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Executive Summary 

 

The purpose of this project is to conduct a needs analysis of the new staff onboarding process at the 

Virtual Campus (VC) to present recommendations for improvement. 

 

The main findings of the project were:  

 

Strengths or positives 

• The VC Human Resources offers a formal orientation session. 

• Supervisors and staff are knowledgeable and skilled. 

• The Virtual Campus staff members are friendly and welcoming. 

• There are several opportunities for professional development. 

Weaknesses or negatives 

• The VC HR orientation is limited. 

• The new hire’s credentials (e.g., email, extension) and workstation (e.g., computer and phone 
equipment) are often not ready on the first day of work. 

• There is no official onboarding process at the Virtual Campus. 

• New hires are assigned to projects or workgroups without being prepared. 

The main recommendations are: 

• Take steps in preparation for the new hire’s first day at the job. 

• Design, develop, and implement a structured onboarding process plan for the first 90 days. 

• Establish mentorship, involving departmental and interdepartmental collaboration. 
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Introduction 

 

This report describes the research methods and results of the needs assessment and analysis regarding 

the onboarding process of a virtual campus. 

Context 
 

 

The client is the virtual campus department at a community college serving four counties and an average 

of 18,000 students per year. This needs analysis aimed to improve the onboarding process of new 

employees to maximize and retain talents.  

 

The virtual campus department currently has 20 employees – technical and instructional support staff. 

The department has recently lost a couple of employees and opened a new position. Therefore, there is a 

concern with employee satisfaction and retention. 
 

Frame Factors 
 

 

The frame factors were identified to anticipate project challenges and potential bias. They are: 

Time constraints 

The project had a timeframe of approximately two months which may limit how thorough the data 

collection and analysis could be. 

Client confidentiality 

The identity of the individuals had to be kept anonymous for more sincere responses in interviews and 

focus groups. 

Potential bias 

This needs analysis project was conducted by an individual (not a team) who works for the client. 

Coordination 

It was difficult to schedule certain meetings, especially, for the focus groups due to schedule conflicts of 

employees and major events at the institution (e.g., College Awards, Spring Break). 
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Project Methodology 
 

This needs analysis project used a four-phase process: project planning and development, data collection, 

data analysis, and the final product. 

  

Project Planning 

There was an initial meeting with the client in February to discuss the project. Shortly after the initial 

meeting, a proposal (see Appendix A) was written for the client’s review. In response, the client provided 

a Permission Letter (see Appendix B) expressing approval of the project proposal and granting permission 

for the project to begin.  

 

Data Collection 

Literature Review 

A literature review was conducted to understand the types of onboarding processes as well as the 

advantages and disadvantages of such processes at several organizations, especially, at higher education 

institutions. 

Document Review 

Materials such as the employee handbook as well as the contents of the orientation provided by the 

Human Resources were reviewed to understand the current status of the onboarding process at the 

institution. 

Interview Questions 

Individual interviews (see Appendix C) were conducted with two supervisors of the Virtual Campus and 

two newly hired employees in the department. Focus groups (see Appendix D) were conducted to verify 

different perspectives from the technical and instructional teams. 
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Data Analysis 

The content of the data collected (described above) was analyzed and summarized in the SWOT analysis 

below. 

SWOT Analysis 

A SWOT analysis instrument was used to understand internal factors (i.e., strengths and weakness) as 

well as external factors (i.e., opportunities and threats).  This tool enables the compilation and summary 

of the data collected, leading to the findings listed below. 

 

 

STRENGTHS
HR offers a general orientation session for all new 
hires.

The Virtual Campus supervisors and staff are 
knowledgeable and skilled.

There is an employee handbook at the college.

The Virtual Campus staff members are friendly and 
welcoming.

Shadowing is an unofficial/informal practice at the 
Virtual Campus.

There are several workgroups that can help get 
employees involved.

WEAKNESSES
The HR orientation session covers general policies and 
benefits only.

Sometimes the new hire’s credentials and equipment are 
not ready for the start date.

There is no official onboarding process at the Virtual 
Campus.

There is no official follow-up session until the 90-day 
evaluation.

Some employees may develop bad habits and poor 
attitude due to the lack of a structure onboarding 
process.

New hires might not feel prepared for the tasks assigned.

OPPORTUNITIES
Partnerships with other departments (e.g., Human 
Resources, Professional Development, Accessibility, 
Equity and Minority Affairs and others, according to the 
position/job description).

