includes, for example, the “newcomers from outside
often require alternative approaches” (Participant #12 “Lisa”, personal communication,
11.07.2024) that the “company can at this point only rely on the ‘theoretical’ skills of the
newcomer,” (Participant #2 “Laura”, personal communication, 25.06.2024) or that
newcomers “grow more demanding due to generational shifts” (Participant #2 “Laura”,
personal communication, 25.06.2024) or “a changing market situation.” (Participant

#13 “Brigitte”, personal communication, 11.07.2024).

One particular case by participant #13 “Brigitte” concerned the newcomer taking

serious issue with their to-be workplace:
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“She got to know all her colleagues, who were all very friendly, but
she doesn't like the office, she can't do it, it's way back there [in the
building], it's much too small, that's not how she imagined it [...]”

(Participant #13 “Brigitte”, personal communication, 11.07.2024)

Most mentions, however, related to the newcomer’s other employer relations — either
due to them still having obligations with their current employer (2 codes), or the fact
that many are involved in multiple parallel application processes (3 codes). As stated

by participant #13 “Brigitte”:

As | said, they have several fires in the iron, they're not so nice: “Oh
my God, there's [company X]. I've been waiting all my life for the
chance to start there as a mechanic”, but they also apply somewhere
else, they apply here and there. And if they're good, then they take
the offer that simply pays more, | say. (Participant #13 “Brigitte”,

personal communication, 11.07.2024)

What can be said in certainty however is that preboarding can be considered as a
timeframe where the connection between newcomer and company is still volatile at
best, as they not only may have multiple application processes running in parallel but
may also still have an active employment contract with their soon-to-be former

employer.

Company Resources covers all material, personnel, monetary and otherwise “hard”
limits of the company that impede the ability of its employees to realize the preboarding
phase to its full extent. This category hosts a broad array of different issues that may
affect the process — in one case, a lack of responsibility allocation was noted
(Participant #6 “Sophie”, personal communication, 08.07.2024), in another situation,
the workspace provided insufficient room for individualization (Participant #12 “Lisa”,

personal communication, 11.07.2024).
A lack of finances was also stated in three cases as limitations:

“And the second is the cost issue, you have to say that too.”

(Participant #2 “Laura”, personal communication, 25.06.2024)
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And, personal limitations, which 4 participants reported as being a challenge:

“...but of course you also need woman- and manpower, so it doesn't
work without human resources.” (Participant #13 “Brigitte”, personal
communication, 11.07.2024)

A very interesting case can be found with participant #6 “Sophie” who manages
preboarding processes for both white-collar workers and blue-collar workers. She notes
several difficulties with the blue-collar process that are not existent in the white-collar
process — stating that “open house and buddy systems for workers produce a lot of
legal, social, and process-related roadblocks” (Participant #6 “Sophie”, personal
communication, 08.07.2024).

What is interesting about this however is a statement to the question on why certain

measures are not implemented (Question Q3b)

“‘Because it's a very high effort. We have a very high early fluctuation

in the blue-collar sector, where the question is, is it really worth it? Is

it worth the effort?” (Participant #6 “Sophie”, personal communication,
08.07.2024)

What is notable about this statement is that the high fluctuation among blue-collar
workers in early onboarding stages is seen as a roadblock for integrating welcome
practices into the preboarding phase. This may constitute an interesting avenue for

future research which will be touched upon again later in this thesis.

Company Culture describes all limits related to a lack of communication, interest,
urgency or other “soft” factors within the company. In most cases, the reasons were
related to a lack of a “need” for a better preboarding process — often, because the

existing one was already satisfactory:

“l don't think there's much capacity for it at the moment, if we
consider that it's such a small thing when the whole process is
already going well anyway.” (Participant #7 “Ramona”, personal
communication, 08.07.2024)
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Aside from the lack of need, other reasons include a lack of awareness for certain

measures or an insufficient communication culture.

“So to the first point, open house days yes. Basically, it's always
possible for us to do it, but it hasn't yet been accepted in the
company that this can actually be a valuable input for the new
employee.” (Participant #3 “Franziska”, personal communication,
25.06.2024).

Quality includes statements about the how good they perceive the preboarding process

in place — for example, if it was perceived as “rudimentary”, “good enough” or “better

than the old one”.

In general participants consider their existing preboarding processes neutral to positive.
6 Participants (8 codes) stated that their preboarding was already satisfactory, 4
participants (5 codes) noted that they have personal negative experiences with bad
preboarding. 2 participants (Participant #7 “Ramona” and Participant #9 “Josefine”)
noted that the preboarding process they found when they started was notably worse
than their existing one. One participant (Participant #14 “Nadine”) also stated that she
“‘does not believe that their preboarding has a great effect on turnover rates”

(Participant #14 “Nadine”, personal communication, 17.07.2024).

4.2.9 Proximal Outcomes

The Proximal Outcomes differ from the initial model in that Role Conflict (-) was not
sufficiently mentioned by the participants to vindicate a distinct 2" order theme. The

dimension consequently includes four 2" order themes:

The first proximal outcome, PO-Fit (+) covers all statements that revolve around
whether the newcomer’s values align with the company’s values, on “if the candidate
even fits into the company and the team” (Participant #2 “Laura”, personal
communication, 25.06.2024).

The participants noted how the company can both assess or establish PO-fit with the

newcomer, with some stating that the preboarding should communicate “enthusiasm”
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(Participant #7 “Ramona”, personal communication, 08.07.2024) and others noting that
newcomer and organization should “not annoy each other” (Participant #12 “Lisa”,

personal communication, 11.07.2024).

4 participants also stated that if a negative PO-fit is the reason for an employee leaving
than this may provide more positive effects in the long-term (or vice versa, prevent

negative effects in the long-term):

“...communication and speaking and questioning is our main area of
activity and if that's [a lack of proactive questioning] where it already
fails, then perhaps it's sometimes not so bad that they then jumped
ship.” (Participant #11 “Markus”, personal communication,
15.07.2024)

These sentiments suggest that organizations may perceive PO-fit as a useful early
indicator during preboarding to “save” the company the experience of employing a

newcomer that does not align with the organization’s values:

“Thank God he realized beforehand that it doesn't suit him, because
then we save ourselves a lot of time and effort by really onboarding
him... and it's all for nothing because he doesn't feel comfortable,
because sooner or later he'll leave anyway... (Participant #5 “Marie”,

personal communication, 01.07.2024).

The second proximal outcome, Role Clarity (+) describes if the newcomer is fully aware
of their tasks and duties within the organization. Here statements focused mostly on
preparing the newcomer for their daily work (8 codes) or answering any open questions
the newcomer might still have (3 codes) as well as the company assessing the

knowledge of the newcomer (3 codes).

4 participants (6 codes) also stressed the importance of newcomers to “only” receive
the information that was important to their work as some stated that newcomers coming

out of recruitment would not be fully aware of what tasks are awaiting them:
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“It is often not 100% clear to people what their activities really are [...]
[driving though] narrow passages, a lot of social contact, the odor and
noise issue, which is often not 100% emphasized in these
conversations.” (Participant #6 “Sophie”, personal communication,
08.07.2024)

The third proximal outcome, Social Integration (+) includes any measures that make
the newcomer “feel welcome” and help socializing with the organization and its

members.

The desire for the newcomer to “get to know the team” was noted by 7 participants (10
codes) as this would “help building a personal connection” (Participant #5 “Marie”,
personal communication, 01.07.2024) or showing them “who they can trust’
(Participant #4 “Sascha”, personal communication, 25.06.2024). Participants also
noted that it was important for the newcomer to “feel good in the company” (7 codes)
to remove any “concerns or uncertainties” (7 codes), or to display a “company culture
built on trust and appreciation” (5 codes). Building social integration early was also

considered to be important (5 codes).

“But also this personal aspect, that the people are all really pleasant
and likeable and you also make sure that you make a private
connection with the people.” (Participant #4 “Sascha”, personal
communication, 25.06.2024)

The final proximal outcome, Self-efficacy (+) describes the newcomer's perceived
personal ability to perform well and solve tasks successfully. Statements encompassed
in this theme revolve around optimizing the newcomers’ starting conditions like getting
to know their daily work environment (4 codes) or being presented with a ready-made
workspace that allows them to get going quicky (6 codes). Factors such as PJ-fit (2

codes) and assessing their independence (1 code) were also noted.

2 statements put emphasis on the impact that a newcomer has within the team and
that the workspace can also change to accommodate “a newcomer that may not fit
100% what the position was requiring” (Participant #13 “Brigitte”, personal

communication, 11.07.2024).
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4.2.10 Distal Outcomes

Like the Proximal Outcomes dimension, Distal Outcomes during preboarding were not
featured in the scope that was assumed. As such, the dimension only includes two 2"

order themes, which are now explained.

The first distal outcome, Job Performance (+) covers all metrics regarding the ability of
the newcomer to perform their tasks successfully and productively. The main findings
in this theme related primarily to two 15t order concepts: First, newcomers are expected
to be able to quickly realize their tasks and “show performance” — that is to become a

fully-fledged productive member of the workforce (5 codes):

“We want to give the employee the opportunity, [...] to arrive in the
company as quickly as possible and ultimately to yield performance
and implement things as quickly as possible.” (Participant #10 “Alois”,

personal communication, 10.07.2024)

Second, facilitating job performance upon the newcomer’s arrival also includes
reducing the training time they need upon day 1 to accommodate to their new work-

related tasks and ideally complete training time as soon as possible (6 codes):

“The aim behind [our preboarding] is to have employees who are as
trained as possible and to not waste unnecessary time on training.”

(Participant #1 “Olaf”, personal communication, 24.06.2024)

In addition, participants noted how they intended to assess capabilities of the new
employee (2 codes) as well as how incentives (such as a company car) are used to

motivate the newcomer (1 code).

The second distal outcome, Organizational Commitment (+) covers all statements that
include newcomer’s satisfaction, their emotional bond and proactivity towards the
organization and its members. 4 participants (9 codes) stated that assessing the
commitment of organizational newcomers to the job and mission of the company was

crucial for newcomers to show:
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“...it's important that you really burn for the vision, for the mission,
[...] that you don't sell pens and burn for the mission that everyone
has the same pens, but that you really burn for a higher goal.”

(Participant #10 “Alois”, personal communication, 10.07.2024)

At the same time, 4 participants also noted the advantages that an emotional

connection of the newcomer with the company might provide (6 codes):

| no longer believe that salary is the deciding factor for staying with a
company for a long time, | also no longer believe that job security is
the reason why people stay with a company for a long time. | think

the main, most important reason is that you feel comfortable in a
company. (Participant #12 “Lisa”, personal communication,
11.07.2024)

What is particularly interesting to notice is how participants showed a stark contrast
between which of the two distal outcomes they put greater emphasis on: 4 participants
showed a significant drift towards Job Performance (+) whereas 5 participants showed
a preference towards Organizational Commitment (+). Only 2 participants provided
answers for both outcomes, each one preferring one of the two themes respectively. 3
Participants did not state anything that could be assigned to either of the two outcomes.
This might suggest that in terms of Distal Outcomes, organizational members may be
more inclined to choose in-between either the functional skills and performance of a

newcomer or their emotional attachment to the company.

4.2.11 Pre-entry Turnover

The final dimension, Pre-entry Turnover, covers all statements that the participants
stated regarding organizational newcomers leaving during the pre-entry phase. Here,
the respective interviews were assigned in either of two 2" order dimensions, namely,
whether the participants have had any experience with pre-entry turnover, or whether
they did not have had any experience with pre-entry turnover. Both themes are

explained below:
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9 participants stated that they did experience pre-entry turnover in their current position.
Regarding the reasons, it was stated 6 times that newcomers were poached from other
companies. A lack of PO-fit (4 codes), insufficient communication (3 codes), a long pre-
entry phase (2 codes) or being ghosted by the prospect employee (1 code) were other
common reasons given. 2 participants (4 codes) stated that the difference in position
affected turnover rates, notably interns and workers were stated to drop out “more
frequently” (Participant #6 “Sophie”, personal communication, 08.07.2024) or “all the
time” (Participant #13 “Brigitte”, personal communication, 11.07.2024).

Lastly, an interesting contrast was given by participants #3 “Franziska” and #9

“Josefine”:

| can imagine that /...] as long as you don't have anything written in
your hand, where you have put your signature under it yourself, you
have not yet made a commitment. (Participant #3 “Franziska”,

personal communication, 25.06.2024)

| think this is a very important area, because the signature on a
contract alone does not bind the employee. (Participant #9 “Josefine”,

personal communication, 10.07.2024)

The relevance of a signed contract in terms of binding employees to the company
emotionally certainly allows for different viewpoints. This may suggest that the signed
contract’s psychological impact on organizational commitment could be evaluated

further.

