Effective Onboarding for C-Suites
Table 1
Summary of Welcome Activities

	Inform
	Communication
	One-way message to new hires (e.g., Welcome Letter)
Two-way dialogue (e.g., Scheduled Call)

	
	Resource
	For Example: New Hire FAQ on company intranet

	
	Training
	For Example: Orientation Training

	Welcome
	
	Address the emotional needs of newcomers and help them develop social capital (e.g., Welcome Lunch)

	Guide
	
	Provide new hires with active, direct assistance (e.g., Buddy)



Table 2
Further Activities Included in the I-W-G Framework
	Category by Klein et al. (2015)
	Activities cited in other literature
	Corresponding citation in literature from

	Inform

	Communication One-way message to new hires, e.g., Welcome Letter Two-way dialogue,
e.g., Scheduled Call
	1. Orientation package
2. Welcome and integration training
3. Information about the organization (e.g., vision, mission, goals, values, culture, policies, benefits package
4. Establishment of job duties and responsibilities (including information about work standards and performance expectations)
5. Delivery to the new employee of an onboarding book and/or other documentation considered necessary (e.g., procedures manual, quality manual)
	1. Vokić and Ondrušek, 2024
2. Godinho et al., 2023
3. Vokić and Ondrušek, 2024
4. Vokić and Ondrušek, 2024
5. Godinho et al., 2023

	Resource
New Hire FAQ on company intranet
	6. Issuance of Equipment
7. Preparation of Workstation
8. Tour of the facility
9. Tour around the organization
10. Work-related resources
	6. Rogozinska-Pawelczyk
and Jankowski, 2024
7. Vokić and Ondrušek, 2024
8. Vokić and Ondrušek, 2024
9. Godinho et al., 2023
10. Vokić and Ondrušek, 2024

	Training
Orientation Training
	11. Formal and Legal Training
12. Introduction to Formal Tasks
13. Training (from learning about products/services and mentoring to specific training for the job)
	11. Rogozinska-Pawelczyk
and Jankowski, 2024
12. Rogozinska-Pawelczyk
and Jankowski, 2024
13. Vokić and Ondrušek, 2024

	Welcome

	Address the emotional needs of newcomers and help them develop social capital, e.g., Welcome Lunch
	14. Familiarization with the team
15. Introduction to team members and other relevant members of the organization
16. Arrangement of formal and informal social interactions
17. Social capital resources
	14. Rogozinska-Pawelczyk
and Jankowski, 2024
15. Vokić and Ondrušek, 2024
16. Vokić and Ondrušek, 2024
17. Vokić and Ondrušek, 2024

	Guide

	Provide new hires with active, direct assistance, e.g.,
Buddy
	18. Adaptation to the Conditions and the Closest Co-Workers
19. Assignment of a buddy/mentor
	18. Rogozinska-Pawelczyk
and Jankowski, 2024
19. Vokić and Ondrušek, 2024

	Development

	
	20. Constant support and progress feedback (including communicating career development opportunities)
	20. Vokić and Ondrušek, 2024

	Evaluation of Onboarding

	
	21. Measuring and evaluating the onboarding process
	21. Vokić and Ondrušek, 2024



Table 3
Onboarding Activities (Conger and Fishel’s (2007))
	
	Tools
	Purpose
	When

	1
	New Leader Onboarding Plan
	Organize and prioritize onboarding events for new leader
	Week 1

	2
	Leadership Models
	Introduction to the Leadership Model; Self-Assessment
	Week 1

	3
	Key Stakeholder Meetings
	Accelerate development of stakeholder networks
	By Day 60

	4
	Quarterly Performance Management
	Quarter of Year

	5
	New Leader – Team Integration
	Accelerate development of effective manager-team relationships
	Days 60 – 90

	6
	Peer Coach
	Provide support for growth, insight, and development
	Days 60 - 120

	7
	Key Stakeholder Check-In
	Provide early feedback on strengths, development needs, and possible derailers. Develop an action plan to address these emerging issues
	Day 90 - 120

