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Getting Acquainted
The Butler County Educational Service Center HR Team



Getting Acquainted
The Areas we Serve



Getting Acquainted
The Butler County Educational Service Center serves as a central resource for 
school districts and other agencies to provide educational and social service 

support.  We build solutions for schools, families, and children to succeed.

750 Employees 50 Supervisors30 Programs
ranging from social service to 

education and prenatal 
through 12th grade







Background - Onboarding
Process January 2024
● No Guidance to Supervisors
● Large Degrees of Variation in Current Onboarding
● Time of Hire Impacts Experience
● Exit Interview Data says this is an area for Improvement
● Employees not Prepared
● Opportunity to use Research
● High Turnover of Staff within the First Year of Hire

We Need an Onboarding Overhaul!



Project Alignment with
eHCLE Standards
Strategy Standard #1: Talent Development -
Orientation and Onboarding

● Assessing the diverse needs of new employees and using the data to 
inform the design of the onboarding framework

● Develop support structures for employees who are new to a role

Strategy Standard #2: Process Management
● Champion the change management process

Strategy Standard #3: Experience Management
● Evaluate employee and customer experience



“Onboarding is a Journey – a 
foundational part of your 
employee experience.  It’s 
about fulfilling the promises 
you made during recruitment 
and preparing employees to be 
high performers.”

- Gallup



Theory 
Of Practice

If we implement a more intentional onboarding 
experience, then supervisors across the agency 
will provide a more meaningful onboarding 
experience, staff will be prepared to do their 
jobs, and employee retention beyond the first 
year will increase by 10% over a three year 
period.





Organizational Assessment



4 C’s of Onboarding

Compliance - ensuring new 
employees understand workplace 
policies and procedures; 
completing paperwork and 
training required by law

Culture - helping new 
employees understand 
workplace norms, unwritten 
rules and how people work 
together

Clarification - ensuring new 
employees understand the 
requirements of their job and 
other performance expectations; 
providing employees with the 
tools and resources needed for 
their work

Connection - fostering a sense 
of belonging by cultivating 
relationships and connecting 
new employees to formal and 
informal networks

Bauer, 2010 



Supervisor Survey
Supervisor’s Report:  Do you believe your current onboarding practice gives staff 
the training they need to be successful in the…



Supervisor Survey

● “We do okay now but we know there is room for 
improvement.”

● “Quality onboarding with the high turnover was 
extremely difficult.”

● “After one month, my process seems to drop off. 
Would be nice to have a 1, 2, 3 month formal 
check-in.” 



Employee Turnover
Staff Turnover Numbers by Length of Stay



1st Draft - Checklist

Focus

● Items to Include
● How to Organize
● Functionality
● Reflection Questions

1st Draft of Onboarding Template
June 2024



Pilot Project

Focus
● Preschool Intervention 

Specialist and 
Instructional Assistants

● Position Specific Training
● Organization and Pacing
● Incorporation of 4 C’s
● Onboarding Experience

Pi lot Project/ Preschool  Special Ed Team

July 2024



Pilot Project
Pi lot Project/ Preschool  Special Ed Team

July 2024



Pilot Project
Pi lot Project/ Preschool  Special Ed Team

July 2024

Reflection Questions

Purpose: Relationship Building, Assessing Progress, Training 

Week 1 - Compliance & Clarification 

Week 2 - Culture / Big Picture

Week 3 - Culture / Connection / Understanding the Why

Week 4 - Connection / Impact



The Roll Out Plan

Focus
● Meet in Small Groups
● Provide Training on 4C’s
● Complete 4C’s Assessment
● Identify Areas of Improvement
● Empower Supervisors
● Focus on Functionality
● Work on Pre-boarding 

experience developing materials 
that will help all departments

Vision Team Meeting Regarding Roll O ut

July 2024

4Cs Assessment Sample



Department Meetings

Focus
● Reflect on Self Assessments
● Identify Areas for Improvement
● Useful
● Pacing
● Organization
● Method
● Reflection Questions & Check-in 

Guidance

Meet ing with Department Supervisors

August - October 2024



Pre-boarding Materials
Develop Pre-boarding Materials

August - October 2024



Implementation

Focus On…
● Binders
● Google Classroom
● Checklists in Google
● Paper Packets

Implement O nboarding Practices

August - October 2024



Initial Supervisor Feedback
Do you have an onboarding process?
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Initial Supervisor Feedback
Supervisor’s Report:  Do you believe your current onboarding practice gives staff the 
training they need to be successful in the…



Initial Employee Feedback



Initial Employee Feedback



Initial Impact

● Checklist and Timelines
● Mentorship and Shadowing
● Welcome Materials
● Standardization and Updates
● Intentional Check-Ins
● Cultural Integration

● “As a new staff member I think the process has 
been great!”

● “We are excited to continue to develop our 
onboarding process and materials.  We hope to 
continue to improve it over time as well.”

● “Thanks for your help with this project!”



Text HereCheck Progress,
Plan Next Steps

● Supervisors Progress

● Guide Supervisors through Improvement Process

● Review Data and Apply Lessons

● Initial Focus was on Pre-boarding and Onboarding,

How do we expand this?



Review - Our Starting Point

Nothing

Individually Developed 
Training Plans



Review - Our Progress



Text HereDiscussion -
Impact

● Agency Wide Pre-boarding

● Personalized onboarding include 4C’s

● Trained and Empowered Supervisors

● Reflective Questions for Check-ins

● Systematic Approach for Process Improvement

● Social Media Guidelines

● How to Get Involved

● Get to Know You



Text HereDiscussion -
Limitations

● More clear Data Collection Plan

● Collect more Data from Employees

● Employee Response Rate for Recent Onboarding Survey

● Research and Develop Guidance earlier in the Process



Text HereNext 
Steps

● Relate this Work to Stay Interviews

● Build in Everboarding Concepts

● Continue to Support Supervisor Approach for 

Staff Engagement



Journey
Summary

Overall the BCESC has a more intentional and 
comprehensive approach to onboarding and we 
hope to see the impact in a reduction of employee 
turnover during their first year. We will continue to 
track this metric and use the data to drive our 
decisions.



Q & A

Contact Info

Laura Theiss, MSW, LSW, pHCLE

theissl@bcesc.org

(513) - 887 - 3713
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