The importance of obtaining feedback from drop out candidates is stressed by 5
participants (10 codes). Negative consequences of pre-entry turnover were noted in 10
codes, which include re-starting recruiting (3 codes) to bureaucratic expenses (2
codes), the newcomer missing in either the process (2 codes) or the social network of
the company (1 code), high costs (1 code), and declining other prospect candidates (1

code).

5 participants stated that they did not have any personal experience with pre-entry
turnover in their tenure. As for why pre-entry turnover might be low, answers range from
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establishing and keeping a connection early on (3 Participants), communicating
transparent and honest (2 Participants), to the fact that companies with few open
positions consequently also don’t experience pre-entry turnover (2 Participants) or that,
depending on the education of participants, they might be less inclined to drop out of
the process (1 Participant). Participant #14 “Nadine” stated that not only did she “not
know why they had not experienced pre-entry turnover”, but also that the company
“simply does not have a drop-out problem in general “(Participant #14 “Nadine,
personal communication, 14.07.2024).

Figure 3 shows all aggregate dimensions and 2" order concepts of the coding process.

The complete code tree is displayed in Appendix 3.
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A4 Codes 598

? Individual differences 17
? Duration 16
W Inform-Communication 0
? Regular Contact 32
> Frequency 16
> Roadmap 26
? Feedback 15
A Inform-Resources 0
? Administrative Processes 33
? Company Resources 37
A Welcome 0
> Getting to know the Team 33
? Company Events 17
> Goodies 12
» Guide 28
b Internal Processes 0
> Internal Communication 11
> Responsibilities split up
? Responsibilities not split up
W Challenges/Limitations
> Newcomers 15
? Company Resources 25
> Company Culture 19
> Quiality 22
A4 @ Proximal Outcomes 0
> & PO-Fit (+) 19
> # Role Clarity(+) 24
> # Social Integration (+) 48
> # Self-efficacy (+) 17
A4 @ Distal OQutcomes 0
> a Job Performance (+) 16
> @ Organizational Commitment (+) 15
A Pre-entry Turnover 2
? No Experience with Pre-entry Turnover 15
> » Experience with Pre-entry Turnover 55
4 Sets 0

Figure 3: Aggregate dimensions and 2™ order themes
(Own work)
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5. Discussion

5.1 Updated Theoretical Model

The updated relationship model between preboarding measures and pre-entry

employee turnover is shown in figure 4:

Challenges/Limitations B KTh
 Nawebrher ramewor emes
- Company Resources
-Company Culture Individual Differences Duration
- Quality
Socialization Tactics -> Preboarding Practices
Inform- Inform- Welcome
Resources Communication | - Getting to know
- Administr. - Regular Contact the Team 2
Guide
Processes - Frequency - Company
- Company - Roadmap Events
Resources - Feedback - Goodies
e , Internal Processes
Organizational Social - Internal Communication
Agents - Responsibilities: Split up < Not split up
Newcomer Proactivity l
Socialization

Content Learning

v

Proximal Outcomes
- Self-efficacy (+)
- Social Integration (+)
- PO-fit (+)
- Role Clarity (+)

Level of ‘ 1 *

Institutionalization of
Preboarding Strategies:

Distal Outcomes
Pre-entry

Passive / Level 1 - Organizational Commitment (+) =3
S i5b Perfarmance () Emplyoee Turnover (-)

High Potential / Level 2

Proactive / Level 3

Figure 4: Updated process model of the relationship between preboarding measures and pre-entry

employee turnover
(Own work)
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Compared to the original model depicted in Figure 1, the new model has been adapted
to fit the established and removed dimensions and themes that were found in previous
chapters. Notably, the three “framework” themes Individual Differences, Duration, and
Challenges/Limitations were added encompassing and affecting the complete process.
Preboarding practices were adapted in a way that further emphasized the themes that
were found within the four remaining content practices by Klein & Heuser (2008) while
Inform-Training was replaced by Internal Processes. In addition, the outcomes of Role
Conflict (-), Job Satisfaction (+), and Intention to Leave (-) were removed to reflect the
state of preboarding Proximal Outcomes and Distal Outcomes. Finally, Pre-entry
Turnover was expanded by the notion on whether companies have experiences with it

or not.

5.2 Notable Findings

Next, a few notable findings from the data analyzed will be discussed.

5.2.1 Social Tactics & Social Agents

In chapter 2.2.3, it was discussed that institutionalized social tactics as defined by
Jones (1986) exert the highest positive influence out of all socialization tactics on all
socialization measures (Jones, 1986, pp. 272-273). Institutionalized social tactics
included investiture tactics (reaffirming the newcomer identity) and serial tactics

(assigning a guide).

Findings suggest that company representatives are already aware of the positive effect
a dedicated “buddy” can have on new hires. Participant #9 “Josefine” mentions this as

well:

“...and [the Buddy] gives you the opportunity to ask questions if you
have any questions or otherwise, if the person wants to, to have a
short phone call before the first day of work and we have found that
this is actually already being used quite often by the applicants.”

(Participant #9 “Josefine”, personal communication, 10.07.2024)
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When discussing the limitations of preboarding, participant #6 “Sophie” has stated the
following as to why the preboarding process blue-collar workers is not implementing

open house days and mentor systems:

“Because it's a very high effort. We have a very high early fluctuation
in the blue-collar sector, where the question is, is it really worth it? Is
it worth the effort?” (Participant #6 “Sophie”, personal communication,
08.07.2024)

Of course, it can be said for certainty that the working environment of blue-collar
workers makes an introduction of guides and investiture tactics notably more difficult
than it is for white-collar working environments. This does open the question on how
such measures might still be possible even in a disadvantageous environment for

investiture and serial tactics the way they are implemented in common office settings.

5.2.2 The Relevance of Day 1 (and Irrelevance of Days 2+)

One finding concerned the role that the 15t day of work has on preboarding measures:
It was shown that this one day plays a central role in how organizational members
devise their preboarding phase (9 codes). In contrast, mentions reaching beyond day
1 among the Roadmap theme consisted only of 3 codes regarding either the “15t month”

explicitly or “onboarding” in general.

This paints a notable contrast to the recommendation of Klein et al. (2015) who
recommend using a more broadly defined context in planning and executing
socialization measures (Klein et al., 2015, p. 280). Research in this matter does
suggest, that early onboarding stages during day 1, week 1 and month 1 might all
significantly benefit from a shift towards a more decentralized approach in planning.
Preboarding arguably might play an important supportive role for facilitating such a
change as a shift, for example, towards communicating week 1 instead of day 1 might
lower the stress associated with the 1St day at work. This might also play into a
commonly noted statement that the newcomer should be prepared for a working

environment less geared on one day but rather towards a more spread-out workflow.
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5.3 Limitations & Implications for Future Research

The first limitation to be found relates to the size of the sample used. Although the 14
participants examined provided valuable and new insights into the pre-entry phase, an
increased sample size may still unearth even more facts of the process. As such, future
research may use larger sample sizes to increase the potential spectrum of answers

and experiences.

Second, the choice of participants themselves provides a limitation, given how the
sampling was restricted to organizational “specialists”. Albeit several of the interviewed
participants made a great effort in obtaining feedback by pre-entry dropouts regarding
their motivation, the most reliable source of information is still found in the dropouts
themselves. As such, future research could shed light on the motivations and intentions

of individuals that did drop out of the pre-entry process.

Third, although the thesis did explicitly not exclude businesses of varying industries and
sizes, it may provide more specific findings in terms of processes, properties and
challenges for individual industries or company sizes if these factors were considered

in choosing a sample size in future research.

In addition, several participants noted that preboarding works different depending on
the position that is occupied. Participant #6 “Sophie” for example noted that “the
preboarding process was overall less advanced for blue-collar positions than it was for
white-collar workers” (Participant #6 “Sophie”, personal communication, 08.07.2024).
Future research could further dive into the reasons for this discrepancy and how

organizations may intend to combat this phenomenon.

To expand on the insights concerning the role of experts in understanding the evolution
and impact of preboarding practices, future research could significantly benefit from
engaging with a diverse range of experts across different fields. These experts might
include human resources professionals, organizational psychologists, and corporate
strategy advisors who have a broad understanding of workforce dynamics and

employee engagement strategies.
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6. Conclusion

This thesis did focus on obtaining information about how organizational representatives
design and perceive the pre-entry phase timeframe to establish an initial relationship
with organizational newcomers. It has been stated at the beginning of this thesis, that
in a sense, pre-entry is “stuck between a rock and a hard place,” given its position as
an intersection between recruiting and onboarding. This intersection is a root for

uncertainty among employers. As participant #7 “Ramona” puts it.

“l would say that acute onboarding for us is 3 months, and |
personally still see this as an overlap with candidate experience,
because you are very new to the company, but also partly as
employee experience...” (Participant #7 “Ramona”, personal
communication, 08.07.2024)

Companies are confronted with the trend of average employee tenures decreasing
where accepting a job offer, signing a contract or even showing up during the 15t month
of employment is far from a guarantee that a newcomer may be employed long enough

to transform into a settled organizational insider.

Preboarding thereby fills an increasingly important position in many company
socialization strategies in addressing this crucial phase. As newcomers have not
formed a dedicated image of themselves as organizational members beyond what they
could perceive from outside an organization, preboarding makes it so that newcomers
gain their first glimpses into what daily life in new organization they are becoming a

member offers.

Ultimately, this thesis recognizes that it was created under limiting conditions and that
any scientific value drawn from it lies in that it provides to opening the gate for the pre-
entry phase to be further researched and examined from different angles by future
research as well as practitioners. It remains that the pre-entry phase offers ample
potential to companies to socialize new employees early on and that is possesses

sufficient differences from its preceding and subsequent stages to warrant its own place
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as the subject of dedicated scientific research. A statement by participant #10 “Alois”

fits well for closing the book on this master’s thesis at last.

” I've now found out for myself, okay, there could definitely be more
focus on this in order to perhaps reflect on it again, to see how we
can make it more optimal, to really give the applicants a picture again
[...] and to see where we can start again, what we can improve. But
otherwise [...] I don't have anything else | want to add.” (Participant

#10 “Alois”, personal communication, 10.07.2024)
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1. Interview Guides

1.1 Preliminary Interview Guide

The initial set of interview questions consisted of a total of 4 questions:

e Q1: Tell me about why your organization uses the Preboarding process it has in

place (in terms of people, strategy, measures, goals).

e Q2: Why do you think your organization’s Preboarding does (not) help in

reducing turnover during pre-entry?

e Qg3a: Imagine that all limits in your organization are removed and that you could
design the Preboarding process to your heart's content. What would that process

look like?

¢ Q3b: Why did you choose these specific strategies/processes/methods?

These questions were then checked based upon a small set of preliminary interviews.

These interviews were not used as basis of the thesis’ findings.

1.2 Pilot Interview Guide

To minimize the structure of the interview and avoid “quantitative” interviewing, some
information was initially omitted. However, upon further assessment of the preliminary
interview guide via test interviews, it became clear that it was crucial to convey more
information to ensure that interviewees would obtain a sufficient understanding of the
topic at hand. Although interviewees displayed knowledge of preboarding, it was still
necessary to first outline the process itself before discussing it in more detalil.
Subsequently, Q1 was split into two questions, with the first emphasizing the process
and methods of preboarding and the second question delving more into the strategy
and goals behind the process. Additionally, Q2 was rephrased for clarity reasons and
Q3b was adapted to emphasize the perceived limitations of the organization, as the

previous focus (“why these measures in particular”) was either difficult to answer for
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interviewees or produced redundant answers as interviewees have outlined their

personal approach in previous questions already.
e Qla: Tell me about the Preboarding process your organization has in place.

e Qlb: What are the strategy and goals behind your Preboarding process; Why

do you use this exact process?

e Q2:Please evaluate how your existing preboarding process addresses pre-entry

employee turnover issues?

e Qg3a: Imagine that all limits in your organization are removed and that you could
design the Preboarding process to your heart's content. What would that process
look like?

e Q3b: Why do you think is this particular process not in place already?

These questions were then used in a small set of test interviews where they were

further evaluated based on conciseness, clarity and personnel.

1.3 Final Interview Guide

For the final interview guide, the total amount of questions was increased to 7. Qla and
Q1b remained unchanged, A new question, Q2a, was introduced to not only ensure a
more fluent transition towards the next focal topic of the interview, but to also determine
to what extent the interviewees have had experience with pre-entry turnover in general,
as this fact was suspected to have a major impact on the experiences towards the pre-
entry phase. Q2a was added further to ensure more clarity as some interviewees were
found to confuse employee-side turnover with employer-side turnover due to the usage
of the word “Kindigung” (“termination”) implying that an employer would terminate
contracts and not vice versa. Q2 moved to the position of Q2b. Q3a was rephrased for
reasons of clarity, and Q3b was retained the same. Finally, a completely open question

Q4 was added to allow for a more focused assessment of the experiences and values
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of the interviewee themselves after pilot interviews revealed a tendency for

interviewees to often imbue their personal approach onto the preboarding process.

