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In an ideal world, your new hires would hit the ground 
running—contributing to their teams, forging relationships, 
and focusing their ideas and energy on what’s important to 
your business. That’s usually where we end up, but it takes 
time…far too much time. 

Other times, it doesn’t work out at all. You 
lose some excellent people, and they lose 
out on what could have been a great 
career with you. 

Schools, colleges, and universities have 
made great strides in helping to prepare 
young people for the world of work. Work 
placements and internships have made the 
transition to work smoother for many. But 
even at their most helpful, these initiatives 
are too generic; they do not, and cannot, 
address the specific challenge facing an 
individual organization. Because it’s not just 
about high school or college graduates 
getting used to working; it’s about getting 
used to working in your organization.

Your task isn’t merely helping a new hire 
adapt to the world of work and all that 
implies; more pertinently, it’s about helping 
them to understand what your organization 
stands for and what values and behaviors 
they should embody.

Our approach to new hire development 
offers you the means to accelerate the 
process of transforming these people into 
valuable and effective colleagues. And it’s 
only a careful combination of experiencing 
the workplace, guided reflection, and input 
in key areas that will help align the new 
hires to the culture of your organization 
and the profession they have joined.

Andy Perkins,  
Director of Leadership &  
Professional Development, 
Kaplan Professional UK

MIND THE GAP
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The new hire often comes to their first job clutching well-
earned certificates and qualifications. No matter what some 
say about how much easier it was in their day, our high school 
and college graduates have worked hard to succeed. 

But it can come as a surprise to find that 
their new employer often values more than 
just the educational heritage they bring. 
Employers need someone who can work in a 
team that may comprise of diverse and more 
senior colleagues; someone who can adapt 
to the culture of the business and 
communicate and engage professionally 
with internal and external stakeholders. 

These different perspectives create an 
expectation gap…and it is a costly one. 
Consider the investment of time and money 
in recruiting and developing these assets.

Managing these respective expectations 
better and creating an induction process 
that both acculturates the new hire to the 
workplace and builds the skills, knowledge, 
and attributes that each organization values 
prompted us to develop the Kaplan New 
Hire Development Approach. 

It is an approach that integrates the on-
boarding process with organizationally 
relevant professional development. And it 
begins by considering the expectations of 
new hires and their employers.

KAPLAN: NEW HIRE DEVELOPMENT APPROACH
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Consider the late millennials and 
so-called Generation Z (those born in 
the 1990s and 2000s who are entering 
the workforce now). 

A recent report* by the Institute of 
Chartered Accountants in England and 
Wales (ICAEW) identified the 
millennials as being an 
ambitious cohort:

1. 91% described themselves 
as ambitious. 

2. When asked what they wanted 
most from their career, being in a 
leadership position and/or reaching 
senior levels within the 
organization was first. Earning a 
large salary came third.

NEW HIRES: WHO ARE THEY?

Ambition isn’t the only dimension that 
distinguishes the millennials. They tend to be 
tech savvy, more geographically mobile, and 
more socially connected to their peers in 
friendship groups (real and virtual) than 
previous cohorts. 

Their attitudes towards work were telling. 
Only 7% believed that achieving high profits 
was important. And when looking for 
employment, other than salary, having a 
flexible working culture, being able to 

develop new skills, and working with 
colleagues and co-workers who have the 
right attitude were ranked in the top three. 
Interestingly, having a good work life balance 
was ranked last.

These aspects of generational identity 
inform much of the new hire’s expectations 
around work, but we seem to ignore them 
and, in so doing, risk making their transition 
to work more difficult than it needs to be.

TECHNOLOGY  
SAVVY

DESCRIBED 
THEMSELVES AS 

AMBITIOUS

GEOGRAPHICALLY 
MOBILE

SOCIALLY 
CONNECTED

(ON AND OFFLINE)

91%

*In July 2015, Future Thinking conducted a telephone survey of ICAEW millennial students and members born in or after 1984 and working across the UK.
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Today’s new hires have much to offer: 
ambition, a desire to progress or lead, 
technology skills, agility, and an 
expectation as to how organizations 
should be managed. And yet, all this is not 
enough if these people lack the qualities 
that employers value most.

