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An Orientation and Onboarding Resource for Employers of CCA's 
in the Nova Scotia Home Support Sector  

1. The Guide

1.1 Introduction
This resource guide is for employers of Continuing Care Assistants (CCAs) in the home support sector of Nova Scotia. The assumption is 
that new hires have graduated from a recognized Nova Scotia CCA program. Employers need to consider and plan for additional training 
requirements as part of onboarding if the employer hires individuals who have not completed a recognized program (i.e., conditional 
hires). 
The purpose of the guide is to present an evidence-based orientation and onboarding model and to identify readily available resources to 
help expand current orientation and onboarding processes. It will also help address some of the recruitment and retention issues 
identified by the sector.  Several active themes, identified through consultation, are unique to the home support work environment:

• Every home is a di�erent workplace with its own set of challenges, both physical and psychological.
• Supervisors often manage employees at a distance.
• CCAs sometimes work in remote locations, far from a central o�ce.
• The client care landscape can change daily.
• Managers and sta� of home care agencies are working to capacity.

A standardized model for orientation and onboarding is needed that is flexible enough to address varying agency needs. Readily available 
resources that will help agencies implement an expanded orientation-onboarding model are required. Expanded orientation and 
onboarding will help support remote workers1, increase their feelings of competence, and enhance their sense of being valued. These 
and other human factors contribute to increased retention rates among support workers both in long term care and home support (Keef, 
J. et al. 2011, Chamberlain et al., 2016). Human Resources research supports that employees and employers alike benefit from a 
formalized orientation and onboarding process. (Dessler,2017).

CCAs graduate from approved training programs with a specific set of competencies at a beginning practitioner level. Organizations and 
sectors can apply the CCA Scope of Practice and Competency Framework2 for establishing standard criteria for the hiring, 
orientating/training, and measuring of the CCA's performance.  

Research supports that all newly minted health care workers need support for the transition to the challenges of independent practice, 
even when they have completed a student training block with the agency (Shufutinsky, Anton, and Cox, Ryan, 2019). More experienced 
hires also require assistance to learn the agency's policies, procedures, and protocols, to be fully integrated.
The guide has five sections: Introduction, Orientation, Onboarding, Onboarding (Peer)Buddy, and Ongoing Support. Each unit includes a 
discussion about the topic and suggests activities, resources, and readings useful in the onboarding of new sta� and the ongoing support 
of all employees.

1Savin, Anna (2020) The Ultimate Guide to Remote Work-Miro, March 2020, accessed March 1, 2020 at  https://miro.com/guides/remote-work/
2 CCA Scope of Practice and Competency Framework (May 2019), Employment: retrieved from http://www.novascotiacca.ca/Generic.aspx?PAGE=Resources&portalName=ha, December 3, 2019
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The guide has five sections: Introduction, Orientation, Onboarding, Onboarding(Peer)Buddy, and Ongoing Support. Each unit includes 
a discussion about the topic and suggests activities, resources, and readings useful in the onboarding of new sta� and the ongoing 
support of all employees.

Hyperlinks are found at the bottom of each page of the guide that point to identified resources.  An annotated resource table at the 
end of the guide provides links to additional reading materials and resources.  Many identified resources and reference materials are 
free of charge. Others are from for-profit organizations and are available at a cost.

1.2 The Business Case for a Formal Onboarding & Orientation Process
Onboarding is a critical process in employee management and is vital for high levels of performance, job satisfaction, and reduction 
of sta� turnover (Bauer, T. 2010).  The real impact of losing one CCA employee in the home care sector is di�cult to determine, 
given that there are emotional and other intangible e�ects on both the agency and the clients. One Canadian study (Marshall et al. 
2016) showed that employee turnover resulted in longer hours for the remaining team members and impacted the ability of 
organizations to take on new clients.  Regardless of these and other related costs3 ,the financial cost alone of losing one CCA and 
the time and e�ort required to recruit and orient a replacement CCA can be significant. 

