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This paper explores how internal organizational consulting methods can be leveraged to optimize the 

onboarding process and promote long-term employee retention. It begins by introducing the concepts 

of internal organizational consulting and employee retention, emphasizing their strategic importance in 

modern organizations. The study highlights the value of 360-degree feedback as a tool for integrating 

new employees into onboarding programs, as well as the role of mentoring and coaching in providing 

individualized support. Additionally, it advocates for conducting employee surveys to gain insights into 

onboarding experiences and identify areas for improvement. The article concludes that internal 

organizational consulting offers a broad spectrum of methods to address contemporary organizational 

challenges and effectively support strategic goals. It underscores the growing relevance of 

organizational consulting and the need for ongoing commitment, positioning it as a key instrument for 

enhancing onboarding processes and strengthening employee retention. 
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Introduction 

Employing organizations offer a variety of internal consulting methods to advance the area of 

organizational development. These are essentially verbal and action-oriented methods that can be used 

effectively in all teams. Verbal-oriented methods include classic seminar approaches such as 

presentations, debates, group work and open space as well as systemic consulting methods such as 

circular questioning, reinterpretation and narrative techniques. In contrast, action-oriented methods 

include approaches for individual participants such as action games, context constellations and timelines 

as well as group-level approaches such as evaluation questions, action sociometry, role play, group 

drama, outdoor training, simulations and business theater (Ameln & Kramer, 2007, p. 6). 

Companies do not pressure their employees to stay in the organization long-term. Rather, employees 

are free to look for other career opportunities at any time. It is the task of the organizations to actively 

promote and maintain the loyalty and motivation of their employees. In order to strengthen employee 

loyalty, organizations should continuously create attractive framework conditions and offer a positive 

and supportive working environment (Huf, 2022, p. 140). 

Organizations pursue the goal of increasing employee satisfaction and loyalty and securing them in the 

long term. To this end, various strategies are used to promote a positive working environment and 

strengthen employee loyalty. At the same time, possible causes of high staff turnover are proactively 

identified and addressed. Targeted measures are used to create a corporate culture that encourages 

employees to remain loyal to the company in the long term and contribute their skills with commitment 

(Wagner, 2020, p. 218). 

Everyday working life is a central part of everyone's life. It therefore makes sense to involve employees 

in internal company change and development processes. Employees do not act according to fixed, 

standardized guidelines, but contribute to their own personality and social skills. They are motivated to 

develop within the company, identify with the corporate culture and actively help to shape it. Job 

satisfaction also plays an important role. This results in numerous advantages for companies, such as 

greater motivation and stronger employee loyalty (Wengelski-Strock, 2020, p. 1). 

Younger generations of employees in working life bring new expectations with them, which present 

companies with potential obstacles. They demand modern solutions and innovative approaches to adapt 

everyday working life to their needs. These requirements provide important impetus for the further 

development of the world of work and show what changes need to be made to corporate culture. The 

wishes and demands of young employees serve as a guidepost for change and make it clear which 

strategies companies will have to implement in the future in order to remain attractive and competitive 

(Schlotter & Hubert, 2020, p. 1). 
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Targeted strategies are therefore required to attract, motivate and retain talented professionals with 

exceptional skills for the organization. It is therefore important to understand the wishes and 

expectations of potential employees and to respond to them in a targeted manner (Jansen et al., 2019). 

The term paper entitled “Internal organizational consulting methods to optimize the onboarding process 

and promote long-term employee retention” deals with the topic of how companies can use various 

consulting methods to improve the internal onboarding process and promote employee loyalty to the 

employing organization. The first introductory section of this term paper explains the fundamental 

relevance of this topic and outlines the structure of the content. The theoretical part from the second 

chapter onwards deals with the basics of internal organizational consulting methods in general and the 

associated explanations and objectives for companies. In chapter three, the status quo in employing 

organizations is discussed, including the general onboarding process and the importance of employee 

retention. Subsequently, four selected internal consulting approaches are presented in the further course 

of the work, which also play an important exemplary role in the elaboration. These include an optimized 

onboarding program, 360-degree feedback for onboarding programs, mentoring and coaching programs 

for new employees and employee surveys. The paper concludes with a critical outlook on the future of 

this topic. In addition, the insights gained are summarized in a concluding conclusion. 

