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In late 2017 a need to enhance employee communication during onboarding, in addition 
to a missing platform for internal knowledge sharing were detected at Electronic Arts (EA) 
Finland Oy. The thesis objective was to create a new communication platform - an 
intranet - by the end of 2018 to enhance employee communication to specifically support 
the local onboarding process. The intranet’s impact on employee communication both for 
new hires and the entire staff, as well as content and functionality requirements were 
evaluated during this project. 
 
A comprehensive literature review was completed around the phenomena of employee 
communication, employee engagement, as well as onboarding in order to support the re-
search and development work. The theoretical framework is exploring existing research 
to explain the relevance and connection between these topics. 
 
The mixed method case study was chosen to conduct the thesis project in order to 
deepen the understanding behind the research phenomenon. Data was gathered in form 
of a staff survey, in-depth interviews, as well as observations. Based on the analysed 
data the development work around the intranet was planned and implemented, after 
which the effects of the developments were evaluated in form of a panel discussion.  
 
In conclusion, the research objective was achieved as employee communication at EA 
Finland was enhanced by creating the intranet from the onboarding point of view. The in-
tranet proved to lower levels of uncertainty and stress of new hires and supported learn-
ing and knowledge sharing generally. Positive effects on employee engagement levels 
are possible, but not confirmed by this research directly. 
 
Content that was considered relevant to be added to the intranet was information on local 
work practices, processes, employee services and benefits as well as the work commu-
nity. Quick links to the global intranet, a section to share conference trip summaries as 
well as page tags were desired content improvements to support the entire staff better 
going forward. Efforts in keeping the page content up to date were also considered im-
portant in future. The only relevant communication functionality on the intranet was con-
sidered to be commenting from both the general employee and the new hire perspec-
tives.  
 
Further research is suggested to be conducted around the possible effects of the entire 
onboarding program on employee engagement levels, as well as the impacts of a new 
hire mentor program. In addition, effects of leadership communication could be studied 
as part of enhancing employee communication overall at EA Finland.  
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1 Introduction 

In today’s business world, where competition is fierce and the pressure to achieve more 

profit is increasingly high, the essential focus point is the workforce. As common sense 

would suggest, investing in those resources that drive the business is smart and yet this 

seems to be quite a challenge for many organizations.  

 

According to Morgan (2017) those organizations that succeed in considering the long-term 

results of employee satisfaction and offer stellar employee experiences, benefit more 

compared to those companies with a shorter-term vision. Rather than making efforts to 

gain temporary spurts of employee engagement in roller-coaster style cycles that often 

begin to feel like manipulation attempts on behalf of the organization, companies should 

build workplaces where people want to – not need to – operate each day, while revealing 

their maximum potential (Morgan 2017). The employee experience became one of the 

biggest Human Resource trends in 2018 and it looks like it is here to stay. 

 

A study with 250 organizations suggests that companies who invest in the employee ex-

perience are four times more profitable compared to those who do not, and outperform 

based on the metrics of employee growth, employee pay, average revenue and profit 

overall (Morgan 2017). Bolden-Barret (2018) reports that the IBM Smarter Workforce Insti-

tute and Globoforce WorkHuman Analytics and Research Institute found out that compa-

nies that are listed in the top 25 % in an employee experience listing, gain almost three 

times the return on assets they have invested compared to those organizations on the 

bottom of the list.  

 

Inclusion, trust, fostering feelings of belonging and purpose, as well as transparency and 

joint goals are aspects contributing to the employee experience. In hopes of long-term re-

sults, emphasis should be on constant evaluation and development work throughout em-

ployment spans. However, attention should be put on the new hire employee experi-

ence specifically.  

 

When taking into account that up to 20 % of staff turnover takes place in the begin-

ning of employment – more precisely within the first 45 days – it becomes evident that 

the beginning of a new work relationship is of significant importance when it comes to 

building positive employee experiences and keeping staff retention rates up. The en-

tire first year of employment shapes the perception of the new employees towards the 

hiring company and their onboarding experience widely determines their motivation to 

stay and thrive. (Carucci 2018.) 
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A well-designed onboarding program – an organized process built to support new hires to 

acquire the required knowledge, competences and behaviours in order to turn into valua-

ble, long-term employees – ensures better return on investment for organizations. Part of 

the onboarding is to help employees to become confident in their roles, increase company 

awareness in terms of culture, goals and behavioural expectations and make introductions 

with people and departments relevant to the new hires’ work.  

 

Onboarding, however, is a complex concept that combines talent management ele-

ments such as employee communication and long-term employee engagement. But 

what is the role of employee communication exactly when it comes to the onboarding 

process? How can employee communication be enhanced during onboarding? What 

are the connections between employee communication and employee engagement 

levels? These interesting and contemporary topics are in the centre of this thesis and 

are explored thoroughly both in theory and practice. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



 

 

3 

2 Research problem in the context of the company 

This chapter explains the context around the research project. It begins with an introduc-

tion of the company at which the project was conducted at, followed by the description of 

the company needs that led to the initiation of the development project. Also, the exact ob-

jectives and research questions are presented in this part of the paper. The last part of the 

introduction is an overview of the thesis structure and content. 

2.1 Company introduction 

Electronic Arts Inc. (EA) is a leading interactive entertainment software company. The 

publicly listed global organization produces games, online services and content for com-

puters, mobile phones, tablets and consoles and world-widely known EA brands are for 

example EA Sports (FIFA, NHL, NBA Live), Battlefield, the Sims, Dragon Age and Need 

for Speed. The company was founded in 1982 by Trip Hawkins and is headquartered in 

Redwood City, California in USA. (Electronic Arts 2019.) 

 

Electronic Arts’ net revenue in fiscal year 2018 was 5,15 billion dollars and the organiza-

tion has around 9500 employees worldwide. There are more than 30 EA game studios lo-

cated in Northern and Southern America, Europe and in the Asia Pacific area and there 

are over 300 million registered players around the globe. Electronic Arts’ purpose and be-

liefs that formulate the foundation for the global company culture are creativity, pioneering, 

passion, determination, learning and teamwork. (Electronic Arts 2019.) 

 

Electronic Arts Finland Oy is a mobile game development studio fully owned by Electronic 

Arts Inc. and is located in Helsinki. This self-functioning game studio was founded in 2012 

and consists of a team developing their own mobile games – SimCity BuildIt and a new 

game still in concept stage. Mobile games refer to a game type that can be played on 

smartphone or tablet devices.  

 

Whereas EA Finland is the official company name, the studio’s personalized name is 

“Tracktwenty” or “T20” in short, as the office is located next to the nineteenth train track on 

the Helsinki railway station. The team currently consists of 52 employees of 14 different 

nationalities. The entire game development team for SimCity BuildIt is based in Helsinki 

and includes members of server and client software engineers (programmers), product 

managers, data analysts, a quality assurance team, artists, designers, development direc-

tors, producers, the live operations and administration teams, as well as a team manager, 

two game general managers and the studio general manager. Each competence group 
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has a designated team leader. EA Finland strives to operate closely according to the stu-

dio values as passionate creators and ambitious pioneers, always emphasizing on team 

work. 

 

EA Finland’s support functions such as a larger quality assurance team, customer sup-

port, marketing and public relations, customer insights, communication, business opera-

tions, HR, facilities, legal, IT, finance and higher executive management are located out-

side of Helsinki. The support contacts and teams are mainly located in Sweden, Romania 

and UK within Europe, as well as in India and USA. 

2.2 Introduction of the development project 

In late 2017 the topic of EA Finland’s onboarding process was raised at the bi-weekly 

competence team leader meeting for the first time. The team had grown since the five 

years of the company’s existence, and especially with the organizational structure updates 

in 2017, the new people managers who had been assigned and the new game project on 

the agenda, the topic seemed of relevance.  

 

Onboarding had never been discussed jointly at EA Finland; it seemed rather unclear 

what currently happens when a new employee joins the team and who should be in 

charge of what exactly. Especially as the talent acquisition and human resource teams are 

located outside of Finland, responsibility areas and practices around local and global gen-

eral onboarding and communication - not to mention the work introduction - were hazy. 

This was still the case even when a global onboarding program called “Game On” was 

launched company-wide in October 2017, as this helpful program content only includes 

global company aspects. 

 

Another concern was the lack of local, work-related documentation that was raised in con-

nection with the onboarding discussion. Questions were raised: where could new employ-

ees obtain work-related knowledge regarding Tracktwenty’s game projects or EA Finland-

specific project practices at the moment? What happens when an employee leaves the 

company – how can the expertise area related information be secured? What about all the 

Finland-specific knowledge that is not mentioned on the global company intranet EA 

World? 

 

In summary, two concrete problems were identified by the competence team leaders; the 

non-existence of a proper onboarding process, and the lack of internal work-related docu-

mentation. It became clear that these concerns needed to be addressed in order to secure 
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a more positive onboarding experience in hopes of increased levels of employee engage-

ment in the long run, as well as a more strategic knowledge management process. The 

timing for the development work was significant, as with the new game project an increase 

in the headcount was anticipated. This is how the researcher and research problem found 

each other and the thesis topic was determined. 

 

As team growth was anticipated in early 2019, development works were kicked off in prac-

tice during the fall of 2018 with the aim of having a newly implemented local onboarding 

process, including updated knowledge management practices, in place in the new year. 

The process was planned to be evaluated in spring of 2019. The planning and preparation 

of the project were commenced in the beginning of 2018.  

 

The concept of the thesis begun to form after the initial research problems were deter-

mined. As established above, a company-wide intranet called EA World exists within the 

organization but has little Finland-specific content available when it comes to both general 

company and project related information. As EA World is maintained at the headquarters 

and overall contains a lot of globally relevant data, it was decided that a local intranet 

would be created on another platform that suited the local needs better also from the tech-

nical standpoint, at least to begin with. As the EA Finland team uses Confluence, a project 

management software, as the daily game development work platform for its game pro-

jects, it was considered the best platform also for the new local intranet in terms of usabil-

ity and technical qualities.  

 

In hopes to contribute positively to the onboarding, the objective of the new intranet was to 

enhance employee communication, operating as a centralized forum for all kind of 

knowledge a new hire requires when joining EA Finland. This was the starting point for the 

newly to be created intranet on a thought level, which would at later stages be developed 

to act as a wider communication platform benefitting the entire staff. Of course, creating 

the new intranet primarily targeted to new employees does not exclude the forum from 

serving also existing employees already at the first stages of its existence. 

 

Slowly the development focus became clearer and more concrete, and eventually grew 

larger than initially intended. In the end, the entire project targeted to develop EA Finland’s 

employee experience by 

- firstly, defining the onboarding process overall specifying responsibilities, actions 

and timelines 

- secondly, planning and introducing a new hire mentor program and other helpful 

support tools  
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- thirdly, building the new intranet as a knowledge sharing centre to support new 

hires, but also existing staff members in the long run in terms of an enhanced em-

ployee communication practice 

 

The goal of the project was to fit in the developments with existing global processes and 

tools. The new local onboarding process was planned to co-exist with and support the 

global Game On onboarding program and the newly to be introduced local intranet would 

by no means replace EA World, but rather build bridges between these communication fo-

rums. No knowledge would be duplicated, and the local intranet was designed to include 

links to EA World where necessary and relevant.   

 

As measuring developments in onboarding experiences would be extremely challenging in 

the time span available for this study program project, the thesis scope only captures a 

part of the entire development project conducted at EA Finland. This limits the study to a 

more suitable extent for a master’s thesis and narrows down the focus of the research. 

The objective of this thesis is thus limited to study the impacts of the intranet on the local 

employee communication as part of the onboarding. The definition work of the EA Finland 

onboarding process, as well as the creation of the new hire mentor program are left out-

side of the thesis scope.  

 

The specific research questions for the thesis were:  

RQ. How to develop employee communications to support the onboarding process at EA 

Finland?  

RQ1. How does the new intranet contribute to EA Finland’s employee communication as 

part of the onboarding?  

RQ2. What kind of content and communication functionalities are required on the new in-

tranet?  

RQ3. What kind of content and functionalities are needed to further develop the intranet to 

support all employees better?  

 

To establish the exact development needs from the employee perspective, research data 

was planned to be gathered by different techniques; a team-wide survey, as well as in-

depth individual interviews of the most recently joined employees, as well as team lead-

ers. The analysed data would serve as the base for the development actions that follow as 

a next step. After the implementation of the development work, data would again be gath-

ered in form of a group interview in order to evaluate the impact of the actions taken and 

to determine how the research questions could be answered.  
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As research indicates that employee communication has strong impacts on employee en-

gagement, and as employee communication is a vital part of onboarding, the theoretical 

fields of employee communication, employee engagement and onboarding formulate a 

coherent package of knowledge to support this thesis. The aim of the development project 

in the thesis is to study how introducing a new employee communication forum affects 

employee communication as part of the onboarding process in form of a case study.  

2.3 Thesis structure 

This thesis consists of six main chapters, including the general and thesis specific intro-

ductions. The next chapter is the theoretical framework that contains a thorough literature 

review evolving around relevant topics to the development project. The fourth chapter is 

the empirical part that dips into the research methodology, data collection and analysis to 

establish how the research was conducted. The fifth chapter presents the findings of the 

research and a description of the conducted development work. The last chapter com-

pletes this thesis with a discussion around conclusions, analysis of the results, an evalua-

tion of trustworthiness and ethical viewpoints, as well as suggestions for further research 

and reflections on the thesis work. The last pages include a list of references and appen-

dixes.  
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3 Theoretical framework  

This chapter contains a thorough literature review of the topics that are relevant to the the-

sis. More specifically, employee communication aspects, the phenomenon of employee 

engagement, as well as a deep overview of onboarding research are discussed. This the-

oretical framework gives a solid base for the case study research of this thesis and ena-

bles connections to be drawn between the empirical work and existing theory.  

3.1 The role of employee communication today 

When striving to develop employee communications, for instance by introducing a new 

communication forum to an organization as in this research project, it is significant to un-

derstand the role of communication today and why it is important. This is why firstly the 

aspect of employee communication in general, the roles within it, as well as channel op-

tions and the impact of employee communication are explored.  

 

Both internal and external communication is an – if not the most – important aspect of do-

ing business. Cowan (2017, 12-13) describes how the 21st century is a fluid and challeng-

ing, crowded communication space where the cost of transmitting information is low and 

the volume of digital information high. He further states that there will never be a time with 

less information available, where people will be less connected with each other and where 

the style of communication will be less transparent than this day and age (Cowan 2017, 

13).  

 

Hargie & Tourish (200, 4) write how communication used to be reviewed as a simple and 

linear process of message transmitting between a sender and a source. The source would 

internalize, understand and act upon the message. Especially in the organizational envi-

ronments research was conducted in order to manage this process in hopes to improve 

productivity, work task execution and cost-effectiveness. A shift in communication thinking 

occurred in the 1980s when it became clear that conception of the message transition did 

not justify the entire phenomenon of organizational communication. (Hargie & Tourish 

2000, 4.) 

 

From then onwards communication was studied from the perspective of dynamic relation-

ships between the communication processes and broader systems of human organizing. 

All in all, it was detected that communication is an aspect that creates and reflects rela-

tionships between different parties of an organization and defines, configurates and ex-

plains these relationships with variable success. (Hargie & Tourish 2009, 4-5.) 
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At the end of the day company-wide communication is essential for profitability of organi-

zations, as a common direction in form of goals, behaviours and values need to be under-

stood by all employees and other stakeholders. Employee communication can be viewed 

as the glue that keeps institutions reproducing and evolving with the help of joint activities 

managed by employees who have been able to make sense of what it is they do together. 

(Hargie & Tourish 2009, 5.) Employees do not push aside their human needs and feelings 

during working hours and also discuss these matters outside of the workplace. It is, thus, 

important for the employer to address these needs in order to avoid dysfunctional satisfac-

tion and instead benefit from the emotions. (Hargie & Tourish 2009, 16.)  

 

People who feel empowered choose to do more and in today’s society employees have 

high expectations for their careers and desire to know and understand more about what 

the company they work for does (Hargie & Tourish 2009, 25). Communicating well with 

employees is a key factor for a successful business – the exact recipe of how to communi-

cate effectively with the workforce, however, depends on the organizations’ and employ-

ees’ specific needs (Hargie & Tourish 2009, 26). 

3.1.1 Cornerstones of employee communication in the 21st century 

Employees are in today’s vastly changing and connected business world one of the most 

significant strategic feature of companies. Firstly, by being the production engine that di-

rectly affects the organization’s profitability and secondly, by acting as company ambassa-

dors and brand promoters when it comes to internal and external stakeholders, both 

online and offline. Having this in mind, maintaining satisfied employees acts strongly in or-

ganizations’ interests in terms of gaining a high-quality production force in addition to 

strengthening the invisible company advantages, such as image, reputation and brand. 

(Men 2014, 265.) 

 

A company image refers to the general picture that someone has about an organization 

and it can be based on little actual experience about doing business or working for the or-

ganization in question. In contrast, the company reputation is an opinion people have 

about the quality or characteristics of a company and is often based on past behaviour 

and experience. A company brand is something the company attempts to build intention-

ally, aiming for people to associate the organization with specific activities, features or 

ideas to steer their opinions towards in order to boost competitiveness. A company brand 

has both internal and external impacts. (Cambridge Dictionary 2019.) 

 

The significance of corporate reputation, image and brand has increased over the past 

years and these aspects can be strong competitive advantages that have connections to 
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organizational communication, amongst other business functions. As every employee acts 

as a brand advocate both inside and outside of the company, this has an impact on the 

corporate reputation overall. Studies confirm that companies with higher ranked reputa-

tions are of bigger interest to potential investors. (Hargie & Tourish 2009, 19.) 

 

Internal communication, or employee communication as referred to in this thesis, is thus 

of big strategic importance in today’s modern society. Aspects that affect employee com-

munication are for instance organizational culture, power distribution, inclusion and diver-

sity, company structure and management conduct. (Men 2014, 266.) Men (2014, 266) be-

lieves that especially the leadership style has big impacts on how employee communica-

tion functions and is perceived.  

 

The technological developments have changed the role of communication in general and 

this has naturally had effects also on the company internal communication landscapes. As 

new digital forums for communication have evolved, the way of communicating with em-

ployees has transformed, and same goes for the channel preferences and use of various 

channels. (Men 2014, 265 - 266.) Cowan (2017, 13) in addition considers interconnected-

ness a further significant change and elaborates how nowadays everyone is intercon-

nected and interdependent as nations, companies and individuals. He also believes that 

speed is one effect on communication brought by the digitalization, as everything is hap-

pening relatively faster than before - deadlines, attention spans and even lifetimes of prod-

ucts and information (Cowan 2017, 13). 

 

Cost is another change factor mentioned by Cowan (2017, 13) who states that getting into 

new business opportunities or public spaces is cheap these days. For instance, launching 

a new magazine, internal website or other media channels to communicate and spread 

ideas to the world and company internally through these channels does not cost a lot any-

more. On the other hand, this has led to increased demands for privacy as well as differ-

ent styles of surveillance both online and offline. (Cowan 2017, 13.)  

 

Cowan (2017, 13) also refers to shifts around transparency in communication and consid-

ers that it is needed nowadays when it comes to legal and cultural viewpoints. It is more 

challenging to hide any information in this communication age, but simultaneously feelings 

of obtrusion and discomfort are more likely to be evoked because of increased transpar-

ency, which is significant when it comes to employee communication (Cowan 2017, 13).   
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Men (2014, 266) considers the leadership’s role in today’s employee communication envi-

ronment. She states how managers play a vital role in influencing top-down communica-

tion and that acts of leadership are widely executed through communication – the quality, 

style and channel of this communication can affect attitudes and behaviours of employ-

ees. Research proves that people-oriented leaders, compared to task-oriented ones, have 

stronger communication capabilities; especially a transformational leadership style has 

shown to result in positive effects on job satisfaction, organizational commitment and trust 

in leadership (Men 2014, 266).  

 

Transformational leadership refers to a leadership style where an emotional connection 

between the followers and leader is created by the leader genuinely taking interest in the 

wellbeing of the followers. This is achieved by applying compassion, empathy as well as 

emphasis on building relationships and innovation in a way that supports individual devel-

opment. (Men 2014, 267.) 

 

The communication style of transformational leaders can be described as caring, passion-

ate and empowering. This type of leaders also strive to interact closely with their followers 

to address their requirements, distribute decision-making power by engaging them, and 

share authority in order to make the followers less relying on the leader. (Men 2014, 267.) 

Listening, openness, feedback, relationships and participation are key aspects of transfor-

mational leadership. These are simultaneously attributes of symmetrical communication – 

a dialogic natured communication style promoting trust, adequacy of information and net-

work symmetry. (Men 2014, 268.)  

 

Not surprisingly thus, Men’s (2014, 276, 278) research study supports the suggestion that 

transformational leaders were most often found to use information-rich communication fo-

rums, such as discussions over the telephone or face to face, when communicating with 

their employees. These are typical forms of symmetrical communication, allowing instant 

feedback, listening and discussion on the spot (Men 2014, 268).   

 

As a transformational leading style was found to have a positive impact on organizational 

symmetrical communication, a connection was also detected between the communication 

style and employee satisfaction rates. By empowering employees, listening to their opin-

ions when it comes to decision-making and truly caring about their needs, they naturally 

experience a better power balance and rather than feeling controlled or manipulated, they 

feel cared for. (Men 2014, 268.) Men (2014, 282) emphasizes that managers on all organ-

izational levels should be provided with accurate knowledge and obtain training to ensure 
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they are capable to act as transformational leaders. All managers should facilitate and de-

velop skills in strategic employee communication which always needs to be aligned with 

the company values and objectives (Men 2014, 282).  