A-3

Q1la: Briefly describe the Preboarding process your organization has in place

Q1b: What are the strategy and goals behind your Preboarding process; Why

do you use this exact process?

Q2a: | would now like to specifically address the issue of new employees not
starting or resigning before their first working day. To what extent do you have

experience of this?

Q2b: Please evaluate what role your preboarding process plays in relation to

resignations from your perspective.”

Q3a: Next, let's do a thought experiment. Imagine you could design the
preboarding process in your company completely freely. You don't have to worry
about any constrains, monetary, personnel-wise, resource-wise, etc. What

would this process look like?
Q3b: Why do you think is this particular process not in place already?

Q4: Is there anything left that you would like to add that you consider important

in regards to Preboarding?



2. Sampling

2.1 Definition of Company size

Employees Revenue Total Independence
Assets
Microenterprise 1-9 < 2 million | < 2 million | Equity shares or
EUR EUR voting rights in
foreign
Small Business 10-49 < 10 million | £ 10 million .
possession < 25
EUR EUR
J v percent (*)
Medium Business | 50-249 < 50 million | £ 43 million
EUR EUR
Large Business = 250 > 50 million | > 43 million | —
EUR EUR

Table 7: Company size criteria

(WKO, 2024)

2.2 Pseudonymized data of the interviewees

Nr# | Name Age Gender | Position Company Company
Size
#1 | Olaf 20-29 | Male Team Leader Logistics/Transport | Large
#2 | Johanna | 30-49 | Female | Lead Key | Marketing Small
Account
Manager
#3 | Franziska | 30-49 | Female | HR Logistics/Transport | Large
Representative
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#4 | Sascha 20-29 | Female | HR IT Consulting Medium
Representative

#5 | Marie 30-49 | Female | HR Marketing Medium
Manager/People
and Culture
Responsible

#6 | Sophie 20-29 | Female | HR Generalist Waste Large

Management

#7 | Ramona | 20-29 | Female |Head of People | Software Small
Operations Development

#8 | Sieglinde | 20-29 | Female | Marketing, IT Consulting Small
Communications
& Recruiting
Responsible

#9 | Josefine | 30-49 | Female | Senior Manager | Auditing /Taxation | Large
Personal
Accounting

#10 | Alois 30-49 | Male General Health Large
Manager Organization

#11 | Markus 30-49 | Male Sales Lead Personnel Medium

Procurement

#12 | Lisa 50-64 | Female | Management Business Small

Assistant Consultancy
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#13 | Brigitte 30-49 | Female | HR Business | Car Sales Large
Consultant/ HR
Manager

#14 | Nadine 30-49 | Female | Senior HR | Crowd Investing Medium

Manager

Table 8: Pseudonymized data of the interviewees
(Own work)

2.3 Introductory definition

This definition (with some variation) was given at the start of all interview recordings to
ensure that all participants had knowledge of the exact timeframe highlighted. One

interviewee was further provided with the process model below:

Onboarding beschreibt alle Prozesse und Aktivitaten eines
Unternehmens, die dabei helfen, neue Mitarbeitende ins
Unternehmen zu fuhren und sie mit Ihrem neuen Arbeitsplatz vertraut

zu machen.

Preboarding wiederum ist ein Teilgebiet des Onboardings — es

beschreibt jenen Zeitpunkt, nachdem der neue Mitarbeitende den Job

angenommen hat, aber bevor er seinen eigentlichen 1. Arbeitstag
hat.

Recruiting

Figure 5: Simplified relation between recruiting, preboarding, and onboarding
(Own work)
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3. Codes

The following table provides a complete list of all codes assigned within the interview.

Liste der Codes Memo
Codesystem
Individual differences
Preboarding ist je nach 22.07.2024 16:54 - phtru

A-7

Position anders

Fusioniert mit Code Preboarding Process > Preboarding Practices > Additional Properties > Our
Preboarding is... > Preboarding has individual differences > Job Position > Verschiedene Preboarding-
Prozesse je nach Angestelle oder Arbeiter

22.07.2024 16:54 - phtru
Fusioniert mit Code Preboarding Process > Preboarding Practices > Additional Properties > Our
Preboarding is... > Preboarding has individual differences > Job Position > Preboarding ist bei Senior-
Positionen anders

22.07.2024 16:54 - phtru
Fusioniert mit Code Preboarding Process > Preboarding Practices > Additional Properties > Our
Preboarding is... > Preboarding has individual differences > Job Position > Preboarding hat je nach
Abteilung kleine Unterschiede

22.07.2024 16:55 - phtru
Fusioniert mit Code Preboarding Process > Preboarding Practices > Additional Properties > Our
Preboarding is... > Preboarding has individual differences > Je nach Anstellungsart ist das Preboarding
kurzer/langer

Haufigkeit
598
0

7
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Andere
Vorgehensweise bei
kirrzerer/langerer
Preboarding-Phase

Wenn HR den
Newcomer  personlich
kennt, ist der Austausch
intensiver

Sichtbares Commitment
im Recruiting
beschleunigt den Start
des Preboardings

Onboarding-Termine
werden nur bei Teilzeit-
Newcomern genauer
geklart

Weniger Ressourcen flr
schwachere Standorte

Duration

Start/Lange des
Preboardings hangt von
der Kuindigungsfrist ab

22.07.2024 16:53 - phtru
Fusioniert mit Code Preboarding Process > Preboarding Practices > Additional Properties > Our
Preboarding is... > Preboarding has individual differences > Duration > Kein Office-Besuch bei 2
Wochen Preboarding

22.07.2024 21:35 - phtru
Fusioniert mit Code Preboarding Process > Preboarding Practices > Inform-Resources > Roadmap >
Der Start der Preboarding-Phase wird mit der Kuindigungsfrist des MAs abgestimmt

Der Start der
Erstellt:

Preboarding-Phase wird mit der
phtru,

Kundigungsfrist des MAs abgestimmt s
19.07.2024 20:22

19.07.2024 20:22 - phtru
Fusioniert mit Code Aktuelles Preboarding > Aktive Preboarding-MaRnahmen > Inform-Resources-
Aktivitaten > Roadmap > Kindigungsfrist des Newcomers berucksichtigen
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Preboarding dauert 2
Wochen-3 Monate

Preboarding dauert 1-2
Monate

Preboarding dauert 2-3
Monate

Preboarding dauert 2
Tage-1 Monat

Preboarding dauert
etwa 1 Monat

Preboarding dauert 2
Wochen-2 Monate

Preboarding dauert 3
Wochen-mehrere
Monate

Schnellerer
Arbeitsbeginn/Kiirzeres
Preboarding ist besser

Inform-Communication
Regular Contact

Newcomer wird
kontaktiert, um
Fragen abzuklaren

22.07.2024 20:20 - phtru
Fusioniert mit Code Preboarding Process > Preboarding Practices > Additional Properties > Duration >
Preboarding dauert 50-60 Tage (Angestellte)
19.07.2024 17:01 - phtru

Fusioniert mit Code Aktuelles Preboarding > Aktive Preboarding-MalRnahmen > FAQ-Calls

19.07.2024 17:49 - phtru
Fusioniert mit Code Aktuelles Preboarding > Aktive Preboarding-MaRnahmen > Inform-Communication-
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Aktivitaten > Gesprach > Newcomer wird telefonisch angerufen, um Fragen abzuklaren

Newcomer wird telefonisch angerufen, um Fragen abzuklaren {081
Erstellt: phtru, 19.07.2024 17:47
19.07.2024 17:47 - phtru
Fusioniert mit Code Aktive Preboarding-MaRnhahmen > Inform-Communication-Aktivitaten > Gesprach
> Offene Fragen des Newcomers werden eruiert
19.07.2024 17:47 - phtru
Fusioniert mit Code Aktive Preboarding-MalRnahmen > Inform-Communication-Aktivitaten > Gesprach
> Rickfragen mit dem Newcomer klaren
20.07.2024 19:22 - phtru
Fusioniert mit Code Preboarding Process > Preboarding Practices > Inform-Communication > Gesprach
> Abteilungsleiter/HR melden sich initiativ (optional)
Abteilungsleiter/HR melden sich initiativ (optional) {081
Erstellt: phtru, 19.07.2024 17:47
19.07.2024 17:47 - phtru
Fusioniert mit Code Aktive Preboarding-MaRhahmen > Inform-Communication-Aktivitaten > Gesprach
> HR meldet sich initiativ (inoffiziell)
20.07.2024 19:27 - phtru
Fusioniert mit Code Preboarding Process > Preboarding Practices > Inform-Communication > Regular
Contact > Eignungsgesprach passiert 3-4 Wochen vor Tag 1
24.07.2024 21:20 - phtru

Fusioniert mit Code Inform-Communication > Regular Contact > Das Nachfragen wird als wertvoll
erachtet
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Der Umzug des
Newcomers  wird
unterstutzt

Gutes Preboarding
halt den Kontakt mit
Newcomer aufrecht

Newcomer erhalt
Willkommens-Email

1 Woche vor Start
kann die
Hauptkommunikati
on erfolgen

Zweites
Eignungsgesprach
persoénlich oder

telefonisch, falls
notig

Frihzeitige
Kontaktaufnahme
ist wichtig

Preboarding-
Eignungsgesprach
lauft auf Basis einer
Bewerber-Matrix

20.07.2024 21:23 - phtru
Fusioniert mit Code Preboarding Process > Preboarding Practices > Inform-Resources > Administrative
Processes > Preboarding umfasst Hintergrundprozesse, die nicht fir den Newcomer sichtbar sind

24.07.2024 14:22 - phtru
Fusioniert mit Code Inform-Communication > Regular Contact > Bei Umzug ist mehr Kommunikation
sinnvoll

24.07.2024 14:21 - phtru
Fusioniert mit Code Inform-Communication > Regular Contact > 1 Woche vor Start wird noch einmal
Rucksprache gehalten
24.07.2024 21:20 - phtru

Fusioniert mit Code Inform-Communication > Regular Contact > Zweitgesprach soll dazu beitragen,
Unklarheiten aufzuklaren
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Grundsétzlich sind
mehrere Newcomer
parallel im
Preboarding, die
Prozesse laufen
aber komplett
getrennt
voneinander ab

Abteilungsleiter
sollten sich beim
Newcomer melden

Unterstitzung von
Newcomern aus
Ausland

20.07.2024 18:10 - phtru
Fusioniert mit Code Aktivitaten > Preboarding-Aktivitaten > Inform-Communication-Aktivitaten >
Gesprach >  Initiative  von  Abteilungssleiter ist gut und erzeugt Authentizitat

20.07.2024 18:10 - phtru
Fusioniert mit Code Aktivitdten > Preboarding-Aktivitaten > Inform-Communication-Aktivitdten >
Gespréach > Mehr Kontakt mit dem Newcomer
20.07.2024 15:47 - phtru
Fusioniert mit Code Aktivitaten > Preboarding-Aktivitaten > MaRnahmen, die sich der Verantwortliche
winscht > Infos zZu Versichrungen in O/AUT
20.07.2024 15:47 - phtru
Fusioniert mit Code Aktivitdten > Preboarding-Aktivitdten > Mal3inahmen, die sich der Verantwortliche
winscht > Unterkunft far Newcomer
20.07.2024 15:47 - phtru
Fusioniert mit Code Aktivitdten > Preboarding-Aktivitdten > Mal3inahmen, die sich der Verantwortliche
wiinscht > Deutsch-Sprachkurse fur Newcomer organisieren
20.07.2024 15:56 - phtru

Fusioniert mit Code Aktivitaten > Preboarding-Aktivitaten > MaRBnahmen, die sich der Verantwortliche
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Eine

Nachricht  bewirkt

viel positives

Frequency

kleine

Nicht mit zu viel

Kontakt auf
Nerven gehen

die

wiinscht > Umzugprozesse vereinfachen ist sehr wichtig

20.07.2024 15:57 - phtru
Fusioniert mit Code Aktivitdten > Preboarding-Aktivitdten > Mal3inahmen, die sich der Verantwortliche
winscht > Sprachbarrieren sollten abgebaut werden
20.07.2024 18:25 - phtru

Fusioniert mit Code Meinungen/Uberzeugungen des Verantwortlichen > Kommunikation >
Unternehmens-seitige Kommunikation sollte nicht jede Woche sein sondern "Mit MaR und Ziel"

20.07.2024 1825 - phtru
Fusioniert mit Code Meinungen/Uberzeugungen des Verantwortlichen > Kommunikation > Bei
Uberkommunikation hoflich auf den Prozess verweisen
23.07.2024 00:26 - phtru

Fusioniert mit Code Preboarding Process > Preboarding Practices > Inform-Communication >
Frequency > Newcomer hat in der Kindigungsphase keinen Kopf flr zu viele Informationen

23.07.2024 00:26 - phtru
Fusioniert mit Code Preboarding Process > Preboarding Practices > Inform-Communication >
Frequency > Nachfrage vom Newcomer alle 3/7 Tage ist unangenehm
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Laufende
Kommunikation mit
dem Newcomer

Es ist uncool, nach

der Zusage
monatelang nichts
von einem

Unternehmen Zu
horen

Call alle 2 Wochen

Zwischentermine
ab 2 Wochen

Das Ziel ist, so viele
wie mdoglich, aber
SO wenige wie
notwendig
Touchpoints Zu
erzeugen.