Basics of internal organizational consulting methods 

The range of services offered by organizational consultants provides comprehensive expertise for 

employing organizations. Their services include strategic planning, the redesign of structures and 

processes and the improvement of internal communication and management style. The consultants 

have in-depth knowledge of organizational management and experience in supporting change 

processes. 

Working closely with managers, employees or entire teams, they apply a variety of consulting 

techniques. These include consulting sessions, work programs, team-building measures and individual 

coaching. The overarching goal of their work is therefore the successful implementation of the desired 

changes and the sustainable strengthening of the entire organization (artop GmbH, 2019). 

Definition and explanation 

The use of internal organizational consulting methods can be defined as follows: Organizational 

consulting is a specialized field of consulting that helps employing organizations to initiate and guide 

various restructurings in the areas of structure, culture and work processes. Organizational consultants 

help companies to overcome their strategic and practical challenges in order to achieve their goals more 

successfully and purposefully (Hirschtec GmbH, 2025). 
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Objective 

Internal organizational consulting and the associated methods focus on promoting a digital mindset 

within the company and strengthening leadership skills in the entire digital field. The planning and 

implementation of a future-oriented strategy is supported, as is the improvement of processes in the 

course of digital transformation. Change processes are also supported during the transition to hybrid 

working models. Finally, a corporate culture is promoted and established that encourages openness to 

change and innovation (Hirschtec GmbH, 2025). 

The main tasks of the consultants within the company also include identifying strengths and 

weaknesses, promoting skills, adapting and simplifying work processes and supporting a productive 

working atmosphere. With the help of experts in systemic organizational consulting, comprehensive 

restructuring can be initiated and successfully implemented (Schley, 2024). 

Status quo in employing organizations 

Organizations have various options for strategically shaping and strengthening employee retention. In 

principle, four different forms of retention can be distinguished, each of which has its own mechanisms 

and starting points. 

Rational retention is the result of employees weighing up the advantages and disadvantages of their 

current employment in comparison to other possible options. Financial incentives such as salary 

bonuses or additional benefits play a key role in retaining employees. Habit-based retention exploits the 

human tendency to stick to familiar structures and processes. Companies promote this through recurring 

rituals, established communication channels and consistent company routines that convey stability and 

reliability. Normative commitment is based on a sense of moral obligation on the part of employees 

towards the organization. Companies can strengthen this form of loyalty through targeted personnel 

development, training opportunities and career prospects that support the individual growth aspirations 

of employees. Finally, affective bonding arises from a deep content-related and emotional agreement 

between employees and the company. Companies can actively promote this form of loyalty by involving 

their employees in shaping the company's values and cultivating a culture of co-determination and 

mutual respect (Wolf, 2020). 

Onboarding is divided into three process areas in employing companies. Firstly, the professional 

onboarding aspect is of great importance. Firstly, it is important that the new hire develops a basic 

understanding of the organization. However, the focus is on thorough familiarization with their specific 

area of responsibility. An essential part of this process is to familiarize the employee with their specific 

responsibilities. This includes learning relevant facts and information as well as the practical application 

of their skills and knowledge to support the company's objectives. In addition, it is important that the new 
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employee becomes familiar with the organizational structure and work processes. This also includes 

knowing who the right contacts are for various matters, both within the company and for external 

contacts. The second important aspect is onboarding at a social level. The new employee builds up 

relationships with superiors, colleagues and internal and external customers. A central component is 

therefore teamwork, in which the new employee coordinates and finds a place in the departmental 

structure. Successful onboarding in this area is evident when the new employee understands their role, 

is recognized as a team member and develops a sense of belonging. The third aspect of onboarding 

deals with the value-oriented integration of new hires into an organization. This includes internalizing 

the principles, goals and corporate culture shaped by the corporate identity. This is achieved not only 

through mission statements, but also by actively living the values in everyday life. A holistic onboarding 

process combines professional, social and value-oriented aspects. While professional integration 

usually runs smoothly, social and cultural integration often causes greater difficulties, which often lead 

to problems during the probationary period. These challenges underline the importance of a holistic 

approach that focuses on cultural and interpersonal integration in addition to professional integration 

(Brenner, 2020, pp. 12–13). 