 

The management’s role in employee communication is significant also in Hargie’s & Tour-

ish’ (2009, 7) opinion, who consider it to be the managers’ responsibility to essentially 

build and maintain a sense of purpose. After all, organizations consist of individuals 

whose behaviours and attitudes are formatted and directed in order to achieve joint goals 

and to increase organizational effectiveness. This means that the managers need to be 

able to create an enthusiastic, committed work force so that set objectives can be 

reached, and this requires dialogic communication with the staff. (Hargie & Tourish 2009, 

7.) 

 

It makes sense that employees cannot actualize ideas that they do not know or under-

stand properly. Then again sticking to decisions the staff has not in any way been in-

cluded in can be challenging. Committed and engaged employees will not only be more 

productive, but also show their satisfaction and enthusiasm to customers and other exter-

nal and internal partners. (Hargie & Tourish 2009, 7.) Feedback from the manager, the be-

lief that the manager listens to its employees and a sense of belonging are important fac-

tors in shaping a positive communication climate according to Hargie & Tourish (2009, 8-

9).  

 

Research suggests that not many companies master creating engaged, collaborative and 

productive workplaces according to the employee perspective. Hargie & Tourish (2009, 8) 

see this as a result of poor communication programs and manager work. In fact, studies 

indicate that effective management is dependent on open communication characterized 

by warmth, honesty and dialogic interaction, rather than monologues (Hargie & Tourish 

2009, 9). 

 

Eventually communicating is a big part of a manager’s work role, as effective leadership 

evidently requires constant communication in order to design meaning, share the com-

pany vision and create a common focus on the joint organizational agenda (Hargie & 

Tourish 2009, 9). Not surprisingly, thus, the more competent a company’s leaders are in 

communicating, the higher are also the job satisfaction rates of its employees (Hargie & 

Tourish 2009, 10, 17). 

 

Ruck (2015, 49) summarizes that well executed employee communication evokes trust, 

as well as understanding – if members of the organization do not understand the strategic 
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direction of the company, they cannot be committed to it and might have difficulties in 

trusting the management and organization to achieve objectives. It is thus crucial to keep 

employees up-to-date about plans, processes, progress as well as achievements and 

changing factors in the context of the company values. Every employee needs to be in-

formed about these matters, but the importance of filling in the new employee at the be-

ginning of the employment relationship is highlighted. Also, the communication environ-

ment is heavily affected by a company’s leadership style. (Ruck 2015, 49.)  

3.1.2 Employee communication channels – focus on intranet 

Even with the technological developments and evolved communication channels espe-

cially in the social media, Men’s (2014, 279) study suggests that employees prefer to ac-

quire information regarding policies, events, decisions and changes via email as well as 

face-to-face forums, such as for instance staff gatherings and one-on-one meetings with 

the managers. In comparison, communication in form of printed materials, such as news-

letters, brochures and policy manuals, were less popularly perceived by employees. Inter-

estingly, despite the growing usage of social media channels and public relations efforts in 

fostering community and enhancing engagement with external audiences, these new 

channels were not appreciated as much when it came to employee communication ac-

cording to the study. (Men 2014, 279-280.) 

 

Welch (2012, 250) conducted a research about employee perspectives of written internal 

communication and the feelings of appropriateness and acceptability towards the chosen 

internal channels. This study suggests that employees clearly prefer electronic formats in 

internal media, such as internal newsletters via email, pdf-files and the organization’s in-

tranet, in comparison to printed media, which supports Men’s (2014, 279-280) findings 

above partially.  

 

According to Welch’ research the cost saving aspect, as well as environmental issues in-

fluenced the employees’ opinion on their preference of communication format. Further-

more, reasons for the popularity of electronic communication formats were usability ele-

ments such as the possibility to easily save, store and retrieve information, as well as the 

ability to obtain information on intranets. These findings suggest that employees appreci-

ate having control over the employee communication access. (Welch 2012, 251.)  

 

Welch (2012, 248) elaborates how receiver-controllability attributes can influence the 

probability of a specific media reaching and the content being accepted by a target group. 

Acceptance refers to the employees for instance reading a printed newsletter, clicking an 

e-mail attachment, opening an intranet link or attending a company-wide joint meeting. In 
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contrast, the other side of employee-controllability relates to rejection behaviour, such as 

ignoring of newsletters, deleting e-mail information without opening it, not attending joint 

meetings or disregarding intranet links. (Welch 2012, 248.) 

 

As in this thesis an intranet is created and introduced as a new communication channel to 

employees, some theory around this forum is explored in more detail next. Morell, (2015, 

145) writes how the often used and 20 years ago established communication channel in-

tranet can be a useful tool for companies in terms of saving documentation, distributing 

ideas as well as completing work tasks. It can be a valuable channel for instance for stra-

tegic knowledge management (Morell 2015, 145). 

 

The usefulness of this forum, however, depends on the type of the organization and work, 

number of employees and culture. It is critical that the intranet is seen and perceived by all 

users, including especially senior stakeholders and content creators, as an important busi-

ness tool supporting the company goals. (Morell 2015, 145.) An intranet is mostly a one-

way communication forum established for employees to retrieve information and 

knowledge, but interactive communication functions can be integrated, such as comment-

ing or chatting. This communication forum can be a useful addition in supporting other, 

non-written communication means, such as face-to-face events and one-on-one meet-

ings. (Morell 2015, 146.)   

 

It is recommended to have an intranet strategy in place that aligns with and supports the 

overall company strategy, as well as communication, IT and HR strategies, if available. 

The objectives that the intranet is striving to achieve need to be clearly figured out in addi-

tion to a plan that distinguishes the responsibility areas of content creation, communica-

tion and sponsors. It also needs to be determined how exactly the set goals of the strat-

egy will be achieved and how performance will be measured along the way. (Morell 2015, 

146.) 

 

In order to identify what the target audience needs and to figure out how to gain the big-

gest benefit of the communication forum, it is often helpful to run a staff survey to estab-

lish if and why employees would need an intranet, and if already existing, what they cur-

rently use the forum for and what kind of improvements they would like to see. Key senior 

stakeholders within the organization should be identified to gain their support, but also for 

them to understand the advantages the communication channel can bring to support their 

efforts. Also, benchmarking or external consultation could be valuable to determine how 

competitors have structured and strategized their intranet forums. (Morell 2015, 145-146.) 
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Welch (2012, 252) agrees with connecting with the target audience to find out firstly what 

media they prefer in the first place, as well as the type of content that is required. One sin-

gle-case study for instance indicated that aspects employees criticized regarding written 

employee communication, in addition to the cost and environmental related concerns re-

garding printed media, were also poor search abilities on internal websites, as well as dys-

functional links in terms of electronic communication formats (Welch 2012, 252). This type 

of feedback is critical when working on establishing a new communication forum. 

 

Welch (2012, 252) highlights that internal communication preferences are not necessarily 

uniform and need to be explored according to the specific target audience. Aspects such 

as demographics, individual communication needs and level of education affect how em-

ployees like to be communicated with – a one-size-fits-all method does not necessarily 

apply for each employee group or company. This means that the target audience should 

be considered as a multi-dimensional group of diverse stakeholders instead of a single 

body. (Welch 2012, 252.) Snyder & Lee-Partridge (2013, 418) conducted a research 

which suggests that the richness of a communication channel, the communication envi-

ronment in general and how co-workers perceive a channel influence the communication 

channel choice of employees.  

 

Morell (2015, 147) continues that after an intranet strategy has been approved, an action 

plan should be drawn up detailing how the forum will be created and implemented. Ac-

tions should be planned for the short, medium and long terms and prioritized to indicate 

how much they are likely to benefit the company. Naturally also resources should be con-

sidered carefully. (Morell 2015, 418.) Morell (2015, 148) agrees with Welch (2012, 252) 

and emphasizes how user feedback is crucial also during the development work of an in-

tranet. End-users who should be benefitting from the forum eventually should be given the 

chance to provide regular feedback, as with even little time, effort and cost simple 

changes to the forum might result in significant improvements in employees’ productivity 

and even make large savings for the company (Morell 2015, 148). 

 

Morell (2015, 151) highlights that the users must be able to trust the content on the intra-

net to be up to date and recommends to always have a date visible that indicates the con-

tent to have been reviewed or updated. Content should be reviewed on a regular basis by 

the dedicated owner and any content that is out of date must be removed straight away. 

Furthermore, it should always be clear to the user that any content is accurate and availa-

ble with the right permissions. For example, company single sign on system can be of use 

here. (Morell 2015, 151.) 
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It should also be considered that company-widely used labels about internal or secret con-

tent need to be clarified, and it also must be clear to the audience whether an article is 

only available for reviewing, or if it can be freely edited in addition. How these options are 

presented depends on the technology used. (Morell 2015, 151.) Also, any content on an 

internal communication forum must be legally competent, composed with integrity and 

ethical morale (Morell 2015, 152). 

 

According to Morell (2015, 151) it is significantly important that the content presented on 

an intranet is valuable and usable for the users – something that is interesting and rele-

vant to the target audience. This includes articles being clearly formatted and easy to 

read, interest awakening headings and functional links, without issues to find content or 

risks of unclarity and confusion. Unless employees are satisfied with the intranet content, 

the organization cannot benefit from a communication forum such as the intranet. This is 

exactly why including employees on the development phase is so crucial – regular sur-

veys about the usage and content should also be arranged. (Morell 2015, 151.) Further-

more, also the user experience must be smooth – in the end employees should want to 

use this forum for obtaining and sharing information and knowledge and thus it needs to 

be visually appealing and pleasant for all to use (Morell 2015, 152).  

 

Welch (2012, 253) confirms Morell’s (2015, 151-152) above views, but again highlights 

the importance of choosing the appropriate communication forum in the first place. One of 

the findings in her study was how choosing the appropriate communication channel, as 

well as including relevant content in it is vital when it comes to any form of employee com-

munication, due to the fact that negatively perceived media formats might cause an obsta-

cle for effective employee communication. When feelings of annoyance and irritation are 

evoked for example by a chosen means of communication, the employees might shift the 

negativity also towards the actual message that is communicated. In escalation this could 

lead to employees avoiding or even boycotting employee communication altogether. 

(Welch 2012, 253.) 

 

Morell (2015, 147) believes that the communication around an intranet depends heavily 

on the company culture; for a more regulated and command-driven company it might be 

characteristic to resist knowledge sharing and using the intranet altogether. In contrast, a 

company that is more flexible and receptive towards new ideas and constructive feedback 

might have a more encouraging attitude towards sharing and obtaining knowledge and in-

formation on a company intranet (Morell 2015, 147). 
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In some cases, the intranet strategy could be launched already at early stages to motivate 

employees to contribute in the development phase of the communication forum in order to 

enhance the feeling of joint ownership and to engage the employees. In other cases, 

again, selective sharing and senior “buy-in” approval methods might be required before 

the wider communication is started. (Morell 2015, 147.) 

3.1.3 Eyes on knowledge management  

Snyder & Lee-Partridge (2013, 417) consider that in a knowledge-based society the capa-

bility to utilize solutions, ideas and knowledge in general within an organization has an im-

pact on a company’s competitive advantage. The process where both tacit and explicit 

knowledge is acquired, organized and communicated between employees, in order for 

them to benefit from it and become more efficient in their work, is called knowledge man-

agement (Snyder & Lee-Partridge 2013, 417).  

 

Companies often use a codification strategy which is a people-to-document method where 

technological solutions support capturing, codifying and storing the knowledge of employ-

ees. For example, an intranet can be a useful tool in this sense. In comparison the per-

sonalization approach drives on interpersonal networks where specifically tacit knowledge 

is distributed – this approach requires employees to be willing to share knowledge with 

each other openly. (Snyder & Lee-Partridge 2013, 418.) 

 

Knowledge can be shared via various information communication channels ranging from 

traditional non-technological methods such as face to face communication to traditional 

technologies such as email and phone to contemporary technologies such as intranets or 

blogs (Snyder & Lee-Partridge 2013, 418). As Welch (2012, 252) found out in her study 

about employees’ preferences of internal communication in general, Snyder & Lee-Par-

tridge (2013, 418) also believe that key is to establish what motivates employees to share 

knowledge and through which channels knowledge is preferred to be shared and obtained 

in - the to be communicated message needs to fit the chosen channel.  

 

Knowledge sharing in companies is affected by cultural, technical as well as organiza-

tional and individual factors and constitutes to the individual’s willingness to distribute 

knowledge that is acquired and generated in cooperation with others within the organiza-

tion. It is challenging to share knowledge in complex environments because of the often 

tacit nature of information, but also due to the nature of organizational environments with 

potential issues regarding flexibility of the staff, time pressure, restrained organizational 

structures, unfolding role definitions and having experienced staff leaving the company. 

(Snyder & Lee-Partridge 2013, 419.) 
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Research suggests that trust is a key aspect when it comes to knowledge sharing as em-

ployees are found to be more willing to share information when they trust their co-workers 

to reciprocate this. Interpersonal trust is also relevant when it comes to knowledge sharing 

in interaction relationships, as employees who trust each other are more likely to distribute 

knowledge that they would otherwise not share with peers. (Snyder & Lee-Partridge 2013, 

419.)  

 

In addition, having a shared goal also supports knowledge distribution. More importantly, 

however, the company culture affects knowledge sharing, as the need for reciprocity is 

lower when the organization has a strong emphasis on collaboration and cooperation – a 

company culture based on fairness and innovativeness. (Snyder & Lee-Partridge 2013, 

420.)  

3.2 Employee Engagement 

Employee engagement is a significant aspect of concern around the world, as it is one of 

the vital elements for innovation, effectiveness and competitiveness. A survey conducted 

in USA in 2009 suggests that employee engagement is one of the top three organizational 

trends and similar studies confirm that the matter is of interest also in Europe. (Welch 

2011, 328.) 

 

Welch (2011, 329) identified different waves of research around the concept of employee 

engagement, according to which in the pre-wave era (before 1990), the general need for 

employees to engage in their work activities and companies was detected in the first 

place. During the first wave in 1990 to 1999, the term of employee engagement was intro-

duced, and practitioners begun to show increased interest in the subject that was firstly 

studied from the personal point of view (Welch 2011, 332).  

 

During the first wave of the employee engagement era Kahn (2010, 22) found in his stud-

ies in the 1990s that three psychological needs must to be met in order to satisfy employ-

ees; meaningfulness, safety and availability. He believes that people only use their voice 

when they feel that their words matter and can make a difference or change a direction - 

add meaning to something bigger than themselves. When this is not perceived to be the 

case, employees hold their tongues. (Kahn 2010, 23.) 

 

People who do not listen, cause muteness. But fact is that successful change, and devel-

opment can only be achieved when people do engage, bring issues to the table and learn 

from offering data to alter things, both in and outside of the business world. (Kahn 2010, 
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23.) During the years between 1990 and 1999 the term of employee engagement was in-

troduced into business literature as something that the right person with the right manager 

and the right role will drive (Welch 2011, 332). 

 

The second wave of employee engagement literature identified by Welch (2011, 333) de-

scribes the work around the employee engagement aspect in the beginning of the 2000s 

until 2005 and is characterized with a stream of practitioner work, as well as the growing 

interest from academics. Levels of employee engagement started to increasingly be 

measured by different means and a new conception of the phenomenon was cognitive 

and emotional factors in combination at the workplace (Welch 2011, 333).  

 

One generally accepted definition of the phenomenon during the second wave was: “a 

positive employee attitude towards the organization and its values, involving awareness of 

business context, and work to improve job and organizational effectiveness” (Welch 2011, 

333).  Significant for the era was the shift to the positive psychology movement where fo-

cus from negative outcomes of attitudes, such as burnout, were replaced by positive ones, 

like work engagement – this switch triggered increased interest in the topic amongst aca-

demics (Welch 2011, 333). 

 

The third wave of engagement literature describes the second half of the decade (2005-

2010) where further research work especially by practitioners was conducted actively. 

One meaningful development was the addition of a spiritual element to the definition of 

employee engagement, as it was determined that employers must win employees’ hearts, 

heads and souls to evoke true passion and desire to strive for excellence. Attributes from 

different disciplines such as human resources, psychology and workplace behaviours 

were combined more strongly, whereas correlation between engagement and internal 

communication and management intervening were discovered as well. (Welch 2011, 334.) 

3.2.1 A deeper dip into engagement theory 

Kahn (2010, 21) has studied employee engagement for a long time and describes how 

engagement is not only hard work, but it comprises of a combination of it in addition to lev-

els of self-involvement - a person’s self. The real self comes to the surface when people 

say what they think and feel, and this happens when people really care about what they 

are doing and are committed to doing their best at it. An engaged employee does not only 

follow routines like a robot, but adds own experiences, ideas, feelings and hunches to the 

game in order to solve the problems at hand. Engaged employees are focused and stay 

committed to their tasks – they show they truly care about them not as being show-offs, 

but as being intensely present at their work. (Kahn 2010, 21.) 
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Kahn (2010, 22) elaborates that being engaged is not a constant form of being, and it 

comes and goes in intervals. Employees need space to re-charge before they can be en-

gaged again and in the short-term moments of absence such as holidays and breaks are 

effective. In the long run, however, building and maintaining levels of engagement is a 

complex task for organizations to master. (Kahn 2010, 22.) 

 

Clear organizational roles allow employees to express themselves more confidently and 

encourage them to be smart, creative, organized or whatever their role demands them to 

be. When roles are unclear and boundaries hazy, people are more likely to disengage as 

they are uncertain about authority and decision-making. Job meaningfulness also goes 

hand in hand with performance measurement and evaluation. Employees need to feel rec-

ognized and valued when they succeed in their role. The evaluation system must give 

sensible, justifiable feedback leading to fair end results – otherwise it is challenging for 

employees to understand the meaning of what it is they do. (Kahn 2010, 23.) 

 

According to Kahn (2010, 24) meaningfulness can also be harvested from relationships at 

work. Co-workers can provide help, mentoring and support. Work life is suggested to mat-

ter more when employees feel connected to their co-workers; learning together, making 

sense of complex issues and having fun. The behaviour employees are treated with also 

matters in term of meaningfulness and when encountering dignity, respect and apprecia-

tion, engagement levels are likely to be increased. (Kahn 2010, 24.)  

 

The safe organizational environment for people to raise their voices and be their authentic 

selves matters a lot. Employees must know that the company is a psychologically safe 

space where they can express what they know and ask about things they are uncertain 

about, say what they feel and think and be creative, stay silent or jump around in excite-

ment and be their true selves without being punished for it. Punishment can be formal for 

instance a notification in the performance evaluation or informal in form of laughter, judge-

ment or awkward silence. Knowing how safe an organizational environment is, determines 

levels of engagement. (Kahn 2010, 25.) 

 

Based on the vast volume of literature evolving around the topic of employee engage-

ment, it is a phenomenon that could be considered as a psychological construct, a posi-

tive or neutral attitude or psychological or motivational states. Welch (2011, 336) recom-

mends communicators to look at engagement as a complex mix of attitudinal-type states 

with fixed state traits, because this emphasizes the requirement for employee communica-

tion to be understandable for the audience’s core communication needs, in addition to 

those communication needs on the surface.  
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3.2.2 Connection between employee communication and engagement 

As briefly mentioned before in this chapter, employee communication can impact em-

ployee engagement strongly. Welch (2011, 339) states that high-quality internal communi-

cation increases levels of engagement and not surprisingly poor employee communication 

can act as a barrier for engagement and lead to disengagement. Employee communica-

tion is a powerful organizational practice to convince all employees of company values 

and goals. Thus, well-planned and executed communication programs are an essential 

factor for engagement. (Welch 2011, 339.)  

 

Welch (2011, 340) proposes a conceptual model for this phenomenon. The model in fig-

ure 1 below demonstrates the connections between communication and employee en-

gagement in an organizational environment, as well as its effects (Welch 2011, 340).  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 1. The employee engagement concept and internal corporate communication: a 

conceptual model (Welch 2011, 340) 

 

Employee engagement is presented in figure 1 as a three-dimensional composition com-

prising of emotional, cognitive and physical components. These components are con-

nected to dedication (emotional), absorption (cognitive) and vigour behaviour (psychical), 

in addition to three psychological aspects proven to be included in engagement; meaning-

fulness, safety and availability. (Welch 2011, 340.) 
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The model lists organizational commitment and a sense of belonging as forerunners of 

engagement, and these in turn are impacted by the leaderships’ communication, as estab-

lished also in the previous chapter. Characteristics of corporate employee communication 

are also mentioned as communication engagement results, such as awareness and un-

derstanding. (Welch 2011, 340.) 

 

Leadership communication draws connections to various aspects reflecting engagement - 

communication overall is one of the concrete needs that organizations must accommo-

date to retain and further develop levels of engagement and thus it is the driving force for 

engagement visualized in the model. Consequences of employee engagement are pre-

sented to be innovation, competitiveness and organizational effectiveness in the concep-

tual model in figure 1 above. (Welch 2011, 340.) 

 

Hargie & Tourish (2009, 18) agree with Welch (2011) and point out that total work en-

gagement and job satisfaction cannot be achieved by a sole focus on the actual work 

tasks. They rather suggest that by implementing effective communication, people are able 

to specify their needs, reduce uncertainty by getting access to required information and 

build opportunities for themselves to be included in decision-making processes. To sup-

port employee engagement, a balance between individual and joint needs must be man-

aged. It is not sufficient to communicate clearly about organizational goals and motiva-

tions without making the connection to how the employees can contribute to them and 

what the individuals need in order to do so. (Hargie & Tourish 2009, 18.) 