Keine
systematisierte
Kommunikation mit
Newcomer

Roadmap

19.07.2024 20:46 - phtru
Fusioniert mit Code Aktuelles Preboarding > Eigenschaften des aktuellen Preboardings >

Kommunikation > Kommunikation direkt mit dem Newcomer
24.07.2024 21:21 - phtru
Fusioniert mit Code Inform-Communication > Frequency > Der Vorgesetzte muss mit Newcomer in
standigem Austausch stehen
24.07.2024 21:21 - phtru

Fusioniert mit Code Inform-Communication > Frequency > 2x im Monat Kommunizieren ist ideal
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Infos zum 1.
Arbeitstag werden
versendet

Einschulung  wird
mit  Vorstellungen
des Newcomers
abgestimmt

Genaue
Onboarding-
Termine werden
nicht kommuniziert

Infos zum
Preboarding
werden versendet

24.07.2024 12:34 - phtru
Fusioniert mit Code Inform-Communication > Roadmap > Newcomer auf den 1. Tag vorbereiten ist
wichtig

19.07.2024 20:10 - phtru
Fusioniert mit Code Aktuelles Preboarding > Aktive Preboarding-MalRnahmen > Inform-Resources-
Aktivitatten > Roadmap > Abstimmung der Einschulungszeit mit dem Newcomer

19.07.2024 20:10 - phtru
Fusioniert mit Code Aktuelles Preboarding > Aktive Preboarding-MaRnahmen > Inform-Resources-
Aktivitaten > Roadmap > Onboarding-Einschulungsplane werden mit Newcomer abgestimmt

24.07.2024 12:34 - phtru
Fusioniert mit Code Inform-Communication > Roadmap > Onboarding-Termine kénnen auf Wunsch des
Newcomers angepasst werden (+)

Onboarding-Termine kénnen auf Wunsch des Newcomers angepasst werden (+) ©8i

Erstellt: phtru, 24.07.2024 12:34
24.07.2024 12:34 - phtru
Fusioniert mit Code Inform-Communication > Roadmap > Es ist der richtige Weg, das Onboarding der
Newcomer vollig individuell zZu besprechen
24.07.2024 21:21 - phtru

Fusioniert mit Code Inform-Communication > Roadmap > Infos zu Preboarding werden im Recruiting
vermittelt
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Infos zum 1.
Arbeitsmonat
werden versendet

Infos zum
Onboarding werden
versendet

Vorkenntnisse des
Newcomers werden
erfragt

Arbeitsumgebung
des Newcomers
wird erklart

Infos Zu
Arbeitszeiten
werden versendet

Einschulungsskript
wird versendet

Einschulungsgespr
ach wird immer am
gleichen  Standort
gefihrt, der NICHT
der Arbeitsort sein
kann

Feedback

Aktive Suche nach
Feedback
Prozess

24.07.2024 21:22 - phtru
Fusioniert mit Code Inform-Communication > Roadmap > Buddy und Teamleitung sprechen sich tber
die ersten 23 Tage ab
24.07.2024 21:23 - phtru

24.07.2024

21:23

im Fusioniert mit Code Inform-Communication > Feedback > Man will ehrliche Statements der Newcomer

phtru
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Feedback einholen
kdonnte noch
verbessert werden

Feedback Zu
Recruiting wird im
Preboarding
eingeholt

Feedback zum
Preboarding wird im
Onboarding
eingeholt

Bewerberdaten
werden fir spéateres

Fusioniert mit Code Inform-Communication > Feedback > Andere Meinungen in den Prozess sollte man
einbringen

24.07.2024 21:23 - phtru
Fusioniert mit Code Inform-Communication > Feedback > Negatives Feedback im Prozess wird sofort
aufgenommen

20.07.2024 18:16 - phtru
Fusioniert mit Code Meinungen/Uberzeugungen des Verantwortlichen > Feedback > standig
analysieren und besser werden
19.07.2024 17:52 - phtru
Fusioniert mit Code Aktuelles Preboarding > Aktive Preboarding-MalRnahmen > Feedback > Feedback
Zum Recruiting wird Uber optionalen Fragebogen eingeholt
19.07.2024 17:52 - phtru
Fusioniert mit Code Aktuelles Preboarding > Aktive Preboarding-Mal3inahmen > Feedback > Feedback
Zum Recruiting wird Uber optionale Gesprache eingeholt
19.07.2024 23:56 - phtru
Fusioniert mit Code Aktuelles Preboarding > Vorteile fir die Organisation > Negatives Feedback wird
intern abgesprochen
19.07.2024 20:16 - phtru
Fusioniert mit Code Aktuelles Preboarding > Aktive Preboarding-MalRnahmen > Feedback > Feedback
Zu Preboarding wird im Onboarding gesammelt



Feedback Zu
Preboarding  und
Onboarding
gespeichert

Freundlich auch
nach  Kindigung,
man weifl} nie, ob
man die Leute nicht
mal wieder sieht

Hinter dem
Preboarding-
Prozess steckt
bereits viel
Feedback

Inform-Resources

A-18

Administrative
Processes

Infos zZu
Anmeldung,
Unterlagen werden
versendet

Arbeitsvertragserst
ellung

Administrative/Bliro
kratische Prozesse
beginnen

Grunddaten werden
vervollstandigt

23.07.2024 21:58 - phtru
Fusioniert mit Code Preboarding Practices > Inform-Resources > Administrative Processes >
Newcomer erhalt Bestatigungs-E-Mail

19.07.2024 20:04 - phtru
Fusioniert mit Code Aktuelles Preboarding > Aktive Preboarding-MaRhahmen > Inform-Resources-
Aktivitaten > Burokratische Prozesse > Arbeitsvertragserstellung > Dienstvertrag wird unterzeichnet

19.07.2024 17:58 - phtru
Fusioniert mit Code Aktuelles Preboarding > Aktive Preboarding-MaRnahmen > Inform-Resources-
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Vertragsunterzeich
nung soll mdglichst
friih erfolgen

Unterlagen, Gehalt
werden fixiert, falls
noch nicht erfolgt

Der Preboarding-
Prozess soll
Hlrden abbauen

Standort wird
bestétigt

Aktivitaten > Bulrokratische Prozesse > Grunddaten des Newcomers werden vervollstéandigt

19.07.2024 20:05 - phtru
Fusioniert mit Code Aktuelles Preboarding > Aktive Preboarding-MalRnahmen > Inform-Resources-
Aktivitaten > Birokratische Prozesse > Vom Newcomer benétigte Infos werden per Mail eingeholt

22.07.2024 22:50 - phtru
Fusioniert mit Code Preboarding Process > Preboarding Practices > Inform-Resources > Administrative
Processes > Account wird angelegt
Account wird angelegt {08
Erstellt:  phtru, 19.07.2024 20:04 Bearbeitet:  phtru, 19.07.2024 20:10
19.07.2024 20:04 - phtru

Fusioniert mit Code Aktuelles Preboarding > Aktive Preboarding-MaRnahmen > Inform-Resources-
Aktivitaten > Birokratische Prozesse > E-Malil Adresse wird angelegt

24.07.2024 21:24 - phtru
Fusioniert mit Code Inform-Resources > Administrative Processes > Dienstverstragsunterschrift schafft
Verbindlichkeit

20.07.2024 21:23 - phtru
Fusioniert mit Code Preboarding Process > Preboarding Practices > Inform-Resources > Administrative
Processes > Gehalteinstufung wird im Preboarding teilweise noch fixiert
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Mehr Spielraum im
Gehalt

4-Tage-Woche
einfihren

Company Resources

Arbeitsmittel
werden
bereitgestellt

IT-Prozesse,
Hardware/Software
, Zugange

Arbeitsplatz des
Newcomers  wird
intern vorbereitet

19.07.2024 20:05 - phtru
Fusioniert mit Code Aktuelles Preboarding > Aktive Preboarding-MaRnahmen > Inform-Resources-
Aktivitaten > Ressourcen > Arbeitsutensilien werden vorab (Ubergeben, wenn mdoglich

22.07.2024 22:02 - phtru
Fusioniert mit Code Preboarding Process > Preboarding Practices > Inform-Resources > Company
Resources > Starterkit wird versendet
22.07.2024 22:02 - phtru
Fusioniert mit Code Preboarding Process > Preboarding Practices > Inform-Resources > Company
Resources > Notwendiges Equipment/Arbeitsmaterialien wird organisiert
22.07.2024 20:14 - phtru
Fusioniert mit Code Preboarding Process > Preboarding Practices > Inform-Resources > Work Space
> Hardware & Software des Newcomers werden vorbereitet
22.07.2024 20:15 - phtru
Fusioniert mit Code Preboarding Process > Preboarding Practices > Inform-Resources > Work Space
> Wunsch-Hardware des Newcomers wird vorbereitet
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Newcomer  erhalt
Zugriff zu internen
Infosystemen

Infos zu den UN-
Strukturen/Website
werden versendet

Dem Newcomer
zeigen, dass man
sich wirklich
Gedanken gemacht
hat, wéare schon

Infos vorab
vermitteln wéare cool

Zeitnahe
Organisation  der
Arbeitsmaterialien
spart Kosten durch
Leerstunden

Firmenauto wird
erfragt

Newcomer  sollte
Zugriff Zu
(personalisierten)
Unternehmensinter
nen Info-Systmen
haben

22.07.2024 22:01 - phtru
Fusioniert mit Code Preboarding Process > Preboarding Practices > Inform-Resources > Company

Resources > Newcomer erhalt Zugriff zum HR-System
22.07.2024 22:01 - phtru
Fusioniert mit Code Preboarding Process > Preboarding Practices > Inform-Resources > Company
Resources > Verlinken die Website des UN
22.07.2024 21:59 - phtru
Fusioniert mit Code Preboarding Process > Preboarding Practices > Inform-Resources > Company
Resources > Aufnahme in den Unternehmens-internen Newsletter
22.07.2024 21:59 - phtru

Fusioniert mit Code Preboarding Process > Preboarding Practices > Inform-Resources > Company
Resources > Infos zum Arbeitsplatz und Kollegen Uber App-Zugriff abrufen koénnen
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Onboarding-
Ressourcen ins
Preboarding geben

Technik sollte top

verflgbar

und

hergerichtet sein

Den Preboarding-

Prozess

deutlich

mehr digitalisieren

Nahe
Wohnort
Arbeitsort

zwischen
und

22.07.2024 21:59 - phtru
Fusioniert mit Code Preboarding Process > Preboarding Practices > Inform-Resources > Company

Resources > Onboarding-Chatbot
22.07.2024 22:00 - phtru
Fusioniert mit Code Preboarding Process > Preboarding Practices > Inform-Resources > Company
Resources > Intranet personalisieren
22.07.2024 22:00 - phtru
Fusioniert mit Code Preboarding Process > Preboarding Practices > Inform-Resources > Company
Resources > Onboarding-Videos
Onboarding-Videos {08
Erstellt: phtru, 20.07.2024 15:48
20.07.2024 15:48 - phtru
Fusioniert mit Code Aktivitaten > Preboarding-Aktivitaten > Inform-Resources-Aktivitdten > Ressourcen
> Onboarding-Videos sind geplant
20.07.2024 18:10 - phtru
Fusioniert mit Code Aktivitaten > Preboarding-Aktivitdten > Inform-Resources-Aktivitdten > Arbeitsplatz
> Mehr Zeit far IT-Prozesse ist wiinschenswert
24.07.2024 21:25 phtru
Fusioniert mit Code Inform-Resources > Company Resources > Uber einen Chatbot kénnte der
Newcomer Fragen beantwortet bekommen



Arbeitsraume
individueller
gestalten

Newcomer soll sich
mit den Aufgaben
vorab naher
auseinandersetzen

Newcomer  sollte
das Unternehmen
kennenlernen

Welcome

A-23

Getting to know the
Team

Newcomer kann
seinen Arbeitsplatz
vorab begutachten

20.07.2024 15:53 - phtru
Fusioniert mit Code Aktivitaten > Preboarding-Aktivitaten > MaRBnahmen, die sich der Verantwortliche
winscht > UN-MA erwartet, Aufgaben kennenzulernen
19.07.2024 18:13 - phtru
Fusioniert mit Code Aktuelles Preboarding > Aktive Preboarding-MalRnahmen > Inform-Training-
Aktivitaten > Schnuppertag > Arbeitsraume werden gezeigt
19.07.2024 18:18 - phtru