Onboarding process 

The contents of Brenner's publication on the onboarding process are used as the basic literature for the 

chapter on the status quo in employing organizations (Brenner, 2020, pp. 12–13). 

The onboarding of new employees is a comprehensive process that begins when they join the company 

and can extend over a longer period of up to twelve months. During this critical phase, the focus is on 

the effective integration and thorough induction of the new team member. Designing the onboarding 

process requires close coordination between various departments and managers within the company. 

The direct manager has a key role to play here. They bear the main responsibility for introducing the 

new employee to their area of responsibility and integrating them into the existing team. One of the 

manager's central tasks is to define clear objectives for the induction phase and to carefully monitor and 

evaluate the new employee's progress. This structured approach ensures goal-oriented development 

and promotes the smooth transition of the new employee into their new position and into the company. 

The choice of a particular company is often linked to specific expectations for new employees. While 

larger organizations are usually associated with stability and clearly defined structures, smaller 

companies are often seen as employers where initiative and entrepreneurial freedom are paramount. 

As this complex process is strongly influenced by the personal wishes and individual backgrounds of 

the new staff, it should be targeted and systematically designed accordingly. A tailor-made integration 

program for new employees can include a variety of elements and methods. The aim is to optimally 

prepare new recruits for their roles and ensure smooth integration into the existing team. It is important 
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to note that there is no universal solution that is equally suitable for all organizations. Rather, each 

company should develop an individual concept that considers both the specific requirements of the 

company and the personal needs of the new employees. This flexible approach enables the onboarding 

process to be designed effectively and purposefully. Regular, carefully planned target agreement and 

feedback meetings between the manager and the new employee are an essential part of the onboarding 

process. In these meetings, the specific requirements and expectations for the probationary period are 

clearly defined and discussed. This structured dialog offers both sides opportunities for development 

and adjustment. It also serves to effectively implement the organizational goals and establish basic 

behaviours, as well as laying the foundations for successful collaboration beyond the probationary 

period. 

In addition, the induction event is a frequently used method in the onboarding phase. Here, the new 

employee is given a comprehensive overview of the company and ideally can discuss open questions 

directly with a manager. The actual induction takes place gradually, with new employees being 

introduced to their area of responsibility step by step. This process should be closely monitored to 

provide targeted support and explain important contexts. To avoid stress caused by over- or 

underchallenge, it is important to adapt the quantity, scope and level of difficulty of the tasks individually. 

Specific training measures are defined based on a comparison of the job requirements with the profile 

of the new employee. These can be carried out both as face-to-face training and as online training. 

Face-to-face training enables direct personal exchange, while online formats promote networking with 

the workforce at other locations. This combination ensures a comprehensive and flexible induction. In 

order to promote the professional and social integration of new employees, project work and work 

shadowing in various areas of the company have also proven their worth. In this way, new recruits gain 

a broader insight into the organization and can make valuable contacts. 

Employee retention 

In times of increasing demands and growing competitive pressure, many companies are faced with the 

challenge of dealing with the stresses that weigh on both employees and managers. This stress can put 

a strain on relationships in the workplace and make collaboration more difficult. To counteract this, there 

is an increasing focus on creating a supportive and positive working environment. Building a corporate 

culture that is characterized by respect and appreciation plays a central role in this. Open and 

transparent communication channels that promote dialog between all levels of the hierarchy and enable 

people to meet at eye level are also essential. In addition, a cooperative and team-oriented working 

atmosphere must be ensured (Rottmann & Witte, 2019, p. 13). Mensah et al. (2024) distinguish between 

three retention strategies; respect, recognition, and rewards. 

https://doi.org/10.51137/wrp.ijcod.2025.lsit.45820
https://www.wr-publishing.org/


International Journal of Coaching and Organizational Development (ISSN: 3052-3974) 

an Open Access journal by Wohllebe & Ross Publishing, Germany. 

