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The following thesis will concentrate on the importance of ensuring adequate orientation
throughout the recruitment process and after. A new employee orientation (NEO) plan is consisted
of different areas and stages to be recognized, analyzed and implemented at the factory of Nestlé.
The goal for every company nowadays is to make a new employee a valued resource for their
profitability. This research was commissioned by Nestlé Oy, Turku factory.

The concept of new employee orientation (NEO) have been a topic among many companies. It is
a process consisting of different stages like orientation, competency building and result orienting,
throughout one’s career. These topics became more familiar to the author while accomplishing
the internship at Nestlé, Turku factory, at the human resources (HR) department.

Continuous improvement in different areas is a main factor for Nestlé. One of the areas that needs
improvement is the NEO plan. A research of qualitative method was conducted, to implement the
solutions for adequate orientation.

The literature review part of this thesis covers the theoretical part of the topic and is applied in
this case study. It will also provide the reader with relevant theory about the NEO process. The
purpose however of this thesis is to improve and ensure the ongoing NEO process at Nestlé, and
all the required data collected throughout interviews regarding orientation and training will be used
in order to update the current NEO plan.

KEYWORDS:
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(TNA)
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RITTAVAN PEREHDYTTAMISEN
VARMISTAMINEN UUDELLE TYONTEKIJALLE —
CASE STUDY NESTLE

Opinnaytetyd  keskittyy  perehdytyksen tarpeellisuuteen ja sen  varmistamiseen
rekrytointiprosessin aikana ja sen jalkeen. Uuden tyontekijan perehdytysprosessi siséltaa erilaiset
vaiheet ja osa-alueet, joita taytyy huomioida tehtaalla. Jokaisen firman tavoitteena nykypaivana
on saavuttaa uudesta tyontekijdsta kannattaavaa voimavaraa. Taman tutkimustyon
toimeksiantaja oli Nestle Oy, Turun tehdas.

Uuden tydtekijan perehdytys on paljon puhuttu ja tarkea aihe jokaisessa firmassa nykypaivana.
Sen erilaiset vaiheet ovat perehdytys, osaamisen kasvattaminen ja tuloshakoisuus tyontekijan
uralla. Nama aihealueet tulivat enemman tutuksi tutkijalle suoritetun tyéharjoittelujakson aikana
Nestlélla, henkilostohallinto puolella.

Nestlélla jatkuvan parantamisen menetelma eri osa-alueilla on keskeinen kasite ja toimintatapa.
Aihe alue joka vaatii parantamista ja kehitystd talla hetkella on uuden tydntekijan
perehdytysprosessi. Taman tutkimustydn tavoitteena on riittdvan perehdyttamisen varmistaminen
kayttaen kaikkia tuloksia saaduista laadullisista tutkimuksilta.

Tutkimustydn kirjallisuusosiossa lukija saa kaiken tarvitsemansa teoreettisia nakdkulmia koskien
aihetta ja antaa lukijalle myds tietoa erilaisista menetelmistd koskien uuden tydntekijan
perehdytysprosessia.  Tutkimustyon tarkoituksena on nykyisen perehdytysprosessin
parantaminen ja kehittdminen Nestlén tehtaalla, kayttden kaikkia saatuja tietoja haastattelujen
kautta.
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1 INTRODUCTION

This research is a mix of qualitative and quantitative case study about ensuring
adequate orientation for new employees commissioned by Nestlé. The factory
the research is made for is located in Turku and their main products are baby
food. The number of employees (2015) is 130 and they get around 20 employees
working for them hired by an external company.

1.1 Research background

During internship the topics orientation, training and competency building be-
came more a part of my profession and tasks. The orientation plan needs
changes. Accompanied by Sari Miettinen-Rantala, the factory manager, it was
agreed on carry out an efficient research on how to ensure adequate orientation
for new employees, also not forgetting the importance of choosing the right per-
sons to train. Regardless of different ways of training and orienting, the content
and the way of orienting a new employee to the factory, it has to be performed

with similar style for everyone.

Making the current orientation programme more sufficient and provide the com-
pany with simplified materials to the line managers and new employees is a focus

for Nestlé and this case study.

Effective orientation is however a part of human resources, therefore it became
very interesting to the researcher. As mentioned before competency building and
the topic orientation were present throughout my whole internship. In January
2015, the topic became interesting and the researcher made some literature re-
view as such. Somehow it was expected that Nestlé would give the author this
opportunity to make research about it, since the tasks were related to education,
orientation and training. Therefore, the topic was present for some time before
deciding about it with Miettinen-Rantala, as well with my supervisor and HR man-

ager, Tuuli Paarma.
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1.2 Research objectives

The future goal for Nestlé is to orientate new employees effectively and make the
new employees a valued asset to the organization, accordingly to Cadwell (1989,
3). New employee orientation is not difficult and need not consume a large
amount of time. When it is done properly, orientation will save time in the long

run.