Fusioniert mit Code Aktuelles Preboarding > Aktive Preboarding-MalRnahmen > Inform-Training-
Aktivitaten > Schnuppertag > Newcomer kann das Unternehmen besuchen

23.07.2024 22:13 - phtru
Fusioniert mit Code Preboarding Practices > Welcome > Open House > Probearbeitstag wird angeboten

24.07.2024 21:26 - phtru
Fusioniert mit Code Welcome > Getting to know the Team > Newcomer kann den Arbeitsalltag vorab
anschauen
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Kennenlernen mit

Mitarbeitenden/Per

sonen/Team

Es waére eine nette
Geste, wenn

Aktuelles aus der

Agentur schon im
Preboarding
versendet wird

Das Team
kennenlernen
wiinschen sich

auch Newcomer

Teams vernetzen

sich per LinkedIn

Schnuppertag mit

Vertragsunterzeich

nung verbinden

Newcomer muss 1x

ins Office kommen

Standortvorstellung

24.07.2024 21:26 - phtru
Fusioniert mit Code Welcome > Getting to know the Team > Newcomer kann das Team vorab
kennenlernen

24.07.2024 21:26 - phtru
Fusioniert mit Code Welcome > Getting to know the Team > Newcomer kann das Unternehmen vorab
kennenlernen

erfolgt NICHT im
Preboarding
Schnuppertag sollte 20.07.2024 15:47 - phtru

ins Preboarding

Fusioniert mit Code Aktivitaten > Preboarding-Aktivitaten > MaBnahmen, die sich der Verantwortliche
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Newcomer soll
Mitarbeitende/Pers
onen/Team

kennenlernen

wiinscht > Schnuppertag muss ins Preboarding

20.07.2024 15:51 - phtru
Fusioniert mit Code Aktivitdten > Preboarding-Aktivitdten > Mal3inahmen, die sich der Verantwortliche
wuinscht > Aus friheren Erfahrungen vom Schnuppertag Uberzeugt
23.07.2024 22:13 - phtru

Fusioniert mit Code Preboarding Practices > Welcome > Open House > Probearbeitstag ware
winschenswert

Probearbeitstag ware winschenswert {08
Erstellt:  phtru, 20.07.2024 15:51 Bearbeitet:  phtru, 23.07.2024 17:07
20.07.2024 15:51 - phtru
Fusioniert mit Code Aktivitaten > Preboarding-Aktivitaten > Inform-Training-Aktivitaten > Einschulung >
Newcomer koénnten bei Kundenterminen mit
20.07.2024 18:11 - phtru

Fusioniert mit Code Aktivitdten > Preboarding-Aktivitaten > Welcome-Aktivitdten > Team (online)
kennenlernen > UN-MA erwartet, Mitarbeitende/Personen/Team  kennenzulernen  (+)

UN-MA erwartet, Mitarbeitende/Personen/Team kennenzulernen (+) {08
Erstellt: phtru, 20.07.2024 15:52
20.07.2024 15:52 - phtru
Fusioniert mit Code Aktivitaten > Preboarding-Aktivitaten > MaRBnahmen, die sich der Verantwortliche
winscht > UN-MA erwartet, wichtige Kollegen kennenzulernen
20.07.2024 18:11 - phtru
Fusioniert mit Code Aktivitdten > Preboarding-Aktivitaten > Welcome-Aktivitdten > Team (online)
kennenlernen > Newcomer soll Mitarbeitende/Personen/Team kennenlernen



Newcomer soll Mitarbeitende/Personen/Team kennenlernen {084}

Erstellt: phtru, 20.07.2024 00:16
20.07.2024 00:10 - phtru
Fusioniert mit Code Aktuelles Preboarding > Preboarding-Aktivitdten > Kiinftig geplante Ma3Bhahmen >
Online-Kennenlernen mit Mitarbeitenden/Personen/Team, wenn notig

Schnuppertag sollte
Optional sein

Schnuppertag mit
Vertragsunterzeich
nung verbinden

Schnuppertag
wirde PO-Fit frih
abchecken

Newcomer die
gleichzeitig
anfangen
untereinander
connecten

Kennenlernen st
einfacher, wenn
nicht am
Arbeitsplatz statt

Digitales Vernetzen
des Preboardings
frlhestens ab 2025

Company Events

Event im
Preboarding findet

A-26
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statt, Newcomer
kann teilnehmen

Newcomer
eingeladen zum
gemeinsamen
Mittagessen/Lunch

Soziale
Komponente Uber
Get-Togethers
fordern

20.07.2024 16:02 - phtru
Fusioniert mit Code Aktivitaten > Preboarding-Aktivitaten > Welcome-Aktivitaten > Unternehmens-
Events > UN-MA erwartet, an Events teilnehmen zZu kénnen
20.07.2024 16:03 - phtru
Fusioniert mit Code Aktivitaten > Preboarding-Aktivitaten > Welcome-Aktivitaten > Unternehmens-
Events > 1x im Monat Event mit Newcomer und Team
20.07.2024 16:03 - phtru
Fusioniert mit Code Aktivitaten > Preboarding-Aktivitaten > Welcome-Aktivitaten > Unternehmens-
Events > Newcomer werden zum Frihsttck eingeladen
20.07.2024 16:03 - phtru
Fusioniert mit Code Aktivitaten > Preboarding-Aktivitaten > Welcome-Aktivitaten > Unternehmens-
Events > Newcomer sollte zum After-Work eingeladen werden +)
Newcomer sollte zum After-Work eingeladen werden +) i081]
Erstellt: phtru, 20.07.2024 16:03
20.07.2024 16:03 - phtru
Fusioniert mit Code Aktivitaten > Preboarding-Aktivitaten > Welcome-Aktivitaten > Unternehmens-
Events > Events, die aufRerhalb der Arbeitszeit stattfinden



Newcomer sollen

kinftig zum

Frihstiick

eingeladen werden
Goodies

Newcomer erhalt

Willkommensgesch

enk/Goodies

Das

Guide

A-28

Willkommenspaket/
die Goodies sorgen
fur Begeisterung (+)

Newcomer erhalt
GruRRkartchen vom
GF
Ausweiskarte  mit
Biro-Funktionen
als
Willkommensgesch
enk/Goodie

Offi-Fahrt
Goodie

als

Mehr Geld wirde
man in das
Willkommenspaket
investieren

19.07.2024 17:53 - phtru
Fusioniert mit Code Aktuelles Preboarding > Aktive Preboarding-MaRnahmen > Welcome-Aktivitaten >
Goodies > Gebrandete Goodies
24.07.2024 16:49 - phtru

Fusioniert mit Code Welcome > Goodies > Man ist Uberrascht, dass die Goodies so gut ankommen

20.07.2024 16:03 - phtru
Fusioniert mit Code Aktivitaten > Preboarding-Aktivitaten > Welcome-Aktivitaten > Goodies > Ich bin
prinzipiell ein Fan von den Willkommenspaketen
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Buddy des Newcomers
wird festgelegt

Ansprechpersonen
werden kommuniziert

Newcomer nutzen
Frageoptionen haufig

Buddy
Zentrale,
Abteilung zu klein

kommt aus

wenn

Der Buddy muss ich 1x
beim Newcomer melden

Buddy ist relativ
unabhangig von der
Teamleitung

Buddy stellt sich per E-
Mail vor

Kurzes Telefonat mit
Buddy vor Tag 1

19.07.2024 20:11 - phtru
Fusioniert mit Code Aktuelles Preboarding > Aktive Preboarding-MaRnahmen > Inform-Resources-
Aktivitaten > Roadmap > Zustandige Stellen werden bestatigt

19.07.2024 20:11 - phtru
Fusioniert mit Code Aktuelles Preboarding > Aktive Preboarding-MalRnahmen > Guide-Aktivitaten >

Ansprechpersonen werden bestatigt
24.07.2024 21:27 - phtru
Fusioniert mit Code Guide > Ansprechperson des Newcomers wird festgelegt
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Es gibt ein
Prozesshandbuch  fir
den Buddy

Newcomer soll wissen,
wer die
Ansprechpersonen sind

Fur den Preboarding-
Prozess sollte es klare
Strukturen/Zustandige
geben

Mentor fir Newcomer

bestimmen

Mentor-System ist noch
nicht fix

Mentor-System ist
aktuell in Bearbeitung

Personliche Begrif3ung
des Mentors

Ein Buddy soll Gber den
Arbeitsalltag mit dem
Newcomer sprechen

Ubergangszeit far
Nachbesetzung wird
angestrebt

20.07.2024 00:10 - phtru
Fusioniert mit Code Aktuelles Preboarding > Preboarding-Aktivitdten > Kiinftig geplante MaBnahmen >

Onboarding-Ansprechpartner wird vorgestellt
20.07.2024 19:20 - phtru
Fusioniert mit Code Preboarding Process > Preboarding Practices > Guide > Contact Person >
Newcomer soll wissen, wer die Ansprechpersonen sind
20.07.2024 19:20 - phtru

Fusioniert mit Code Preboarding Process > Preboarding Practices > Guide > Contact Person >
Preboarding-Zustandigen



Internal Processes

A-31

Internal Communication

Ankunft des
Newcomers wird
intern kommuniziert

Wir sind ein relativ
kleines
Unternehmen, in
dem sich noch jeder
kennt

Es ist wichtig, wie
das Team
emotional zu einem
Newcomer steht

Interne Mitarbeiter
muss man auch am
Laufenden halten

Bestehende
Mitarbeiter haben
mitunter  negative
Vorurteile
gegenuber dem
Newcomer

19.07.2024 17:51 - phtru
Fusioniert mit Code Aktuelles Preboarding > Aktive Preboarding-MaRnahmen > Interne Kommunikation
> Das Team wird Uber den Newcomer informiert
19.07.2024 17:51 - phtru
Fusioniert mit Code Aktuelles Preboarding > Aktive Preboarding-MafRRnahmen > Interne Kommunikation
> Ankunft des Newcomers wird intern kommuniziert



Interne
Kommunikation
erfolgt  "zwischen
Tar und Angel"

Das Team wird im
Rahmen
regelmanger
Meetings sowie per
Slack Uber den
Newcomer
informiert

Responsibilities split up

Es ist wichtig, dass
die anderen
Mitarbeitenden sich
im Preboarding
einbringen

Kollegen helfen mit,
den Arbeitsplatz
vorzubereiten

HR (bergibt den
Bewerber an die
Teamleitung nach
Ende der
administrativen
Prozesse

HR Uubernimmt
administrative
Prozesse

A-32
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HR und Teamleiter

teilen sich
Preboarding
Preboarding ist

zwischen GF und
Assistenz aufgeteilt

Arbeitsteilung
zwischen GF und
Assistenz ist
informell geregelt

Responsibilities not split

up

Vertriebsverantwort
licher Ubernimmt
Preboarding

Recruiting und
Onboarding in einer
Person

HR Ubergibt nach
dem Recruiting den
Newcomer ab deb
GF fur das
Preboarding

Recruiting  erfolgt
standortspezifisch,
Preboarding erfolgt
zentral

Ubergang von
Recruiting Zu



Preboarding erfolgt
durch extra Bereich

Recruiting  erfolgt
zentral,
Preboarding
standortspezifisch

Challenges/Limitations

A-34

Newcomers
Auch im
Preboarding bis 3
Monate im

Onboarding ist ein
Newcomer auch
noch ein Kandidat

Anspriche der
Newcomer wirken
teils Uberzogen

Preboarding wiegt
Gehalt nicht auf

Ist der Newcomer
von Auswarts
stellen sich neue
Probleme ein

Im Vorfeld nur
theoretische

Sachen des
Bewerbers bekannt

Newcomer sind oft
noch in einem
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bestehenden
Dienstverhaltnis

Newcomer hat
Parallele
Bewerbungen

Altersspezifische
Anspruche

Absagen erfolgen

kurzfristig
Emotionale
Bindung mit dem
Newcomer bei

langer Preboarding-
Zeit
aufrechterhalten

Company Resources

Zu wenig Personal
im HR

20.07.2024 00:22 - phtru
Fusioniert mit Code Aktuelles Preboarding > Herausforderungen/Limitationen des Prebordings >
Newcomer hat andere Jobangebote

24.07.2024 18:08 - phtru
Fusioniert mit Code Challenges/Limitations > Newcomers > Eine veranderte Marktsituation zugunsten
der Arbeitnehmenden
20.07.2024 12:26 - phtru

Fusioniert mit Code Aktuelles Preboarding > Herausforderungen/Limitationen des Prebordings >
Griinde, wieso Maflnahmen nicht umgesetzt  werden > Ressourcen fehlen

20.07.2024 12:27 - phtru
Fusioniert mit Code Aktuelles Preboarding > Herausforderungen/Limitationen des Prebordings >
Griinde, wieso MafRnahmen nicht umgesetzt werden > Die zustandigen Mitarbeitenden haben keine
Zeit

