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New employees often have one of two experiences when they begin a new
job. Either they are given no background knowledge about the role and left to
'sink or swim', or they are given everything all at once as though through a fire
hose, and then expected to remember and make everything relevant.

Neither method is effective.

Employers should structure orientation for new workers thoughtfully. The first
week should include the information, relationships and basic knowledge to
allow people to feel connected and experience foundational learning.
Integrate an honest discussion of the expectations of the job up front.

In the first week, consider Maslow's hierarchy of needs. The psychologist said
that as people meet basic needs, they will successively want to satisfy higher
needs. Together, these actions form a hierarchy.

Before a new employee can learn the overarching strategies of the
organisation, they need to know the basics. As some would term it, they must
first meet the survival needs like food and water before progressing any
further. As an example:

Day one

= First set expectations for today, for this week and for the next few weeks.

Allow the employee to understand how to gauge their performance in the
first few weeks, and how you will measure what they are doing.

= Make sure they know why you hired them over the other candidates.
Employees always wonder about this, and knowing the reason helps them
build on that strength.

Week one

= Outline all the job benefits sometime during the first week (ie, vacation,
pay schedule, etc).

Provide computer and office information, including numbers for the help
desk, emergencies, all passwords and a list of software they'll be using.

= Lay out the basics of the tasks they'll be accomplishing and why they need
to be accomplished.

Give a high-level overview of the organisational structure and high-level
review of how the pieces fit together.
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Provide a list of the most important company relationships, and as the first
two weeks progress, provide background on those relationships. Allow the
new person to understand the contextual history of the relationship. This
will help them gain the organisational and relational knowledge to
intelligently and mindfully create their own relationships with the major
stakeholders.

= Provide a list of the internal and external classes that you expect the
employee to take and when they might do so - give them realistic
timeframes.

Week two

Work through the previous week's questions carefully. As you do so,
consider who else the employee may benefit from meeting, based on the
way they work.

Continue to build upon the knowledge of the first week, and add
complexity in knowledge of tasks, expectations, relationships and the
industry.

Week three and beyond

The following weeks build on that and provide deeper networks of people,
greater understanding of the business, industry, in-depth role definitions and
processes, and strategic knowledge. Continue to use Maslow's hierarchy to
build a shared vision of how the work the employee is doing benefits the
organisation and even society at large.

Remember always that a new employee is overwhelmed as they walk through
the door. The fire hose approach of the past only increases a sense of
frustration for most employees and does not engender a culture of shared
knowledge. Providing handbooks and reports is not enough without
contextual background and dialogue. Distribute them only after enough time
has passed that the employee can make sense of the information.

As the employer, be aware that getting people up to speed quickly also
effectively decreases their time to productivity. Taking the time to orient them
to the new position increases the employees' motivation and commitment to
the organisation.

Employees have a short time to be seen as effective in their new roles. Give

them the opportunity to shine in a new situation. Use a plan. Be methodical.
And let them succeed.
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