 

Also Ruck (2015, 41) states that strong internal communication supports building em-

ployee engagement. He refers to studies that suggest responsibility, conciseness, profes-

sionalism and honesty in employee communication drive better interaction, more trust, ef-

ficiency as well as enhanced performance and gratitude. Another research indicates that 

clear internal communication results in employee motivation during recession. Yet another 

research suggests that companies that execute clear and transparent employee commu-

nication were four times more likely to have higher rates of engagement compared to 

those organizations who did not. (Ruck 2015, 41.)  

 

Hargie & Tourish (2009, 15) list concrete communications practices applied by leading 

companies which have proved to have brought positive results in terms of engagement. 

This list includes matters such as ongoing communication training activities for all employ-

ees and especially senior leaders, acknowledging and talking openly about problems, a 

dedicated communication team planning and sharing activities together, an informal net-

work to collect regular employee feedback, daily newsletters, CEO visits to each company 
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location on annual basis and internal talk-show style programs about quarterly results 

(Hargie & Tourish 2009, 15). 

 

A survey conducted in the UK in 2012 indicates furthermore that there is a connection be-

tween engagement and psychological wellbeing. The research results stated that en-

gaged employees had higher degrees of wellbeing overall in contrast to disengaged staff 

members, indicating that engaged employees were more frequently enjoying the work 

they did, were better in managing work related issues in addition to being less likely to 

lose sleep over work related thoughts. A positive impact on improved safety performance 

in organizations has also been detected to be shown by engagement, more so than 

awareness about occupational health and safety policies at the workplace. (Ruck 2015, 

85.) 

 

Considering the fact how research proves that well-managed communication programs 

have direct correlations to workplace satisfaction, better performance, commitment and 

engagement levels of employees, it is surprising that not more companies strive to im-

prove processes and practices around employee communication according to Hargie & 

Tourish (2009, 10). Even though effective communication will not result in employee en-

gagement and commitment by its own, studies suggest it will drive employee morale, pro-

mote innovativeness, increase employee retention rates and productivity which inevitably 

brings competitive advantages in the market. Poor employee communication practices in 

contrast have been found to support feelings of isolation, decreased levels of involvement 

and overall dissatisfaction. (Hargie & Tourish 2009, 11.) 

3.3 Employee onboarding 

The Finnish Employment Contracts Act (55/2001) specifies in section 1 of the second 

chapter that it is the employer’s obligation to work towards improving the relationship with 

and among employees in general. Furthermore, the same section of the act specifies that 

it is the employer’s responsibility to make sure all employees are capable of executing 

their work tasks, also in case the company’s operations, the work tasks or working meth-

ods change or are developed. It is another employer obligation to make efforts for the em-

ployees to develop themselves within their abilities in order for them to advance in their 

careers. (Employment Contracts Act 55/2001.)  

 

In addition, also the Occupational Safety and Health Act (738/2002) describes in section 

14 of the second chapter that employers must provide “an adequate orientation to the 

work, working conditions at the workplace, working and production methods, work equip-



 

 

24 

ment used in the work and the correct method of using it - -”. Also, sufficient guidance re-

garding safe working practices, specifically before the beginning of a new work role or 

task, as well as before the introduction of new work equipment or newly introduced work-

ing or production methods is mentioned in this law. The same chapter furthermore speci-

fies, that any employee guidance shall be complemented whenever necessary. (Occupa-

tional Safety and Health Act 738/2002.) 

 

Legal obligations, however, are not the only reason why employers should focus on mak-

ing sure their new employees are able to integrate to their new organizational environ-

ments and conduct their tasks properly. Statistics estimate that the generation of baby 

boomers, consisting of people who were born approximately between early to mid 1940s 

and 1960 to 1964, change jobs ten times during their working lives. As later generations 

are expected to change work places even more frequently, the phenomenon of onboard-

ing is of great importance. (Ellis, Bauer, Mansfield, Erdogan, Truxillo & Simon 2015, 204.) 

This third part of the theoretical framework concentrates on this aspect and is considered 

from different viewpoints. 

3.3.1 The concept of onboarding 

Plenty of research has been done in the field of organizational socialization, which anal-

yses the activity of new employees successfully entering a new work role and overcoming 

uncertainty to adjust to new work environments (Ellis & al. 2015, 204). Knight (2013, 153) 

defines that onboarding is a process during which a new employee is integrated to the or-

ganization, whereas socialization is considered a slightly wider concept than that, concen-

trating on the newcomers learning company values, beliefs and attitudes required to effec-

tively work in their new roles. Saks & Gruman (2018, 13) again define that with organiza-

tional socialization the introductory activities and events are meant that help the new hires 

to orientate themselves at the new work place and specifically where they learn about atti-

tudes and behaviours.  

 

Many can relate, and research proves that starting a new work is a stressful experience. 

Thus, the objective of effective onboarding is to lower the stress levels and to reduce un-

certainty in order to feel more confident and capable to work efficiently in the new job role. 

(Ellis & al. 2015, 204.) 

 

Bradt & Vonnegut (2009, 3) define that “onboarding is the process of acquiring, accommo-

dating, assimilating and accelerating new team members, whether they come from the 

outside or inside the organization” and emphasize how alignment within a company about 

the new hire need and role is vital. Bradt & Vonnegut (2009, 3-4) furthermore elaborate 
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how in addition to the alignment on the role and expectations of the new hire the right peo-

ple for the needed role need to be identified carefully – acquiring needs to be handled skil-

fully.  

 

With accommodating, preparing for the new hires’ arrival is meant as the required tools 

and support should be provided to the new hire efficiently (Bradt & Vonnegut 2009, 3). As-

similating in the above definition refers to the help that should be provided to the new em-

ployee in terms of being able to work together with the necessary contacts and stakehold-

ers. Finally, accelerating refers to the support that needs to be offered to the new hire in 

order to deliver expected results faster. (Bradt & Vonnegut 2009, 4.) 

 

As in most organizations new hire related processes, such as recruitment, orientation, 

training and management are handled by different teams or people, this causes a big risk 

for misalignment and disengagement of new hires. Concrete issues here can be unclarity 

about the required role that needs to be filled, high-pressure interviews that result in disin-

terest in exactly those people the organization needs to hire, hiring employees who are 

not a right fit for the company culture or unpreparedness on the first day. Unpreparedness 

could include no one to greet new hires, no workstation set up, missing work tools or lack 

of onboarding support in getting to know the team, work tasks, tools and processes when 

the actual employment has begun. (Bradt & Vonnegut 2009, 4.) 

 

An unsuccessful onboarding process risks having new employees either fail to deliver the 

expected work results or leave the company. Onboarding failures are not always detected 

right away and can carry consequences that determine the employees’ entire perception, 

motivation and commitment towards the company altogether. As already stated above, 

starting a new job is a turbulent process for everyone and if the onboarding is poor, it is 

hard for the company to make corrections down to road – first impressions are essential. 

(Bradt & Vonnegut 2009, 5.)  

 

According to Bradt & Vonnegut (2009, 6), the start of a new working relationship is a vul-

nerable and powerful time for the new employee, and thus it represents a very important 

teachable moment for the organization. If this moment is planned thoroughly in advance, 

and the employee and company find full alignment in the onboarding process becoming 

part of the organizational culture, significant improvement in business results will be 

achieved (Bradt & Vonnegut 2009, 7). A well-executed onboarding program assists in 

building and sustaining higher performing teams, as well as brings along culture-shaping 

competitive advantages (Bradt & Vonnegut 2009, 3). 
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In fact, Bradt & Vonnegut (2009, 4) consider onboarding as one of the most important fac-

tors in terms of achieving long-term success for the organization, as a well-managed 

onboarding enhances employee productivity, improves the ability to deliver results and re-

markably improves talent retention and cost. Yet in Bradt & Vonnegut’s (2009, 4) perspec-

tive only few companies manage this part of the business operation well and seldom have 

coherent onboarding programs or plans in place to guide the relevant parties to success.  

 

Bradt & Vonnegut (2009, 4) reason that this could be due to the fact that onboarding is not 

something to be dealt with every day and is thus challenging to master. Also Knight (2013, 

153-154) agrees that even though onboarding is one of the most common human re-

source processes, organizations often do not succeed in it as well as they should. 

3.3.2 Organizational socialization theory and tactics 

A lot has been studied in the field of organizational socialization. The organizational so-

cialization theory indicates that when successfully applied, it firstly evokes adjustment and 

outcomes such like task proficiency as well as social integration that are then followed by 

traditional or related socialization results of work satisfaction and commitment towards the 

hiring company. (Saks & Gruman 2018, 13.) 

 

Organizational tactics has been researched thoroughly as part of the organizational so-

cialization theory. Tactics can be categorized in more systematic and collective ap-

proaches (institutional tactics) and more unstructured and irregular personal ones (individ-

ual tactics), or higher order categories such as content, context and social tactics. Older 

studies suggest that especially the focus on institutional onboarding tactics reduces levels 

of stress and supports the new employees’ ability to cope better. Mitigating connections 

have been found between socialization tactics and burnout symptoms. (Ellis & al. 2015, 

211.) 

 

Organizational activities around socialization are recommended to include building work-

related and social capital in terms of providing training, work tools and sufficient infor-

mation in addition to socializing help, events and professional manager support. Not sur-

prisingly studies confirm that those new employees who had attended optional training 

sessions reported to understand the company better which resulted in them being more 

committed to the organization compared to those who did not attend the training. Further 

research highlights the importance of social connections as part of the onboarding, and for 

instance helpfulness of colleagues has been detected as a positive indicator for the ad-

justment of new hires. (Ellis & al. 2015, 212.) 
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Furthermore Ellis & al (2015, 209) suggest that companies applying organizational sociali-

zation tactics are more likely to achieve results in terms of gaining better employee adjust-

ment, including role clarity and social integration. The proximal outcomes of applying or-

ganizational socialization tactics in turn have been confirmed to be associated with perfor-

mance, commitment, work-satisfaction and aims to remain employed by the company in 

question. In comparison, those companies that applied a less structured onboarding pro-

cess, or none at all, leaving the new hire to wonder about the job role, culture and pro-

cesses on their own, tend to be left with weaker results of efficacy, job clarity and social 

integration. (Ellis & al. 2015, 209.) 

3.3.3 The aspect of uncertainty 

Most of the organizational socialization theory is based on the thought of reducing em-

ployee uncertainty. Miller & Jablin (1991, 94) highlight how the feeling of uncertainty is a 

major component when joining a new company or position. This is only natural, as new 

hires leave familiar work groups behind and are bound to set aside parts of their identity to 

fit in with the new employer, also abandoning any accustomed roles from the past work 

environment in the process to learn about the new role and expectations around it (Miller 

& Jablin 1991, 94). 

 

Uncertainty is experienced in terms of relationships and expectations in general; learning 

formal and informal tasks, responsibilities and rights, hierarchical power relations, relevant 

behaviours and attitudes to evaluate their fit within the social and work-related networks of 

the new company (Miller & Jablin 1991, 94). Taking these dimensions into account, it is no 

wonder that the “sink or swim” technique is not a successful one when it comes to 

onboarding. 

 

Miller & Jablin (1991, 95) divide uncertainty into effort behaviour uncertainty, where the 

employees might question their personal skills and competences in regard to the new role, 

and behaviour-outcome uncertainty, where the employees are finding out exactly what to 

do in the new job roles in question. Effort behaviour uncertainty is general in its nature and 

has a high chance of decreasing once work tasks are managed successfully. However, 

behaviour-outcome uncertainty is heavily dependent on received information and can be 

affected also by an excess of information and conflicting knowledge about what good per-

formance means. This type of uncertainty is likely to take much more time to get reduced. 

Uncertainty is in general a driver for information-seeking behaviour. (Miller & Jablin 1991, 

95.) 
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Another study indicates that employees who were offered intense structure at the begin-

ning of their employment were more likely to search for required information in order to be 

more productive at the job. This is surprising in a way, as one would assume that when 

people are not offered information, they would be more likely to seek for it (Mathieu 2006). 

 

Miller & Jablin (1991, 95) studied this phenomenon from a different point of view when 

they investigated that the amount of uncertainty the new employees experience should 

have a direct impact on their communication behaviour, especially in terms of information 

seeking. This was supported by the idea that higher levels of uncertainty cause an in-

crease in the information-seeking behaviour of the new hire. As the levels of uncertainty 

are lowered, also the information-seeking behaviour declines. (Miller & Jablin 1991, 95.) 

 

It is significant new employees have clarity about what is excepted from them in their posi-

tion and how they can achieve set objectives at the very beginning of the employment. 

Rebuilding an individual’s identity depending on goals and the collective viewpoint encour-

ages employees to ask more questions. Feedback and guidance from team members and 

managers are essential here. However, the exact style and nature of the onboarding sup-

port should be identified as appropriate to the company and the new hire. In today’s busi-

ness world and especially from the talent management point of view where autonomy and 

flexibility are trends, finding a balance between providing the new hire with an appropriate 

amount of freedom and structure is critical. (Mathieu 2006.) 

3.3.4 Various viewpoints to the onboarding process 

One viewpoint to onboarding is the stress-reduction factor. According to Ellis & al. (2015, 

204) the stress factor is known to cause a decrease in physical and psychological work-

wellbeing, as well as poorer performance, attitudes and even increased employee turno-

ver rates.  

 

Ellis & al. (2015, 205) represent the viewpoint as to which socialization is a process imple-

mented in order to reduce uncertainty around the new organizational environment, work-

place attitudes and behaviours, as well as job expectations regarding tasks, cultural as-

pects and people. This is why one of the main goals of onboarding according to them is to 

offer sufficient information to the new hire about these matters to support them in the 

learning process (Ellis & al. 2015, 205). 

 

A result of a successful onboarding should thus be a clear picture about the job role to be 

assumed, as well as bringing the new employee up to speed in terms of the organization 

itself, the culture and employees. As the uncertainty a new hire experiences when joining 
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a company often is a stressful experience that causes emotional exhaustion, which in turn 

might hinder the integration to the work culture in addition to causing a loss in profit, an-

other clear goal of onboarding is to reduce the levels of uncertainty. (Ellis & al. 2015, 206.) 

 

During onboarding, Ellis & al. (2015, 207) highlight the fact that it is critical to find out what 

the biggest stress factors are for the new hires and provide support in terms of individual 

differences based on their prior work experience, industry-specific competences as well 

as individual personality differences. When resources are invested based on an individual 

need assessment, they will positively influence the process of adjustment and other per-

sonal outcomes such as understanding organizational culture and values, self-efficacy 

and social acceptance that lead to better work performance and wellbeing, as well as tal-

ent retention. (Ellis & al. 2015, 209.) 

 

Within the studies evolving around socialization, the proactive behaviour of new employ-

ees has been another primary focus. Proactive behaviour has been researched in the 

context of tactics applied by new hires to reach their professional goals and facilitating 

their own integration in general. Proactiveness can be defined more specifically in terms 

of socialization as seeking feedback about the company and job role to gain clarity about 

how things are handled in the company, networking and building relationships, as well as 

a crave for control to achieve better work results by altering the understanding of uncer-

tainty and desire to learn. All in all, literature suggests that proactivity in new employees 

leads to increased adjustment and comprehension. (Ellis & al. 2015, 210.) 

 

New employees who experience continuous stress, have a significantly lower capability to 

manage demands compared to those new hires who are armed with abilities to build a 

strong social network, maintain positive beliefs around their own competences and under-

standing their role clearly (Ellis & al. 2015, 211). Cooper-Thomas, Paterson, Stadler & 

Saks (2014) found that there is reliable evidence to prove that when new employees are 

being proactive and showing behaviour such as seeking for feedback, making direct in-

quiries and networking, it has an impact on their socialization.  

 

Proactiveness results in better learning, integrating socially and in turn in job satisfaction 

and desires to stay with the hiring company. Even if proactive behaviour on its own bene-

fits the new hire generally for instance in terms of socializing, this kind of behaviour can 

also evoke proactive outcomes from organizational insiders, for example in them providing 

information to the seekers. (Cooper-Thomas, Paterson, Stadler & Saks 2014.) 

 



 

 

30 

Cooper-Thomas & al. (2014) did a study where they researched how proactive behaviour 

and proactive outcomes affect aspects such as the learning, wellbeing and work engage-

ment of the newcomers. The study confirms that proactive behaviour of new hires indeed 

predicts learning, wellbeing and work engagement, however, the most positive results 

were dependent on the proactive outcomes of the behaviour rather than the proactiveness 

on its own. (Cooper-Thomas & al. 2014.) 

 

In practice this proves how the co-workers of the new hire are in a critical role with their 

behaviour in terms of the socialization. Colleagues should take the time to actively social-

ize, answer questions, build strong relationships as co-workers and managers and take 

the initiative to actively include the new hire in the work community in order to make their 

integration more efficient. (Cooper-Thomas & al. 2014.) 

 

Yet another angle to look at onboarding is learning and information as part of the sociali-

zation theory. Ashforth, Sluss, Saks (2007, 448) studied how socialization tactics and pro-

active behaviour combined influence new employees’ learning, as prior research shows 

that learning is connected between the socialization process and adjustment outcomes 

thereof.  Ashforth & al. (2007, 448) not only confirmed that learning is essential for the in-

tegration of new hires, but also investigated how the way they are socialized essentially 

determines what they learn.  

 

By learning, knowledge acquisition around the work and job role, interpersonal and group 

relationships and the organization as a whole are meant. More specifically for instance 

technical information around how to manage set job tasks, knowledge on what exactly is 

expected in the job role and how performance is measured, information about what the 

company culture is like as well as descriptions of power distribution within the organization 

along with information about other people and internal relationships with them. All in all, 

learning in this context is about gaining knowledge and again, reducing uncertainty. (Ash-

forth & al. 2007, 449.) 

 

Ashforth & al.’s (2007, 458) study suggests that institutional socialization in combination 

with proactive behaviour were connected with learning in a positive manner and this learn-

ing was in addition positively correlated with job satisfaction, performance and company 

identification. The results of the study all in all confirm that applied organizational sociali-

zation tactics combined with proactive behaviour of the new employees are in connection 

with learning outcomes, as also suggested in former research, but more meaningfully it 

adds to the theoretical perspective the angle of how the socialization process content is of 

great significance in terms of learning and sensemaking. (Ashforth & al. 2007, 458-459.) 
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Also the staff retention aspect should be considered when it comes to onboarding - Yama-

mura, Birk & Cossitt (2010, 60) write how first impressions are critical when aiming to re-

tain top talent. Whereas a company brand, reputation and image are essentially the very 

first connections a potential new hire might draw towards a company, the first exposure to 

the organization is obtained when it comes to the initial contact to the team, and actually 

joining it. Thus, the recruitment and the onboarding processes are in a central position 

here. As the competition for the best talent in the market is often ruthless, it is vital for a 

company to be able to manage first impressions about the firm, profession and work role 

which impact the decision of the potential new hire to join a company, but also to remain 

employed at it. (Yamamura & al. 2010, 60.)  

Various studies prove correlations between staff retention rates and optimal onboarding 

programs. For instance, Hall-Ellis (2014, 139) states that top rated employers applying 

best-in-class onboarding processes reported 86 % of their first-year new hires to have 

been retained and 77 % of the new employees having achieved their performance goals 

on time within their first year of employment.  

Hirsch (2017) writes about a study that proves that 69 % of employees who considered 

their onboarding experience as great were more likely to stay working for an organization 

for a span of three years than those who rated the experience poorer. The same study 

suggests that new hires who had been offered a structured onboarding program were 58 

% more likely to stay with a company for longer than three years, and that new hire 

productivity rates were 50 % higher than at companies without a program in place. (Hirsch 

2017.) 

Gupta, Bhattacharaya, Sheorey & Coelho (2018, 62) based their research on a study of 

1000 respondents who had left a company inside a period of six months after starting a 

new position. The main reasons for terminating the work relationships were categorized 

through the perspective of the socialization resource theory as poor orientation training, 

task specifications, as well as interaction with leadership and co-workers. Gupta & al.’s 

(2018, 62) study investigated whether the onboarding experience during the first year of 

employment effects turnover intentions over different industries, and this hypothesis was 

proved to be accurate; the better the scores were for the onboarding experience, the 

lower the turnover intention rates.  

3.3.5 Links to employee engagement 

Even though relatively much is known about the indicators and outcomes of work engage-

ment as described in the previous subchapter in the theoretical framework of this thesis, it 
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has only more recently been included as an aspect in the research around organizational 

socialization (Saks & Gruman 2018, 13). In an older study of Saks & Gruman conducted 

in 2011, they detected an indirect correlation between socialization tactics and work en-

gagement through self-efficiency, positive emotional and person-job fit perceptions. An-

other study conducted by Cooper-Thomas, Paterson, Stadler and Saks (2014) that was 

briefly mentioned earlier in this chapter, presents that the ground cause for the effects of 

proactive behaviours on the new hires’ work engagement was proactive outcomes.  

 

As established in this literature review around onboarding, the viewpoints on the socializa-

tion theory are traditionally based on the uncertainty reduction theory, including aspects of 

gaining proactive behaviour, learning outcomes and stress reduction. Recent research 

however has studied connections between onboarding and engagement levels in more 

detail – more specifically how the new employees’ work engagement levels develop and 

progresses during the beginning of the employment. Engagement levels are likely to be 

affected based on the onboarding experience.  

 

Saks & Gruman (2018, 14) state that most new hires have rather high levels of work en-

gagement readiness before starting at the new work place due to expectations and excite-

ment about the new job and organization. However, research indicates that there is often 

a decline in new employees’ job attractiveness, satisfaction, motivation and commitment 

perceptions after starting at the new company. (Saks & Gruman 2018, 14.) 