Shadowing employees in other departments when 
applicable.

Mentorship opportunities inside and outside the 
department.

Building a community of practice and learning for the 
college.

Building a knowledge database for the college.

THREATS
Without a feeling of belonging, retention becomes 
difficulty and new employees may tend to accept 
external job offers.

Other organizations may make a “better offer” to get 
inside information from the new hire.

Dissatisfied employees may spread bad reputation for 
the institution in the field.

A new hire may feel pressured by clients, other 
departments, or other institutions creating a sense of 
insecurity.

SWOT
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Findings 
 

Considering all the data collected, analyzed, and summarized through the SWOT Analysis instrument, 

here are the main findings. 
 

Strengths or Positives 

The following items were considered strong aspects of the current status of new employee onboarding: 

• The VC Human Resources offers a formal orientation session. 

• Supervisors and staff are knowledgeable and skilled. 

• The Virtual Campus staff members are friendly and welcoming. 

• There are opportunities for professional development and participation in workgroups. 

 

Weaknesses or Negatives 

These were considered the main weaknesses or areas for improvement: 

• The VC HR orientation is limited. 

• The new hire’s credentials (e.g., employee ID number, email, extension) and workstation (e.g., 

computer and phone equipment) are often not ready on the first day of work. 

• There is no official onboarding process at the Virtual Campus. 

• Some new hires may feel unprepared when assigned tasks. 
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Recommendations 
 

Based on the main findings above listed, recommendations were grouped into three main areas: 

preparation, development and implementation, and follow-up action steps. 

 

Recommendation 1 

The department should take steps in preparation for the new employee’s first day on the job. The 

recommended action steps are: 

• Develop a checklist of all items needed for the onboarding orientation. 

• Draft an email to announce and welcome the new employee. 

• Check processes to make sure employees’ credentials are ready before the first day. 

• Choose a location for the new employee’s office. 

• Contact I.T. to make sure the employee’s workstation is ready before the first day. 

• Meet with the department staff to brainstorm the onboarding orientation activities. 
 

Recommendation 2 

After completing the above preparation procedures and, based on the brainstorming meeting, the 

department should design, develop, and implement the departmental onboard orientation plan. 

• Provide new employees with a schedule with a variety of activities for the first four weeks. 

• Include welcoming activities for the first day (e.g., introduce the new employee to the current 

staff members). 

• Include a tour of the facility. 

• Include training session(s) on the use of technology at the Virtual Campus. 

• Include a session with the supervisor and the new hire to review the job description as well as 

discuss the department’s culture by communicating and clarifying norms and procedures that are 

specific to the department. 

• Invite the new employee for a welcoming team breakfast, brunch, or lunch. 

• Schedule a follow-up interview to give the new hire a chance to set expectations, ask questions, 

and express concerns. Establish goals for the next 90 days. Schedule the 90-day evaluation. 

 

Recommendation 3 

For continuous learning, the department should foster and establish mentorship among employees, 

involving departmental and interdepartmental collaboration. These are some of the follow-up action 

steps:  
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• In a departmental introductory meeting, have the employee talk about his or her expertise and 

previous work experience if applicable. Have the other staff members also talk about their job 

responsibilities and projects. 

• Conduct the follow-up interview mentioned above at the end of the first week (and/or the first 

month). 

• Introduce the new employee to other key staff of other departments during the facility tour. 

• When possible, assign staff member(s) for the new hire to shadow or ask job-related questions. 

• Invite the new hire to accompany a supervisor or staff member to sit in a departmental or 

interdepartmental workgroup or committee. 

• Provide the new employee with resources, tools, and support staff to accomplish the goals 

established for the first 90 days. 

• Offer the new hire formal and informal professional development opportunities. 

• Conduct the 90-day evaluation. 

Next Steps 
 

This needs assessment project resulted in measurable and tangible recommendations. The next phase for this 

project is to take the recommended action steps and follow up with the Virtual Campus staff to create tools for 

the implementation of a structured onboarding process. Examples of useful tools are an onboarding 

orientation checklist, a schedule template for the first four weeks, an employee orientation, and an interview 

protocol for goal setting, among other tools and strategies that supervisors and staff members may suggest, 

depending on the new employee’s job description. 
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Appendix A – One-Page Proposal 
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Appendix B – Permission Letter 
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Appendix C – Interview Protocols 
 

For Supervisors 

Interview participants: 

Two separate interviews with the Virtual Campus supervisors: 

1. Interview with the Dean of the Virtual Campus. 
2. Interview with the Director of the Virtual Campus. 

Procedures: 

1. Explain the interview purpose. 
2. Inform the participant about the duration of the interview 30-45 minutes. 
3. Inform that participant’s identity will be kept anonymous and that interview data will 

remain confidential. Interview data will be used exclusively for the needs analysis. 
4. Explain how the semi-structured interview questions are organized. 
5. Ask the participant permission to record the interview. 
6. Start recording. 