Volume: 01 Issue: 01 Year: 2025 

https://doi.org/10.51137/wrp.ijcod.2025.lsit.45820  

 

 

 

Wohllebe & Ross Publishing, Germany – The Open Access Publisher. 

More information and current publishing opportunities at wr-publishing.org 

In the modern working world, the attractiveness of a company as an employer plays a central role. This 

is not only about optimizing internal processes, but also about an attractive positioning on the job market. 

To remain attractive as an employer in the long term, companies must increasingly focus on modern 

and future-oriented personnel management. This requires a regular review and adaptation of existing 

structures as well as the continuous further development of best practices. Such measures not only 

strengthen competitiveness in attracting new talent, but also contribute to the satisfaction and 

performance of the existing workforce (Rottmann & Witte, 2019, pp. 4–5). 

The various phases of the employment relationship - from recruitment to induction and the period of 

employment through to leaving - should be regularly reviewed and attractively designed to meet the 

needs of employees. This planning and design should not only pursue short-term goals but should be 

an integral part of a long-term HR strategy. Rottmann and Witte outline sustainable HR management, 

which is divided into six central aspects: Participation, value creation orientation, strategic orientation, 

promotion of skills and knowledge, stakeholder orientation and flexibility (Rottmann & Witte, 2019, pp. 

5–7). 

Explanation of suitable consulting approaches 

Advice is often equated with giving advice. The distribution of tasks is clearly defined as follows. One 

person giving advice gives instructions, the other person seeking advice follows them. Within an 

employing organization, however, the field of counselling is much more complex. Instead of simply 

making recommendations, the focus is on developing individual solutions together with the employees 

seeking help. The counsellors act as supporters who help the employees seeking advice to find their 

own solutions. Counselling therefore plays a dual role in the social context. On the one hand, it is both 

an independent field of action and an integral part of many everyday work situations in companies. 

Counselling approaches are therefore a central element in the development of social work into a 

professional occupational field, as they are used in a planned manner and according to defined methods 

in order to provide employees with the best possible support and simplify their everyday work (Kergel & 

Heidkamp-Kergel, 2022, p. 3). 

Optimized onboarding program 

As already described, the onboarding of new employees forms the basis for effective and successful 

collaboration. Around two thirds of new employees who leave an organization within a year make this 

fluctuation decision consciously and often on the first day or in the first week of their new employment. 

Once suitable employees have been successfully selected, it is crucial to introduce them to their new 

roles quickly and effectively. The initial phase of the onboarding process plays a key role as it has a 

significant impact on the long-term wellbeing and performance of new employees. A well-planned and 
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organized onboarding program offers numerous benefits for the department and the company. It helps 

the company to sustainably reduce turnover costs and ensures a seamless integration of new hires. 

This also means that they identify with the corporate culture and develop a strong sense of belonging. 

At the same time, it promotes the development of positive relationships between new and existing team 

members, which also fosters organizational loyalty. Effective induction also enables new employees to 

work productively after a short time, which quickly drives organizational success (Wegenberger & 

Wegenberger, 2021, p. 239). 