 

One reason for this “hangover effect” could be that the primary excitement about the new 

work role wares off when the employee starts to work on more routine like and mundane 

tasks, a bad person-job fit or unchallenging work altogether. To avoid a decline in work 

engagement of new hires after the organizational entry, the onboarding process needs to 

be introduced in a manner that maintains and further develops levels of engagement and 

it thus plays a critical role in terms of talent management for the organization overall. 

(Saks & Gruman 2018, 14.)  

 

Research evidence suggests that work engagement of new hire varies along the course of 

the first year of employment. In order to better understand the fluctuation the work en-

gagement can take during the socialization process, and to investigate the patterns of 

changes it can demonstrate, Saks & Gruman (2018, 14) created the newcomer work en-

gagement maintenance curve model. Newcomer work engagement maintenance curves 

present development in new employees’ work engagement over the first year of employ-

ment, starting from the organizational entry. The below figure 2 demonstrates five curves 
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that show how new hires’ work engagement may increase, decline or remain steady over 

the specified time frame. (Saks & Gruman 2018, 14.) 

 

All curves in figure 2 start from a rather high work engagement level, because as de-

scribed above, the engagement readiness of new hires traditionally is high to start with be-

fore the start date at a new organization. Curve A demonstrates an immediate drop in 

work engagement after the start in the new job position which indicates that the organiza-

tional socialization or onboarding was implemented poorly or was non-existent, due to 

which the employee is unable to maintain high levels of work engagement within the first 

year of employment.  

Figure 2. Newcomer work engagement maintenance curves (Saks & Gruman 2018, 15) 

 

Curve B in figure 2 remains at the same level since the employee joined the company for 

only a short while, before descending steadily until a very low level of work engagement is 

reached by the time the first year of employment has been reached. This would suggest 

that primarily a limited socialization program that was implemented helped the new hire to 

stay rather highly engaged at the very beginning of employment, but after the end of the 

onboarding program no sustainable support seems to have been provided which results in 

the new hire quickly becoming more and more disengaged. 

 

In contrast, curve C in figure 2 presents a new employee whose work engagement level 

remains relatively high and steady throughout the entire first year of employment which 

would indicate that different kind of socialization support and practices were offered on a 

regular basis and helped the new hire to stay rather highly engaged. A new hire mentor 

for instance could have been assigned who has been available for providing support, 
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feedback and guidance throughout the entire first year of employment (Saks & Gruman 

2018, 15). 

 

Engagement in curve D in figure 2 remains on the same relatively high level since the be-

ginning of employment and starts increasing after half a year and ends at a high level by 

the first year’s end. This would suggest that a socialization program was successfully exe-

cuted to maintain the relatively high level of work engagement in the beginning of the em-

ployment that rises to high levels possibly through the application of additional formal and 

informal socialization practices.  

 

The fifth curve, E, in figure 2 shows a permanent increase of work engagement levels 

since the first day of employment, resulting in a very high level of engagement at the end 

of the first year post organizational entry. This kind of exponential increase of engagement 

suggests that a very successful and effective onboarding program was applied with the 

specific focus on keeping new employees highly engaged during the entire first year of 

employment, and beyond that. To a new hire with a newcomer work engagement mainte-

nance curve such like this, various orientation resources such as for example social 

events, regular feedback, mentoring, a buddy program and motivating work tasks, were 

offered at the very beginning of the employment and throughout the entire socializing pro-

cess of the first year that fitted the personal needs. (Saks & Gruman 2018, 15.) 

 

Newcomer work engagement maintenance curves can assist in identifying problems dur-

ing the onboarding process, in case the engagement is declining, and interference is re-

quired in order to increase or maintain higher levels of work engagement of the new hires. 

Opposed to the focus in current applications of organizational socialization which are 

based heavily on the uncertainty reduction theory, this model offers to develop and main-

tain work engagement during the socializing period and beyond with an emphasis on long-

term benefits. (Saks & Gruman 2018, 16.) 

 

Whereas Saks & Gruman (2018, 19) agree with the positive effects of socialization tactics 

of supporting new hires in adjusting better, they argue that the uncertainty reduction the-

ory is limited when it comes to work engagement and bring their theory one step further. 

Even if uncertainty reduction lowers anxiety and stress levels, as studied by Ellis & al. 

(2015, 204), Saks & Gruman (2018, 19) believe that providing job resources are more sig-

nificant than easing job demands. More precisely, they represent the opinion that the ob-

jective of effective onboarding should be offering new hires the required resources for 

strengthening and maintaining work engagement, as this brings longer lasting benefits for 

the organization (Saks & Gruman 2018, 19). 
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Saks & Gruman (2018, 20) state that the reason that socialization tactics are primarily re-

lated to new hires’ ability to adjust is that the tactic does not focus on the actual content of 

the socialization process and is heavily depended on the organizational stakeholders 

providing the required support functions – in terms of work engagement levels it is not 

only relevant that an insider is available to support the new hire, but rather the quality and 

extent of the resources provided. Saks & Gruman (2018, 20) furthermore elaborate that 

proactiveness of the new hire is not enough to achieve desired socialization objectives, as 

it has been detected that proactive behaviour is only effective when it causes also proac-

tive outcomes, for instance receiving answers to questions, as proven by Cooper-Thomas 

& al. (2014). 

3.3.6 Concrete measures towards successful onboarding 

The significance of socialization or onboarding has been expressed, but the question re-

mains what successful onboarding looks like in practice. Several studies suggest that rela-

tions are of high importance in terms of socialization.  

 

It is evident that positive experiences with colleagues, mentors and managers establish 

trust within the new employees to tackle the challenges and demands around the new 

work role by knowing they will receive the needed support, information and approval from 

their co-workers around them. This kind of trust and increased amounts of information fur-

thermore motivate new hires to longer-term learning and risk taking, leading to enhanced 

levels of effectiveness in the long run. (Ellis & al. 2015, 222.)  

 

A study Mathieu (2006) refers to supports the need for structure and strong relationships 

during onboarding. New employees who were offered a mentor and a structured onboard-

ing program were more willing to ask for advice in comparison to those with less or no 

support at the beginning of their employment. Different methods to provide structure dur-

ing the onboarding and to support relationship building are for example formal trainings, 

mentoring programs, fixed timetables and clarity around workplace guidelines and more 

senior employees and their roles. (Mathieu 2006.) 

 

From a different perspective another research points out that having a new employee 

mentor was perceived positively in terms of acquiring information about the organization 

instead of having to find out details from co-workers (Ellis & al. 2015, 220). The mentor 

role has also been researched in the stress related context. Connections have been de-

tected between mentoring styles and work-related stress levels, as well as mentoring and 
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work-family conflicts. Further research proves a negative connection between learning ex-

periences and supportive mentors and role stress and burnout symptoms. (Ellis & al. 

2015, 221.)  

 

Knight (2013, 157) elaborates that a successful mentor should not be a hiring manager or 

someone who is in direct competition role-wise with the new hire. Instead a suitable men-

tor candidate should be someone who has interest in the guiding role, demonstrates en-

thusiasm and commitment to the role as well as a good chemistry with the new hire and 

availability. The aim is to build a longer-term learning program to help the new employees 

grow and develop their competences (Knight 2013, 157). 

 

The mentor optimally shares both personal and professional experiences during the joint 

learning and guiding period. It is important to recognize that the offered mentor program 

symbolizes the organization’s commitment to the new hire’s adjustment. Buddy programs 

in contrast are often less structured, allowing the learning relationship to grow naturally, 

and the role of a new hire buddy is to give advice, help to socialize and answer comforta-

bly difficult or politically sensitive queries. (Knight 2013, 157.) 

 

Also Ashforth, Sluss, Saks (2007, 450) base their studies on the research knowledge ac-

cording to which the use of mentoring and collective training have shown a positive con-

nection to learning about new tasks, the organization and people groups. Likewise, also 

Knight (2013, 157) highlights the importance of human interaction in the onboarding pro-

cess, as implied knowledge is needed to tackle feelings of anxiety and to build up a sup-

port system needed for proper integration into the team. In order to benefit from tacit 

knowledge, however, relationships fostered through human interactions are needed and 

for this to work out, the responsibility of the co-workers in the process needs to be pro-

moted to the existing staff by providing information behind the acquisition and benefits of 

retention of core knowledge workers (Knight 2013, 157). 

 

As is all sort of relationships, Knight (2013, 156) confirms that communication plays a criti-

cal role when it comes to onboarding. Consistent, effective communication is needed be-

tween the organization and new professional joining the team as policies, organizational 

processes and the meaning behind the company’s vision, mission and values need to be 

clarified to avoid invalid assumptions or misinformation from unreliable sources. (Knight 

2013, 156.) 
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As part of this, well-written job descriptions, organization charts, policies and work pro-

grams to communicate about the company structure and also how performance is man-

aged and what the exact duties a job involves need to be openly communicated. The for-

mal orientation process sets the tone for the socialization, even though also inevitably oc-

curring informal onboarding is of importance. Clarifying matters specifically around the 

work culture and anything else that might be in any way unclear to new hires can mitigate 

mistakes and evoke higher levels of comfort. (Knight 2013, 156.) 

 

But in addition to the communication between organization and new hires, also the gen-

eral employee communication with existing employees is critical. Discussing the employ-

ment and the selection of new hires with the existing employees beforehand is important 

in Knight’s (2013, 156) opinion to minimize any risk of potential threats to existing staff 

members and to have them support the newcomer. In addition, regular and constructive 

feedback is a vital part on the communication circle, to address mistakes or shortcomings 

in the early stages of employment to support the work engagement capability and produc-

tivity of the new hires (Knight 2013, 156). 

 

Bradt & Vonnegut (2009, 211) also highlight the importance of collecting regular feedback 

about the progress of the new hires during the onboarding process. Positive feedback 

supports possibilities to strengthen engagement, whereas negative comments are helpful 

in terms of adjusting the process of onboarding. Gathering feedback can be arranged 

simply by asking the new hire and their stakeholders for suggestions to improve the 

onboarding and it should be done at planned points of time, for example after week one, 

month one and 100 days. (Bradt & Vonnegut 2009, 211-212.) 

 

As inevitably the long-term benefits for organizations in form of employee engagement is 

of interest, the work engagement angle of Saks & Gruman (2018, 21) is also studied in 

terms of concrete onboarding actions. This viewpoint has a heavy emphasis on resources 

and with these social, psychological and physical attributes about the work are meant that 

will help to achieve set goals, assist in personal professional growth as well as motivates 

to learn and develop competences. Job resources are for instance information and sup-

port around salaries, career development opportunities, manager work and team culture 

as well as participation around decision making, task definitions and work feedback. Stud-

ies indicate that job resources have a connection to positive work outcomes and work en-

gagement. Also communication is in the focus again. (Saks & Gruman 2018, 21.) 

 

Saks & Gruman’s (2018, 23) socialization resources theory (SRT) encourages to take 

contact with the new hires or involve them in social activities already before they join the 
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team officially to ensure high levels of work engagement readiness, convince them about 

being welcome and providing contacts for social support and answering questions. Rec-

ommended resources to be provided immediately when the new employee joins the team 

are an orientation program, encouragement for proactiveness and assistance including 

providing a mentor or buddy and encouraging the new employee to ask questions in order 

to provoke proactive outcomes to their proactive behaviour. Also letting the newcomer get 

involved in job crafting is suggested. (Saks & Gruman 2018, 23-24.) 

 

After the orientation Saks & Gruman’s (2018, 24) SRT theory urges employers to offer so-

cial events for relationship enhancement and strong manager support in form of job plan-

ning, training, additional information, constructive feedback as well as recognition and ap-

preciation. Especially assignments and feedback about these are significantly important 

during the first six months of employment based on work engagement research according 

to Saks & Gruman (2018, 25).  

 

Like Bradt & Vonnegut (2009, 211) also Saks & Gruman (2018, 25) consider it to be vital 

to stay connected with the new hires even after the official onboarding period has ended 

to find out how they are doing and in order to offer additional support when needed. This 

is why regular follow-up meetings are suggested by both sources to visibly provide the re-

quired social support in addition to an evaluation of the company’s socialization practices 

to gather feedback about its’ effectiveness and success. Focus should be specifically on 

the resources that were offered to ensure work engagement levels can be affected also in 

future (Saks & Gruman’s 2018, 25). 

 

Ellis & al. (2015, 220) confirm how clarifying behaviour performed by managers has been 

proved to have correlations to better role understanding, efficacy as well as job perfor-

mance and satisfaction and commitment towards the company. Knight (2013, 158) also 

points out how a new employees’ manager has a central position in the communication – 

even if HR or other departments or people are involved in the onboarding process of new 

hires, the hiring manager needs to own the process. This means ensuring the formal part 

of the onboarding is completed successfully and supporting the process with structured 

and welcoming communication in addition to applying necessary tools and resources 

(Knight 2013, 158). 

 

As managers’ attitudes can strongly affect the onboarding of new hires, it is crucial to pay 

attention to the behaviours and relationship building in the very beginning of the employ-

ment – credibility is hard to gain afterwards. It is a manager’s responsibility to identify the 

type of communication, tools and trainings needed to achieve success. (Knight 2013, 



 

 

39 

158.) Both Knight (2013, 158) and Mathieu (2006) agree that the onboarding process and 

communication must be flexible and fit the individual needs as it is important to 

acknowledge that support needs can vary a lot between different professionals.  

3.4 Summary of the theoretical framework 

Employee communication is one of the most important aspects in business, as the work-

force needs to understand and be aligned on the organization’s common direction of 

goals, values and encouraged behaviours. Employee communication is thus of great stra-

tegic importance when it comes to achieving profitable outcomes. The workforce needs to 

be kept informed about plans, processes, progress, changing factors and basic details of 

the business and company in the context of the organizational values.  

 

While research proves that employees often prefer face to face communication when it 

comes to internal messaging, a preference in written employee communication are digital 

platforms, such as email and intranets. An intranet is considered a useful communication 

forum to save documentation, to provide support in completing work tasks as well as to 

distribute news, information and ideas. While creating or developing an intranet it is crucial 

to include the target audience in the development work regarding content, functionalities 

and launch strategy of the forum.  

 
In a knowledge-based society, the process of employees utilizing and sharing solutions, 

ideas and knowledge company internally brings clear competitive advantages to an organ-

ization. An intranet is considered a suitable tool for this type of knowledge sharing and 

management purposes. Knowledge management is not only crucial when new hires are 

joining organizations, but also in developing competences as part of the talent manage-

ment processes and staying on top of things to secure sustainable company success.  

 

Key to effective employee communication is to establish what the team’s specific needs 

are. These specific employee needs and communication preferences need to be matched 

with the appropriate solutions in order to succeed in employee communication and to gain 

desired results. The leadership communication style has a strong impact on a company’s 

communication culture and trust levels.  

 
Employee engagement is a crucial element when it comes to the innovativeness and ef-

fectiveness of employees and overall the profitability of a business. Cornerstones of em-

ployee engagement are meaningfulness, safety and availability – when employees are en-

gaged at work, they are able to operate on their highest possible capability, sharing issues 
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and ideas, being focused on work tasks, as well as feeling committed towards their job du-

ties and hiring company, which they truly care for. Naturally how employees are communi-

cated with has effects on their engagement levels.  

 

Strong and well-executed employee communication is essential in terms of gaining higher 

levels of employee engagement. Organizations should strive to improve employee com-

munication efforts by enabling employees to specify their needs, reducing uncertainty and 

by providing access to necessary information while building opportunities to be included in 

knowledge sharing and decision-making processes. Whereas successful employee com-

munication does not necessarily evoke employee engagement on its own, research 

proves how boosting employee morale, commitment, innovativeness, increased retention 

rates and productivity are outcomes of it and can be considered as forerunners or building 

blocks of employee engagement.  

 
As people increasingly change jobs in today’s business world, the process of onboarding 

has become an important part of the talent management function of a company – not only 

because the Finnish law obligates organizations to onboard their new hires, but also, as it 

brings along clear competitive advantages. Onboarding is the process of integrating new 

employees to an organization and introducing them to company values, believes, atti-

tudes, organizational structures and goals in order to manage their given job tasks suc-

cessfully. 

 

Plenty of research proves how high-quality onboarding programs indeed affect the levels 

of stress new hires experience and their learning abilities, as well as increases proactive 

behaviour as well as staff retention rates and levels of engagement. Culture shaping ad-

vantages, such as sustaining higher performing teams, productivity and delivery of desired 

results support more profitable business results.  

 

Important parts of onboarding are internal company relationships, for instance between 

the new hire and their manager, colleagues and mentors, as well as smooth communica-

tion. Company policies, work and talent management processes, tools, vision, mission, 

company structure and values must be clarified to every new employee joining a com-

pany. A proper understanding of the organizational culture and methods mitigates the risk 

of mistakes and supports levels of comfort, while also encourages the employee to stay 

engaged towards the work tasks, as well as the company. Even if transparency in com-

pany objectives is vital to all stakeholders of an organization, first impressions when it 

comes to new hires – and getting them right at the very beginning – are essential.  
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4 Conducting the research at EA Finland  

This chapter is the empirical part of the thesis and presents the target, objective, research 

problems and development task of the project. The research methods and justifications for 

their choice are explained in this chapter and in addition the implementation of the differ-

ent project steps, as well as data gathering, and analysis methods are described in detail.  

4.1 Target, objective and development task 

The objective of this development project was to enhance employee communications at 

EA Finland to better support the onboarding process. After establishing that a local intra-

net would be created, the project objective was to eventually find out how the new com-

munication forum, especially from the viewpoint of new hires, contributes to the employee 

communication within the onboarding process. In addition, also other employee communi-

cation related aspects around the intranet were explored, such as the content and func-

tionality expectations, as well as further development needs.  

 

The entire onboarding development project scope at EA Finland was wider than this, as in 

addition to creating the intranet other ways were explored to improve the onboarding ex-

perience overall by working on a new onboarding program. This included visualising the 

entire onboarding process and gathering tools and methods for the managers to utilize as 

needed, including for instance a new employee mentor program. These developments, 

however, were excluded from the thesis research, but explain the wide scope of the theo-

retical framework of the thesis. 

 

The research questions to be answered in the study were:  

RQ. How to develop employee communications to support the onboarding process at EA 

Finland?   

RQ1. How does the new intranet contribute to EA Finland’s employee communication as 

part of the onboarding?  

RQ2. What kind of content and communication functionalities are required on the new in-

tranet?  

RQ3. What kind of content and functionalities are needed to further develop the intranet to 

support all employees better?  

 

For the scope of this thesis, the target was to build an intranet to serve new hires as a 

knowledge sharing platform which would inevitably also benefit existing employees in 

terms of enhanced employee communication. In order to investigate what exactly was 

missing and how the communication forum could be designed to serve the team members 
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and potential new hires best, data was collected. Based on the data the actual develop-

ment work was conducted, after which data was again gathered to evaluate the impacts 

the developments had.  

 

The main research question (RQ) formulates the base for the thesis project and is an-

swered by general observations evolving from needs based on discussions with the team 

leaders and leadership team before the actual thesis work was started. Partially also the 

replies of the staff survey under the title “developing T20’s onboarding experience” con-

firm the development needs for the employee communication to be around the onboarding 

specifically, as questions also evolve around the general employee communication needs 

the staff has.  

 

As RQ1 focuses around the impacts of the intranet on the employee communication as 

part of onboarding, this question is answered with the knowledge gathered in a group in-

terview conducted after the development work of the intranet was conducted. The intranet 

had been in use for several months which gave the focus group enough time to familiarize 

themselves with the content on the new communication channel and to evaluate the af-

fects it has had on the local employee communication in their opinion, specifically from the 

new hire point of view. Employee hopes around the impact of the intranet were also 

mapped out in the staff survey and in-depth interviews prior to the actual development 

work. 

 

RQ2 around the content and communication functionalities of the intranet is answered by 

analysing the data from the staff survey prior to the development work, as well as the in-

depth interviews of the newest EA Finland hires. Some supportive data is in addition gath-

ered from the group interview after the launch of the intranet to answer this research 

question. RQ3 is answered based on the staff survey results, as well as the panel inter-

view held after the launch of the intranet.  

 

The staff survey evolves around questions regarding both the general employee commu-

nication needs EA Finland employees have, as well as content and functionality desires 

for the intranet. The in-depth interviews describe desires and needs the staff has in regard 

to onboarding, as well as the content and functionalities for the intranet specifically. The 

group interview reviews the actual realization of the content and functionalities integrated 

to the intranet and allows additional insights post-development work also regarding em-

ployee communication in general, in addition to the onboarding point of view.  
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4.2 Research method, methodological choices 

This study is conducted as a case study, using mixed methods of qualitative and quantita-

tive research. The case study method was chosen, as the aim of the development project 

was to find out relevant factors and issues that could be applied also in other situations or 

companies. Another objective was to test existing theories in the field of business litera-

ture within the relevant topics and by thorough research of needs and desires achieve 

positive impacts in the development area at EA Finland. (Myers 2013, 75.)  

 

Empirical evidence was utilized from people working in a contemporary organization 

which is one typical characteristic of a case study. Also, answers to the questions “how” 

and “why” were in the focus, as it is the aim of researchers in case studies to get a clear 

understanding of why and how matters work or do not work in a specific way. (Myers 

2013, 76.)  

 

When doing a case study, a mix of various types of evidence should be taken into ac-

count. Also, it is recommended to study a phenomenon from different perspectives of in-

terested parties. Thorough records should be kept from all material in order for an external 

partner to review any research material. An ethical approach should always be applied 

and bias information that has been collected needs to be viewed critically – it is crucial to 

stick to the truth even if it would go against a good human-interest story. (Fisher 2010, 

71.) 