The research focuses on the benefits of orientation programme for a new em-
ployee, what it costs (considering current situation) and also what the orientation
process consist of. By the help of this research the current orientation plan will
become more efficient and provide clarification to the NEO process. The findings

will be implemented at Nestlé factory.

The research questions are:

Q1 How to ensure an adequate orientation for a new employee?
Q2 Orientation process: which parts it consist of?

Q3 Training method: how to plan and resource an orientation for a new em-

ployee?
Q4 Why is it important to ensure an adequate orientation?

The orientation program have to be well designed to help the hiring process and
pay dividends in the future. New employee orientation (NEO) is a relevant topic
in the Finnish working society. The importance of NEO is recognized and in prac-
tice. To reach the best advantages and implementation of the NEO practices
does not happen constantly, it is time consuming and requires planning and mon-
itoring. (Kjelin and Kuusisto 2003, 246)

Orientation and training go side by side but they have different purpose in prac-
tice. Training is more about the specific task to learn, how and what should be

done while orienting is more about the company and their objectives as a whole,
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and emphasizing the question why. (Wallace 2009, 168) Well prepared orienta-
tion is not only the confirmation of the employee’s decision to work for the organ-
ization but also provides the possibility to the employee to become a part of the

organization and feel like belonging to a culture, the organization culture.

This thesis can provide Nestlé with new forms to be filled, containing all the im-
portant areas related to the work tasks, safety and Nestlé corporate principles.
The employees need to fill in the areas of what they have been trained for. Line
managers however need to have discussions with the new employees after ap-
proximately three months to keep their competences up- to-date, this will in return
enhance the possibility of transferring an employee to another task in the factory.
The forms will be given (to both of the participants, new employee and the trainer)
on the first day of work.

The interviews for collecting empirical data have taken in place as one and one
sessions with the employees. This way of gathering data on the effectiveness of
the current NEO plan is rather more valid and valuable. The interview and at the
same time conversation after presenting the questions, have given the employ-
ees the chance to tell more about it in their own words.

1.3 Structure of the thesis

After introduction, research background, objectives and motivation will be pre-
sented. The research questions are presented in the first chapter and literature
review is presented in the second part. The literature part presents important fac-
tors, tools and methods used in the new employee orientation (NEO) processes.

Chapter three will discuss the methodology used in this case study. Methodology
part consists of qualitative data methods, participants, and focus group and sam-

pling methods used.

Chapter four presents the findings and aims to imply in the updated NEO plan for

Nestlé.
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2 LITERATURE REVIEW

During my internship at Nestlé, | had the opportunity to be a member of an edu-
cation and training pillar where the topics competency building, orientation, train-
ing and result orientation became familiar and a part of my job. In this section

existing theories about NEO will be provided and linked to the existing NEO plan.

2.1 New employee orientation theory

An employee becomes a part of the organization while the contract have been
signed, but it all actually starts from there. Starting from this point the concentra-
tion need to be on the factor — orientation (Kjelin and Kuusisto 2003, 13, 14). The
first contacts made between the employee and the organization is the goal for
the future. The process of orientation is also about trying to make the new em-
ployee to interact with the organization culture as soon as possible. This have an
influence on ones feelings, belonging somewhere where you are needed, is the
asset for motivation, commitment of the employee and also regeneration of the
organization (Kjelin and Kuusisto 2003, 17).

According to Arthur (2003, 291), the orientation is linked to effective em-
ployee/employer relations. The commitment will be strong to develop one’s own
competencies and the fact that the contribution for the work place is strong. The
benefit of orientation is gained both ways. While taking the case company in con-
sideration, well planned orientation is more than crucial, since working in a factory
comes with different types of challenges, like factory environment and safety is-
sues, than working in an office. The tasks in the factory are diverse and changes
throughout one’s day. The culture as itself differs noticeably, employees interact
more actively with each other and work is done in groups. Because of this the
NEO process takes even longer, even several weeks. (Miettinen-Rantala 2015)

The understanding of the organization’s ethics and business principles will lead

to the willingness of an employee to care about developing the current situation
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at the company, and this will eventually lead to better competitive advantage of
the company on the market. (Kjelin and Kuusisto 2003, 22)

Orientation introduces not only the culture, values and goals of the organization
but also creates the image of trust, loyalty and commitment. While an employee
is committed and loyal to the organization, it will reduce the cost of recruiting new
employees and turnover but also increases productivity. So, well organized and
planned orientation is beneficial for the organization. (Kjelin and Kuusisto 2003,
68)

2.2 How to ensure an adequate orientation for a new employee?

It starts with choosing a person to orient and train with experience of the work,
the environment, the vision of the company and also genuine interest on helping
the new comer. The trainer have to have basic knowledge about adults as learn-
ers in this area. He/she have to be able to provide the new employee the big
picture on what, how and where things will happen during first day of orientation.
(Kjelin and Kuusisto 2003, 196) The results of the interviews at Nestlé with the
employees clearly shows that big picture is showed at the first day, however the
part that needs development is the that they have been oriented by more than

three trainers during their first weeks, and this confuses them.