In 2014, Kaplan Professional asked 200 of 
its clients to rank 30 competencies in 
order of those they most valued at the 
recruitment stage, and then again two 
years later. The purpose was to identify 
what was most important during 
recruitment, and if this changed during 
the first years of employment.

Predictably, communication features at 
the top of this list; it is one of the most 
highly regarded skills at all levels within 
any organization. Mathematical literacy at 
number two may be more surprising and 
more challenging. A 2016 study by the 
Organization for Economic Co-operation 
and Development (OECD) found 7% of UK 
graduates had such poor mathematical 
literacy that they struggled to read 
a fuel gauge.

TOP THREE COMPETENCIES AT RECRUITMENT:

TOP THREE COMPETENCIES TWO YEARS LATER:

Two years later, the competencies are 
different. Technical knowledge tops the 
agenda, communication is still clearly 
essential, and and business acumen 
appears in third place. appears in 
third place. 

Taken together, our findings suggest that 
organizations primarily recruit individuals 
based on their personal attributes and 
potential, but very quickly afterwards,  
technical and business acumen become 
the competencies to look out for. Seeking 
to manage the transition process more 
effectively raises two challenges:

 ▸ How can we better identify the “right 
attitudes” in new hires—those that will 
fit with the organization’s particular 
style, values, and culture?

 ▸ How can we accelerate their technical 
development more efficiently?

The answer to the first challenge lies, we 
believe, in structuring the new hires’ 
induction around developing the 
professional identity that will underpin 
their professional expertise. The answer to 
the second challenge begins with assessing 
their levels of financial and business 
acumen more accurately and targeting 
their training and development in 
these key areas.

WHAT DO EMPLOYERS WANT FROM A NEW HIRE? 

MATHEMATICAL 
LITERACY

2

TEAM PLAYER3

EFFECTIVE 
COMMUNICATION

1 73%

64%

61%

EFFECTIVE 
COMMUNICATION

2

BUSINESS ACUMEN3

TECHNICAL 
KNOWLEDGE

1

35%

23%

43%
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“A client’s graduate cohort was 
undertaking an induction program 
that included lectures in large theater-
style style rooms. During one of these 
sessions I saw one young man falling 
asleep...not just nodding off, but 
putting his coat over him and properly 
sleeping. When confronted, the young 
man not only denied being asleep 
but also used a negative tone and 
accusatory attitude.”

Leadership Consultant, Kaplan

COUNTING THE COST OF NEW HIRE FAILURE

While the warning signs of a new hire 
missing the tone and style of a business 
are rarely so blatant, the experience of a 
new hire who just doesn’t get it is a 
common one. This comes at a cost, and 
not just the cost of recruiting, but more 
importantly the cost of the inefficient 
practices that result, including 
dysfunctional teams and damaged 
relationships inside and outside 
the business.

IGNITING A PROFESSIONAL IDENTITY 
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The challenge of ensuring the new hires 
are fully in tune with the business begins 
with identifying the key areas of personal 
and professional development that need 
to be focused on.

The Kaplan Leadership & Professional 
Development Framework offers a useful 
structure to evaluate the new hire’s 
current level of professional capability and 
the interventions that are needed to 
improve their performance. All of this 
should be contextualized to the 
organizational and geographical culture.

Multinational corporations that wish to 
develop a flexible graduate pool that can 
be deployed across the globe have to 
carefully consider the complex 
combination of an individual’s own culture 
and identity, the business specific culture, 
and the local culture they are assigned to.