20.07.2024 12:28 - phtru
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Financial Limits / No
Money

Fusioniert mit Code Aktuelles Preboarding > Herausforderungen/Limitationen des Prebordings >
Griinde, wieso Mafl3nahmen nicht umgesetzt werden > Teams/Management haben keine/zu wenig Zeit

fur Events/Veranstaltungen
24.07.2024 18:17 - phtru
Fusioniert mit Code Challenges/Limitations > Company Resources > Zu wenig Personal im HR
Zu wenig Personal im HR i8]
Erstellt: phtru, 20.07.2024 12:17
20.07.2024 12:17 - phtru
Fusioniert mit Code Aktuelles Preboarding > Herausforderungen/Limitationen des Prebordings > Fur
individuelle Telefonate fehlt in der Praxis die Zeit
20.07.2024 12:17 - phtru
Fusioniert mit Code Aktuelles Preboarding > Herausforderungen/Limitationen des Prebordings > Zeit
ist in der Wirtschaft allgemein Mangelware
24.07.2024 18:28 - phtru
Fusioniert mit Code Challenges/Limitations > Company Resources > Ohne genug Personal und
Arbeitsstunden geht Preboarding nicht ordentlich
20.07.2024 12:26 - phtru

Fusioniert mit Code Aktuelles Preboarding > Herausforderungen/Limitationen des Prebordings >
Griinde, wieso Maflnahmen nicht umgesetzt  werden > Zu hohe Kosten

20.07.2024 12:28 - phtru
Fusioniert mit Code Aktuelles Preboarding > Herausforderungen/Limitationen des Prebordings >
Griinde, wieso MalRnahmen nicht umgesetzt werden > Nicht genug Budget-Allokation/Kontrolle; zu viele
Budget-Vorgaben/Vorschriften/Richtlinien
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Zu hoher Aufwand

Schnuppertag st
rechtlich kompliziert

Der Prozess ist
rudimentar/nicht
klar definiert

Buddy-System st
schwer mit dem
Arbeitsalltag
vereinbar

Bestehende
Raumlichkeiten
sind nicht sehr
individualisierbar

Sprachbarrieren
sind auf beiden
Seiten

Anderung ist
aufgrund fehlender
Befugnisse  nicht
mdglich

Zustandigkeiten fir
das  Preboarding
sind nicht definiert

Qie Qualitat des
Preboardings ist in
vielen

20.07.2024
Fusioniert mit Code Aktuelles Preboarding > Herausforderungen/Limitationen des Prebordings >

Grinde,

wieso

MaRRnahmen

12:27

nicht

umgesetzt

werden

>

Eventplanung

ZUu

phtru

komplex
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Unternehmen Zu
niedrig

Aufwand, um
Newcomer in den
Newsletter Zu

bringen, ist zu groR

Ubergang zwischen
Preboarding  und
Onboarding  nicht
flieRend

Intern sind Gerate
mitunter nicht
vorbereitet

Company Culture

Preboarding hat
aktuell keine interne
Prioritat

Zusatzlicher Fokus
auf das

20.07.2024 12:19 - phtru
Fusioniert mit Code Aktuelles Preboarding > Herausforderungen/Limitationen des Prebordings > Erste
Kontaktperson ist spater nicht mehr zustandig
20.07.2024 12:27 - phtru

Fusioniert mit Code Aktuelles Preboarding > Herausforderungen/Limitationen des Prebordings >
Grinde, wieso Malnahmen nicht umgesetzt werden > Der aktuelle Prozess lauft gut genug

20.07.2024 12:27 - phtru
Fusioniert mit Code Aktuelles Preboarding > Herausforderungen/Limitationen des Prebordings >
Griinde, wieso MalBnahmen nicht umgesetzt werden > Zu wenige Personen springen im Preboarding
ab, daher keine Notwendigkeit

20.07.2024 12:27 - phtru
Fusioniert mit Code Aktuelles Preboarding > Herausforderungen/Limitationen des Prebordings >
Griinde, wieso MalRBnahmen nicht umgesetzt werden > Im UN hat sich noch keiner Gedanken gemacht

20.07.2024 00:10 - phtru
Fusioniert mit Code Aktuelles Preboarding > Preboarding-Aktivitaten > Klinftig geplante Mainahmen >



A-39

Preboarding
geplant

Preboarding ist
leichter fir KMUs
als far gro3e
Konzerne

Moglicher
Widerstand der
geplanten Buddies
zu den zusatzlichen
Aufgaben

Schnuppertag st
noch nicht im
Unternehmen
angekommen

Kommunikationskul
tur nicht o]
verankert

Eine Veranderung
im Mindset eines
Unternehmens

dauert 5-15 Jahre

Wird eine wichtige
Stelle vakant,
achtet man weniger
auf den Fit

Unternehmen
arbeiten zu wenig
an ihren Kulturellen
Standards und
ihrem Image

ist Preboarding

20.07.2024

soll

bereits

18:17

im

Recruiting

thematisiert

werden

phtru

Fusioniert mit Code Meinungen/Uberzeugungen des Verantwortlichen > Kommunikation > Ein gute

Kommunikationsbasis

gehort

Zu

guten

kulturellen

Standards



20.07.2024 1818 - phtru
Fusioniert mit Code Meinungen/Uberzeugungen des Verantwortlichen > Organizational Commitment
(+) > Ich glaub, dass viele Unternehmen zu wenig an ihren kulturellen Standards arbeiten

Preboarding ist
weniger ausfihrlich
als oft erwiinscht

Team sieht das
Preboarding neutral

Gesellschafter
beeinflussen den
Preboarding-

Prozess
Quality

Unser Preboarding- 24.07.2024 18:55 - phtru

Prozess ist bereits Fusioniert mit Code Challenges/Limitations > Quality > Gute Erfahrungen mit dem bestehenden

passend/gut Prozess gemacht

"Ich habe Is markes as a challenge or limitation because it may affect the preboarding process outcomes. See it

persénliche as a sort of "positive limitation"

negative

Erfahrungen mit 20.07.2024 15:47 - phtru

Preboarding" Fusioniert mit Code Aktivitaten > Preboarding-Aktivitaten > MaBnahmen, die sich der Verantwortliche
winscht > Preboarding-ldeen auf Basis personlicher Erwartungen
20.07.2024 15:58 - phtru
Fusioniert mit Code Aktivitdten > Preboarding-Aktivitdten > Mal3inahmen, die sich der Verantwortliche
winscht > Personliche Erfahrungen mit Vorurteilen als Newcomer

A-40



A-41

"Unser alter
Preboarding-
Prozess war nicht
gut"

Neuer Preboarding
senkte die
Absprungrate
markant

Der Prozess und
dessen
Zustandigkeiten
sind organisch von
selbst gewachsen

20.07.2024 16:09 - phtru
Fusioniert mit Code Aktivitaten > MalRnahmen, die sich der Verantwortliche wiinscht > Preboarding

sollte in anderen Unternehmen wichtiger sein
23.07.2024 18:20 - phtru
Fusioniert mit Code Preboarding hatte kein Buddy-System
23.07.2024 18:20 - phtru

Fusioniert mit Code Preboarding hatte keine Kommunikation mit dem Newcomer

24.07.2024 20:45 - phtru
Fusioniert mit Code Challenges/Limitations > Quality > Altes Preboarding hatte kaum/keine
Kommunikation

24.07.2024 20:45 - phtru
Fusioniert mit Code Challenges/Limitations > Quality > Altes Preboarding hatte kein Buddy-System

20.07.2024 15:28 - phtru
Fusioniert mit Code Pre-entry Turnover > Erfahrungen mit Newcomer-seitiger Kiindigung vor Tag 1 >
Die Apsrungrate fuhlt sich niedriger an, seit es Preboarding gibt
22.07.2024 16:56 - phtru
Fusioniert mit Code Preboarding Process > Preboarding Practices > Additional Properties > Our
Preboarding is... > Der Prozess ist von selbst entstanden
22.07.2024 16:56 - phtru
Fusioniert mit Code Preboarding Process > Preboarding Practices > Additional Properties > Our
Preboarding is... > Preboarding ist rudimentar



A-42

"Der aktuell
Prozess wurde von
mir/uns entworfen"

Der eigene Prozess

hat vermutlich
wenig Auswirkung
auf die

Kindigungsrate

Proximal Outcomes
PO-Fit (+)

PO-Fit abschéatzen
kdnnen

Onboarding-
Aufwand frihzeitig
ersparen wenn kein
PO-Fit

24.07.2024 21:28 - phtru
Fusioniert mit Code Challenges/Limitations > Quality > Der Prozess ist "nicht so standardisiert wie bei
anderen Unternehmen”, weil das eigene Unternehmen "kleiner" ist

19.07.2024 23:12 - phtru
Fusioniert mit Code Aktuelles Preboarding > Vorteile fir die Organisation > UN soll PO-Fit abschéatzen
kdnnen

24.07.2024 19:19 - phtru
Fusioniert mit Code Proximal Outcomes > PO-Fit (+) > Passt Person ins Team?

24.07.2024 18:59 - phtru
Fusioniert mit Code Proximal Outcomes > PO-Fit (+) > Newcomer, die wenig fragen und dann
abspringen, hatten wohl sowieso nicht ins Unternehmen gepasst
24.07.2024 20:25 - phtru

Fusioniert mit Code Proximal Outcomes > PO-Fit (+) > Wenn Mitarbeiter nach 2-3 Monaten gehen ist



A-43

Person soll sich
schnellstmdglich
mit dem
Unternehmen
identifizieren

Unternehmen
sollten sich die Zeit
nehmen, um
Newcomer
einzubinden

das bitterer als wenn wie gleich gehen

20.07.2024 16:08 - phtru
Fusioniert mit Code Ergebnisse > Proximal Outcomes > PO-Fit (+) > Identifikation mit den
Unternehmenswerten ist elementar
20.07.2024 16:08 - phtru
Fusioniert mit Code Ergebnisse > Proximal Outcomes > PO-Fit (+) > Der erste Eindruck ist sehr wichtig
far Mitarbeitendenbindung
20.07.2024 15:46 - phtru

Fusioniert mit Code Aktivitdten > Preboarding-Aktivitdten > Mal3inahmen, die sich der Verantwortliche
winscht > Am wichtigsten ist, dass der Newcomer sich nicht verloren fihlt (+)

Am  wichtigsten ist, dass der Newcomer sich nicht verloren fuhlt (+) 83

Erstellt: phtru, 20.07.2024 15:46
20.07.2024 15:46 - phtru
Fusioniert mit Code Aktivitdten > Preboarding-Aktivitdten > Mal3inahmen, die sich der Verantwortliche
winscht > Der Newcomer muss im Fokus stehen
20.07.2024 16:01 - phtru

Fusioniert mit Code Aktivitaten > Preboarding-Aktivitaten > MaBnahmen, die sich der Verantwortliche
wiinscht > Man sollte sich mehr Zeit far die Newcomer nehmen

Man sollte sich mehr Zeit far die Newcomer nehmen {08
Erstellt:  phtru, 20.07.2024  15:56 Bearbeitet:  phtru, 20.07.2024  15:57
20.07.2024 15:56 - phtru
Fusioniert mit Code Aktivitaten > Preboarding-Aktivitaten > MafRnahmen, die sich der Verantwortliche
winscht > 2-3 Personen vz im HR



A-44

Bezugspersonen
machen ein
Unternehmen/dess
en Preboarding
charmanter

Soziale Kompetenz
ist ein
Wettbewerbsvorteil

Newcomer soll die
Atmosphére
kennenlernen

UN ist bei
Verschiebungen/Ve
rzégerungen
flexibel

Proaktives
Nachfragen wird
vom Newcomer
erwartet

Role Clarity(+)

Newcomer auf
konkreten
Arbeitsalltag
vorbereiten

19.07.2024 23:06 - phtru
Fusioniert mit Code Aktuelles Preboarding > Vorteile fir den Newcomer > Role Clarity(+) > Newcomer
soll die bestmdgliche Einschulung und Vorbereitung bekommen
19.07.2024 23:06 - phtru

Fusioniert mit Code Aktuelles Preboarding > Vorteile fiir den Newcomer > Role Clarity(+) > Newcomer
kbnnen sich mit dem HR-System vertraut machen

24.07.2024 19:20 = phtru



A-45

Newcomer soll
(nur) die relevanten
Infos erhalten

Offene Fragen des
Newcomers klaren

UN mochte sich ein
Bild vom
Wissensstand des
Newcomers
machen

Newcomer sind
unsicher, wenn sie
keine Bestatigung
erhalten

Buddy-System soll
Newcomer nicht

Fusioniert mit Code Proximal Outcomes > Role Clarity(+) > Im Preboarding soll erfasst werden, welchen
Zugang Zu Vertrieb der Newcomer hat

19.07.2024 22:59 - phtru
Fusioniert mit Code Aktuelles Preboarding > Vorteile fir den Newcomer > Self-efficacy (+) >