Ensuring adequate orientation have its own process to follow. In this case, the
development areas are noticed and through a plan can be changed to become
more sufficient. Evaluation discussions have to take place with the line manager
and the new employee after 1-3 months from starting date. (Miettinen-Rantala,
2015) The evaluation discussion will not only provide the managers with valid
data regarding the orientation, but also gives the employee the possibility to rec-
ognize one’s weaknesses and strengths, the gaps and the areas to be developed
in order to work at another position in the future. After this step, more orientation
will naturally be given if needed. Another part of this step is the filling of the forms

and updating the employee information data folder.
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2.2.1 Current orientation practices

Discussing the topic with the line managers, the opinions did not differ from each
other that much, in fact all of them were on the same level about the orientation
practices at the moment. The new employees at Nestlé usually start their job in
the morning shift. There is well organized orientation provided to the new em-
ployee. The main issue here is that they need to have more effective trainers in
the other shifts as well. They feel like there are not enough of trainers who can
give orientation by using the same methods as such at the moment. By interview-
ing the new employees at Nestlé€, the result did also prove the weakness of dif-
ferent methods used and changeable information regarding the tasks. This is
confusing the new comers and extends the length and need of orientation. One
of the new employees were oriented by four different trainers from different shifts,
and the statement was that it did not develop one’s competency, and made the

learning more challenging.

The NEO process is planned in a way that from the beginning, the new employee
will be provided with necessary information regarding the factory environment
and safety issues on her/his first day, of course. He/she will get working clothes,
hat, safety shoes etc. The visitation to the factory will take place most immedi-
ately, to become very familiar as soon as possible with the factory and different

types of tasks as such.

The new employee will be provided with information from the HR unit regarding

sick leaves, payrolls and contract issues mostly at the first day of work.

The need of making the current orientation practices more effective is noticed
and by the help of this research and the employees it will be changed. When
employees have the chance to tell about what and how something should be
developed in the organization, the sources will be used to develop the objectives
of the orientation. (McConnell 2002, 69)
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2.2.2 Additional materials

New employees will be provided with some additional materials on their first day.
The materials tells about the safety matters at Nestlé and also gives the neces-
sary contact numbers of the managers. The output of this research will be an
orientation guide, consisting of important information, such as, organization infor-
mation, values, business principles, phone numbers, the shifts and information of
employee health care service. The materials regarding the job itself have been
updated at several parts of the factory and are placed there physically for every-

one to see.

After having the interviews with the employees and line managers, in fact with the
factory manager as well, having a new orientation guide is a decision. All other
information, such as timetables, safety issue guide and information regarding
food industry will be handed to the new employee. All of them, whom have been
interviewed have wished for an orientation guide, since the orientation can be

tiring and the important parts of the orientation might be forgotten easily.
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2.3 The orientation process: which parts it consist of?

There are steps that needs to be followed within the orientation process. The

picture below explains the important parts of it.

ORIENTATION PLAN

, * Timetable
il * Steps
Work experience b » Responsibilities

Profession H * Content

* Methods
Expectations of the new comer h - Monitoring
Others, what? )

Picture 1. Orientation plan (Kjelin and Kuusisto 2003, 199)

As shows in Kjelin and Kuusisto’s findings (2003, 199), the main question to ask
before planning the orientation is “What helps the employee to succeed at one’s
job?” The plan will provide the answers if done properly. It is very important to
recognize the need of one’s competency areas and take it in consideration while
hiring a person. There may occur that the new employee have the profession for
some tasks from earlier experiences, he or she may have had a role in previous
job that helps to get the big picture in the current company very easily and one’s
expectations differs from others without experiences. When planning the orienta-
tion with the new employee before the orientation in practice, gives the result to
concentrate on needed areas to work on, and this will reduce the amount of time
used (Kjelin and Kuusisto 2003, 198).
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According to Rossett (1987, 4) orientation needs assessment in order to under-
stand performance problems and to be able to introduce the right systems and
technologies required to get an output. Rossett (1987, 8) also addresses that
systematic approaches for training are important to take in account in order to

train in the right way.