	8
	Executive Networking
	Create opportunities for networking with leaders from other Biz Units
	Quarterly

	9
	Peer Coach
	Provide support for growth, insight, and development
	Day 120 - 180

	10
	Review 180-day accomplishments
	Day 180

	11
	360 Feedback
	Provide feedback to the leader on Org leadership competencies
	After Day 180



Table 4
Size of Organizations the Participants Worked in

	Number of employees
	Number of organizations represented by the participants

	Band 1
	10 - 49
	0

	Band 2
	50 - 249
	3

	Band 3
	250 - 999
	3

	Band 4
	1000 - 2999
	0

	Band 5
	3000 - 9999
	2

	Band 6
	10000 and more
	2



Table 5
Tenure of Role at Time of Interview

	Tenure
	Number of participants

	Less than 12 months
	3

	Between 1 and 2 years
	0

	Between 2 and 3 years
	4

	Between 3 and 4 years
	3

	Total
	10



Table 6
Key Themes of Strength Based on Frequency of Counts

	Theme
	Participants/Count
	Description

	Pre-boarding Engagement
	
3/10
	Early meetings, predecessor handover, engagement before start date, understanding board and stakeholder expectations.

	Structured Onboarding Process
with clear
Organizational Context & Strategy
Clarity
	

8/24
	Department briefings, leadership and culture workshops, buddy systems, e-modules, phased induction, media/board training.
Board’s strategic direction, transformation expectations, 5-year plan alignment, clarity on CEO authority.

	Mentoring and Relationship Building
	
5/12
	Lunches, coffees, informal meetings, board mentorship, developing trust and alignment.

	Support Structures including Internal Continuity &
Knowledge Transfer, and Change Management
	


4/15
	Support from senior leaders, access to key documents, clear info on policies, supportive supervisor and buddy support.
Predecessor availability, structured handover, on-the-job learning, internal continuity of transformation projects.



Table 7
Key Themes of Gaps Based on Frequency of Counts

	Theme
	Participants/Count
	Description

	

Lack of Intentional Onboarding and handover Process
	


5/18
	Weak or absent handover, unclear processes, missing documentation, incomplete briefings, poor induction structure, overly task-focused rather than relational.
Overly detailed or irrelevant sessions for senior leaders, lack of customization in modules.

	Inadequate
Documentation & Tools
	
3/8
	Difficulty accessing information (policies, decisions, archives), no clear knowledge base or tooling guidance.

	
Insufficient Cultural and Informal Integration and Board-Level Gaps in Onboarding Leadership
	

4/10
	Lack of social integration activities, insufficient culture briefing by Board, minimal informal support.
Board did not facilitate clear transition responsibilities, strategy, culture, or 1:1 connections with Board members.



Table 8
Length of Onboarding Based on Frequency of Count

	Theme
	Participants/Count
	Description

	Extended / Self- driven
onboarding
(6 months – 18 months)
	

3/3
	
Onboarding seen as long-term (6–18 months), self- initiated effort to integrate, build relationships, calibrate expectations, and learn the ecosystem.

	Short, formal onboarding
(≤3 months)
	
4/4
	Onboarding lasted 1–3 months, sometimes due to internal familiarity, formal briefings, or constrained processes.



Table 9
Other Key Themes that Emerged from the Interviews

	Theme
	Participants/Count
	Description

	Self-initiated learning & integration
	
2/4
	Activities driven by the CEO themselves: job training, self-study, meeting functional heads, reading about onboarding to fill gaps.

	Relationship building and business understanding
through collaborative action
	

3/3
	Actions that strengthened relationships and deepened business insight: responding to crises, engaging in work planning cycles, and establishing regular meetings with direct reports.



Table 10
Key Themes on Ideas of Redesign for Effective C-Suite Onboarding
	Key Themes on Ideas of Redesign for Effective C-Suite Onboarding	Comment by Ming Hwee Low: Edited for formatting here; apologies, did not switch on track changes. 	Comment by Ming Hwee Low: 

	Theme
	Participants/Count
	Description
	Representative Mixed Quotes

	
	
	
	- “Obligations, responsibilities of a CEO clearly articulated.”