Preboarding unterstutzt Onboarding
19.07.2024 22:59 - phtru
Fusioniert mit Code Aktuelles Preboarding > Vorteile fiir den Newcomer > Role Clarity(+) > Nur Infos
erhalten, die far Newcomer wirklich relevant sind
24.07.2024 19:20 - phtru
Fusioniert mit Code Proximal Outcomes > Role Clarity(+) > Den Leuten sind ihre Tatigkeiten noch nicht
immer zu 100% klar
24.07.2024 19:20 - phtru

Fusioniert mit Code Proximal Outcomes > Role Clarity(+) > Buddy klart viele Fragen ab

24.07.2024 19:20 - phtru
Fusioniert mit Code Proximal Outcomes > Role Clarity(+) > Bewerber-Matrix checkt Erfahrung des
Newcomers ab
24.07.2024 19:17 - phtru

Fusioniert mit Code Proximal Outcomes > Self-efficacy (+) > Newcomer sind zu Beginn
erfahrungsgeman unsicher



A-46

gleich zu einer FK
schicken

Der Prozess soll so

easy und
angenehm sein wie
mdglich

Social Integration (+)

Newcomer soll
Mitarbeitende/Pers
onen/Team

kennenlernen

19.07.2024 22:56 - phtru
Fusioniert mit Code Aktuelles Preboarding > Vorteile fir den Newcomer > Social Integration (+) >
Schnuppertag macht Newcomer weniger nervos
19.07.2024 22:56 - phtru
Fusioniert mit Code Aktuelles Preboarding > Vorteile fir den Newcomer > Social Integration (+) >
Vertrauen Zu Mitarbeitende/Personen/Team aufbauen
19.07.2024 23:03 - phtru

Fusioniert mit Code Aktuelles Preboarding > Vorteile fiir den Newcomer > Social Integration (+) >
Newcomer sollen das Gefihl bekommen, dasss ich das Team auf sie freut

24.07.2024 19:22 - phtru
Fusioniert mit Code Proximal Outcomes > Social Integration (+) > Newcomer soll wissen, wer die
Ansprechpersonen sind
Newcomer soll wissen, wer die Ansprechpersonen sind {081
Erstellt:  phtru, 19.07.2024 22:53 Bearbeitet:  phtru, 19.07.2024 22:56
19.07.2024 22:53 - phtru

Fusioniert mit Code Aktuelles Preboarding > Vorteile fur den Newcomer > Social Integration (+) >
Newcomer soll wissen, wer die Ansprechpersonen sind > Newcomer sollen sich gut aufgehoben flihlen

12



A-47

Sich im
Unternehmen
wohlftihlen ist der
wichtigste  Faktor
far
Mitarbeiterbindung

Angste/Sorgen/Fra
gen/Nervositat/Unsi

24.07.2024 20:34 - phtru
Fusioniert mit Code Proximal Outcomes > Social Integration (+) > Teamharmonie wird bewahrt, wenn
der Newcomer vorab bekannt ist

Teamharmonie wird bewahrt, wenn der Newcomer vorab bekannt ist 081
Erstellt: phtru, 24.07.2024 20:34

24.07.2024 20:34 - phtru
Fusioniert mit Code Proximal Outcomes > Social Integration (+) > Mitarbeiter werden in der
Arbeitsplatzgestaltung des Newcomers miteinbezogen, damit sie sich mental vorbereiten

20.07.2024 15:52 - phtru
Fusioniert mit Code Aktivitaten > Preboarding-Aktivitaten > MaBnahmen, die sich der Verantwortliche
wuinscht > Es ist wichtig, Newcomer frih ins Boot Zu holen
23.07.2024 17:15 - phtru
Fusioniert mit Code Proximal Outcomes > Social Integration (+) > Es ist uns sehr wichtig, dass die
Person such bei uns wohlfihlt

Es ist wuns sehr wichtig, dass die Person such bei uns wohlfiihlt <8
Erstellt: phtru, 23.07.2024 15:38

23.07.2024 15:38 - phtru
Fusioniert mit Code Proximal Outcomes > PO-Fit (+) > Newcomer soll sich im Unternehmen wohlfiihlen

23.07.2024 19:08 - phtru
Fusioniert mit Code Proximal Outcomes > Social Integration (+) > Angst vor neuen Kolleginnen sollte
man nehmen
19.07.2024 22:55 - phtru

Fusioniert mit Code Aktuelles Preboarding > Vorteile fir den Newcomer > Social Integration (+) > Keine



A-48

cherheit des
Newcomers
nehmen

Mitarbeiterbindung
frih aufbauen
macht mehr Sinn

Wertschatzung/Vert
rautheit/Menschlich

keit in der
Unternehmenkultur

sind wichtig

sozialen Angste/Sorgen/Fragen im Onboarding mehr

19.07.2024 22:56 - phtru
Fusioniert mit Code Aktuelles Preboarding > Vorteile flir den Newcomer > Social Integration (+) >
Angste/Sorgen/Fragen/Nervositat des Newcomers nehmen (+) > Unsicherheit von Newcomern nehmen

19.07.2024 23:04 - phtru
Fusioniert mit Code Aktuelles Preboarding > Vorteile fiir den Newcomer > Social Integration (+) >
Gechillte/Lockere/Umgangliche Gesprache mit HR
19.07.2024 23:07 - phtru
Fusioniert mit Code Aktuelles Preboarding > Vorteile fir den Newcomer > Role Clarity(+) > Aus
Erfahrung sind Newcomer vor Arbeitsbeginn/antritt unsicher
23.07.2024 17:15 - phtru
Fusioniert mit Code Proximal Outcomes > Social Integration (+) > Personliche Bindung/Connection
zwischen Personen & Newcomer aufbauen

Personliche Bindung/Connection  zwischen Personen & Newcomer aufbauen <8

Erstellt: phtru, 20.07.2024 18:24
20.07.2024 18:24 - phtru
Fusioniert mit Code Meinungen/Uberzeugungen des Verantwortlichen > Mitarbeiterbindung >
Personlicher Kontakt ist wichtig
20.07.2024 00:26 ) - phtru
Fusioniert mit Code Aktuelles Preboarding > Meinungen/Uberzeugungen des Verantwortlichen > UN-
Kultur ist Zusammenhalt wichtig
20.07.2024 18:21 - phtru



A-49

Ein Warm Welcome
sollte im gesamten
Employer Branding
Ubermittelt werden

Kontakt erhalten
soll das Interesse
am Newcomer
spurbar halten

Teamfahigkeit
abchecken

Newcomer und
Team sollen sich
nicht nerven

Fusioniert mit Code Meinungen/Uberzeugungen des Verantwortlichen > Mitarbeiterbindung > EIn Team

muss vermitteln, dass es sich auf den Newcomer freut
24.07.2024 20:35 - phtru
Fusioniert mit Code Proximal Outcomes > PO-Fit (+) > Preboarding soll Wertschatzung und
Enthusiasmus vermitteln
24.07.2024 20:34 - phtru
Fusioniert mit Code Proximal Outcomes > Social Integration (+) > Buddy soll dem Newcomer dabei
helfen, im Team anzukommen
Buddy soll dem Newcomer dabei helfen, im Team anzukommen 1081
Erstellt: phtru, 19.07.2024 22:55
19.07.2024 22:55 - phtru
Fusioniert mit Code Aktuelles Preboarding > Vorteile flir den Newcomer > Social Integration (+) > Buddy
und Newcomer sollen Gemeinsamkeiten finden
24.07.2024 19:22 - phtru
Fusioniert mit Code Proximal Outcomes > Social Integration (+) > Bewerber-Matrix checkt
Teamfahigkeit des Newcomers ab



A-50

Newcomer wird im
Krisenfall
unterstutzt

Self-efficacy

(+)

Newcomer soll

bestens

auf 1.

Arbeitstag
vorbereitet sein

Newcomer soll den
Arbeitsalltag
kennenlernen

PJ-Fit
kdnnen

abschatzen

19.07.2024 23.04 - phtru
Fusioniert mit Code Aktuelles Preboarding > Vorteile fir den Newcomer > Self-efficacy (+) > Kleine
Infos, die den Newcomer nicht in der Arbeit aufhalten
19.07.2024 23:07 - phtru
Fusioniert mit Code Aktuelles Preboarding > Vorteile fir den Newcomer > Role Clarity(+) > Preboarding
entlastet den Newcomer am 1. Tag
19.07.2024 23:09 - phtru
Fusioniert mit Code Aktuelles Preboarding > Vorteile fir den Newcomer > Role Conflict (-) > Mit Mentor
ist der Newcomer schneller eingearbeitet
24.07.2024 19:12 - phtru
Fusioniert mit Code Proximal Outcomes > Self-efficacy (+) > Das ist wichtig, dass der Newcomer am 1.
Arbeitstag alles ready hat
19.07.2024 23:04 - phtru
Fusioniert mit Code Aktuelles Preboarding > Vorteile fiir den Newcomer > Self-efficacy (+) > Newcomer
sollen sich im Unternehmen zurechtfinden
23.07.2024 21:20 - phtru

Fusioniert mit Code Proximal Outcomes > Self-efficacy (+) > PJ-Fit abschatzen kénnen > Newcomer
sollen ihren Zugang zu Vertrieb zuerst bei dafir Kunden geeigneten einsetzen



Preboarding senkt 23.07.2024

Unsicherheit am 1.
Arbeitstag und
folglich die
Kiindigungsrate im
1. Monat

Flexibler auf
geeignete
Newcomer
reagieren, die nicht
1:1 der

Stellenbeschreibun
g entsprechen

Jede Newcomer
verandert das
Gesamte Team

Eigenstandigkeit
des MA abschéatzen

Distal Outcomes

A-51

Job Performance (+)

Zeitersparnis in den
ersten Tagen des
Onboarding

21:20 - phtru
Fusioniert mit Code Proximal Outcomes > Self-efficacy (+) > Genug Infos Ubermitteln, damit sich der
Newcomer gut abgeholt fuhlt

20.07.2024 16:09 - phtru
Fusioniert mit Code Ergebnisse > Distal Outcomes > Vorteile im Onboarding > Preboarding soll

Onboarding noch weiter aufbauen
24.07.2024 19:37 - phtru
Fusioniert mit Code Distal Outcomes > Job Performance (+) > Arbeitsplatz muss man sowieso
vorbereiten, warum dann nicht gleich im Preboarding?
24.07.2024 20:14 - phtru



A-52

Newcomer soll
schnell Dinge
umsetzen und

Leistung erbringen

Fusioniert mit Code Distal Outcomes > Job Performance (+) > Preboarding macht den 1. Arbeitstag fur

beide Parteien einfacher
19.07.2024 23:32 - phtru
Fusioniert mit Code Aktuelles Preboarding > Anforderungen an den Newcomer > Newcomer soll in der
Trainingsphase maoglichst schnell on-track sein
20.07.2024 00:08 - phtru
Fusioniert mit Code Aktuelles Preboarding > Distal Outcomes > Job Performance (+) > Preboarding soll
den Newcomer schneller performen lassen
23.07.2024 21:19 - phtru
Fusioniert mit Code Distal Outcomes > Job Performance (+) > Ziel ist, dass man den Newcomer
vollwertig einsetzen kann, dass er "alles kann" (+)

Ziel ist, dass man den Newcomer vollwertig einsetzen kann, dass er "alles kann" (+) @©:
Erstellt:  phtru, 20.07.2024 11:52 Bearbeitet:  phtru, 23.07.2024 21:19

20.07.2024 11:52 - phtru
Fusioniert mit Code Aktuelles Preboarding > Meinungen/Uberzeugungen des Verantwortlichen > Ziel
ist, dass der Newcomer den Job selbststdndig und verantwortungsvoll austiben kann

23.07.2024 21:19 - phtru
Fusioniert mit Code Distal Outcomes > Job Performance (+) > Newcomer soll die Firma
vertriebstechnisch weiterbringen
24.07.2024 19:37 - phtru
Fusioniert mit Code Distal Outcomes > Job Performance (+) > Ein guter Preboarding-Prozess stellt
sicher, dass ein Newcomer seinen Job machen kann



A-53

AuRergesetzliches
Entgegenkommen/
Zusatzliche
Benefits bei guter
Performance

UN soll
Fahigkeiten/Skills/E
rfahrung/Kenntniss
e vom Newcomer
einschatzen

Organizational
Commitment (+)

Commitment/Proac
tivity des
Bewerbers

abschatzen kénnen

23.07.2024 21:19 - phtru
Fusioniert mit Code Proximal Outcomes > PO-Fit (+) > Bessere Arbeitsausstattung, Firmenauto als
Anreiz