ANALYSIS
A
DESIGN
D
DEVELOPMENT
D
IMPLEMENTATION
|
EVALUATION
E

Figure 1. The trainer’s challenge (Rosset 1987, 9)

These steps mentioned in the figure 1, are challenges for the trainer, however
using these steps the result will provide a systematic approach to train the new

employees.
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The theories mentioned above by Kjelin and Kuusisto and Rossett are useful
ways of implementing the orientation plan, the findings show that in the case
company, training itself is not that systematic and more flexible and time consum-
ing. The nature of the work and the environment have obviously an impact on it,
however the planning have to be done regardless of the challenges of the work
place.

After the steps mentioned earlier regarding the planning of the orientation, the
evaluation of the new employee competencies and experiences have to be done.
There will be conversations with the new employee within three months after
starting working at Nestlé. This step will be updated into the employee information
form regarding areas that need development. This is a crucial step and it will help
the employee to require more training or apply for another position after certain
time of experience. It also helps the managers to easily find the right person in
challenging situations, like needing someone with more competencies for a spe-
cific position. This step will also be followed up with more advanced training if the

situation requires it.

2.4 Training method: how to plan and resource a training for a new employee?

The author’s observation of planning a training method to imply the factory em-
ployees derives from a strategic planning of choosing the best line managers and
trainers to orient and to train new employees. All three interviewed line managers
had the same opinion on training the trainers effectively, especially for the NEO

process.

Result of the interviews shows that the NEO have to be planned in a way that the
need of a new employee quick adaptation and assimilation successfully into
his/her new work environment are essential, and is a requirement to save time

and resources.
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Zaccarelli and Hayes (1996, 21, 35, 55, 71) address the four steps to consider
while planning orientation for beginners. The four steps are:

Define how the job should be done
Plan the training

Present the training and

A

Evaluate the training

Accompanied by Miettinen-Rantala, the factory manager, it was agreed that
these four steps have to be pointed out in the orientation process for the trainers

to do their job with same methods.

Saving time is another issue related to the needed efficient NEO plan for Nestlé.
As mentioned earlier when the orientation is given properly, it will not be time
consuming. Although the mentioned steps needs to be followed. When the results
show that the new employee learns the tasks within three weeks instead of four,

it will reduce costs in this matter.

2.4.1 Why is it important to ensure an adequate orientation?

Ensuring an adequate orientation simply means that evaluation in the final step
of the NEO process points out how the orientation have the orientation is given.
After analyzing and the assessment of the orientation, evaluation will help to rec-
ognize the needed gaps within the process of employee’s competencies and

learning solutions.

According to Kjelin and Kuusisto (2003, 89) placing goals is very important and
will have an influence on the trainer and the trainee as well. From the very begin-
ning off the orientation, the trainee will notice the motivation of the trainer. There-

fore the trainer needs to know about the goals of the NEO process and the results
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as such. It is not only crucial to be aware of current challenges within the process
but also to tell the vision and values of the organization to the new employee
since it has an influence on the new employee’s motivation to learn. (Kjelin and
Kuusisto 2003, 89)

The forms and homogeneity of the orientation methods and tools will be provided
as an output of this research and will help to recognize the results of the orienta-
tion. Ensuring the orientation leads to productivity as well as competency building

in the future.

The competency building goes through several steps, not only as mentioned, to
define, recognize and face the problems in the process, but also ensuring an
orientation will give the possibility to acknowledge the gaps employees have in
their skills to train. The goal to be remember throughout this research is to ensure
that the new employee is given all the needed orientation and training for different
tasks. Factory manager addresses the following steps to be fulfilled by the re-

sponsible trainers:

e compulsory training fields to be recognized and filled in the forms, includ-
ing whom needs a specific training
e amount of time needed for the training

e weeks, when the training happens for the new employee.

These are simple steps to consider in order to improve the NEO process. It also

gives clarification in order to have the current information on how to proceed.

TURKU UNIVERSITY OF APPLIED SCIENCES THESIS | Shilan Ashtiani



19

2.4.2 Trainers

The interviews shows the researcher that there are several trainers at Nestlé.
Regardless of the problems with the homogeneity of the content and the ways of
orienting. People are different and naturally everyone have their own ways of
learning and training others. The tasks at Nestlé factory can fortunately be ac-
complished in many ways with the same results, but the purpose of this research
is to have the same methods used by every trainer. When interviewed a new-
comer to the factory, being trained by four trainers within three weeks was con-
fusing. The new employee preferred to be oriented and trained rather by one
person than many. However, another person gives an opinion on same issue and
finds it very interesting to learn a task in several different ways. These results and
opinions gives the researcher the possibility to carry out the importance of choos-
ing the specific staff to train. It is true that people learn in many different ways,
but it will be more productive and simple to orientate new employees by using

one method as an orientation tool.