 

Mixed research methods, both a survey and interviews, are applied for the researcher to 

understand the essence of what people say, do and think – the social and culture contexts 

within which people’s decisions and actions take place. Deeper meaning and understand-

ing of contexts to explain specific phenomena are best received by talking with people, 

which is characteristic for qualitative research. (Myers 2013, 5.) Quantitative studies often 

represent values which can provide insights to theoretical concepts from a different angle 

(Myers 2013, 7). 

 

In quantitative research numbers are in the focus to interpret theoretical constructs they 

represent in order to provide scientific evidence of how matters work. Often statistical 

tools are applied in quantitative research to analyse data, but this is not always required, 

as in the survey of this thesis project. (Myers 2013, 7.) The qualitative research method is 

applied to investigate social and cultural aspects and usually include data collection meth-

ods such like interviews, observations as well as the researcher’s impressions and reac-

tions (Myers 2013, 8).  
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The mixed method research was chosen for this development project, as the aim was to 

study a particular subject in depth – how to improve employee communication, especially 

focusing on the newcomer point of view in the onboarding process. It is challenging to 

generalize qualitative research results, but the goal is to generalize study results in reflec-

tion to theory around the topics of employee communication, employee engagement and 

onboarding. The quantitative method often trades circumstances for the capability to gen-

eralize phenomena better and was thus applied to support the qualitative research. (My-

ers 2013, 9.)  

4.3 Description of implementation and working methods 

In this thesis several data gathering techniques were applied in order to get a holistic view 

of the stakeholders to use this data as a base for the development works needed. First of 

all, a questionnaire was sent out to the entire staff of EA Finland to gather viewpoints 

about onboarding experiences so far and in general about the knowledge gathering at the 

beginning of the employment, as well as desires and wishes for the new intranet and em-

ployee communication in general.  

 

The questionnaire was pre-coded and thus different answer options and scales were pre-

sented to the audience in addition to a few open questions. The objective of the question-

naire was to get an overall picture of current experiences and requirements for develop-

ment with concrete content suggestions and communication preferences to guide the de-

velopment phase of the project.  

 

The questionnaire was prepared in the digital survey tool “Webropol” and it was an-

nounced at the general staff meeting, after which it was shared to all employees via email 

and chat communication. The email also contained a short description of the purpose of 

the questionnaire and the development project overall. The survey was open for a dura-

tion of two weeks, during which regular reminders were sent through by email, chat notifi-

cations and face to face in the weekly staff meeting. The survey data was used to support 

the answer to the main research question, as well as planning the development work. The 

questionnaire can be found in appendix 1.  

 

In addition to the questionnaire, two sets of in-depth interviews were organized in the data 

gathering phase. According to Yin (2009, 106) interviews are one of the most significant 

information sources in case studies and characterizes interviews as guided conversations, 

rather than structured inquiries where the stream of questions is likely to be fluid. Espe-

cially in-depth interviews key people are interviewed about specific facts and opinions 
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about a certain event or process. Information obtained in in-depth interviews are often crit-

ical the success of a case study. (Yin 2009, 107.) 

 

Both in-depth interviews were semi-structured by their nature, meaning that the interview 

included open questions prompting informal conversations, as well as pre-formulated 

questions to keep the conversation on track and to gather relevant data from all necessary 

angles (Fisher 2010, 175). Any new questions emerging from the conversation are wel-

come to be asked by the researcher, as improvisation is supported in a semi-structured 

interview – the beforehand prepared questions provide needed focus, but the informal at-

mosphere at the interview allows the interviewee to add meaningful insights as they come 

up (Myers 2013, 122-123). 

 

The first set of semi-structured in-depth interviews was conducted with the employees 

who had most recently joined the company, within the last 14 months. This comprised of 

11 employees who were willing to be interviewed. The interview questions were prepared 

and tested beforehand and were based on the staff questionnaire results.  

 

The aim of these sets of interviews was to get a deeper understanding of the core issues 

and needs new hires had had when joining EA Finland and in what way the newest em-

ployees would suggest the process, especially the new communication channel intranet to 

be designed to better support joining team members. Also development hopes regarding 

employee communication in general were explored.  

 

Interview times were scheduled well beforehand through the company email calendars 

and one hour was set to be the maximum timeframe for the conversations. The interview 

questions were shared with all interviewees beforehand per email. The in-depth interview 

questions with the employees who most recently joined the company can be found in ap-

pendix 2.  

 

The second set of in-depth interviews was arranged with all competence team leaders. As 

the intranet needed to be created in cooperation with the entire team, it was considered 

important to also gather the team leaders’ views regarding the development work. Further 

questions evolved around other supporting methods to be implemented to improve the 

onboarding experience for new hires overall, which, however, was left outside of the the-

sis scope. Also these one-hour-interviews were scheduled in advance through the email 

calendar and the tested questions were shared in advance in order for the interviewees to 

have the opportunity to prepare themselves and gather some thoughts around the topics.  
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The data of both in-depth interview rounds was used to further plan the development 

work, and to provide answers to RQ2 and RQ3, even if the main focus of the competence 

team leader interviews was on providing insights for the onboarding experience develop-

ment work outside of the thesis scope. The team leader in-depth interview questions can 

be reviewed in appendix 3.  

 

The third data collection technique applied in this thesis was informal observation in form 

of a researcher’s diary. This diary was kept throughout the project documenting any hap-

penings, comments and feedback during the different project phases – briefing sessions, 

status update meetings, catch-ups with the development team and staff meetings. In addi-

tion, ideas, flashes of insights and ideas were collected in the diary. 

 

At the end of the project, after the development work around the intranet was conducted, 

a group interview was arranged in order to evaluate what kind of impacts the newly intro-

duced communication forum, the intranet, had had on the employee communication from 

the new hire perspective and thus, provide an answer to RQ1. The focus group interview 

also further provided supporting answers to RQ2 and RQ3. 

 

According to Fisher (2010, 175) focus groups are a common research method, and as in-

dividual interviews, can be more structured or open, depending on the research needs. 

The idea of a focus group is to bring a group of 4 - 12 people together to discuss a spe-

cific topic in a free-flowing, yet focused manner (Fisher 2010, 175 – 176). Myers (2013, 

123) further elaborates that as the purpose of a focus group interview is to get collective 

views, the people invited to participate in the discussion should be known to have experi-

enced certain matters and considers 7 – 12 people an appropriate group size. The inter-

viewer, who does not in all cases need to be the researcher her / himself, directs the dis-

cussion and interaction and allows interviewees to engage in reflective conversation in a 

respectful atmosphere (Myers 2013, 123). 

 

The benefit of a focus group interview is for the researcher to acquire points of views, atti-

tudes and beliefs of group members and data is typically rich due to the group dynamics. 

Focus groups give the researcher more control than during observation, but in contrast a 

more limited amount of control as during individual face-to-face interviews. (Myers 2013, 

124.) Due to this reasoning, the focus group data collection was chosen. Challenges can 

be dominating or uncooperative participants, and the fact that responses need to be ob-

tained from all group members to make sure the topic is discussed to the fullest possible 

coverage (Myers 2013, 124). 
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The one-hour focus group interview during the thesis project was booked three weeks in 

advance and the invited participants were the same 11 employees who had most recently 

joined the company and who had been interviewed individually before the development 

work was conducted. Out of this group seven employee were present at the interview. All 

participants were personally asked whether they would like to take part in the focus group, 

and after receiving everyone’s’ consent, email invitations were sent including the interview 

questions. The questions were tested beforehand with another staff member outside of 

the focus group. The panel group questions can be viewed in appendix 4. 

4.4 Data and types of analyses used 

The data from the staff questionnaire was gathered in the online tool Webropol which is 

able to document the responses in a visual manner that supports the analysis of the data. 

All in all, the questionnaire comprised of 15 questions. The first three questions were mul-

tiple-choice questions with one possible answer option, the third one including a free com-

ment box in addition. These were questions around the timing of the employment start, 

overall onboarding experience and description of it.  

 

To determine from where specific knowledge was obtained exactly during onboarding, 

several multiple-choice questions with the possibility to choose various options were 

added to the questionnaire. All of these questions included a comment box for additional, 

freely formulated answers. Also opinions about communication functionality options, as 

well as communication style preferences were asked in form of multiple-choice questions 

including comment fields.  

 

The questions about actual content desires and requirements that was considered inter-

esting or important by the employees were evaluated by the Likert scale. This is a tech-

nique commonly used when attitudes or opinions are measured, and it consists of state-

ments that the respondent is asked to rate between low and high. Once all responses 

have been gathered, the overall score can be determined to confirm an average can be 

discovered. (Fisher 2010, 214-215.) 

 

The questionnaire ended with two open questions providing the respondents with the pos-

sibility to add anything else coming to mind regarding the development of the onboarding 

process or employee communications in general. The data from the questionnaire was 

visualized in Webropol in format of graphs in terms of multiple-choice and Likert scale 

questions, and answer listings for the open questions. This gathered information was 

printed and analysed based on the graphics, reflecting the answers to theory and coding 
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the open answers by categorizing similar answers into labels and separating these by col-

ours.  

 

The different answers to the open questions were colour categorized per questions as ad-

ditional information (for example explanations regarding experience ratings), concrete 

suggestions (regarding places or people from where or whom onboarding information was 

obtained from or other communication functionalities not listed in the questionnaire) and 

general open comments (categories for intranet and employee communication in general 

and process, content and other ideas). Every data category was transferred to an Excel 

sheet into their own categorical column in addition to the data obtained from the multiple-

choice questions, where at a later stage the new data from the in-depth interviews was 

also added to. 

  

A similar thematic coding technique was also used for analysing the in-depth interview 

data. The data gathered from the survey (for instance content and communication func-

tionality preferences) were listed under separate columns and numbers of how many 

times the same aspects were mentioned were collected to compare how many interview-

ees represented similar or differing answers.  

 

Patterns from positive and negative onboarding experiences were identified in a similar 

way, by listing descriptions that came up several times, and adding another line for “other” 

and specifying those answers here. Again, concrete suggestions regarding intranet con-

tent or structure, communication functionalities on the page, as well as onboarding pro-

cess related, and general employee communication related data was categorized sepa-

rately.  

 

All interviews were recorded by mobile phone with the permission of each interviewee, af-

ter which the conversation was documented into one Word file. The Word document was 

printed, and thematic categories were coded into colour codes to analyse the results on 

paper before transferring the answers to the Excel sheet as described above. 

  

The first set of interviews with the newest hires of EA Finland was documented and ana-

lysed, before determining the questions for the second round of interviews with the com-

petence team leaders to serve the project better. Additionally, the researcher’s diary was 

printed and analysed at the point of time when data analysing was conducted for the vari-

ous data collection techniques before and after the development works. These additional 

ideas or comments, though limited in volume, were added to the Excel sheet to compli-

ment any documented data, under the category “other ideas”, or wherever appropriate.  
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The panel interview was also recorded with the permission of all interviewees by mobile 

phone, and the answers were documented in writing, printed, and categorized as separate 

answers in Excel. Here the data was thematically separated, and the answers were sum-

marized per interview question, regardless of the interviewee answering the question.    

 

The data from the staff questionnaire and the in-depth interviews was obtained at EA Fin-

land by mid-October 2018 was used as a base for the planning and execution of the de-

velopment works around the intranet, as well as other development actions outside of the 

thesis scope. The intranet and renewed onboarding program were launched on 17th De-

cember 2018. The post-development work evaluating panel interview was arranged three 

months later, on 15th March 2019. Figure 3 below visualizes the research project phases 

to clarify the different steps between the initial data collection phase and finally the evalua-

tion of results.  

 

 

 

 

 

 

 

 

 

 

 

 

Figure 3. Visualization of development project steps, including data gathering phases 
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5 Findings  

This chapter goes over the results of the research. As the thesis scope is narrower than 

the entire conducted development project, the staff survey results, as well as the in-depth 

interviews with the hires who had most recently joined EA Finland, as well as the post-de-

velopment work panel interview outcomes are described. Also the actual development 

work phase and observations are explained in detail. To provide clarity, the applicable dis-

coveries are bolded, as not all findings are relevant to the thesis scope. 

5.1 Results from the data gathering phase 1 

Firstly, the results of the staff questionnaire were reviewed. This phase of the project is 

the “data gathering 1” step visualized in figure 3 on page 49. The Webropol survey was 

taken by 44 employees out of 52, so the response rate was approximately 83 % alto-

gether. Respondents had time to take the survey within a period of two weeks. The full 

questionnaire can be found in appendix 1 of this thesis. 

 

The first questions of the staff questionnaire determined when the respondent had joined 

the team – before or after October 2017. October 2017 was a meaningful cornerstone in 

terms of onboarding at EA Finland, as this is the timing when an EA-wide global onboard-

ing program was launched. Before that each location and studio had done local onboard-

ing only. Even if it has not directly to do with the thesis development project, it was consid-

ered interesting to see whether the introduction of the global onboarding program Game 

On had impacted onboarding experiences, and ways to obtain knowledge. Out of the 44 

respondents, 33 had started before October 2017 and 11 in October 2017 or thereafter.  

 

The second question of the first questionnaire asked the respondent to choose one rating 

to describe their onboarding experience overall. The options “satisfactory” and “good” 

were both chosen by approximately one third (13-14 votes) of the respondents. The bot-

tom three answers were eight ratings for “OK”, five for “excellent” and four for “poor”. The 

replies indicate that the bottom responses “poor” and “OK” were only chosen by employ-

ees who had joined before the global onboarding programme was launched in 2017.  

 

Thirdly, the questionnaire asked the respondents to describe their onboarding experience 

to get a better understanding of the employees’ feelings around their beginning of employ-

ment. The respondents were able to choose a description from a multiple-choice answer 

listing or could write about their experience in their own words in a field named as: “other 

– please specify”. Most of the respondents, 12 employees, chose the answer option: 
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“My onboarding was partially informative, but I did not receive sufficient infor-
mation on local T20 working methods, processes and tools”.  
 

Almost the same number of employees (10) stated that their onboarding had been in-

formative and that starting their new work role was effortless. Five employees chose the 

answer options according to which their onboarding was uninformative due to which they 

had to find out a lot by themselves, as well as option: “My onboarding was partially in-

formative, but I did not get enough information about local T20 work responsibilities, the 

organizational structure and competence team structures”. Three employees felt their 

onboarding had been partially informative, but did not receive enough information about 

global benefits and policies at EA. 

 

Nine employees had written their own description about their onboarding experiences. 

Three respondents write about the fact that they were among those few first employees 

who were present when the company was founded, and back then no onboarding process 

was in place. Two employees highlight the fact that their onboarding had been non-exist-

ent, and one describes it as “sink or swim style”.  

 

Two respondents emphasize the fact that out of the multiple-choice questions they would 

combine the facts that they did not receive sufficient information about local working meth-

ods, processes and tools, as well as information about EA Finland work responsibilities, 

organizational composition and competence team structure. One employee felt that they 

did not get sufficient information around the codebase, which relates to the lack of infor-

mation about work processes and methods. One employee cannot remember how the 

onboarding experience had been. 

 

The following five questions were asked to determine from where specific knowledge was 

obtained from and several answer options could be chosen. Firstly, regarding general 
EA-wide company information most of the respondents reported to have received 
knowledge from asking co-workers, secondly from the local administration team 

and thirdly during the first week’s onboarding sessions. In order of next most answers also 

supervisors, the on-boarding materials obtained during the first week, the EA-wide intranet 

and lastly the Game On webpage had been of service. Some open comments also re-
vealed that knowledge about the company was obtained slowly by figuring out 
things on own initiatives.  
 

Information regarding EA global policies and benefits were mostly received from 
the administration team, asking co-workers and the onboarding sessions during the 
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first week. Only after these options the company intranet, the supervisor and materials 

from the onboarding sessions of the first week were listed. Lastly the Game On webpage 

was mentioned, as well as open comments regarding working at other EA studios and ob-

tained information when the company was founded. 

 

EA Finland specific details around work processes, tools and roles were definitely 
mostly obtained by asking co-workers, the supervisors and the administration 
team. Several open comments suggested here that this specific knowledge had to 
be found out without support by the new hires themselves. The onboarding sessions 

during the first week, as well as the materials shared during that process were at the bot-

tom of the answers in regard to studio specific details.  

 

Information regarding local benefits and services, including health care, insurances 
and office practices was mostly obtained from the administration team and col-
leagues, as well as the onboarding sessions during the first week. Following these op-

tions also the supervisor and the onboarding session materials had been of help. At the 

bottom of the answers was the global intranet. The Game On webpage received no an-

swers at all.   

 

Lastly in this line of knowledge sourcing questions, work community related knowledge 
around employee contact details, roles and responsibilities, organizational charts 
and seating order were mostly received from co-workers, the administration team 
and asking the supervisors. Also some information about this topic was obtained during 

the onboarding sessions and materials during the first week of employment. However, lit-

tle or no information was received from the global intranet or Game On webpage. The 
open comments again confirm that a lot of this type of information had to be 
sourced by own initiative. 
 

The next question asked the respondents to rate listed content ideas to be added to the 

onboarding intranet based on how important they consider the items on a Likert scale 

from “not at all important” to “extremely important”. Figure 4 below visualizes the re-

sponses.  
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Figure 4. Question 9 answers of the first employee questionnaire – intranet content rating 

based on importance on the Likert scale (44 respondents) 

 

As shown in figure 4 above, descriptions about local work processes, such as project 
work methods and designs on high-levels as well as information on local working 
practices, such as competence team responsibilities, processes and tools were 
considered most important by the respondents. Based on the average rating, infor-
mation about the local work community was next in line in terms of content popu-
larity, at the same position as details about local benefits and employee services.  
 

Again based on the average rating and as presented in figure 4, at the bottom were con-

tent suggestions about studio news including announcements and current affairs, as well 

as communication about local events and happenings. The open comments revealed 
furthermore that more information was desired about near-by lunch options and IT 
support knowledge and that more social integration support was hoped for. Also sub-
pages for each competence team were mentioned several times.  
 

Question 10 of the questionnaire was about different communication functionalities the 

employees would like to have implemented on the new intranet – again several answers 

could be chosen. The most popular answer option with 27 votes was commenting, 
but 12 employees considered no functionalities necessary. Nine of the respondents’ 

answers favoured reactions, for instance the use of emojis or likes, and eight people liked 
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the idea of having the possibility to chat via the intranet page. The open comments also 
gave a suggestion of having the possibility to share intranet articles in the chat 
used by EA Finland and gave further support for the commenting function to keep 
the content up to date and to ask questions. 
 

When asking about the communication preference during onboarding, again several an-

swer options were possible to be chosen. By far the most preferred communication 
style was face to face interaction with 35 out of the 44 respondents choosing this 
option. Evenly popular with 25 – 27 votes each were email, pdf-material package 
and online articles. Video guide material was not very popular receiving only 11 votes. 

Comments elaborate that an intranet or in general material gathered on the web, com-

bined with face to face communication would work well in a few employees’ opinion.  

 

The last rating question in the survey (question 12) was mapping out how interesting spe-

cific, listed topics were perceived by the employees to be added to the intranet later down 

the road, when considering using the intranet as a broader communication forum in regard 

to all employees and not only focusing on new hires. Figure 5 below demonstrates the an-

swers of the ratings. 

 

Game related data, such as number and graphs currently presented on the studio 
info screen, as well as an online calendar demonstrating upcoming events, co-
worker absences, happenings and project-related milestones were considered most 
interesting out of the listed options. Following these content ideas, a local benefit por-

tal where for example game or benefit vouchers could be ordered online instead of manu-

ally and studio news currently presented on the office info screen were considered as in-

teresting content additions.  

 

Lastly, out of the listed options the least interest was shown towards blog posts around 

current affairs including topics about work-wellbeing and safety. The open comment sec-

tion did not present any new information or additional ideas in terms of intranet page con-

tent. 
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Figure 5. Question 12 responses of the first employee questionnaire – intranet content 

idea rating based on interest on the Likert scale (44 respondents) 

 

The desires around communication functionalities for a wider-used intranet were very sim-

ilar to the opinion about the onboarding intranet functionalities. The most popular option 
was commenting, followed by reactions, no functionalities and chatting. Additional 
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comments listed an interesting idea about adding the possibility to do voting or polls, as 

well as signing up for events online instead of through calendar invites.  

 

Lastly, the employee questionnaire had two open questions; firstly, asking what else 

comes to mind about how to develop EA Finland’s onboarding experience. Several re-

spondents wrote about introducing a mentor program to help with IT set ups, integrating 

into the team and providing support in completing first work tasks. Considerations regard-

ing securing sufficient amounts of time for this and a suitable location next to the new hire 

were expressed as well. Several mentionings were also done in regard to a work buddy 

who could help the new hire to socially integrate easier. One theme that popped up was 
more support that is needed around the IT systems and set-ups, especially when it 
comes to licences, programs and tools.  
 

Another clearly formulated line of thought detected was around gathering infor-
mation and knowledge on one forum, including how-to-articles and technical de-
tails, so not everything work-related would need to be figured out by asking others 
or looking for scattered pieces of information. Overall the general onboarding re-
ceived positive feedback, but the work introduction has been perceived somewhat 
challenging. In terms of concrete ideas, content-wise a list of abbreviations was men-

tioned twice and a chat-channel for new hires and some mentors was suggested a few 

times. 

 

The very last question of the survey was an open question mapping out whether the re-

spondents have any additional ideas about how to make the local employee communica-

tion more efficient in general. Support for the intranet idea was expressed, as well as 

role clarity in terms of managers and the administration team should be worked on. A few 

respondents felt there could be more or different kind of information on studio info 

screens. One concern was also in general the lack of written information as 
knowledge is often shared and discussed in verbal format or in the chat. In addition, 

concretely a wish was presented for all employees to add pictures to the chat profiles to 

support getting to know the work community faster. 