DEVELOPING TO CREATE CULTURAL FIT 

NEW HIRES NEED TO BE CAPABLE IN EACH OF THESE AREAS IN THE 
CONTEXT OF THE ORGANIZATION AND GLOBAL CULTURE

DECISION 
MAKING

Professional Identity

Motivating & Engaging

Leading & Managing 
Change

Technical 
Knowledge Communicating 

& Influencing

Teams & Team 
building

Organizational Culture

Global Culture

THE KAPLAN LEADERSHIP &  
PROFESSIONAL DEVELOPMENT FRAMEWORK
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We believe the key to unlocking and 
guiding the development of the new hire 
lies in igniting their professional identity. 
How they see the fit between themselves, 
their values and ambitions, the business 
they have joined, and the wider society is a 
crucial issue. The mismatched new hire 
always remains one step detached from 
the business.

The Kaplan Leadership & Professional 
Development Framework asks us to think 
about the type and character of the 
professional identity we wish to encourage 
new hires to take up. This is different for 
each organization, as it represents that 
unique blend of values, beliefs, and 
behaviors that are aligned to a specific 
business and to the new hire’s role and 
responsibilities within it. This step is crucial 
and requires careful consideration and 
management. Role models and mentors, 
as well as formal developmental 
interventions, can be invaluable in helping 
the new hire create a professional identity 
that they can accept and embrace.

In the same way in which their professional 
identity is viewed through the specific lens 
of the organization, each of the other 
professional capabilities has to be similarly 
contextualized.

The key questions are: 

Time spent developing and supporting a 
personal sense of someone’s role, 
responsibly and with purpose, is 
well spent. 

The desired outcomes will take different 
forms in different businesses and sectors. 
For example, in a creative design 
agency, the way  
a new hire would communicate with a 
company director would be very different 
from that of a global bank.

Generic development is likely to produce 
generic results. If an organization wants to 
develop the professionals it needs right 
now, then that development must be 
carefully aligned to the business 
operational and strategic objectives and, 
more importantly, its values.

FORGING A PROFESSIONAL IDENTITY 

‘How do teams work in  
this organization?’

‘How do I put my technical 
expertise into practice here?’

‘What’s important to us in 
our profession and business?’

NEXT >><< PREVIOUS 
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DEVELOPING BEHAVIORAL INSIGHT  
ALONGSIDE TECHNICAL EXCELLENCE

EXEC
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MIDDLE MANAGERS

FIRST-TIME MANAGERS

ENTRY LEVEL 

BEHAVIOURAL

TECHNICAL

DEVELOPING BEHAVIORAL  
AND TECHNICAL COMPETENCE 

THROUGHOUT A CAREER
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Professional competence does not exist 
independently of its application. Nor do 
the organization’s values. Both are 
manifest in the moment, within the 
context of the organization, the task, the 
team, and the wider environment.

Development should not be separated out 
into technical and soft skills components 
where, particularly the latter, is often 
delivered with little regard to the specific 
organizational context in which the 
individual will be expected to perform. 
Separating the hard and soft skills strips 
out the necessary developmental richness 
and organizational uniqueness of 
the context.

So while the blend of technical and 
behavioral skills and knowledge will vary 
as individuals progress through a career, 
we should view them as inseparable 
elements and leverage the 
interdependencies between them in our 

developmental interventions, even at the 
earliest stages of induction.

To treat values as a discrete subject is to 
make this error in perhaps the most 
important aspect of development, 
robbing values of their contextual 
grounding and inviting the new hire to see 
them as somehow abstract ideals rather 
than everyday practice.

Personal development is triggered 
through exposure to unfamiliar and 
challenging environments, and this is why 
a rich, problem-centered approach is 
most effective. We need to immerse the 
new hires in the decision-making context 
they will find in the workplace. We can do 
this through simulations and experiential 
means whenever possible.
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A cohort of new hires joining an 
organization presents strengths and 
weaknesses across a range of technical 
competencies. The technical aspect of 
their induction and development should 
be aimed at bringing the entire cohort up 
to the same standard. This is particularly 
important for business acumen or 
financial literacy—understanding the 
financial implications of the decisions they 
make, at whatever level or role.

However, this doesn’t mean that “one size 
fits all” is the best approach. Why waste 
time and money training individuals in 
areas they are already competent in when 
that time might be better spent giving 
personalized support in the area they find 
most challenging?

