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Accelerating Onboarding  

Overview  
Most organisations invest directly in employee onboarding activities to accelerate new 
joiners’ time to proficiency, connectivity and engagement in their organisation. In the case of 
Accenture, they created an approach which pre-empted in-house onboarding, delivering 
mobile-enabled digital onboarding activities prior to employee’s start dates. 

This case study shows the approach taken by Accenture and demonstrates that early 
investment in new employees can quickly return results. 

Challenge 
Accenture is a complex organisation with many moving parts. New graduates need to 
develop a variety of new knowledge, skills and behaviours in their first few months in the job 
whilst familiarising themselves with how the organisation works.  

In the UK, Accenture recruits between 300 and 500 new Analysts every year. These 
individuals are typically “smart, ambitious, and ready to imagine and invent a future that 
improves the way the world works and lives.” Feedback collected indicated that Analysts 
generally believed they had a great induction and orientation within the organisation. But, 
when formal onboarding ended, they felt they abruptly lost support.  

When considering how to respond to this feedback, they sought to address the question: 
“How do we help our people be successful as quickly as possible, beyond the formal 
training?” 

The Onboarding team recognised an opportunity to create an onboarding experience that 
blurred the transition from the ‘safety’ of classroom training into the ‘real world’ of project 
work with clients. 

They set an objective to facilitate fully equipping and connecting a group of new hires – to be 
self-sufficient but supported, enabled to ‘hit the ground running’ and do their best on their 
first client projects – within 30 days. 

Barriers to Overcome 
They identified three barriers which would need to be overcome as they designed and 
delivered a solution: 

• Capturing attention and motivation; new joiners were inundated with information and 
individuals would need to be motivated to participate  

• Accessibility, at scale and on-the-go; employees worked all over the world and often 
on clients’ IT infrastructure. A mobile-enabled digital solution would need to be 
sufficiently scalable and accessible to all of the hundreds of new joiners each year 

• Aggressive delivery timeframe; at the time of conception, the team had six weeks to 
first launch  
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Working with a Business Psychologist (in an Innovation Consultant role at Accenture), the 
team secured sponsorship from two priority stakeholders – Accenture’s Analyst Consulting 
Group Managing Director and the Global Talent & Organisation Managing Director – based 
on the feedback received from incumbent Analysts.  

Then they adopted an agile project management approach which enabled them to achieve 
the required outcome effectively. Furthermore, they involved incumbent Analysts in the 
project to help create a minimum viable product, through launch, learning and iteration. 

Approach 
They decided to create a “30-Day Challenge,” to accelerate time to proficiency, connectivity 
and engagement, to be delivered in a digital, mobile, fun and engaging way, appropriate to 
their millennial cohort. New joiners would receive a new “Challenge” each day for 30 days. 

The Challenge had three steps: 

• Each day a new micro-action (task) was delivered, via a mobile-enabled digital 
platform, and an avatar guided Participants through the day’s activity 

• Participants accessed the Challenge and completed the day’s task, which would 
typically take less than 10 minutes 

• A series of questions were then presented to encourage Participants to reflect on the 
day’s Challenge and embed what they had learnt. Insights were shared between 
Participants, and peers could “Like” and comment on each other’s key takeaways 

The task assignment and reflection prompts were presented on screen by an Avatar of one 
of the Programme Sponsors.  

Business Psychology Applied 
Business Psychology was at the heart of their approach, and they used its theoretical 
underpinning to guide their thinking. Specifically, to define how they could influence 
behaviour with neuroscience and psychology tools. 

Their approach sought to go beyond conventional approaches and build on six principles of 
psychology and neuroscience: 

• Rather than taking an approach of telling Participants what to do, how and why, they 
enabled Participants to make their own connections. They used the Challenge to 
demonstrate how a topic was valuable by having Participants take actions rather than 
simply talk about them in theory 

• Rather than creating a fixed mindset by focusing on success, they sought to create a 
growth mindset by focusing on the learnings. They did this by building practice and 
reflection into each of the daily Challenges, to enable double-loop learning 

• Carol Dweck asserted that things had a different meaning depending on the mindset 
a person holds. Dweck differentiated between a “fixed mindset,” an assumption that 
talent, ability and intelligence are things an individual is born with, and a “growth 
mindset.” Individuals with a fixed mindset often consider mistakes and deficiencies as 
permanent whereas individuals with a growth mindset typically consider mistakes a 
part of learning. They believe intelligence, talent and abilities could be developed and 
built upon 

• Chris Argyris proposed a double loop learning theory which pertains to learning to 
change underlying values and assumptions. Distinguishing between an individual’s 
espoused theory (what they may think or claim they would do) and their “theory-in-
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use” (what they actually do), may surface incongruence. Double loop learning is 
concerned with bringing these two theories into congruence 

• Rather than creating a sense of urgency and fear, to get momentum, the Challenge 
created a sense of safety, positivity, optimism and certainty. This empowered the 
Analysts to become curious learners through bite-sized learning that felt achievable 

• Psychological safety requires being able to show and employ one's self without fear 
of negative consequences of self-image, status or career (Kahn, 1990) 

• Rather than assuming a business requirement or clear rationale would be sufficient 
to drive change, they sought to engage both rational and emotional motivations for 
change. This included providing recognition and rewards for top performing Analysts, 
prizes and competition ‘flairs’ on Accenture People Pages 