5.2 Results of data gathering phase 2 and observations 

In this subchapter the results of the in-depth interviews are reviewed, as well as the obser-

vations. The interview phase of the project is the “data gathering 2” step visualized in fig-

ure 3 on page 49. As explained in the previous chapter, in order to receive a deeper un-

derstanding of how the new hire experience has been for EA Finland employees, the most 
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recently hired 11 staff members were interviewed in depth. The complete in-depth inter-

view questions can be found in appendix 2.  

 

Firstly, the interviewees were asked to describe in their own words how the onboarding 

experience was overall when they joined the company. Overall the general feeling was 

described rather positive and several interviewees mentioned that they felt welcome. 

However, a clear message that was identified was that the contrast to the general 
onboarding of getting to know the workplace and the actual work tasks was big and 
most interviewees encountered problems with the job-related introduction. 
 

The reason for these issues was often described to be due to the lack of work-re-
lated information available, as it was either non-existent or scattered into several 
places. Many also explained how there was no-one to ask questions or guide them, 
as either no-one was specifically assigned to act as a mentor, or people were ab-
sent, or predecessors had left the company. Also, IT and hardware related problems 

were mentioned. All in all, the onboarding experience was described as good, neutral and 

slightly unorganized.  

 

The second question was asking what kind of information needed to be obtained on the 

new hires’ own initiative after the official onboarding was over, in order to start with the ac-

tual work tasks and engage in the teamwork. Here again the fact that work-specific 
knowledge is not documented in one place and information regarding processes, 
practices, tools, pipelines, what programs to use, how to set up the computer and 
from where to obtain what information were concrete matters mentioned many 
times.  
 

Several interviewees also mentioned the need for support material in terms of the 
work community, as it is difficult to remember over 50 names and faces without 
supporting material. In regard to this also the global company structure as well as 
contacts remained speculative and additional information would definitely have 
been needed. For some the actual job tasks and expectations were also unclear which 

inevitably caused delays in getting started with the work tasks. Quite concretely several 
interviewees did not know how to start their tasks and no or little work-related sup-
port in any format was offered, however, several employees responded by saying help 

was usually received when it was asked for. Again, the need for a centralized 
knowledge platform which would contain both general and work-specific infor-
mation in written format was raised. 
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The third question intended to specify why any lack of information was problematic at the 

beginning of the employment and how would it have helped if the needed support would 

have been available. Almost all interviewees who had encountered issues during 
their onboarding mentioned that the lack of documented knowledge had been time 
consuming. A few even described feeling stressed and mentally drained and elabo-
rated that would information and support have been provided, more confidence in 
the new role could have been gained sooner, as well as the ability to prioritize in the 
given role. 
 

Leading the conversation towards the newly to be introduced communication channel, the 

wishes and hopes around the intranet content were discussed next. Generally, the idea 
to design and create an intranet to contain all information a new hire needs was 
perceived very positively. Most interviewees mentioned how work community infor-
mation should contain not only titles and names, but also details about their special 
knowledge and competences, as well as pictures and seating order locations. Sev-
eral also mentioned that a visualization of the organizational chart would be useful.  
 

A subpage format for all competence teams in addition to a general main page 
gained support and interviewees were hoping to have information about local bene-
fits and employee services also added to the page. The wish for separate compe-
tence team pages was mentioned several times. This is because processes and tools 

used vary a lot between the different competence teams and game development related 

practices cannot be specified in detail for all new hires jointly. However, general 
knowledge about the project work; how the team works, what methodologies are 
applied and who is in charge of which process area, was considered relevant in ad-
dition to having the separate competence team pages with further details for tools 
and pipelines for artists, designers, server engineers and the other competence 
team groups. 
 

Details around events and news were not considered necessary additions to the intranet 

by all, as communication around these already takes places in other forums. Tools and 
technical instructions were mentioned by many interviewees to be an important ad-
dition. Concretely also general game development information about clearer sched-
ules and methodologies were welcome in the interviewees’ opinions, as well as 
links to other project and instruction pages on Confluence and EA World. Concerns 

regarding keeping information up to date on the intranet, as well as the risk of an infor-

mation overflow were expressed by interviewees.  
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Almost all interview candidates were of the opinion that if any communication func-
tionalities were to be added to the intranet, commenting only would be preferred. 
Arguments included that questions could be asked this way, and most importantly a page 

author could be notified when some piece of information on the page was out of date. Al-
most in unison the interviewees were of the opinion that in addition to the existing 
chat channel, no interactive communication functions were necessary to be added 
to the intranet. Some respondents thought adding the possibility to react to articles with 

emojis and likes could be a fun, but not necessary, addition. 

 

At the end of the interview ideas for improving the onboarding process overall were asked. 

Almost all interviewees mentioned the need for a new hire mentor program, which could 

systematically help to give active onboarding support to the new hire, especially when it 

comes to getting started with the actual work tasks. Better preparation in the IT and hard-

ware set up matter was also repeated several times. A valuable comment was also that 
if the local onboarding would be more organized in terms of introduction to the 
work tasks, new hires would have more resources to invest in the Game On materi-
als, such as e-learning materials and webinar with other new starters around EA. 
 

Concretely, also a chat channel specifically for new hires was mentioned. A few interview 

candidates also expressed wishes to have information presented to new hires about per-

formance and talent management processes including rewards, compensations and ca-

reer development in general. One joint desire was in general clarity about organiza-
tional roles; knowing who to approach in what type of questions as well as clarity 
of the immediate manager’s role and support function, as well as responsibility ar-
eas during the onboarding process. 
 

The researcher’s diary resulted in helpful notes in keeping a clear mind about the project 

as well as support in planning next steps and communication. To mention some concrete 

ideas that came out of the diary observations were firstly the platform for the intranet, as a 

one of the competence leaders suggested the page to be integrated as part of the Game 

On pages in order to integrate the process better into the global picture of EA. As there 

were technical unclarities how and how fast this could be achieved, it was decided that the 

intranet is at this stage created to Confluence, but that discussions with EA’s LEAP team 

will be started to discuss possibilities to add the page to the Game On site further down 

the road.  

 

Secondly, at one of the project team catch-ups in midst the intranet development phase a 

co-worker suggested the new intranet to be set as the default browser page on all new 
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hardware in order for the new hires to have direct and easy access to the page. This has 

been taken up with IT to be arranged. Even if the researcher’s diary and observations only 

resulted in a few additional ideas or comments to support the project, all in all keeping a 

research diary helped to keep a clear mind throughout the project and its different phases.  

 

Also any development ideas that have come up in casual conversations with the staff re-

garding the intranet content have been noted in the diary, for instance the addition of the 

career development workshop materials which was suggested by the general manager. 

The general observation during the intranet launch was that the initial reactions to-
wards the intranet were very positive and plenty of informal compliments were re-
ceived for it – both the visual look and the content. 
 

As mentioned in the previous chapter, the second set of in-depth interviews with the com-

petence team leaders was left outside of the thesis scope, as these questions evolved 

more around the onboarding process and rebuilding the new hire experience at EA Fin-

land. This data gathering phase refers to the “data gathering 3” step in the project visuali-

zation in figure 3. However, to summarize briefly, 13 semi-structured interviews were con-

ducted with the team leaders, and the finalized interview questions can be found in appen-

dix 3.  

 

The content suggestions for the intranet were discussed, as were ideas around keeping 

the documentation up to date. Furthermore, the implementation of a new hire mentoring 

program, evaluation actions regarding the onboarding process, as well as ownership of it, 

possible risks and open development ideas regarding EA Finland’s onboarding process 

were discussed and documented. This information did not reveal anything that had not 

come up in the staff questionnaire and first set of in-depth interviews, yet was very helpful 

in the development work outside of the thesis scope, where the onboarding process was 

shaped up in cooperation with the local people managers.  

5.3 Development work phase 

The gathered data directed the course of the development actions taken, and thus in the 

thesis scope the local intranet was planned, designed and created in the project manage-

ment software Confluence. This part of the project is called “development work – creating 

intranet” in figure 3 visualizing the entire project on page 49.  

 

The development phase was a team effort run by the researcher, with all the competence 

leaders formulating the project group representing the eight in-house discipline groups 

consisting of art, engineering (client, server as well as development and operations), live 
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operations, design, product management and analytics, quality assurance, development 

work (project management), as well as administration.  

 

Planning and the actual content creation work was distributed within these teams as seen 

appropriate, but communication and meetings happened between the competence team 

representatives and the researcher. The general manager, team manager and game gen-

eral managers were also included in all communication to keep them up to date on the 

project work. All in all, this project phase consisted of planning and creating the 
page content, implementing technical and visual elements, as well as planning 
work around the launch communication.  
 

By going through the collected research data and analysed conclusions drawn out of this 

material, a framework for the intranet needs was agreed on, according to which each 

competence team gathered content for their subpage for the intranet. In addition to clear 

action points regarding content needs, also deadlines and responsibilities were discussed 

jointly. The researcher had put together a presentation for the project team to demonstrate 

the main messages out of the data gathered. Based on this data and its analysis, a con-

clusion was drawn that the intranet would be consisting of separate competence team 

subpages with its own content, in addition to the main page containing knowledge equally 

relevant to all new hires. 

 

The simple guideline presented to the project team for the content was as follows: 

 

Competence team introduction page – please specify 

- Who is part of the team? What are the roles and responsibilities? 

- High-level: What do you do? 

- High-level: How do you work? (high-level description of work process, regular 

meetings amongst the competence team, Slack-channels, email distribution lists etc.) 

 

è target audience: colleagues or new hires that are not necessarily part of your compe-

tence team. Please provide an overview that is of interest to anyone in the studio to 

get an overall understanding of who your team is and what your team does. 

 

Further subpage/s of your competence team site – please specify: 

- What tools are needed, how can they be installed / obtained and put into use? 

- Who are possible external EA and/or other parties your team works with? 

- What do the work processes and practices look like in detail? 
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è target audience: new hire that is joining your competence team. Please explain how 

can they get started and what do they need to know in order to get up to speed with 

their work tasks. 

 

Subsection pages for each competence team were already opened under the intranet on 

Confluence, so content could be added directly to the platform, as page related user ac-

cesses had been granted to the project team. The researcher would take on the responsi-

bility to work on the intranet’s overall visual appearance, as well as the general infor-

mation relevant to all employees and new hires, such as details around the work commu-

nity, local benefits, policies and other useful staff information, general IT instructions and 

other content suggested in the interviews and questionnaire.  

 

The team was instructed to have free hands in terms of the page structure and design and 

exact content, as long as the leading questions above were answered. After all, the desig-

nated competence leader will know what type of instructions and information a new hire 

joining the team might need and could also utilize the data gathered in the staff question-

naire and interviews of which a summary was sent to all project team members. It was 

clarified that no duplication of information should occur, and links to other Confluence 

pages, EA World and other EA networks and software are recommended. 

 

It was recommended to consult newest hires within the competence team to get more de-

tailed insights and inspiration for the content and page structure. Many teams utilized ex-

isting materials that could be found on different places, for instance on the server, other 

Confluence pages, as printed materials or in email format. This type of competence-team 

specific onboarding material most often already existed, but not in one central place and 

thus hardly any team needed to start the content creation from scratch. The project team 

was also instructed to consider a system around keeping the subpage up to date further 

down the road – these ideas would be discussed together at a later stage of the project. A 

joint deadline for the first version of the competence team pages was agreed on.  

 

Regular check-ins with the project group enabled the work to progress and questions to 

be answered. Meanwhile also page visuals, technical issues as well as team communica-

tion were planned and discussed with the lead of the researcher. One of the EA Finland’s 

artists volunteered to work on the graphic design of the page layout and another co-

worker was assigned to act as the technical support person in the intranet project. Also 

global contacts such as the IT support and LEAP team were consulted when needed at 

different stages of the project. 
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Outside of the thesis scope, also the onboarding process was defined and visualized and 

work around the new hire mentor program guidelines and other support tools for hiring 

managers was conducted. A coherent “Tracktwenty onboarding” material package was 

eventually shared with all people managers on an EA internal cloud drive after agreeing 

on the exact content. As this is a guide specifically put together for the hiring manager to 

better support the onboarding program and to create better onboarding experiences for 

new hires, it was not considered appropriate to be published on the intranet. 

 

At the end of December 2018 all the development work was completed as planned for 

version one of the intranet – the “Tracktwenty homepage” – and the grand launch took 

place in the weekly staff meeting on 17th December. A proper introduction to the new com-

munication forum, its purpose and functions were jointly discussed both in face to face 

communication, as well as in written format, as planned ahead. In addition to the intranet 

also the onboarding support material package was finalized, discussed and launched 

within the manager forum of EA Finland both face to face and on the drive mentioned 

above before year-end in 2018.  

 

The intranet main page consists of quick links grouped in appropriate categories, such as 

“studio contacts and information”, “local benefits and insurances”, “health care & sick 

leave”, “studio-wide pages”, “useful staff information”, “IT and general studio information”, 

“studio values”, “time off”, “talent management at T20”, projects “Snowball” and “SimCity 

BuildIt”, “other projects”, as well as a calendar and “studio news” section. At the upper cor-

ner of the page, the competence team pages, as well as contact information of employees 

are visible and easily accessible. For reference, screen shots of the main intranet page, 

as well as two competence team pages (game design and office administration) are visi-

ble in appendix 5.  

5.4 Results of data gathering phase 4 

The last phase of the research project was “data gathering 4” as stated in figure 3 on page 

49. This step provided the final data to answer all research questions, which are analysed 

in the next chapter.  

 

Based on the initial growth plans of EA Finland, an increase in the headcount was ex-

pected to happen in the beginning of 2019. Due to changed circumstances, however, 

these growth plans were postponed further into the future. The original plan was to evalu-

ate the impact of the development actions of this project by interviewing new hires who 

had joined the team in early 2019, after the new intranet and onboarding process had 
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been launched and implemented in order to compare data pre and post development ac-

tions.  

 

As no new employees had joined EA Finland by March 2019, where the post-development 

data gathering was planned to take place, an alternative solution had to be found. With no 

new employees in the company to interview, it was decided to gather data in form of a 

panel discussion. These group interview questions asked of the seven participants con-

sisting of employees who had most recently joined the company can be found in appendix 

4 of this paper. 

 

The first question was about the effects the intranet has had on the onboarding process. 

Employees felt the T20 homepage was very helpful for new hires, as information is 
gathered on the page in a centralized manner that replaces the former problem of 
having to constantly ask people about specific matters and having to find the ap-
propriate contact persons to start with. Panel candidates specifically mentioned that 

for example for engineers the technical methodology related information and instructions 

on their competence team page would be very useful in order to get started with any new 

or basic work tasks. In addition, the development page detailing matters around the 
game project work methodology gained praise, as this is relevant information for 
anyone joining the game development team, regardless of the competence team 
they belong to.  
 

One interviewee from the art team mentioned having received a new work computer re-

cently and finding very helpful instructions on the art competence page about set-
ting up the computer when joining the art team. As specific software, programs and 

licences need to be set up on an artist’s computer, having this information that was 
earlier nowhere documented, saved time and effort in getting the work equipment 
set up to do actual work tasks. The interviewee thus summarized that the intranet can 

be helpful to also older employees and not only the new hires.  

 

One employee from the server engineer team also stated that their competence team 

page includes a section with “field notes” with random pieces of information added to the 

page by the team members, which is a frequently used page amongst the existing mem-

bers of the team. Before, this type of information was shared in the chat, but nowadays 
this knowledge is available for anyone also joining the team further down the line, 
or for someone who was not present when the information used to be shared on 
the chat. Also other interviewees mentioned that they had started to add information on 
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their intranet competence team page instead of the chat, so information is shared more 

efficiently internally, according to the discussion group.  

 

Furthermore, it was mentioned, that the new intranet overall is mitigating the need for 
guessing, asking and finding out information on an employees’ own initiative, 
which was perceived as a very positive impact. The group interview candidates also 

felt that the intranet is easy to use, and the structure is clear and that there is no 
barrier to obtain or add information to the page. Some page contents were detected to 

be missing or incomplete, but the interviewees felt that this is something that can be de-

veloped further. As the author of a subpage is visible in Confluence, the information 

seeker – either new hire or older employee – would at least know who to approach with a 

question regarding some information that is missing on the page.  

 

The second question was targeted at the content and the functionalities of the intranet and 

how they meet with the needs of a new hire joining the company. The interviewees 
thought that the relevant page content is easy to access and find. When looking for 
more detailed information regarding processes or tools around work tasks one can 
easily choose the appropriate competence team page from the main page menu 
and either read through everything to get kickstarted or look for specific infor-
mation.  
 

This, however varied between competence team pages, as for example it was found that 

for instance on the art competence page the details around the technical 3D processes 

were missing – this is highly relevant information for a new 3D artist. It was again stated 
that the actual platform of the intranet and structure are useful and clear, but that 
some content is missing that could be added to complete the information shared.  
 

Several interviewees agreed that the information about the working community was 
an essential new addition that did not exist before; having a structured page with 
every local employees’ photo, a description of their expertise area, and a link to the 
seating order map was considered helpful and easy to use. Also, the main page in-

cluding the general information for example regarding health care, local benefits, a 
list of commonly used acronyms or meeting room booking practices was perceived 
a very welcome improvement that meets the new hire needs. The only interactive 

communication function, commenting, that is integrated to the intranet was consid-
ered helpful in terms of asking questions, highlighting information that needs to be 
updated or sharing own tips. The group also found it positive that anyone can add 
to or change subpage content, as it lowers the barrier to share information openly.  
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Thirdly the panel group was asked how the intranet contributes to the company’s em-

ployee communication overall and in general the interviewees felt the intranet has had 
positive effects due to the simple fact that before the launch of the intranet there 
has been no internal electronic platform containing information to share and obtain 
from at EA Finland. A few specific topics the interview candidates mentioned were the 

studio calendar on the main page of the intranet, as it shows immediate attention 
needing matters. Also, the links to the weekly studio news, as well as the archive 
containing the weekly staff meeting minutes were considered helpful, if something 
needed to be checked later on.  
 

The weekly staff meeting minutes are also shared per email on a weekly basis and the 

material is considered to be easier accessible through this communication channel, if for 

example someone was absent during a specific meeting. However, if some detail would 

need to be looked up afterwards, it is easy to search for the minutes of the meeting in 

question through the online archive, to which a link is available on the intranet. Again, it 

was highlighted that the positive impact of the T20 homepage is to have a centralized 
forum for all information – there is no need to guess or remember where to go and 
look for information.  
 

One interviewee also elaborated how they did not know about company discounts in spe-

cific lunch restaurant and that this information was shared to him via the chat, as a link to 

the intranet where this information is listed. The interviewees thought this was a good ex-
ample to demonstrate how there is a lot of “silent knowledge” within an organiza-
tion that is actually helpful to a wider audience, when documented somewhere. 
Some employees also stated that as they had already joined the team a year ago, they 

did not find a lot of news on the intranet they did not already know about but emphasized 
the usefulness of the communication platform for new hires specifically.  

 

The next question was about further development needs and how this new communica-

tion forum could better support all employees – not only new hires – going forward. Firstly, 

interviewees thought it would be a good idea to remind the local staff about exist-
ing material in order to properly integrate the intranet into the everyday work rou-
tines at EA Finland. As this is a new communication forum, the older team members are 

not necessarily yet used to visit the page, so more reminders about its existence would be 

helpful. Some improvement ideas to benefit all employees were also given for the main 

page which contains information relevant to all employees.  
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Group interviewees suggested that a blog-type section could be added to the main 
page of the intranet to include summaries and mentionings of EA global changes 
and news, for example new tools taken into use globally. Recently EA had started to 

use Zoom instead of Skype Business for instance, and a while back also Google Drive 

was introduced company-wide at EA and security policies keep being updated in regular 

intervals. Interviewees find it difficult to stay on top of these updates, as so much global 

email communication occurs and filtering out the relevant bits of information can be diffi-

cult. Even if these matters are mentioned in the weekly staff meeting, the documentation 

is missing in a place that is easily accessible in the interviewees’ opinions, as digging this 

kind of details out of the meeting minutes can be time consuming, when the details could 

be on the front page of the intranet directly. 

 

Also, finding specific information in the wide global EA World intranet was perceived chal-

lenging. Thus, highlighting global updates and changes in practices and tools would 
be a welcome addition on the local intranet main page. In general, also more links to 
globally used pages, such as the HR tool Workday would be beneficial to be added 
to Confluence. This could be for example in the form of “quick links to globally used 
EA tools” or something similar. 

 

It was also mentioned that the blog part of the intranet, or perhaps a separate section, 
could also include links to conference trip summaries. EA Finland has a routine of 

hosting presentations after conference trips, where the employees attending conferences 

or other business trips can share their learnings and the most relevant insights of these 

trips. Unfortunately, no documentation is shared about these sessions and one improve-
ment idea for the intranet was to add this type of presentation materials on the main 
page under a section called “things that are currently going on” or similar. This sec-

tion could be close to the link to the weekly studio news which are more on a general 

need-to-know practical level.  

 

The interviewees also suggested that the intranet could have some technical addi-
tions, if possible, in Confluence. Especially on the competence team pages a “popular 
items” or “pages that have been most often visited” tags could be added to guide the 

target audience better. One interviewee furthermore suggested to have a second com-
menting field added to the page architecture that could capture improvement ideas 
for the page content. The reasoning for this was that not every page viewer has the time 

or knowledge to add specific content, but could this way easily highlight the fact of some-

thing missing and this could be picked up by the competence team leader in charge of the 

subpage in question. Overall also keeping the existing content always up to date was 
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considered an important action by the interviewees in order to keep the page bene-
fitting the entire team going forward.  
 