The Kaplan New Hire Development 
Approach uses our financial literacy 
diagnostic to assess individuals’ level of 
financial literacy that is appropriate to 
their role. The new hires are assessed 
using a range of decision-making 
scenarios that will identify their current 
level of financial literacy (relative to their 
current role) and indicate whether these 
are areas where development is 
unnecessary, some development is 
required, or a significant development 
intervention is needed. Using this data, 
we can tailor and personalize the 
development and ensure that the money 
spent on training is spent most wisely.

TARGETING AND ACCELERATING  
TECHNICAL DEVELOPMENT
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THE SOLUTION:

Our first task was to develop an 
understanding of the existing program and 
what outcomes were expected. This 
enabled us to add our expertise in 
relevance to the desired learning 
objectives.

We then created team experiences that 
highlighted the behavioral expectations of 
the organization’s culture, seeking to 
create a shared sense of common purpose. 
We followed this with a series of rich, 
experiential business simulations that 
brought out the relevance of the business’ 
values in a commercial setting. Specific 
issues, such as managing client 
relationships, structuring deals, negotiating 
rates and prices, came to life during the 
workshop and highlighted real lessons that 
could be directly transferred to the 
workplace. Importantly, by assessing their 
current levels of financial literacy, we were 
able to target and personalize their 
development in commercial situations.

We also worked with the firm’s HR team to 
identify leaders and managers at various 
levels to act as mentors and role models. 

These individuals were chosen for their 
suitability and also for their ability to give 
the new hires exposure to a range of 
internal and external stakeholders. We 
supported this initiative with workshops 
on effective communication and with 
sessions on how to engage and influence 
colleagues and clients.

Finally, we brought together the new hires 
some nine months into their service, 
where many aspects of their professional 
skills were exercised (including their ability 
to motivate), to build and support a team 
to manage change. Most critically, with this 
event, the organization was able to 
experience and observe the new hires’ 
professional identity and their sense of 
responsibility to do the right thing for the 
business.

THE RESULTS:

Our workshop has constantly received 
excellent feedback from both the client 
and delegates; it is currently delivered on a 
regular basis for every new hire intake of 
the organization.

PUTTING IT INTO PRACTICE: DEVELOPING NEW HIRES

THE CHALLENGE:

Our client, a multinational corporation, 
asked us to help them review and 
restructure part of their induction 
program for new hires. They sought to 
replace the existing workshop with one 
that was more aligned with the 
business culture and that supported 
the need for their new hires to play an 
active role within the organization.
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We have built a 
comprehensive and 
pragmatic framework to 
understand the development 
needs of new hires and 
bridge the expectation gap 
that can exist between them 
and the organization.

Our framework covers the areas that 
development should focus on, all of which 
should be contextualized to the 
organizational culture.

Our approach is mindful of the global 
dimension of the current workforce; the  
cultural nuances of the new hire’s  
perspective and doing business in different 
localities both need to be accounted for in  
any development program. 

New hires are the future of any 
organization, so their development is 
vitally important if that organization is to 
achieve commercial success. 

KEY PRINCIPLES OF NEW HIRE DEVELOPMENT

Articulate the organizational culture, values, and expectations, and ensure these make up a 
“golden thread” throughout the induction and development process.

Ensure that professional identity, and the responsibilities that accompany it, is foregrounded 
at all times.

Provide activities and assignments that reveal the professional identity and behaviors that 
are encouraged and rewarded in the business—reflect and coach around these.

Assess their current levels of financial and commercial literacy against what your 
organization needs from them—target and personalize their development where possible.

Provide challenging experiences (unfamiliar tasks in unfamiliar environments) in order to trigger 
developmental change.

Provide rich decision-making simulations that recreate the context of the workplace, 
allowing the new hire to rehearse and exercise their professional judgment.

Provide internal mentors and role models to guide and support them.

Contact us to learn more!
Leadership@kaplan.com | 866.602.5770

KEY PRINCIPLES OF NEW HIRE DEVELOPMENT:
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