Cornell University in Ithaca, NY, calculated the costs of replacing an hourly employee at approximately 30% of their annual salary. 
PricewaterhouseCooper puts that figure at 150%. (Chinsky Matuson, 2017). Using the conservative number of 60%, we can 
calculate the approximate cost of replacing one CCA in Nova Scotia.The average CCA wage in Nova Scotia is $17.10/hour 
(Indeed.com, February 17, 2020). Using an average of 30 hours of work per week, the average annual salary for a CCA providing 
home care is approximately $26,676.00. With a yearly income of $26,676 and a 60% replacement cost, the cost to hire and 
support each CCA replacement in Nova Scotia equals approximately $16,000.00. Chinsky Matuson explains how to calculate 
turnover costs in her 2017 article “Containing the costs of turnover” in the Canadian HR Reporter.4   

The cost of replacement alone is a significant factor, not to mention the intangible costs of employee turnover. Therefore, CCAs must 
be e�ciently recruited, engaged, and retained to provide Nova Scotians with quality home care support and allow ageing in place and 
post-illness recovery at home

Human Resource research has demonstrated that formalized orientation and onboarding programs can help increase the retention of 
new employees. Microsoft Corp reported research results about their onboarding practices in the Harvard Business Review, June 
2019.  “At the outset, Microsoft learned that a seemingly simple action-managers having one-on-one meetings with their new hires 
during their first week on the job-has outsized benefits”5. Through continued research, they have also come to another conclusion: an 
onboarding (peer) buddy plays a vital role in ensuring a successful onboarding experience.   Having an onboarding buddy was found 
to have three main benefits:
• Onboarding buddies provide context
• Onboarding buddies boost productivity
• Onboarding buddies improve new employee satisfaction.

3 Chinsky Matuson, R. Containing the costs of turnover. Canadian HR Reporter,(2017, March 20). Retrieved from 
https://www.hrreporter.com/focus-areas/recruitment-and-sta�ng/containing-the-costs-of-turnover/299516, January 5, 2020.
4 Every New Employee Needs an Onboarding “Buddy”, Dawn Klingho�er, Candice Young and Dave Haspas Harvard Business Review, June 06, 2020. 
https://hbr.org/2019/06/every-new-employee-needs-an-onboarding-buddy
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A 30-60-90 day onboarding model with the support of an onboarding (peer) buddy will improve communication, provide the kind of support 
that helps the new employee feel respected and cared about, and will help increase employee engagement. 

1.3 What Is an Onboarding (Peer) Buddy?5

An onboarding buddy is someone who informally supports a new employee during the first three months of employment. The primary 
responsibility of the buddy is to o�er advice and guidance regarding the day-to-day aspects of work. The buddy may also provide 
encouragement and knowledge as they help introduce the new employee to the agency culture.  

A buddy is not a mentor. A mentor is someone more experienced, charged with the development of an individual (personal and professional, i.e., 
a student). The buddy is not a supervisor, or in any way accountable for the new hire’s job performance. 
If questions arise regarding performance, disciplinary or policy matters, the buddy is free to give his/ her opinion and advice on approaching 
the situation. However, he /she is not responsible for resolving the issue. The employee must be directed to their supervisor to resolve the 
relevant issue(s). 

Buddy meetings require 5-15 minutes a week and can be as simple as a phone call or co�ee at a local co�ee shop. More about the buddy and 
guidelines for the selection of a peer buddy follows in section 4.0.

30-60-90 Day Onboarding Model
• Welcome to Your Agency
• Orientation to Agency & Safety Training
• Individualized Professional Development Plan
• Orientation In Home(s)
• Weekly Follow-up-Onboarding Buddy
• Verbal and/or written feedback - Supervisor

• Bi-weekly Follow-up-Onboarding Buddy
• Individualized Professional Development Plan
• In-home monitoring visit-Supervisor
• Verbal and/or written feedback-Supervisor

• Bi-weekly Follow-Up Onbaording Buddy
• In Home monitoring visit-Supervisor
• Performance Review-Supervisor
• Written Feedback-Supervisor
• Individualized Professional Development Plan
• Graduate to Agency Insider

4

5The terms buddy, peer buddy and onboarding buddy may be used interchangeably to designate a workplace buddy who supports new hires throught their onboarding process.



2.0   Orientation

2.1 Welcome to Our Agency 
When focused on covering client care hours and meeting care requirements, it can be tempting to view CCAs as commodities, as someone to 
cover the hours.  This way of thinking can turn agencies into revolving doors for care providers. We need to think of each CCA as a valued 
asset in need of support and nurturing.