When asking the panel group about the concerns or risks they see in regard to the intra-

net as a communication forum, the biggest concern was clearly keeping the content 
constantly up to date. This was considered a big risk, as old or incorrect information can 

make the communication platform unorganized and confusing in the interviewees’ opinion. 

One candidate mentioned that in their competence team some members are very active in 

adding information and keeping their sub-age content up to date, whereas others are ra-

ther passive. They interviewees agree that it can be challenging to motivate everyone to 

constantly work on the intranet content, but that having assigned responsibilities here 

might help.  

 

Another issue regarding old content was also considered to be employees who 
leave the company, as their online articles might need updating at later stages and in 

some cases the relevant knowledge to do so is not existing in-house. Giving instructions 

and planning the future of that specific content should be a part of EA Finland’s offboard-

ing process, but this has not been considered at all yet, as the intranet was only just intro-

duced.  

 

One interviewee stated that keeping content up to date is a general risk any wiki page (a 

page that allows the readers to update and add content) encounters and that there is no 

ultimate solution to this problem other than working to maintain the page. The interview-
ees considered that constant reminders through the competence leaders for in-
stance would help to solve this issue at EA Finland.  
 

Other concerns that were raised were the page becoming too cluttered with infor-
mation, as the layout of the intranet needs to remain clear and user-friendly in order 
for it to benefit the team as a communication forum. It was also raised that the page 
needs to be easy to use and effortless, and for instance too much clicking to find 
the information the viewer is looking for was considered a problem. Several inter-

viewees highlighted the risk of the intranet being considered a replacement for the face-to-

face onboarding and getting to know work tasks and the team members. The candidates 

thought that having the intranet is a great support for the onboarding but think that per-

sonal guidance and mentoring especially in regard to work tasks should not be forgotten.  

 

The second last question was for any open development ideas on how to make EA Fin-

land’s employee communication more efficient. The interviewees confirmed again how 
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they see the intranet as great communication forum addition which was missing be-
fore; at EA Finland a lot of communication is done verbally which is considered 
good, but for history keeping an electronic, central platform is essential. Not having 

records of discussed or learned matters is a barrier also for remote work, which is a con-

stant discussion at EA Finland (no remote work is conducted as a rule due to the heavy 

emphasis on team work). The intranet was considered to be an asset also as a tool 
for knowledge sharing.  
 

Additional ideas were that meeting minutes could be shared, for instance via the intranet, 

in general more, as currently only the weekly staff meeting minutes are shared to all via 

email and the homepage. The interviewees thought this would benefit both new hires, as 

well as the existing team members, as people are ill, on business trips or on holidays and 

information still needs to flow. Additional employee communication development ideas 

were physical, digital meeting room calendars outside of meeting rooms as the calendar 

booking system via the email account is not considered very user-friendly.  

 

In the additional open comment section of the interview candidates were expressing 
their positive feelings towards the development project and described the intranet 
as a fun, great and helpful new communication forum. One interviewee thought the 
page strengthens both the competence teams’, as well as the studio’s identity over-
all.  

5.5 Summary of the findings 

The case study approach with mixed methods was used for this thesis. The objective of 

the research was to gather data to understand how the employee communication at EA 

Finland could be improved, and more specifically from the new employee perspective by 

introducing a new communication forum - an intranet. As part of the project one of the 

goals was also to answer the research questions. Outside of the thesis scope the 

onboarding process was clarified and new support methods to develop the onboarding ex-

perience were established in cooperation with the people manager.  

 

The required data was gathered by several techniques. Firstly, a company-wide question-

naire was published after which two sets of in-depth interview rounds were organised with 

those employees who had most recently joined the company, as well as with the compe-

tence team leaders. In addition, observations were made in form of a researcher’s diary. 

After the development work was executed based on the collected data, a post-develop-

ment phase panel discussion was arranged amongst the group of employees who had 
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most recently joined the company. Data was analysed using Webropol’s graphs and visu-

alizations, as well as text coding and categorization methods to detect patterns and direc-

tions. The analysed data was reflected upon the theory and used as a base for the devel-

opment works, as well as for drawing conclusions for further development needs at the 

end of the project.  

 

The research results indicate that when it comes to employee communication at EA Fin-

land, improvements were urgently required around the onboarding process. Overall EA 

Finland’s employees were rather satisfied with their onboarding experiences so far, but 

clear improvement needs were detected in the work-related onboarding practices, in 

terms of missing or scattered documentation as well as lack in personal support and guid-

ance. It was decided to create an intranet to support employee communication during 

onboarding better. Desired content for the intranet was competence team-based sub-

pages containing knowledge about work processes, practices, responsibilities and tools.  

 

Also it was considered important to add to general staff information facts about local bene-

fits and employee services, as well as details about the employees and work compe-

tences. Commenting was considered a welcome addition to the intranet, but except for 

this functionality, no big interest was shown in other options. Furthermore, a chat channel 

for new hires, as well as a new employee mentor program were concrete suggestions re-

peatedly mentioned in the data. In addition, clarity in manager roles and responsibilities 

and the wider use of the office info screen were mentioned.  

 

The development work to create the intranet was done in cooperation with the compe-

tence team leaders, out of which the project team consisted in addition to technical and 

artistic support contacts. The intranet was created based on the analysed team needs, 

and the page was launched according to the planned schedule.  

 

All in all, the intranet was considered to have a positive impact on the local employee 

communication overall in terms of knowledge and information sharing, especially for the 

new hires as part of their onboarding. The main intranet specific content and communica-

tion functionality needs of the employees were considered to be met in the development 

work; however, some further content development was still required. Concrete content ad-

ditions to support the entire team also going forward were shared within the data collec-

tion phase at the end of the project, and the biggest risk or concerns were around keeping 

the intranet content up to date, as well as maintaining a clear and user-friendly page struc-

ture.  
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6 Discussion 

This final chapter of the thesis is analysing the research results and development work im-

pacts in reflection to the theoretic framework, resulting in conclusions. In addition, the 

trustworthiness and the ethical viewpoints of the study are examined. Based on the con-

clusions of this research, additional development ideas and suggestions for further re-

search are presented. Finally, the thesis process and learnings are evaluated in the last 

part of this chapter.  

6.1 Considerations of results  

To summarize the results of the research, the research questions are answered below.  

 

RQ. How to develop employee communications to support the onboarding process at EA 

Finland?   

 

The main development area when it comes to employee communication at EA Finland 

was detected to be during the onboarding process, when communicating with the new 

hires. This was determined when the need for the research project was established by ob-

servations. In addition, this point of view is confirmed in the first round of data collection 

(“data gathering 1” in figure 3 on page 49), the staff questionnaire. Even though the ques-

tionnaire was created based on the assumption that communication needs to be strength-

ened during the onboarding process specifically, the open questions around developing 

local employee communication overall at EA Finland confirm the need to work on this 

area. In more detail, the development action to be taken to support both new hires, and all 

employees better in the long run, was building a local intranet as a new communication 

forum. This was supported by the employees of EA Finland through the staff survey and 

in-depth interviews, as well as the post-development panel discussion and the theory.  

 

RQ1. How does the new intranet contribute to EA Finland’s employee communication as 

part of the onboarding?  

 

The post-development work panel discussion disclosed that the new intranet, the 

Tracktwenty homepage, has had a positive impact on obtaining and sharing internal 

knowledge, as well as in supporting the onboarding of new hires in general at EA Finland. 

In the employees’ opinion the new communication forum saves time, as both general and 

competence team specific information is centrally gathered in one electronic platform. The 

page was considered easy to use, with the main page including quick links to generally 
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relevant information, as well as the competence team specific subpages with more infor-

mation on actual work processes and tools. For example, the work community related in-

formation on the intranet was considered helpful in terms of supporting face to face com-

munication during onboarding. Even though some of the intranet content still needs com-

plementing, the forum was considered an asset for both new hires, as well as existing 

team members. New hires can receive useful information in getting started with their work 

tasks from the intranet, which was evaluated to reduce stress levels and uncertainty as 

well as support learning. The new intranet motivates older employees to share knowledge 

more actively and openly, as anyone can contribute to the page content.  

 

RQ2. What kind of content and communication functionalities are required on the new in-

tranet?  

 

Through the staff questionnaire (“data gathering 1” in figure 3 on page 49), as well as the 

in-depth interviews (“data gathering 2” in figure 3) it was established that the employees of 

EA Finland consider firstly, information about local working practices, such as competence 

team responsibilities, processes and tools important content. Secondly, descriptions on 

local work processes such as project work methods and design, thirdly details around lo-

cal benefits and employee serves such as fringe benefits, health care, insurances, wellbe-

ing matters and office rules as well as lastly, information about the local work community, 

such as the team member names, pictures, roles, contact details and seating order loca-

tion were reviewed almost equally important content to be added to the intranet. Less im-

portant, but yet described as “slightly important” was content about studio news, as well 

as communication about local events and happenings. Commenting is the only communi-

cation function considered relevant for this communication forum, mostly for the purpose 

of keeping page content up to date or asking additional questions. 

 

RQ3. What kind of content and functionalities are needed to further develop the intranet to 

support all employees better?  

 

During the post-development work panel discussion (phase “data gathering 4” in figure 3 

on page 49), it became evident that the intranet content and functionalities are considered 

to already partially support all employees with the current content. New content to support 

the employees better in the long run could be global news and updates about new EA-

widely used tools and policies, and quick links to globally used platforms is general. Also, 

a section to share conference trip presentations in a blog-type format and some technical 
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additions like “popular item” or “pages people have often visited” tags were desired. In ad-

dition to a second commenting box for improvement ideas, no further communication 

functionalities were considered to be important to be added at the moment.  

 

All in all, the research questions were answered during the project, and the outcomes of 

the development work were overall perceived to have a positive impact on EA Finland’s 

employee communication from the onboarding perspective. A more detailed analysis of 

the conclusions follows in the below subchapter.  

6.2 Research conclusions 

The communication channel choice was based on the existing research around the topic, 

as well as suitability fit for the company culture at EA Finland. As a gaming company, the 

most convenient written employee communication forums are digital, as the target audi-

ence prefers digital messaging and has advanced technological skills. Both Men’s (2014, 

279) and Welch’s (2012, 250) studies suggest that even if the communication channel 

preference of employees might vary depending on the target groups demographics, back-

grounds and attitudes, electronic communication forums are clearly more popular that 

printed media when it comes to written communication this day and age. The base for the 

communication channel consideration at EA Finland was the usability aspect, and the ac-

tual communication needs at the company, with a specific focus on onboarding support 

and knowledge management.  

 

As Snyder & Lee-Partridge (2013, 417 - 418) confirm, the ability to share solutions, inno-

vations and knowledge company internally is essential in a knowledge-centric society, and 

thus a codification strategy where technological applications are used to assist in saving, 

codifying and recording knowledge for example in form of an intranet is sensible. As es-

tablished in detail in the third chapter of this paper, the onboarding process should be cre-

ated with the objectives to reduce levels of uncertainty and stress, to support learning and 

long-term employee engagement (Ellis & al. 2015, 205; Ashforth & al. 2007, 458-459; 

Saks & Gruman 2018, 13) – an intranet was considered to be a useful communication for-

mat to support these objectives at EA Finland. 

 

Usability elements that were taken into account in the communication channel choice at 

EA Finland were based on Welch’s (2012, 251) study were the option to save material, 

store and retrieve it quickly, as well as obtaining information and sharing it online were 

found to be employee preferences when it came to internal communication. Morell (2015, 

145) supports this argumentation by confirming that an intranet is recommended for com-

panies planning to save documentation, distribute ideas as well as provide support for 
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completing work tasks and also emphasizes how it can be a valuable channel for strategic 

knowledge management. The intranet was in addition chosen as the appropriate commu-

nication channel to support receiver-controllability to strengthen acceptance of the actual 

content published there, as researched by Welch (2012, 251). 

 

As other electronic communication means such as an info screen, email and chat were al-

ready in use at EA Finland, an intranet was considered the most suitable option as a new 

employee communication channel, considering the company needs in regard to the 

onboarding support specifically. As a conclusion it can be confirmed that the newly cre-

ated communication channel choice of introducing an intranet to EA Finland was the result 

of careful consideration of local needs, as well as support from the existing theoretical lit-

erature around the topic.  

 

In terms of the main research question, this development solution can be reviewed as an 

appropriate choice for EA Finland, considering the support the improvement idea gained 

in the staff questionnaire and in-depth interviews, as well as the positive reactions that 

were observed during the launch of the intranet and that were verbalized during the panel 

discussion afterwards. Based on the research results, the introduction of this type of com-

munication forum can be generally recommended to businesses with a similar user demo-

graphic, when support is needed for employee communication from the onboarding per-

spective specifically. 

 

As Morell (2015, 145 – 146), Snyder & Partridge (2013, 418) and Welch (2012, 252) all 

agree, the target audience needs to be consulted when it comes to the messages that are 

planned to be communicated via the chosen communication channel – the content must 

meet the employees’ needs and the communication channel in order to be effective. With 

the main objective to enhance EA Finland’s employee communication, this gave strong 

grounds to include the employees in deciding about the intranet content and functionalities 

that were to be introduced. These answers are captured clearly in RQ2 and partially RQ3 

and were the baseline for planning and creating the actual intranet content.  

 

The answer to RQ1 suggests that the intranet has had a positive effect on the employee 

communication at EA Finland from the onboarding point of view by introducing a new way 

of communication. Specific impacts have been reduction of uncertainty and stress levels 

and support for learning. Supporting learning and reduction of uncertainty levels by provid-

ing required information in a clear manner was mentioned directly by the research partici-

pants, and reduction of stress levels is an interpretation reflecting on the onboarding the-

ory.  
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According to the theory, one objective of effective onboarding is stress reduction, in form 

of reducing uncertainty about job expectations, the new organizational environment, as 

well as people and cultural aspects (Ellis & al. 2015, 2014). As research participants con-

firmed to have felt stressed out during their onboarding due to the lack of available infor-

mation around work practices, responsibility areas and tools, and indicated this risk to 

have been mitigated after the intranet was launched, it is reasonable to conclude, that EA 

Finland’s new intranet does reduce stress levels during onboarding.  

 

Even though companies should strive to build their employee communication as dynamic 

relationships between different parties of an organization, not all forms of communication 

need or can be two-way in their nature. Men (2014, 268) writes about symmetrical com-

munication that a company should aim for – a communication style that promotes trust, 

information and network symmetry as well as adequacy and happens in channels that al-

low instant feedback, listening and discussion on the spot.  

 

Yet as Morell (2015, 146) states, an intranet is for the most a one-way communication 

channel most often built for team members to receive knowledge and information from. It 

is possible to add some interactive communication functions into the page software - for 

example in EA Finland’s case anyone is able to contribute to the page content, in addition 

to submitting comments – yet an intranet is not considered an interactive communication 

forum.  

 

As Ruck (2015, 49) emphasizes, one of the outcomes of effective employee communica-

tion is to gain understanding, as team members must comprehend processes and chang-

ing factors in the company value context in order to function in a productive manner. From 

this point of view, it gets clear, how feeding information to new hires especially at the be-

ginning of an employment is essential – even with the help of a one-way communication 

forum.  

 

As onboarding is a crucial learning phase for employees that aims to reduce uncertainty 

and stress levels, as well as to strengthen employee engagement in the long run, the in-

tranet at EA Finland supports employee communication to be exercised for these pur-

poses. As established in the questionnaire, face to face communication during onboarding 

is considered the most important way of communication during onboarding according to 

EA Finland’s employees; the meaning is not to replace any of that with introducing the in-

tranet, but rather to support the communication from the learning and knowledge sharing 

points of views in written format.  
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The research data indicates that the impacts of the intranet have been positive when it 

comes to onboarding, but one matter that needs to be taken into account is that none of 

the employees who were interviewed in the panel discussion group had joined the com-

pany after the new communication channel was introduced. As due to the changed cir-

cumstances no new hires had joined the team after the intranet was launched, there was 

no other option than to interview employees who had already gone through their onboard-

ing programs.  

 

However, reflecting on the theory mentioned above, and considering the feedback about 

the usefulness of the content on the intranet given by the group interview candidates, it is 

unlikely that the research results would be completely different, if actually new hires would 

have been interviewed. Especially keeping in mind that all the content was created based 

on the employee feedback that was thoroughly gathered and analyzed. Still, this aspect 

needs to be taken into consideration when evaluating the validity of these research re-

sults. 

 

Even though RQ1 asks specifically about the impacts of the intranet from the onboarding 

perspective, the research results suggest that positive effects have also been detected in 

terms of knowledge sharing among the entire team. According to Snyder & Lee-Partridge 

(2013, 419) trust and a shared goal are key components when discussing knowledge 

management, as employees are more likely to share their knowledge, when they can trust 

others to reciprocate this. The argument of enhanced knowledge sharing possibilities is 

also supported by the feedback provided during the panel discussion, where information 

was stated to be shared more actively within teams since the intranet was launched. It can 

thus be concluded that the new intranet supports learning and sense making, as re-

searched by Ashforth & al. (2007, 458-459).  

 

But also, the company culture impacts the knowledge distribution, as a strong, collabora-

tive culture lowers the requirement for reciprocity (Snyder & Lee-Partridge 2013, 420). It 

seems that EA Finland’s company culture had an effect on the creation of the intranet’s 

content, as the staff participated actively in contributing to informative intranet content with 

the lead of the competence team representatives. 

 

In final conclusion, it should be highlighted that the employees – the target audience of the 

new communication forum – were actively included in creating the content of the intranet, 

which has been perceived as an asset when it comes to the employee communication 

during the onboarding process specifically. However, the intranet should only be consid-

ered an additional communication means as part of EA Finland’s onboarding program and 
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is specifically designed to help with reducing stress levels by lowering levels of uncertainty 

and supporting learning. Knowledge management is another point of view that is sup-

ported by the intranet and affects the entire staff of EA Finland - not only the new hires. 

Sharing knowledge is vital when new employees join a company, but also in terms of de-

veloping the existing staff’s competences to ensure business success. 

 

Even though content and comments can be submitted via the intranet by any member of 

staff, the intranet is considered a mostly one-way natured form of communication, sup-

porting the other face to face communication, such as new hire mentoring, introduction 

during the first week, as well as email and chat communication. The collaborative team 

culture at EA Finland contributed to the success of creating the intranet, even if the quality 

of the content does vary between competence teams. To generalize, the statement from 

above can be repeated, as this type of employee communication enhancement can work 

for similar organizations with a same type of target group demographic, but with an em-

phasis on content and intranet structure, that specifically meets with the target group’s 

needs.  

 

One of the main topics of the theoretical framework is employee engagement, as it is 

studied to be one of the effects of successful employee communication. As established in 

chapter three, employee engagement is extremely important for organizations, as employ-

ees who feel safe in their organizational environment are able to be confident, creative 

and the most productive versions of themselves (Kahn 2010, 25). Research proves that 

well executed and managed employee communication has positive effects on employee 

engagement levels (Welch 2011, 339). 

 

As part of a larger scope, theory suggests that communication that supports organiza-

tional commitment, a sense of belonging, as well as awareness of company changes and 

understanding the evolving company goals in combination with effective leadership com-

munication builds employee engagement through different components (Welch 2011, 

340). Speculatively, EA Finland’s intranet could potentially enhance feelings of organiza-

tional commitment, sense of belonging, awareness and understanding in effect of lowering 

levels of uncertainty and stress, but this has not been proven in this research.  

 

Also, leadership communication has not been studied at all during this project. It is, thus, 

not possible to conclude if the intranet has had any effects on EA Finland’s employee en-

gagement levels. However, the positive results confirming that employee communication 

was enhanced from the point of view of the onboarding could possibly indicate a positive 

impact also on the employee engagement levels.  
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In the longer run, when considering long-term goals of EA Finland’s onboarding, positive 

effects on employee engagement are of course desired. Yet considering the scope and 

available time for this research project in question, it was not realistic to measure effects 

on employee engagement, but rather studying the impacts on the perceived employee 

communication – especially as the intranet and new hire perspective are only parts of the 

big picture of EA Finland’s employee communication overall. Still, this project gives a 

helpful base for further development actions and research of a wider scope that can be 

conducted in future.   

6.3 Suggestions for further research and development needs 

When only considering the aspect of employee engagement through the onboarding lens, 

a similar conclusion can be drawn as mentioned above regarding further research down 

the road about employee engagement overall. Again, thinking of the longer-term benefits 

of functional onboarding processes, employee engagement comes to play. As Saks & 

Gruman (2018, 19) write in their research, reducing stress levels and uncertainty can in 

fact be effects of successful onboarding programs also recognized in this thesis, but when 

taking the impact desires one step further, employee engagement comes to the picture. 

Thus, the objective of great onboarding should at the end of the day be maintaining work 

engagement, as this is a longer lasting benefit to the company also supporting talent re-

tention (Saks & Gruman 2018, 19).  

 

It would be interesting to test Saks & Gruman’s (2018, 23) socialization resources theory 

in practice at EA Finland, and measure fluctuation in engagement levels over a longer pe-

riod of time. This process would include new hire support measures conducted already 

before they join the company, and at least one year into their employment, as well as 

evaluations of the actions’ impacts on employee engagement. This would be a much 

larger project than this thesis and would require sufficient time and other resources. If this 

kind of bigger research project could be kicked off at EA Finland, it might also give the op-

portunity to actually measure impacts on staff retention rates.  

 

Hargie & Tourish (2009, 11) have researched how effective communication and higher 

levels of employee engagement can increase employee retention rates and productivity. 