Key questions and possible following up questions: 

Describe your familiarity with our onboard orientation offered by HR. 

• Do you remember when you got hired? 

• How far into the hiring process did you receive the orientation? 

• How long did the orientation take? 

• Is it conducted in groups or one session per individual? 

• Is the HR onboard orientation specific to your job position or general to the institution? 

• Does HR work with you (as a supervisor) to coordinate the onboarding process of a new 
employee? 

• Would you have expected something different? What surprised you? 

• Would you have done anything differently if you were providing onboarding training as 
an HR professional? 

Describe your experience as you came to the Virtual Campus department. 

• Was there an onboard process in place when you got hired at the Virtual Campus? 

• As a supervisor, describe the process you followed to provide orientation to your last 
new hires. 

• What are your suggestions to build and improve the Virtual Campus onboard process? 
Are there other experiences (from other employers) that you could describe? 

• What do you consider do’s and don’ts in the onboard process from the perspective of a 
supervisor? 
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For Staff 

Interview participants: 

Two separate interviews with the Virtual Campus’s newest employees: 

• Interview with Lee Claude (new instructional support staff). 

• Interview with Joe Corso (new technical support staff). 
Procedures: 

1. Explain the interview purpose. 

2. Inform the participant about the duration of the interview 30-45 minutes. 

3. Inform that participant’s identity will be kept anonymous and that interview data will 

remain confidential. Interview data will be used exclusively for the needs analysis. 

4. Explain how the semi-structured interview questions are organized. 

5. Ask the participant permission to record the interview. 

6. Start recording. 

Key questions and possible following up questions: 

Describe your familiarity with our onboard orientation offered by HR. 

• Do you remember when you got hired? 

• How far into the hiring process did you receive the orientation? 

• How long did the orientation take? 

• Is it conducted in groups or one session per individual? 

• Is the HR onboard orientation specific to your job position or general to the institution? 

• Does HR work with you (as a supervisor) to coordinate the onboarding process of a new 
employee? 

• Would you have expected something different? What surprised you? 

• Would you have done anything differently if you were providing onboarding training as 
an HR professional? 

Describe your experience as you came to the Virtual Campus department. 

• Was there an onboard process in place when you got hired at the Virtual Campus? 

• What are your suggestions to build and improve the Virtual Campus onboard process? 
Are there other experiences (from other employers) that you could describe? 

• What do you consider do’s and don’ts in the onboard process from the perspective of a 
new employee? 
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Appendix D – Focus Groups Protocol 
 

Focus Group Participants: 

Two focus groups: 

• Technical Support Staff  

• Instructional Support Staff 
Procedures: 

1. Explain the interview purpose. 

2. Inform the participant about the duration of the interview 30-45 minutes. 

3. Inform that participant’s identity will be kept anonymous and that interview data will 

remain confidential. Interview data will be used exclusively for the needs analysis. 

4. Explain how the semi-structured interview questions are organized. 

5. Ask the participant permission to record the interview. 

6. Start recording. 

Key questions and possible following up questions: 

Describe your familiarity with our onboard orientation offered by HR. 

• Do you remember when you got hired? 

• How far into the hiring process did you receive the orientation? 

• How long did the orientation take? 

• Is it conducted in groups or one session per individual? 

• Is the HR onboard orientation specific to your job position or general to the institution? 

• Does HR work with you (as a supervisor) to coordinate the onboarding process of a new 
employee? 

• Would you have expected something different? What surprised you? 

• Would you have done anything differently if you were providing onboarding training as 
an HR professional? 

Describe your experience as you came to the Virtual Campus department. 

• Was there an onboard process in place when you got hired at the Virtual Campus? 

• What are your suggestions to build and improve the Virtual Campus onboard process? 
Are there other experiences (from other employers) that you could describe? 

• What do you consider do’s and don’ts in the onboard process from the perspective of a 
new employee? 
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