Nestlé continuously trains the trainers to orientate and to provide the best training
to the new employees. The challenges are the timing and usage of similar orien-
tation tools. According to Talbot (2011, 92) “it is necessary to examine a wide
range of approaches and ‘trigger mechanisms” which are valuable for the internal
training manager. He also points out that the problems of described techniques
within a training audit have no clear line between analysis and remedy. Recogni-
tion and facing the problems within a training process is important in order to
improve the effectiveness of the audit and ensuring the process, however it have

to be a continuous development process. (Talbot 2011, 93)
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2.4.3 Adults as learners

Adults as learners are challenging for every company nowadays. Adults behave
differently when it comes to learning something new, or doing the same task in a
different way. According to the line manager, Kontto (interviewed, 2015), adults
do not understand why they are doing the specific job in the factory after a certain
period of time and while a change in the performing of the task occurs it will be

challenging to accomplish it. (Kontto, 2015)

According to another line manager, Jussila (interviewed 2015), adults do in fact
learn by doing, not by being told. As Lawson addresses (2006, 11) it is a typical
behavior for adult employees. In previous jobs, observing new employees whom
are older or employees that have worked for the company several years are the
ones with difficulty of learning a new method. She additionally points out that ori-
enting adult employees for another task may be more sufficient if supported with

training material and orienting physically both simultaneously.

Since adults need self-direction, they take responsibility for their own lives, in-
cluding planning, implementing and evaluating of their activities. Therefore adults
must have the need to learn or to do something in order to perform more effec-
tively, whereby they want the learning experience to be more realistic and prob-
lem solving rather than subject — oriented. (Lawson 2006, 2, 3) It is more likely
that employees at Nestlé with a specific amount of experiences and with their age
above 40-50 years have a different perception of learning new ways of doing the
same job. Therefore they need to be trained in a simple way and by doing rather

than giving presentations etc.
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3 METHODOLOGY

3.1 Preparation for the research process

Unstructured interview were used with the factory manager to get an overall pic-
ture on what needs to be changed for the current NEO plan. There were agreed
on to interview line managers in first hand. At this stage there already was de-
signed open questions for the interviews. The unstructured interview gave the
researcher a wider understanding of the demands of the commissioner. Qualita-
tive method approach was used at this stage to gain information on the stages

that need changes.

Three semi structured interviews with line managers took in place after the inter-
view with the factory manager, where some areas regarding the case were cov-
ered, however more ideas was obtained to reshape the designed questions. The
questions are led to employees that have worked for Nestlé for more than four
months but not more than a year. The questions can be found in the Appendix 1

and the answers was collected simultaneously at the interview sessions.

Also a questionnaire were designed for new employees that have been working
for approximately a month. The questionnaire can be found in the Appendix 2.
The questions are specifically designed to gather data on how the orientation
have taken in place on their first day. The semi structured interviews with the line
managers did have a great influence on designing the right and simple questions

for the employees.
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3.2 Participants

Including the three line managers, a fourth person, Anne Kaukonen, was inter-
viewed with open questions, as a semi structured interview as well. She has been
in charge of orienting the new employees for several months and have the expe-

rience and knowledge for training the new ones.

Except the line managers, interviews with two employees who have been working
more than a month, however less than a year took in place. The questions are
found in Appendix 2. Even though there were open and closed questions pre-
sented at the interview, it still gave more information while the session were taken
in place face-to-face and the data was collected simultaneously. By having the
chance to interview them without a supervisor or line managers being present,
the sense of answering honestly was possible. The employees had a positive
attitude to answer the questions. This phase by creating trust with the employees
gives the case study more valuable and reliable data to be collected. Moreover,
there was interviews with two employees who have worked less than a month.

Data collection method was similar with the previous ones.

3.3 Focus group

Due to an agreement with the factory manager, Miettinen-Rantala, observation
of a focus group for one hour mixed with new employees and others worked
longer became very interesting for this research. The focus group discussed
some open questions and were able to talk about their own honest opinion to
each other about the NEO process. They also gave answers on questions related

to evaluation of the orientation. Questions will be found in Appendix 3.

The focus group is a group of six members. Three persons have longer experi-
ence at Nestlé, at this point more than six months and two persons have worked

less than four months, including one person who have been working in the factory
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for five years. The focus group was carefully chosen with a diverse age group.
The diversity of the age group provide this research with different kind of opinions

and experience related to the orientation.