Realistically thinking, a project of this scope would probably only be possible at EA Fin-

land after some company growth has occurred – also in general considering the unpre-

dictable nature of the mobile game business, executing a project of this range might not 

be possible. 
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When looking into realistically doable future research possibilities and development needs 

of EA Finland, some thoughts are reflected from the panel discussion data; firstly, for sa-

voring the positive impacts of the development work conducted in the scope of this pro-

ject. The biggest concern the group interviewees had regarding the intranet and its bene-

fits, was the page content not staying up to date.  

 

As also one of the interviewees stated, this is a common issue when it comes to 

knowledge sharing platforms - Morell (2015, 151) emphasizes that the intranet users need 

to be able to trust the content to be accurate and recommends content to be reviewed 

regularly. Also Snyder & Lee-Partridge (2013, 419) highlight that it is difficult to distribute 

information in company environments because of potential challenges with flexibility of the 

employees, evolving organizational structures, unfolding role definitions, having people 

leave the company and especially time pressure. A risk analysis could be done in terms of 

these factors and a plan could be put in place to tackle these challenges. 

 

To ensure the positive effects of the intranet as a communication forum at EA Finland also 

in future, the content definitely needs to be managed. Regular reminders for the re-

searcher’s content to be updated are already set up, but in addition, competence team 

leaders will be reminded in upcoming team leader meetings about this. Also, when a new 

employee is informed to be joining the team, this is a suitable time to check the intranet 

content is up to date.  

 

In addition, constant feedback about the intranet should be obtained from the target audi-

ence, in order to benefit from the forum, and in terms of this, perhaps an annual staff sur-

vey around the intranet and improvement ideas could be introduced. After all, Snyder & 

Lee-Partridge’s (2013, 418) research does indicate that the richness of a communication 

forum, the communication environment generally, as well as the fact of how colleagues 

perceive a channel influence the communication channel choice of employees.  

 

As the aim for EA Finland’s intranet is to be a communication channel benefitting all em-

ployees, meeting the target audience’s current and evolving needs is crucial, or alterna-

tively other communication forums need to be introduced according to the requirements 

and changes. After all, choosing the right communication channel, in addition to adding 

appropriate content is crucial in employee communication, as communication that is not 

designed according to its target group’s preferences can create barriers for effective em-

ployee communication (Welch 2012, 253). 

 



 

 

81 

Also, new data could be collected once new hires have joined the team. This could be 

done in the form of a questionnaire, as originally planned for this thesis project – when the 

questions are designed based on the staff questionnaire of this thesis, data can be com-

pared to see how people used to describe their onboarding experience overall, and from 

where they have obtained specific knowledge from. This could bring valuable and unique 

insights for further improvement work around the intranet, and onboarding process in gen-

eral.  

 

The improvement of the onboarding process overall is another further development area. 

As explained earlier in this paper, the development work at EA Finland was wider than the 

scope of this thesis, as in addition to the intranet also the onboarding process was clari-

fied and visualized, and supportive material was compiled for the people managers, in-

cluding a new hire mentor program and other supportive tools. Once new employees will 

be joining EA Finland, the impacts of the newly introduced onboarding process need to be 

evaluated, in order to develop the process further.  

 

As the long research span is a challenge when it comes to measuring fluctuation in em-

ployee engagement a result of the new onboarding program, as mentioned before, shorter 

term impacts, such as perceived company commitment, innovativeness or sense of be-

longing could be researched at EA Finland. These are all proven to be impacts of effective 

employee communication by Hargie & Tourish (2009, 11).  

 

One more specific research area, more suitable for instance for a master’s thesis, could 

also be researching the impacts of the newly introduced new hire mentor program on the 

onboarding experience. Hargie & Tourish (2009, 18) implicate that employee engagement 

is a balance of individual and joint needs, and thus in addition to clear general employee 

communication, employees must also understand on an individual level how they are ex-

pected to contribute to joint goals.  

 

As this thesis research already proves that the specific work-related, individual, introduc-

tion has been weak at EA Finland, and plenty of research, for instance done by Ellis & al. 

(2015, 222), Mathieu (2006) and Knight (2013, 220 – 221) proves that fostering strong re-

lationships is an important part of onboarding, the mentor program at EA Finland could 

potentially have a big impact on the overall perception of the local onboarding process, 

when designed to suit the company culture.  
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From a wider employee communication point of view, it would furthermore be interesting 

to research the effectiveness of the leadership communication at EA Finland and its im-

pact on the employees, as this has never been studied before. Leadership communication 

is considered to have a significant effect on empowering employees and employee satis-

faction rates and requires a dialogic relationship with the employees (Men 2014, 282; Har-

gie & Tourish 2009, 7). Especially at a company with quite a new people manager net-

work, researching leadership communication might lead to improvement suggestions that 

could benefit EA Finland overall.  

6.4 Trustworthiness and ethical viewpoints 

Ojasalo, Moilanen and Ritalahti (2009, 48) summarize that in a work-based research pro-

ject the combined ethical rules of doing science, as well as the business world apply. The 

goals of any development project should be morally appropriate, the work should be done 

honestly, thoroughly and carefully and the consequences should be considered beneficial 

in practice. All in all, the same ethical guidelines apply in doing research, as in society and 

interacting with people generally - as development work always evolves around human 

action, shortcomings and constrains of the researcher will also affect the actual work. 

(Ojasalo & al. 2009, 48.) 

 

In order to ensure ethical viewpoints were taken into account in this research project sev-

eral concrete actions were taken throughout the project. It was ensured of EA Finland that 

the project was permitted to be conducted and allowed to be published, and whether any 

contract documentation was required from the legal point of view. A written confirmation 

from EA Finland’s legal counsel, as well as the general manager have been obtained for 

the company’s permissions about the thesis itself and the permission to publish it under 

the company’s name. The company’s general code of conduct related practices were nat-

urally applied also during the development project in terms of protecting company-confi-

dential information, respectful treatment of co-workers, as well as other rules for instance 

around conflict of interest.  

 

At all stages of the thesis project, work was conducted in a thorough, conscientious and 

honest manner, including paying attention to confidentiality issues and open communica-

tion with anyone participating in the research. Fisher (2010, 74) describes how in fact in-

formed consent is one the key issues in research ethics and elaborates how all partici-

pants in a research project should give their consent to participate while fully understand-

ing what their participation in the project includes, as well as what the use and purpose of 

the research is.  
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The above was done during the thesis project in question by asking employees to partici-

pate in the data gathering rounds (survey, interviews and panel discussion) on a voluntary 

basis, and fully explaining the reason for the specific data being gathered, as well as the 

justification about what the data was used for. Project goals and objectives were brought 

up and repeated at every data gathering point, and also shared in writing. Anyone who 

was not interested or willing to participate in the project was left alone and no persuasion 

has taken place.  

 

There were no issues in terms of role challenges, as the researcher is not in a people 

manager position. Fisher (2010, 75) describes this as one of a more frequent challenge 

during master level projects at work, as in some cases the researcher cannot be sure the 

employee’s consent to participate or to give honest answers was freely given based on a 

neutral decision. 

 

All research data was handled in a confidential and anonymous manner. The staff survey 

was conducted in electronic format, and before launching it, the questionnaire was tested 

to ensure no personal details based on which a respondent could be identified from is 

communicated via the tool. The in-depth interviews, as well as the panel discussion were 

recorded with each participant’s individual consent and the recordings were stored in a lo-

cation only the researcher has access to, without mentioning the interviewee’s names – 

no other personal data was collected during the project. It was also mentioned at every in-

terview that the recording could be interrupted at any point during the interview, should the 

employee ask for this, as described as proper ethical behaviour in qualitative research by 

Fisher (2010, 81). 

 

Objectivity is a challenging ethical aspect, as it can be difficult as a researcher to be fully 

objectives with specific outcome desires and objectives is mind. This is why it is important 

to be transparent in documenting the parts of the project that describe collecting and ana-

lysing data and how interpretations were made out of the findings. This allows the reader 

to make own judgements about the research material and evaluations about the data be-

ing fairly interpreted. This can also be tested by using one of the research participants or 

someone similar to the involved employees and asking for their point of views on how the 

research material, findings and conclusions are presented. (Fischer 2010, 82.)  

 

By writing a detailed and rich description of the data collection methods, findings and anal-

ysis, along with the interpretations and supporting any suggestions with solid argumenta-

tion and referring to literature where appropriate, the reader of this thesis is given the pos-

sibility to draw same or similar conclusions out of the data. Even if the reader would not 
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agree on the conclusions, at least this method offers to understand how the available data 

has been taken into account from the researcher’s point of view. Any existing theory that 

has been used in this paper has been referred to by the official thesis instructions to clarify 

the sources of information.  

 

A person from both within and outside of EA Finland have read through the thesis and 

were asked to comment on the ethical conduct in the paper in order to test the viewpoints 

and methods applied. The questionnaire, as well as all interview questions were also 

tested separately before launching them with colleagues from within the organization to 

ensure employees from the same organizational context consider the data gathering 

methods ethically appropriate, and understandable content-wise. Ethicalness to any re-

search project is essential, and based on the above listed evidence, different viewpoints 

around it have been thoroughly taken into account in this thesis.  

 

Validity of a research refers to the truthfulness of the research methodology as well as re-

sults and depends on the researcher’s capability and endeavour. Ghauri and Gronhaug 

(2010, 210) write about validity in research and state it can be evaluated based on the re-

search being descriptive, interpretative, theoretical and generalizable. Descriptive validity 

refers to the level to which a description in the thesis actually is truthful. Interpretative va-

lidity confirms how well certain aspects have been interpreted, theoretical validity in con-

trast refers to the truthfulness of suggested theories and generalizable validity considers 

to what extend specific findings can be generalized to other companies or situations. 

(Ghauri & Gronhaug 2010, 210 – 211.) 

 

The validity of this mixed method research is proven by writing in an as detailed, descrip-

tive manner as possible. Any documentation used for the thesis, such as the collected 

data before and after the development action, is saved, in case anyone would like to dou-

ble check some details. Screenshots of examples of the collected data graphs, as well as 

development work results have also been presented in the thesis to support their validity.  

 

All interpretations of data have been done with supportive arguments from the theoretical 

framework, and thorough reasoning to support truthfulness. Generalizations are made 

with a specific scope only and some of these are clearly stated to be speculative until sim-

ilar research is done to confirm the generalization of this thesis case. Again, testing the 

thesis by having had people outside and inside of EA Finland read the material and com-

ment on the content has given insights to how a reader considers the state of validity. Also 

documenting the entire development project phases in the researcher’s diary helps to sup-

port truthfulness of the different phases of the study described in the thesis.  
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By applying triangulation, a combination of multiple data sources during a study of the 

same phenomenon, the reliability of judgements and analysis of the results can be 

strengthened. To enhance the validity of a study also gathering different kinds of data on 

the research subject can work. (Ghauri & Gronhaug 2010, 212.) Due to this reason, differ-

ent kind of data was gathered in various manners, using the staff questionnaire, as well as 

in-depth interviews with two target groups, as well as the researcher’s diary to build a 

complete and reliable picture of the phenomenon prior to any development work.  

 

Again, a different type of data gathering method, a panel discussion, along with the re-

searcher’s diary, were chosen for the inquiries done after the development works were 

launched. All in all, triangulation was intentionally applied in this thesis to ensure the truth-

fulness of the research and the results, in addition to the other measures elaborated 

above in this chapter.  

6.5 Evaluation of the thesis process  

Writing this thesis was overall a great experience to me, the main driver being the passion 

for the topic of employee communication, as basically everything around developing the 

employee experience excites me. In contrast to my bachelor’s thesis, I applied different 

data gathering methods, about which I learned some new aspects, and generally also div-

ing deep into the theoretical material around the relevant topics taught me a great amount; 

the psychological insights around employee engagement and impacts of employee com-

munication are fascinating topics in my opinion. It is an absolute priority to find a thesis 

topic that excites the author, as spending this many hours on something boring would be 

a completely different story – even with an interesting topic the thesis is not always a walk 

in the park.  

 

It is simultaneously challenging, yet also rewarding to write such a comprehensive paper 

about a project, as often during the study program courses it tends to feel that some top-

ics are only briefly touched upon and that barely the surface is scratched. During the mas-

ter’s thesis project, the same cannot be said, as being able to write and actually gain 

some positive development results during the project, a proper, deep understanding of the 

relevant phenomena needs to be obtained. This felt overwhelming in the beginning of the 

project, as there is such a vast amount of existing theory and research material in place, 

and it felt impossible to get on top of it all.  

 

The classic mantra of “one thing at a time” helped to get through the times when the pro-

ject felt impossible, and piece by piece everything started to make sense. For me the most 

motivating part was to actually see tangible improvements the conducted development 
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work brought along, and to have a reason to properly gather elaborate feedback from em-

ployees afterwards. In many everyday development projects, the post-development feed-

back is often vague and not enough time is invested in analysing outcomes, and so the 

thesis project made me feel like I achieved something meaningful at work that actually 

benefits the company and its employees.  

 

As a person who enjoys writing, the phase where all the thoughts, material and steps 

needed to be documented to complete the paper, was mostly enjoyable. Of course, the 

academic style needed to be taken into special account and slowed down the writing pace 

at times. Generally, the main challenge was to find enough time slots to write and analyse, 

as alongside the full-time work, the other studies and the development work I was respon-

sible for within the project, time resources were limited, as probably is the case with any 

part-time master’s student. But being aware of this and knowing myself, I planned to com-

plete the writing work over a relatively compact period of time in order to keep the level of 

interest and the hard work up. Overall, this was an enjoyable project that thought me a lot, 

but which I am happy to consider completed now. 
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Appendices 

Appendix 1. Pre-development work staff questionnaire 

Link to Webropol survey 

 

1. When have you joined the EA Finland team? 

 

- Before October 2017 (before global EA ‘Game On’ onboarding process launch) 

- In October 2017 or later (after global EA ‘Game On’ onboarding process launch) 
 

2. How would you rate your overall onboarding experience (likert scale: 1 poor, 5 excel-

lent)? 

 

3. How would you describe your on-boarding experience overall? 

 

- My onboarding was informative and starting my new job role was effortless 

- My onboarding was partially informative, but I did not receive sufficient information on 
local T20 working methods, processes and tools  

- My onboarding was partially informative, but I did not receive enough information 

about global benefits and policies of EA 

- My onboarding was partially informative, but I did not receive sufficient information 

about local T20 benefits, policies and office practices 

- My onboarding was partially informative, but I did not get enough information about lo-
cal T20 work responsibilities, the organizational structure and competence team struc-

tures 

- My onboarding was uninformative, and I had to find out a lot by myself 

- Other – please specify 

 

4. From where did you obtain basic EA company related information when you joined the 

team? Please choose all suitable options. 

 

- The on-boarding sessions during week 1 

- The onboarding material (pdf-document) received during week 1 

- The ‘Game On’ webpage, e-learning videos and webinars 

- From my supervisor 

- From the Admin team  

- Conversations with team members 
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- Company intranet EA World 

- Other – where? 

 

5. From where did you obtain information on EA global benefits and policies when you 

first joined the team? Please choose all suitable options. 

 

- The on-boarding sessions during week 1 

- The onboarding material (pdf-document) received during week 1 

- The ‘Game On’ webpage, e-learning videos and webinars 

- From my supervisor 

- From the Admin team  

- Conversations with team members 

- Company intranet EA World 

- Other – where? 
 

6. From where did you get information on Tracktwenty specific working methods, pro-

cesses and roles? Please choose all suitable options. 

 

- The on-boarding sessions during week 1 

- The onboarding material (pdf-document) received during week 1 

- The ‘Game On’ webpage, e-learning videos and webinars 

- From my supervisor 

- From the Admin team  

- Conversations with team members 

- Company intranet EA World 

- Other – where? 
 

7. From where did you obtain information around local T20 employee benefits and ser-

vices (health care services, office practices, fringe benefits)? Please choose all suita-

ble options. 

 

- The on-boarding sessions during week 1 

- The ‘Game On’ webpage, e-learning videos and webinars 

- From my supervisor 

- From the Admin team  

- Conversations with team members 

- Company intranet EA World 

- Other – where? 
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8. From where did you get information about the local work community (contact de-

tails, organizational structure, seating plan)?  Please choose all suitable options. 

 

- The on-boarding sessions during week 1 

- The ‘Game On’ webpage, e-learning videos and webinars 

- From my supervisor 

- From the Admin team  

- Conversations with team members 

- Company intranet EA World 

- Other – where? 
 

9. Please rate how important you consider the following topics to be represented on 

the new onboarding page: (1 not important, 5 very important) 

 

- Information about local work community (team member names, pictures, roles, 
contact details, seating order) 

- Details around local benefit and employee services (fringe benefits, healthcare, 

insurances, wellbeing, office rules) 

- Descriptions on local work processes (project work methods and design on 

high level) 

- Information on local working practices (competence team responsibilities, pro-
cesses, tools used) 

- Communication about local events and happenings (team events, visitors, 
scheduled absences) 

- Studio news (current affairs and announcements) 

- Other – what? 

 

10. What kind of interactive communication functionalities would you add to the 

onboarding page? 

 

- Commenting 

- Reactions (likes, emojis etc.) 

- Chatting 

- None  

- Something else - what? 
 

11. In what form would you like to obtain onboarding information? Choose all options 

that interest you 
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- Text on online forum 

- Pdf-material package 

- Email  

- Video guide material 

- Face to face communication 

- Other – what? 
 

12. How interesting would you rate the following content that could be added on a stu-

dio intranet to support the entire team (1 irrelevant, 5 very useful)  

 

- Studio news (currently presented on info screen and weekly meetings) 

- Game related numbers and graphs (currently presented on info screen and 

weekly meetings) 

- Online calendar (upcoming events, absences, happenings, milestones) 

- Blog posts (current affairs, e.g. about work-wellbeing and safety topics) 

- Local benefit portal (possibility to order games or benefit vouchers online) 

- Other – what? 

 

13. What kind of communication functionalities would you like to be introduced to a lo-

cal intranet? 

 

- Chat 

- Commenting 

- Reactions (likes, emojis) 

- Other – what? 

 

14. Is there anything else that comes to mind about developing T20’s onboarding ex-

perience? 

 

15. Do you have any other ideas about how to make our local employee communica-

tion more efficient? 
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Appendix 2. In-depth interview questions for most recently hired employees 

1. Please describe your onboarding experience overall when joining the team 

 

2. What sort of information did you have to find out by yourself after or during your 

onboarding period in order to start with your actual work tasks properly and engage in 

the teamwork? 

 

3. Why was the lack of that information problematic – if the needed content would have 

been available to you, how would it have helped you? 

 

4. Which concrete locally relevant content would you suggest to be added to our new in-

tranet to make the onboarding experience more positive? (if needed, answer options 

from team survey Q 9 can be repeated to support interviewee)  

 

5. What kind of communication functionalities would you add to the intranet? E.g. chat-

ting, liking, sharing, reacting, none, something else and why / why not? 

 

6.    Do you have any other ideas how to develop the onboarding process at T20? 
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Appendix 3. In-depth interview questions for competence team leaders 

- short overview of survey results and newest hire interviews and questionnaire 

 

1. suggestions for improving onboarding experience: 

o creating local intranet to support onboarding + all employees in terms of 

enhanced employee communication 

1. what are your thoughts regarding the content and page structure? 

2. going through content suggestions based on interviews and survey 

– is there something you would add? 

3. what are your ideas on how to keep content systematically up to 

date? 

4. do you have suggestions on how to integrate this page in practice? 

o having a more structured local onboarding process in place including one 

on one’s with local key contacts 

1. local key contacts - who should we include in your opinion? 

o implementing a mentor program 

1. for whom would you introduce this? 

2. how would you plan and implement the program in practice? 

 

2. Do you have further suggestions or other improvement ideas regarding the local 

onboarding process? 

 

3. Who should be the owner of the onboarding process overall? 

 
4. How can we evaluate the success of the onboarding? 

 

5. What risks do you see for our development work and/or implementation of the devel-

opments? 

 

6. Is there anything else you would like to add regarding developments on our employee 

communication? 
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Appendix 4. Post-development group interview questions 

1. What kind of an effect does the T20 homepage have on our onboarding process in 

your opinion? 

 

2. How do the content and functionalities of the homepage meet with the needs you had 

when joining the team? 

 

3. How does the T20 homepage contribute to the studio’s internal communication over-

all? 

 

4. As we need to constantly work on developing our internal communication at T20; how 

could this new communication forum better support all employees – not only new 

hires – going forward? 

 

5. What kind of concerns / risks do you see or have regarding the homepage as a com-

munication forum at T20? 

 

6. Do you have any other ideas about how to make T20’s internal communication more 

efficient? 

 

7. Do you have other comments / feedback / development ideas? 
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Appendix 5. Screenshots from the intranet “Tracktwenty homepage” 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 1. Main page view of the intranet “Tracktwenty homepage” 

 

The main page of the intranet includes a menu for all the subpages of the competence 

teams and the work community details, as well as plenty of quick links to any general top-

ics relevant to the new hires as shown in figure 1 above. The links on the main page are 

grouped into similar topics, for example “health care and sick leaves”, “benefits and insur-

ances” and “IT and general studio information”. 
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Figure 2. Example of a competence team subpage: game design (photos and personal 

details have been covered for privacy reasons) 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 3. Example of a competence team subpage: administration team (the permission to 

use the photo is granted) 

 

Under “T20 Design Onboarding” and “Design Academy” in figure 2 above more detailed 

information and instructions are included for new hires specifically joining the game design 

competence team. Under “office and facility management”, “travel & events”, “local fi-

nance coordination”, “employee support” and “other” in figure 3, the detailed information 

regarding work processes, contact persons and instructions are presented for any new 

hires joining the administration competence team.   