	

Governance, strategic intent, and role clarity
	


4/10
	
Emphasis on clear articulation of CEO/C-Suite responsibilities, governance structures, risks, and alignment with strategic direction from the outset.
	· “It’s setting a vision, not the leader’s vision but listening to collective aspirations of all the stakeholders.”
· “Board made very clear company needs a major transformation urgently because the industry is going through a major transformation.”

	





Stakeholder relationships and
external
engagement
	






6/11
	




Strong need for mapping, managing, and intentionally engaging external relationships, including government and partners.
	- “Handing over of relationships, especially strong ongoing relationships … the relationships are IP that
belongs to the organization.”

- “Onboarding is the team, so it’s not just the individual taking on the role.”

	
	
	
	- “Useful to have meetings with external stakeholders
— main business partners, government agencies, stakeholders.”

	

Cultural
integration and emotional
readiness
	


5/9
	
Focus on aligning with organizational culture, supporting emotional transitions, and preparing teams to accept new leaders.
	· “Prepare team to accept new CEO emotionally — say goodbye to previous CEO.”
· “Selection — CEO must already have some form of alignment to culture and thus brought in.”

	
Structured onboarding process and pacing
	

4/13
	Importance of setting a realistic, staged onboarding timeline with clear milestones, check-ins, and socialization opportunities.
	· “First — Third month — first stakeholders will be senior management, build relationships.”
· “6 months for onboarding for activities.”

	
Operational tools, systems, and practicalities
	

2/12
	
Need for clarity on policies, tools, platforms, and day-to- day practical setup to support operational readiness.
	· “Contract details, HR systems (leave), laptop setup.”
· “IT — laptop, leader’s profile, systems set up and not wait for one week.”

	

Social
connections and informal
integration
	


3/7
	
Importance of informal engagements — lunches, drinks, social interactions — to ease integration and build trust.
	- “Social lunch or dinner or drinks — regular interactions 2-3 weeks after joining.”
- “Social interactions to know each other on social basis and as a person; organized a lunch.”

	
Feedback loops and reflection as part of leadership development
	


3/6
	
Value of reflective practices, structured check-ins, and feedback mechanisms to adapt and improve onboarding experience.
	- “Reflection on the organization at the end of onboarding — helpful to consolidate insights.”
- “Regular check-in with boss(es) 30, 60, 90, and also coffee chats.”

	

Personal ownership and co-creation of onboarding
	



3/5
	

Encouragement for leaders to take ownership of shaping their onboarding journey with autonomy and co- creation.
	· “Autonomy to decide, co- create, on what works best for me, pick and choose and decide on my own induction program.”
· “Focused on onboarding myself and focused on charting the direction forward.”



Table 11
Key Themes of Reactions to List of Onboarding Activities

	Theme
	Participants/Count
	Description
	Representative Quotes

	Value of mentoring,
orientation, and structured
introductions
	

2/6
	Importance of clear structure, board/mentor support, purposeful orientation, and leadership model alignment from the start.
	- “Board members to be the mentors.”
- “Leadership model to be done before recruitment, not as part of onboarding; as
selection criteria.”

	

Clarifying and managing stakeholder relationships and priorities
	



3/8
	


Need for stakeholder mapping, communication plans, priority alignment, and balancing internal vs. external focus.
	- “Need to map out
different stakeholders, e.g., a simple video to introduce the CEO due to wide group of stakeholders.”
- “Useful to have meetings with external stakeholders
— main business partners, government agencies,
stakeholders.”

	





Mixed views on peer coaching and buddy systems
	






6/14
	




Diverse perspectives on the value, feasibility, and cultural fit of peer coaching and buddy systems, including differences between buddy, coach, and mentor.
	· “Peer coaching is not necessary in the Asian
context as people may see a peer coach as if you are not good enough.”
· “Buddy may be easier. Buddy is someone who walks alongside me.
For me to ask questions and maybe some pointers.”
· “A peer coach will need to be well trained, and for coaching, there’s vulnerability; it takes maturity.”