Observation is a data collection method that gives the researcher current situa-
tion-related data and information. The group have the possibility to concentrate
only on one issue or area related to the NEO process at a time. The conversation
is flowing well and the honest opinions are given. The reason why this way of
data collection method was chosen is that it gives a lot of honest angle on how
the employees actually feel about orientation at Nestlé in general but also specif-

ically.

Some of the information and data collected by the focus group would not have
been collected through the interviews. People have the tendency to talk more
about the challenges at work while they have been given a reason to talk about
it. In this case, NEO process, is a topic which have been talked about for months.
While working at Nestlé, the researcher have had the opportunity to talk straight
to the employees and have already gathered some opinions by the employees
related to the topic even before starting the research.

3.4 Sampling method

The sampling method is a purposive sampling as well as a census. Purposive
sampling also known as judgmental, selective or subjective sampling, is a type of
non-probability sampling method. Non-probability sampling focuses on sampling
techniques where the units that are investigated are based on the judgment of
the researcher (Anon, 2012).

The sample population in this case company to be used for the qualitative data
collection are amount of few persons. Even though the company have more than
130 employees, the target group of new employees are not that much. The
amount of new employees that have worked for Nestlé less than four months are
six persons, and similarly the ones worked more than four months but less than

a year are around 15 persons and out of them three persons were chosen for the
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focus group. The purposive sampling method gives the researcher and the case
valuable information through people whom are able to be a part of the interviews.

Since the author worked in the case company during this research, it was rather
easy to be in contact with the new employees, and that is why the result of the
sampling method in this case is a census. Snowball sampling method could have
been used and especially throughout the semi structured interviews with the line
managers. The line managers were chosen carefully to be interviewed before the
researcher prepared the questions to be used on the interviews with the employ-
ees. By the usefulness of the semi-structured interviews with the line managers,

the right person to be interviewed was found.

3.5 Research purpose

The purpose of this research was to find out the best NEO plan for Nestlé in order
to keep the new and other employees satisfied with their job but also to make
them feel that they are needed. The need of this research have been a topic at
Nestlé for a while, but more gladly the timing is just right for the author to make
the research.

This study is not only aiming to update the current NEO plan, but also aims to
find the specific needs for accuracy of ensuring the NEO process also in the fu-
ture. The needed areas that will be covered are presented in the introduction as

research questions.
Other areas that need fulfillment through this research are following ones below:

e NEO plan
o forms (for the new employee as well as the trainer)
o safety issues, organization information, business codes etc.
o folder (online, to be updated after every orientation and to be seen by other
managers as well)
e evaluation discussion with the new employee every approximately three

months; forms to be updated and saved in the folder
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These points mentioned, are requirements by factory manager, Miettinen-
Rantala.
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4 DATA ANALYSIS AND CONCLUSION

The main findings and data analysis are discussed in this chapter. The researcher
have had an opportunity to work and be present in the case company during this

research. This opportunity makes the data collection simple and easy.

During this research nine employees were interviewed from different levels (fac-
tory manager, line managers, trainer and factory employees), and they gave the
researcher very valuable data based on current NEO process. Also observation
of a focus group took in place. The focus group was mixed with new employees
and employees with more experiences from the factory. The questions used for

the interviews and focus group are all presented in appendix 1, 2 and 3.

4.1 Importance of orientation at the case company

While having a semi-structured interview with the factory manager, the main core
of the discussion was to make the current NEO process and planning more suf-
ficient, and finding the right methods and tools to be used by the trainers since
they are in charge of the orientation. The factory manager did emphasize the
importance of the NEO process and the need on making it work in a way that the
new employees will have the feeling that they are valuable and needed at Nestlé.

The importance of orientation and training were highlighted throughout the inter-
views with the line managers and the employees, and there was a clear resem-
blance between factory manager and everyone else regarding the NEO process.
This data was very useful, since the employee’s opinions and factory manager’s
opinions are on a similar level regarding this issue. It made the research more

interesting, since the problem was identified among everyone being interviewed.

The researcher came to a conclusion with the interviewee’s after the interviews
that by giving required time and putting effort on developing the NEO process,

the output will be. As many of the factory employees stated that the business
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principles and way of working at the factory are clear and easy to learn, even
while some have been trained by many trainers. However, two employees find
this confusing. They find it hard to learn many methods and ways to accomplish

a task. This also verifies the need of homogeneity in the methods and training.

4.2 NEO plan

There are very useful theories found and mentioned in the literature review re-
garding NEO plan and its process. One very important part of the orientation pro-
cess is safety at work, and implementation of the fact that occupational accidents
may occur in the work place, in this case it is a factory. The safety issue was also
discussed with all the interviewees and the factory manager, Miettinen-Rantala
highlighted this issue several times. She pointed out that safety issues and eve-
rything related to it have to be presented at the orientation from the beginning of
the orientation. This is not only helping the employees to work safely, but also

gives the employees the opportunity to recognize gaps in this matter.