The value of a CCA to your agency becomes clear when placed in the broader business context. Your home care agency may not require the 
amount of capital assets like o�ce space, tools, equipment, buildings, machinery, and other physical resources common to some 
organizations. Still, your CCAs are the essential human capital that allows your agency to operate and grow. The number and quality of your 
CCAs contribute to your agency's success. The most successful home care agencies are aware of the substantial value of the CCA and view 
the developing and nurturing of employees as a priority activity of all agency sta�. The initial employee contact is your opportunity to make 
an excellent first impression on a potential new hire. 

You want communications with your potential employees and your employee orientation program to send the right message. Although hiring 
is not part of the mandate of this project, research suggests that orientation begins even before hiring, so the job advertisement and job 
interview is also an essential part of first impressions for both the employee and the agency.   

The Nova Scotia HR Toolkit6 provides practical guides and templates that can be downloaded and used to help you create job 
advertisements and interview guides. Job Bank Canada7 also provides information about hiring and other HR topics. SkillsOnLine NS8 

provides HR resources free of charge to Nova Scotia businesses, individuals and not-for-profit organizations. individuals, and not-for-profit 
organizations. You will find additional resources and readings in Appendix A9. 

When you send your letter of o�er to a new hire include a welcome message10 from the Executive Director and some information about your 
agency.  A couple of days before the face-to-face orientation session, send an e-mail11 with information about where to meet, where to park 
and what paperwork to bring for payroll, and any other information that you deem helpful. You know what your agency requires. 
NS Works Centers have Employer Engagement Specialists who can support all employers in NS12.  They often have resources and tools or can 
help create new tools13.  

6 Nova Scotia Works, Human Resources Toolkit, 2020,  NS Department of Advanced Education and Labour, https://workplaceinitiatives.novascotia.ca/hr-toolkit
7 Job Bank, Government of Canada, https://www.jobbank.gc.ca/hiring/resources
8 SkillsonlineNS, a partnership between Nova Scotia's Department of Labour and Advanced Education, CBDC & Bluedrop Learning Networks, https://www.coursepark.com/ns
9 Additional Resources & Information, Health Care Human Resources Sector Council, 2020,  
https://hcsc.ca/wp-content/uploads/2020/11/8_Annotated-Resource-Table-March-6-2020.pdf
10 Sample welcome letters, Health Care Human Resource Sector Council, 2020, https://hcsc.ca/wp-content/uploads/2020/11/9_Sample-welcome-letters.docx
11 Sample e-mail, Health Care Human Resource Sector Council, 2020, https://hcsc.ca/wp-content/uploads/2020/11/10_New-employee-welcome-email-template.docx
12 List and contact info for individual NS Works sites, https://novascotia.ca/works/
13 NS Works Centers , https://novascotia.ca/works/
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2.2 Initial Orientation
Now that you have welcomed your new employee, it is time for an in-o�ce or virtual (online) orientation. If you consider employee 
orientation as the first step in your longer-term onboarding plan, you are on the right path. Still, it is also your chance to tell your new 
employees that you are glad they are on your team and that you will provide support and invest in their development. 

Employers in the home support sector recognize that in-o�ce orientation assists a new employee in adjusting to their job and work 
environment. It provides the opportunity to complete the necessary paperwork for an employee to begin his/her duties. It informs new 
employees about job responsibilities and functions and imparts valuable information about "who’s who" in the agency. 

A practical, well-planned orientation should also include information about the agencies’ history and values while introducing a positive 
attitude and increasing motivation. Employers that take the time and e�ort to deliver a standardized orientation, convey a message that 
“the organization is committed to employees and will provide the support and ongoing training and resources necessary to do a great job”.

2.2.1 Topics to Include in Orientation 
You can add as many-or as few-topics as you want to your orientation program. Here are some items that you should cover and a few 
suggestions for other things to include.

Most orientation programs begin by welcoming the new employees to the agency then reviewing the agency's policies and basic practices. 
The best employee orientation programs set clear expectations and help new employees become productive while also keeping them 
excited about joining the agency. Some essential topics you will want to include in your employee orientation include:

Welcome 
Start by giving new employees an introduction to your agency. It should include but is not limited to a tour of the o�ce and an overview of 
the agency's history, mission, values, and culture. Ensure the orientation meets both the Nova Scotia Home Care Standards14 and 
Regulations15 and fulfills obligations under the Occupational Health and Safety Act and Regulations16.  Provide the new employee a 
welcome package with some things relevant to your agency like a pen, mug, etc.  See some other ideas on youtube at the link below.17

Introductions
Introduce them to the o�ce sta� and their coworkers. A social lunch with all members of the o�ce sta� where discussions are around the 
personal interests of the team members and not work can help promote feelings of inclusion for new employees and begin the formation of 
the concept of agency community and family.