• Rather than relying entirely on extrinsic motivators, they sought to tap into 
Participants’ intrinsic motivation. This was supported by gamification principles with 
daily leader boards and weekly badges to motivate the group 

• Intrinsic motivation describes action taken without any obvious external rewards. An 
intrinsically motivated individual may do something because it’s enjoyable and 
interesting, rather than because of an outside incentive or pressure to do it. 
Throughout life, when individuals are in their healthiest states, they are active and 
interested, and the intrinsically motivated behaviours that result help them acquire 
knowledge about themselves and their world (Deci & Ryan, 2010) 

• Rather than a directive approach, telling Participants how to change their behaviour, 
they sought to leverage the power of social proof. The Challenges embedded social 
learning with Analysts able to read, like and comment on the insights of their peers 

• Social proof, a term coined by Robert Cialdini in his 1984 book, describes a 
psychological and social phenomenon wherein people conform to the actions of 
others under the assumption that those actions are reflective of the ‘correct 
behaviour’ 

Challenge Content 
Accenture set specific expectations for success by prioritising one key behaviour for each of 
three business objectives. Each of the 30 Challenges was specifically designed to address 
one of the three business objectives by developing one of these behaviours: 

• Time to productivity, enabled by learning to learn for yourself  

• Time to connectivity, enabled by learning to support yourself 

• Time to engagement, enabled by learning to look after yourself 

A sample of the Challenges is included below:  
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Barriers Overcome 
In delivering the 30-Day Challenge the team overcame the barriers they had initially 
identified: 
 

 

• Capturing Analysts’ attention and motivation: Allocating 10 minutes in the daily 
orientation schedule formed the participation habit – data showed this stayed stable 
after the first 10 days. To motivate the group, and boost participation, they applied 
gaming principles and digital sharing of insights. This set an expectation for peer 
support and increased connections between Participants. Monitoring analytics as the 
Challenge progressed enabled proactive identification when an intervention was 
required to maintain engagement; the team frequently saw graduates ‘catch up’ with 
missed Challenges after these interventions 

• Providing access at scale and on-the-go: The mobile-enabled platform used allowed 
access to the Challenges anytime, anywhere. Many Participants completed the 
Challenges during their commute, embodying Accenture’s Chief Learning Officer’s 
mantra of “Time away to learn. And learning all the time” 

• Meeting the aggressive delivery timeframe: Continuous improvement sprints 
delivered enhancements after each cohort, such as, adjusting the order of 
Challenges, optimising the time of day for maximum participation, shifting reflection 
to the same day versus the following day. Analysis of participation metrics showed 
those co-designed improvements unlocked additional value 

Outcome 
The 30-Day Challenge had a measurable impact on each of the three business objectives:  

• Time to productivity, enabled by learning to learn for yourself  

• Time to connectivity, enabled by learning to support yourself 
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• Time to engagement, enabled by learning to look after yourself 

Time to Productivity 
A 5% uptick in productivity (client chargeable time) was observed for the Challenge groups 
compared with a control group. This equated to c.£2m additional revenue annually.  

Participants’ feedback corroborated this observation, for example one commented, “After 
just one task learning about Business Analyst roles, I feel far more prepared for the project I 
am about to start. I can imagine myself going back to this throughout my role to check that I 
am remembering everything.”  

Accenture also collected feedback from Line Managers, providing evidence to discount other 
explanations for the outcomes. One commented, “I was extremely impressed when Mike 
joined as a fresh Analyst. He knew exactly what his role was and was familiar with the basic 
terminology. This is something I normally have to spend time explaining to Analysts. He 
accredited this to the 30-Day Challenge.” 

Time to Connectivity 
Greater participation in the Challenge built peer networks, as Participants shared the most 
insights. Analysis of word frequencies highlighted careers, knowledge and experience as 
subjects drawing most discussion.  

When Analysts joined client projects, they continued to use social collaboration platforms 
with their new teams and their peer group. Collectively they made over 1,100 connections on 
Accenture’s social collaboration platform.  

One Participant commented, “The 30-Day Challenge really helped me to hit the ground 
running as soon as I joined – I learned about how Accenture works in such a short amount of 
time. After 30 days it really felt like I belonged to something and I knew where everything 
was so I could be productive.” 

Time to Engagement 
Analysis of the Challenge participation data showed a set of differentiating personality traits 
that were statistically linked to engagement. An experiment with the IBM Watson Personality 
Insights application programming interface showed that individuals who “highly valued the 
needs and cares of others” were much more likely to be found among top performers on the 
30-Day Challenge. 

Lessons Learned 
The team reflected on their experience and identified three useful lessons that they learned: 

• Ability to ‘catch up’ is critical for motivation. It was very demotivating for Participants 
to ‘miss out’ on the chance of the prize because they missed one or two Challenges 
very early on; without an option to catch up those Participants often did not re-join 

• Regularity matters when building a participation habit. The participation habit was 
formed in the first 10 days and then stayed stable for the remaining period. 
Maximising engagement during the classroom training phase had a significant impact 
on participation in the Challenge overall 

• Social learning was strongly linked to overall engagement. There was a strong link 
between the social learning component of the Challenge and the completion 
behaviour that was identified by participation analysis 
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