360-degree feedback for onboarding programs 

"360-degree feedback" is a comprehensive method for evaluating executives, professionals, and other 

employees. It assesses performance from multiple perspectives. This instrument is particularly effective 

for personal and professional development and is used in the context of human resource development 

within organizations. Although it can also be used for performance evaluations, its primary benefit lies 

in the targeted promotion and development of the assessed individuals' competencies. The diversity of 

feedback sources plays a crucial role, as the selected feedback providers, through regular collaboration 

with the feedback recipient, gain deep insights into their working style, behavior, and competencies. This 

close working relationship enables objective and well-founded assessments. Supervisors contribute 

their evaluations from a management perspective, colleagues provide valuable feedback from the 

immediate work environment, and customers complement the feedback with their experiences from the 

business relationship, offering an external perspective. Employees, in turn, assess leadership qualities 

and collaboration, resulting in a comprehensive picture of the feedback recipient’s competencies. 

In this method, each target person is assessed in various competent areas relevant to their role. This 

comprehensive approach enables a detailed analysis of both individual strengths and areas with 

development potential. In practice, however, not all theoretically conceivable assessment groups are 

always included as described above. Instead, a variant has become established that, in addition to the 

listed assessment groups, focuses on the important perspective of self-assessment, in which the person 

being assessed reflects on and evaluates themselves (Scherm & Sarges, 2019). 

As described, this consulting approach provides a comprehensive perspective on an employee's 

performance and general behavior. This results in several advantages for this internally applied method. 

By including different perspectives, objectivity is increased, and the influence of personal biases is 

reduced, leading to a more balanced evaluation. At the same time, the differentiated feedback enables 

employees to further develop their strengths and specifically work on their weaknesses, which 

sustainably supports their professional development. Furthermore, 360-degree feedback helps 

strengthen team spirit by fostering a culture of feedback and learning and improving communication 
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between teams and departments. Finally, employees feel valued and supported through the feedback, 

which increases their motivation and commitment to the organization (Mai, 2015). 

On the other hand, some challenges arise for employers when using this method. An important aspect 

of 360-degree feedback is maintaining confidentiality and anonymity. Employees may hesitate to 

express their opinions openly and honestly if they fear that their feedback will not remain anonymous or 

could be traced back to them. Additionally, the quality of feedback can vary, as not all participants assess 

objectively or constructively. In some cases, personal biases or tensions may distort the feedback. 

Dealing with negative feedback also poses a challenge, as inappropriate or poorly substantiated 

criticism can trigger tensions or conflicts and strain the team’s work atmosphere. Therefore, it is 

important to create a supportive environment in which criticism is constructively received and seen as 

an opportunity for development (Mai, 2015). 

Mentoring and coaching programs for new employees 

Mentoring is understood as professional support in which a less experienced employee (mentee), who 

aspires to a leadership position, is accompanied by an experienced specialist or executive (mentor). 

Typically, the mentor holds a higher position and has extensive professional experience, from which the 

mentee benefits through knowledge and support. The mentor takes on an advisory, but not directive, 

role and supports the mentee through individual guidance and assistance. The mentoring program can 

be formal or informal and usually includes regular meetings and discussions. Additionally, this advisory 

method requires a particularly intensive form of professional trust and openness to foster transparent 

communication and the targeted implementation of individual and organizational goals (Kraft, 2024, pp. 

5–7). 

In coaching programs as well, the advising coaches do not prescribe a definitive path to achieving goals 

for the coachees (the executive, employee, or a team). Instead, the focus of coaching lies in individual 

self-reflection followed by the coachee’s own solution-oriented approach. Therefore, it should be noted 

that the coaching process is not about pure knowledge transfer, but rather represents a dialogical and 

individualized form of counselling aimed at helping employees or teams in a company achieve their 

personal goals (Christopher Rauen GmbH, 2024). 

Employee surveys on the onboarding and retention 

Organizations have the option of conducting employee surveys during onboarding and for employee 

retention entirely with their own resources and internal consulting staff. In this case, all tasks — from 

strategic planning to concrete implementation and detailed evaluation of the results — are carried out 

by internal employees. This form of employee survey is appropriate when the company has sufficient 

expertise and available personnel capacity. The internal implementation has the advantage that 
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processes, and corporate culture are already known, allowing the survey to be closely tailored to specific 

questions. At the same time, generating meaningful and unbiased results requires a high level of 

professionalism in the design by the consulting personnel. Companies should therefore carefully assess 

whether the consultants possess the necessary competencies and resources to independently conduct 

a high-quality employee survey. 