24.07.2024 20:17 - phtru
Fusioniert mit Code Distal Outcomes > Job Performance (+) > Ein perfekter Arbeitsplatz und Dinge wie
Firmenautos motivieren
19.07.2024 23:48 - phtru
Fusioniert mit Code Aktuelles Preboarding > Vorteile fir die Organisation > Motivation des Newcomers
abschétzen kénnen
20.07.2024 00:08 - phtru
Fusioniert mit Code Aktuelles Preboarding > Distal Outcomes > Organizational Commitment (+) >
Newcomer sollen far die Mission/Vision des Unternehmens brennen
24.07.2024 20:27 - phtru
Fusioniert mit Code Distal Outcomes > Organizational Commitment (+) > Sicherstellen, dass der
Newcomer den Job antritt
24.07.2024 20:38 - phtru

Fusioniert mit Code Distal Outcomes > Organizational Commitment (+) > Newcomer zeigt hohes Maf3



A-54

Emotionale
Bindung verlangert

Anstellungsdauer/T
enure des
Newcomers
Emotionale
Bindung ist
wichtiger als

Geld/Kompetenzen

an Proaktivitat

Newcomer zeigt hohes Maf an Proaktivitat {081
Erstellt: phtru, 19.07.2024 23:32
19.07.2024 23:32 - phtru
Fusioniert mit Code Aktuelles Preboarding > Anforderungen an den Newcomer > Newcomer soll sich
proaktiv melden
24.07.2024 20:40 - phtru
Fusioniert mit Code Distal Outcomes > Organizational Commitment (+) > Newcomer soll sich selber
einen Uberblick Uber das UN machen
Newcomer  soll sich selber einen Uberblick Uber  das UN machen 108J;
Erstellt:  phtru, 20.07.2024  00:08 Bearbeitet:  phtru, 22.07.2024 22:28
20.07.2024 00:08 - phtru
Fusioniert mit Code Aktuelles Preboarding > Distal Outcomes > Organizational Commitment (+) >
Newcomer sollen Inhalte des Unternehmens lesen
24.07.2024 20:26 - phtru
Fusioniert mit Code Distal Outcomes > Organizational Commitment (+) > Wertschatzung lasst
Newcomer leichter die schlechten Seiten am Job tolerieren
24.07.2024 20:26 - phtru
Fusioniert mit Code Distal Outcomes > Organizational Commitment (+) > Wertschatzung lasst den
Newcomer verstandnisvoller bei Schnitzern reagieren
23.07.2024 21:21 - phtru
Fusioniert mit Code Distal Outcomes > Organizational Commitment (+) > Mitarbeiterbindung ist
wichtiger als Jobsicherheit



Pre-entry Turnover

A-55

No Experience with Pre-
entry Turnover

Verbundenheit mit

dem Unternehmen
wird friihzeitig
etabliert

23.07.2024 21:21 - phtru
Fusioniert mit Code Distal Outcomes > Organizational Commitment (+) > Mitarbeiterbindung ist

wichtiger als Gehalt
23.07.2024 21:14 - phtru
Fusioniert mit Code Pre-entry Turnover (-) > Ziel ist, keine Dropouts zu haben
Ziel ist, keine Dropouts zZu haben {08
Erstellt: phtru, 20.07.2024 00:07
20.07.2024 00:07 - phtru
Fusioniert mit Code Aktuelles Preboarding > Distal Outcomes > Turnover (-) > Frihfluktuation
vermeiden ist das oberste Ziel im Preboarding
20.07.2024 15:36 - phtru
Fusioniert mit Code Pre-entry Turnover > Keine Erfahrungen mit Newcomer-seitiger Kiindigung vor Tag
1 > Gutes Recruiting erhoht den Preboarding-Erfolg
20.07.2024 15:37 - phtru
Fusioniert mit Code Pre-entry Turnover > Erfahrungen mit Newcomer-seitiger Kiindigung vor Tag 1 >
Mitarbeiterbindung senkt die Absprungquote
24.07.2024 20:51 - phtru
Fusioniert mit Code Pre-entry Turnover > No Experience with Pre-entry Turnover > Kontakt erhalten ist
die einzige gute Option



Transparent/Ehrlich  20.07.2024 15:34 - phtru

/Wabhrheit Fusioniert mit Code Pre-entry Turnover > Keine Erfahrungen mit Newcomer-seitiger Kiindigung vor Tag
kommunizieren 1 > Eine Persdnliche Ebene und Wertschatzung spurt der Newcomer
Wenig Stellen = 20.07.2024 15:38 - phtru
Geringe Pre-Entry- Fusioniert mit Code Pre-entry Turnover > Keine Erfahrungen mit Newcomer-seitiger Kiindigung vor Tag
Kiindigungsrate 1 > Begrenzer/Spezifischer Pool an potenziellen Newcomern

20.07.2024 15:39 - phtru

Fusioniert mit Code Aktuelles Preboarding > Meinungen/Uberzeugungen des Verantwortlichen >
Positives > Qualitativer Prozess moglich, da wenig potenzielle Bewerber existieren

Man glaubt, dass
Akademiker
unwahrscheinlicher
nach der Zusage
absagen

Warum die
Dropout-Rate
gering ist, weild man

nicht

Es gibt
grundsatzlich keine
negativen
Erfahrungen mit
Dropouts im
Unternehmen

Experience with Pre-
entry Turnover

Reasons

A-56



A-57

Pre-entry-
Kindigung, da
von anderem
Unternehmen
abgeworben

Kindigungsrat
e ist abhangig
von der
Position

anders

Pre-Entry-
Kindigung, da
kein PO-Fit

20.07.2024 15:26 - phtru
Fusioniert mit Code Pre-entry Turnover > Erfahrungen mit Newcomer-seitiger Kiindigung vor Tag 1 >

Der Newcomer hat parallel auf ein besseres Angebot gehofft
20.07.2024 15:28 - phtru
Fusioniert mit Code Pre-entry Turnover > Erfahrungen mit Newcomer-seitiger Kiindigung vor Tag 1 >
Newcomer hat sich fur ein anderes Jobangebot entschieden
20.07.2024 15:31 - phtru
Fusioniert mit Code Pre-entry Turnover > Erfahrungen mit Newcomer-seitiger Kiindigung vor Tag 1 >
Pre-entry-Kindigung, da alte Firma sensationelles Angebot gemacht hat
20.07.2024 15:27 - phtru
Fusioniert mit Code Pre-entry Turnover > Erfahrungen mit Newcomer-seitiger Kiindigung vor Tag 1 >
Lehrlinge kiindigen sehr haufig im Preboarding
20.07.2024 15:27 - phtru
Fusioniert mit Code Pre-entry Turnover > Erfahrungen mit Newcomer-seitiger Kiindigung vor Tag 1 >
Mehr Pre-Entry-Kiindigungen bei Arbeitern als bei Angestellten (+)
Mehr Pre-Entry-Kiindigungen bei Arbeitern als bei Angestellten (+) {08
Erstellt: phtru, 20.07.2024 15:27
20.07.2024 15:27 - phtru

Fusioniert mit Code Pre-entry Turnover > Erfahrungen mit Newcomer-seitiger Kiindigung vor Tag 1 >
Arbeiter haben deutlich mehr Eintritte und Fluktuation als Angestellte

20.07.2024 15:27 - phtru
Fusioniert mit Code Pre-entry Turnover > Erfahrungen mit Newcomer-seitiger Kiindigung vor Tag 1 >
Atmosphéare passt nicht
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Pre-entry-
Kindigung aus
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20.07.2024 15:30 - phtru
Fusioniert mit Code Pre-entry Turnover > Erfahrungen mit Newcomer-seitiger Kiindigung vor Tag 1 >

Employer Branding ist nicht ausreichend
20.07.2024 15:31 - phtru
Fusioniert mit Code Pre-entry Turnover > Erfahrungen mit Newcomer-seitiger Kiindigung vor Tag 1 >
Nachbesetzen einer Schlisselposition scheiterte an falschem Blro
24.07.2024 20:59 - phtru

Fusioniert mit Code Pre-entry Turnover > Experience with Pre-entry Turnover > Reasons > Wenn der
Fit im 1. Gesprach schon nicht passt, dann kindigt der Newcomer eher

20.07.2024 15:28 - phtru
Fusioniert mit Code Pre-entry Turnover > Erfahrungen mit Newcomer-seitiger Kiindigung vor Tag 1 >
Uber Monate nichts vom Unternehmen héren erzeugt Unsicherheit bei Newcomer

20.07.2024 15:28 - phtru
Fusioniert mit Code Pre-entry Turnover > Erfahrungen mit Newcomer-seitiger Kindigung vor Tag 1 >
Pre-Entry-Kiindigung aufgrund mangelnden Informationsaustausch +)
Pre-Entry-Kiindigung aufgrund mangelnden Informationsaustausch (+) {081]
Erstellt: phtru, 20.07.2024 15:26
20.07.2024 15:26 - phtru
Fusioniert mit Code Pre-entry Turnover > Erfahrungen mit Newcomer-seitiger Kiindigung vor Tag 1 >
Wenn sich niemand meldet, sucht man eher nach Alternativen
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20.07.2024 15:40 - phtru
Fusioniert mit Code Herausforderungen/Limitationen des Prebordings > Newcomer >
Vertragsunterschrift allein bindet einen Newcomer noch nicht
Vertragsunterschrift allein bindet einen Newcomer noch nicht LT}

Erstellt:  phtru, 20.07.2024 00:24 Bearbeitet:  phtru, 20.07.2024 12:16
20.07.2024 00:24 - phtru
Fusioniert mit Code Aktuelles Preboarding > Herausforderungen/Limitationen des Prebordings >

Rechtlich nicht vor Absagen geschutzt
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Feedback

Feedback wird
vom
kindigenden
Newcomer
eingeholt

Far
kiindigende
Newcomer
steht die Tur

20.07.2024 15:35 - phtru
Fusioniert mit Code Pre-entry Turnover > Erfahrungen mit Newcomer-seitiger Kiindigung vor Tag 1 >
Pre-entry-Kindigung Ursache wird erfasst und als Feedback fiir gesamten EB-Prozess genutzt (+) (+)

)

Pre-entry-Kindigung Ursache wird erfasst und als Feedback fur gesamten EB-Prozess genutzt (+) (+)
(+) fo8l
Erstellt:  phtru, 20.07.2024  15:27 Bearbeitet:  phtru, 20.07.2024  15:28

20.07.2024 15:27 - phtru
Fusioniert mit Code Pre-entry Turnover > Erfahrungen mit Newcomer-seitiger Kiindigung vor Tag 1 >
Auf  Basis der Bewerber-Matrix wird der angesprungene  Newcomer analysiert

20.07.2024 15:28 - phtru
Fusioniert mit Code Pre-entry Turnover > Erfahrungen mit Newcomer-seitiger Kiindigung vor Tag 1 >
Unternehmen hat Pre-Entry-Kindigung-Newcomer  gefragt, warum er gegangen st

20.07.2024 15:28 - phtru
Fusioniert mit Code Pre-entry Turnover > Erfahrungen mit Newcomer-seitiger Kiindigung vor Tag 1 >
Nach einem Abgang wird versucht, den Prozess selbstkritisch zu hinterfragen

20.07.2024 16:07 - phtru
Fusioniert mit Code Pre-entry Turnover > Erfahrungen mit Newcomer-seitiger Kiindigung vor Tag 1 >
Kindigende Newcomer Feedbackgesprach ist elementar
20.07.2024 15:34 - phtru
Fusioniert mit Code Pre-entry Turnover > Erfahrungen mit Newcomer-seitiger Kiindigung vor Tag 1 >
Kontakt mit abgesprungenem Newcomer bleibt erhalten
Kontakt mit abgesprungenem Newcomer bleibt erhalten {08
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Erstellt: phtru, 20.07.2024 15:32
20.07.2024 15:32 - phtru
Fusioniert mit Code Pre-entry Turnover > Erfahrungen mit Newcomer-seitiger Kiindigung vor Tag 1 >
Kontakt mit abgesprungenem Newcomer bleibt erhalten > Follow-up-Telefonat, um Absprung noch zu
vermeiden

20.07.2024 15:33 - phtru
Fusioniert mit Code Pre-entry Turnover > Erfahrungen mit Newcomer-seitiger Kiindigung vor Tag 1 >
Nachteile der Organisation durch Pre-entry-Turnover > Sourcing-Prozess fir die Stelle muss wieder
neu gestartet werden

20.07.2024 15:33 - phtru
Fusioniert mit Code Pre-entry Turnover > Erfahrungen mit Newcomer-seitiger Kiindigung vor Tag 1 >
Nachteile der Organisation durch Pre-entry-Turnover > Mehrstundenaufwand bei zukinftigen
Abteilungsmitarbeitenden

20.07.2024 15:33 - phtru
Fusioniert mit Code Pre-entry Turnover > Erfahrungen mit Newcomer-seitiger Kiindigung vor Tag 1 >
Nachteile der Organisation durch Pre-entry-Turnover > Dienstvertrage wurden bereits erstellt
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