Other than safety information, the interviewees also mentioned the need of addi-
tional materials after the orientation. The manual would include general infor-
mation on the factory and contact information as such. The employees will be
provided with safety issue materials to remember all the discussed details. An
orientation guide will be provided to Nestlé employees with all information, includ-
ing the safety information.

The main core is how to begin the orientation with a new employee. According to
Barbazette (2013, 45) the need of recognizing the difficulty, importance and fre-
qguency of the task is very helpful in order to train the new employee. From the
beginning the learner needs to understand the difficulty, importance and fre-
quency of the task. It is relied on the trainer’s skills and ability to actually com-
municate all these factors to the beginner. Barbazette (2013, 46) also addresses
that while these factors have been understood, doing and learning the task will

not be that challenging. These facts goes hand in hand with the Rosset’s (1987,
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9) figure 1. Analysis need to be done in order to know what experiences the new
employee have in order to take the advantage of teaching them differently. The
design, development and implementation of the orientation will be successful af-
ter the analysis. After all the evaluation is critical in order to fill the competency

gaps of the beginner.

4.3 Conclusion

As part of the corporate culture, Nestlé continually seeks to improve the em-
ployee’s knowledge, understanding and engagement with the corporate business
principles. It is understood that when employees are familiar with the business
principles as much as required, the environment and safety issues will also be
more convenient and understood. The more the employee knows about the fac-
tory the better and efficient their skills will become. The employees are conscious
of the need to continuously develop their knowledge and skills, as also mentioned
in the HR policy guidebook (2002, 11), the willingness to learn is therefore a non-
negotiable condition to be employed by Nestlé.

The result of the observation of the focus group, gave this research many great
points on current situation regarding the orientation and training. One of the
members of the focus group started with the statement that “nothing works re-
garding the orientation, and information flow among line managers and employ-
ees is very poor”. Four persons out of six have had three or more trainers dur-
ing their first month of work. One of them have had eight trainers the time she
had started. The opinions were that, it does work and they got all the infor-
mation regarding the tasks, but it were also very confusing while every trainer
trains differently. This leads to learning many different ways to work but simulta-
neously confuses that which ways of doing should be used. After discuss of this
matter, they all agreed on the fact that it would be nicer and more comfortable

to have at least one and the same trainer during the first month.
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The problem is not about the amount of information given, but how and when it
is given. It depends of course on the trainer at this point. This mentioned issue
was also argued with the focus group and stated that the amount of information
is wide and diverse, therefore it is confusing. Information needs to be given step
by step during the NEO process. This group have been oriented and trained
months ago and some of them weeks ago, they still feel that the orientation was
very confusing and information regarding work environment and principles was
learned by them self, not as a part of the training. The homogeneity of the HR
and line managers did not occur regarding the first days at work. These men-
tioned issues are frustrating, says one member of the group. Getting information

not relevant is tiring.

As a conclusion for the information flow among the trainers and trainees need to
change. The trainers need to concentrate on relevant topics during the first
weeks. One of the members highlighted the importance of the orientation forms
to be filled, which she managed to do after nine months of work and evaluation
discussions did not take in place at all. These parts of the process need to
change and be scheduled in order to recognize the employee’s competency
gaps and skills to be improved. However, it has to happen within first three
months. It is stated in the HR policy guidebook (2002, 11), that “guiding and
coaching is part of responsibility of each manager and it is crucial to make each

one progress in her/his position”, and it need implementation.

The Rosset (1987, 9) figure and Kjelin and Kuusisto’s (2003, 199) orientation
plan and theory on trainer’s challenges are valid methods and tools to take in
consideration at the case company, in order to implement the needed data col-
lected in this research. The employees want to develop their skills and
knowledge, and the best trainers need to be chosen in order to conduct the
needed training. The main findings after making all the research and collecting
data, enthusiasm and putting effort on developing skills and learning more
about the tasks makes one a professional, and therefore the employee be-
comes a valued asset of the organization. The effort needs to be given by the
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trainers, and the trainers need to be chosen throughout the evaluation of train-
ing and competency building. After this step continuous adequate training and

orientation programs will be developed at the operating company.