Despite its advantages, internal employee surveys come with significant challenges. Confidentiality 

plays a central role, as many employees fear that their responses may not truly be anonymous, which 

can lead to low participation. Moreover, bias and fear of possible consequences can discourage honest 

and open feedback, particularly if supervisors or direct colleagues are involved in analyzing the results. 

Another critical factor is trust in the survey process itself. If survey results have been ignored in the past 

or no visible changes have been implemented, employees' motivation to participate again decreases. 

In addition, the technical challenge lies in the complex data and the need for meaningful communication 

of results, which requires professional analysis, methodological expertise, and experience. Finally, even 

the development of an effective questionnaire presents significant demands. Clear objectives, precise 

question wording, and well-thought-out response options are essential for generating meaningful results 

(Kultify, 2022). 

Outlook and further research 

The author views the connection between onboarding, employee retention, and organizational 

consulting as a highly compelling and future-relevant field. She suggests that every forward-thinking 

company should engage with it individually to develop tailored strategies. For the long-term success and 

future viability of organizations, it is crucial to establish a holistic onboarding process and invest in a 

comprehensive concept for employee retention. The targeted use of various internal consulting methods 

enables companies to better identify and support the specific needs and talents of their employees. This 

can have a very positive long-term effect on employee retention. Through this integrative approach, 

companies can not only increase employee satisfaction but also strengthen their long-term loyalty to the 

organization. 

Effectively designing the onboarding process and implementing sustainable strategies for employee 

retention—supplemented by customized consulting approaches—has far-reaching positive effects on a 

company. These measures not only reduce employee turnover but also foster a positive working 

atmosphere and strengthen the corporate culture from within. This holistic approach enables companies 

to secure their economic position while expanding their innovation and performance capabilities with a 

future-oriented mindset. In doing so, companies can position themselves successfully in a dynamic 

economic environment and maintain their competitive edge over the long term. 
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In a changing world of work, internal consulting approaches for effective onboarding and sustainable 

employee retention are becoming increasingly relevant. Advancing digitalization and dynamic 

developments require companies to regularly analyze the needs of their workforce. It is essential to 

identify emerging trends such as the desire for flexible work models, inclusive structures, and 

opportunities for further training at an early stage. With comprehensive internal consulting, companies 

can not only respond reactively to challenges but also proactively optimize their work culture and 

leadership quality. This strategy promotes a forward-looking and motivating work environment that is 

particularly attractive to young talent. Ultimately, this strengthens long-term employee retention and 

improves the company’s competitive position in the market. 

Conclusion 

Organizational consulting offers a wide range of services tailored to the specific challenges and goals 

of modern organizations. With their expertise in strategic planning, process optimization, and individual 

support, consultants help companies successfully manage complex change processes. They draw on a 

broad spectrum of methods — from advisory sessions and team-building measures to individual 

coaching — to develop customized solutions. In the context of digital transformation and hybrid work 

models, they play a key role in strengthening leadership skills, establishing an agile corporate culture, 

and promoting a digital mindset. At the same time, they contribute to process optimization and, among 

other things, enhance onboarding and employee retention through targeted measures. 

A central success factor is the holistic approach of organizational consulting. This approach not only 

considers technical aspects such as improving workflows, but also the social and cultural integration of 

employees. Especially in today’s working world — characterized by constant change and increasing 

demands — this comprehensive approach is essential to sustainably anchor long-term transformation. 

Organizational consulting thus demonstrates its vital role as a partner for companies aiming to adapt 

their structures and strategies to future demands while fostering a productive, innovative, and 

appreciative corporate culture. 

It can therefore be concluded that organizational consulting should be an essential component of any 

forward-thinking company and must be continuously supported. By implementing appropriate consulting 

measures in onboarding, the organization can pursue the goal of long-term employee retention and 

thereby build its business success on this foundation. 
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