	

Role of HR, feedback systems, and check-ins
	


4/9
	
HR seen as crucial in providing neutral guidance, coordinating feedback, and supporting reflection without overburdening leaders.
	- “HR checks in for
feedback to the new CEO (HR seen as most
neutral).”
- “Providing early feedback on possible derailers is super important. I could do that and give feedback because I do not report into that leader.”
- “Who is doing the
stakeholder check-in and how does it come back to me? Need to coordinate the
feedback.”



	Theme
	Participants/Count
	Description
	Representative Quotes

	




Social
integration, external networking, and team- building
	






5/7
	




Value placed on informal connections, team-building, and external networking to support integration and effectiveness.
	· “Connection with other CEOs who were new for coffee together as group support.”
· “Executive networking is super important; after COVID I could meet
overseas with my
counterparts; the difference was phenomenal.”
- “Team building away from office overnight for the C-Suite team more important than formal
engagement.”

	Practical pacing,
priorities, and workload
balance
	

2/6
	Recognition of onboarding as potentially overwhelming; calls for clear pacing, internal- external balance, and realistic load management.
	- “Quarter flies by, probably a check-in.
Pressure — don’t call it performance management; how to support them
better.”

	
Mixed views on formal assessments and 360
feedback timing
	


5/7
	
Varied opinions on usefulness, timing, and structure of formal reviews like 360s; emphasis on cultural appropriateness and anonymity.
	· “360 is too early at 180; based on own experience, one year is more stable.”
· “360 — interesting for a person who is mature and appreciates this — I will like it.”



Table 12
Distinct Emphasis on Onboarding by CEOs and C-Suites

	Key Area for CEOs
	Supporting Quotes

	



Big picture (governance, strategy, external
stakeholders)
	- “Board clear to give CEO free play to change the future direction on a five-year platform.”
- “Board made very clear company needs a major
transformation urgently because the industry is going through a major transformation.”
- “Worked out key stakeholders, personal relationship, coffee, lunch — ‘handover of relations, not administrative handover’; facilitates goodwill in the relationship.”
- “Introduce CEO to external stakeholders and key stakeholders,
e.g., government, major donors, major partners.”

	

Emotional/cultural transition of the
organization
	- “Change management for staff to receive new CEO — share new CEO date, background of new CEO.”
- “Prepare team to accept new CEO emotionally — say
goodbye to previous CEO; not to openly share unhappy notes by the CEO.” (C7) - “Depending on the context, existing leader versus a new leader is important and reasons; can be a mix and match and package for the leader.”

	



Self-driven onboarding, strategic handover
	- “Job training (self-initiated).”
- “Self-study and history of the organization — what the previous CEO faced.”
- “No process for incumbent to hand over: ‘I asked 20 questions, received answers for 10 — it was very much find your own
way’.”
- “Preparing self and not expecting somebody to onboard the CEO — reading a book on onboarding of CEO and what CEOs should pay attention to.”




	Key Area for C-Suites
	Supporting Quotes

	
Clarity in operational tools, policies
	- “Supervisor and Board — key information and where to source it was made known.”
- “General tooling — where do you find things, how do people here communicate — Zoom or Teams?”




	Key Area for C-Suites
	Supporting Quotes

	
	- “Where policies are found.”

	

Social support (buddies, workshops)
	- “Buddy who helps with ‘small things’ — medical benefit, how to claim, how to find information.”
- “Culture workshop on set of values and leadership’s expectations — in 3-6 months for everyone who joins.”
- “Leadership workshop for self and minus ones of my team — leadership expectations, styles of leadership — effective.”

	Structured pacing of onboarding
	- “Induction well paced: 1-2 hours when there is a segment, spread out over 1-3 months.”
- “Structured onboarding by departments.”