As a conclusion of the interviews and observing the focus group information re-
lated to the current NEO process have been gathered. The NEO plan need to
be more complete and have to include the stages presented in figure 1 and pic-
ture 1. The analysis of the new employee have to be done before starting the
orientation. The orientation day have to address all information regarding the
factory and the task. After the orientation day training take in place and the new
employee’s previous experiences have to be known by the trainer. The trainer
need to design the orientation and training effectively and implement it during
the training period. The development and implementation of the training will
take approximately three weeks, depending on the new employee’s competen-
cies. The trainer need to remember that every new employee will learn in a dif-
ferent way. Therefore the orientation and training have to be designed to fulfill
the new employee’s expectations. After the training period evaluation steps in.
Trainers will have an evaluation discussion with every new employee within

three months in order to recognize the areas that need more training.

Nestlé continuously improve their functions and methods at the factory, there-
fore as a further research for the orientation more discussions with the employ-
ees is needed and it will improve or maintain the new NEO plan. The develop-
ment of the NEO process relies on the need of making more observation and

having more evaluation discussions with the employees.
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Appendix 1

Appendix 1. Interview questions/ Evaluation of
orientation

These interview questions are designed for them whom have been working at

Nestlé for at least four months but less than a year.

1.

10.

11.

12.

Oliko sinulla tervetullut olo?

Did you feel welcomed?

Oliko perehdytys valmistettu oikein?

Was the orientation planned well?

Kiersin paikkoja esimieheni saattamana tutustumassa organisaatioon?

| received a tour of the organization by a qualified person?

Saitko materiaalia koskien yritysta/ tybtapoja yms?

Did you receive materials of relevant literature, such as company’s em-
ployee handbook, operation manuals etc.?

Esimieheni selitti minulle selkeasti tydvuoroni ja tydalueeni?

My boss reviewed my formal job description with me?

Tutustuin my6s muihin tyokavereihin?

| met people from other departments?

Minua ohjeistettiin/perehdytettiin itse tydbhon?

| was given a specific job assignment along with instruction or training?
Miten parantaisit jo saatua perehdytystd ensimmaisten paivien aikana?
How would you make the received orientation better?

Olisiko mielestasi joku muu tehnyt sitd paremmin? Kuvaile miksi?

Would you have been oriented better by someone else, describe why?
Minulle kerrottiin tybajoista, vaatetuspolitiikasta, sairaspoissaoloista ja
muista kaytannon asioista?

Office hours, dress code, sick leave and other policies were explained to
me?

Minulla oli mahdollisuus esittaa kysymyksia?

| had opportunities to ask questions?

Viikon kuluttua tunsin olevani osaa tiimia?

| felt like a member of the 'team’ after one week?
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Appendix 2. Interview questions/New employee
orientation

These questions are designed for new employees at their first day. The ones
interviewed with these questions have been working at Nestlé for four months or

less.

1. Kuka sinua otti vastaan ensimmaisena tyopaivanasi?
Who met you on your first day at work?
2. Tunsitko olevasi tervetullut?
Did you feel welcome?
3. Oliko perehdytys hyvin valmistettu?
Was the orientation well prepared?
4. Naytettinkd oman tyoalueesi lisaksi muut tilat, kuten kahvitaukotila,
toimihenkildiden toimistot, evakuointialueet yms.?
Were other facilities shown other than your own work place, like coffee
room, offices of the managers, evacuation areas etc.?
5. Paasitko tutustumaan muihin tydkavereihin?
Did you have the chance to meet other employees?
6. Miten sinua ohjeistettiin tyopisteellesi?
How were you oriented to your work position?
7. Mita kerrottiin ty6turvallisuudesta?
How and what were you told about work safety policies?
8. Oliko perehdyttaja hyvin valmistautumaan perehdyttamaan?
Was the trainer well prepared to give you the orientation?
9. Saitko materiaalia sisdltéaen tietoa jo lapikaydyista asioista?
Did you receive material containing the areas covered at the orientation?
10. Saitko selkeité ohjeita koskien hatatilanteita?

Were you oriented with relevant guidance of emergency situations?
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Appendix 3. Focus group

These questions are similar with the interview questions but presented at the

group discussion session with a focus group with six employees. Three of them

have been working longer than four months but less than a year and the other

three members are new employees and worked less than four months.

1.

Miten perehdytys oli valmistettu ja kuka perehdytti?
How was the orientation prepared and by whom did you have the orienta-

tion?

. Kuvaile miten vastaanotto onnistui ja miten nopeasti lahdit kiertamaan

tydymparistosasi?

Describe how well you were welcomed and how fast you could go around
the work place?

Miten muuttaisit annettua perehdytysta ja miksi?

How would you change the orientation and why?

Oliko sinulla mahdollisuutta kysya kysymyksia? Jos ei ollut, niin miksi?
Did you have the possibility to ask questions? And if not, why do you think
so?

Miten nopeasti tunsit olevasi osaa organisaation yhteis6a?

How fast did you feel like a part of the organization community?
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