How do I manage an introduction to coworkers in a home support agency when everyone works remotely, and they are seldom together in 
one place, you may ask?   Make a tree-like wall chart where CCAs, o�ce sta�, and management can post their pictures. Include tiny 
snippets about each, like maybe why they love their work at your agency or what their interests outside of work may be. Sta� can even add 
photos of pets and children if they choose and change their photos at will. 

6

14 NS Home Care Standards, C:\Users\Owner\OneDrive\PMA\2020\Orientatiin Project Homecare\Reports & Design\Guide Components\Final Revisions\Link docs for 
guide\HomeCare_Standards_Quality_Service.pdf
15

16 NS Occupational Health and Safety Act and Regulations http://www.worksafeforlife.ca/Home/About-Us/Occupational-Health-Safety
17 Employee onboarding ideas your new hires will love!, https://www.youtube.com/watch?v=dUrRjdeEkhU



Show They Belong
It will help new hires to know precisely where they fit into the agency, so you will want to include an orientation to Continuing Care and 
demonstrate how home support fits under the umbrella. A chart of the agency's organizational structure, including the board, the o�ce sta�, 
and the CCAs, will also be helpful. Don't forget to include the clients and their families as the final stage, as they are the ultimate focus of the 
work. 

Communications
A clear understanding of the pathways for internal communications will be vital to help the new hire understand who to contact for various 
needs.

Benefits  
Include any handouts your new employees need, including the employee handbook18, union information if applicable, details about pay, 
direct deposit, payroll deductions, health insurance, and any other benefits o�ered.

Paperwork
This first day is the best time for new employees to complete necessary paperwork, like confidentiality and receipt of information forms19 
required by your agency.

Attendance/leave
At the bare minimum, cover time-o�, sick days, expected hours of work-including overtime, and absenteeism.

Scheduling 
New employees need to understand how scheduling is completed, where to access the schedule, and who to contact if they have scheduling 
questions or requests.

Safety/security
Explain safety and security policies and procedures, including emergency procedures, job-related safety issues, reporting of safety issues, 
employee identification, and whatever else applies, as outlined in the Home Care Standards and Policies and in the Occupational Health and 
Safety Act and  Regulations.  AWARE-NS has produced a Home Care Employee Safety Orientation Template "Stay Safe While Working in the 
Community," to provide home care agencies with a template that can be used to provide the required safety information for new 
employees.20   

Supplies  
Employees will need to know where supplies are stored, how to access them, and when they are available. Any processes for documenting 
pick-up and recording for inventory purposes needs to be explained.  Supply management is an area where the onboarding buddy can be 
helpful. 

Conduct
New employees need to learn the agency's rules and policies, including (but is not limited to) anti-harassment, dress code, computer and 
phone use, and social media. The PSW Association of Ontario Therapeutic Relationships Guide21 o�ers useful tips for establishing and 
retaining therapeutic relationships with clients.  
18 NS HR Toolkit, Employee Handbook Template, https://hcsc.ca/wp-content/uploads/2020/11/15_NS-HR-Toolkit-employee_handbook_template.doc
 19 NS HR Toolkit, sample receipt of information form, https://hcsc.ca/wp-content/uploads/2020/11/15_NS-HR-Toolkit-employee_handbook_template.doc
20 Home Care Safety Orientation Template, AWARE-NS, https://awarens.ca/programs/safety-management-system/training-resources-section-6/
21 Ontario Personal Support Workers Association Standards of Practice https://ontariopswassociation.com/standards-of-practice/
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Training
Health & Safety training is available free of charge from AWARE NS22.  Specific agency training needs to be in the orientation program (i.e., 
progress notes, time-sheets, care plans) or schedule it within the first week before the clinical orientation in the home with their onboarding 
buddy. That will give them time to practice the skills before being expected to complete these forms independently. Either way, clearly define 
your expectations regarding completion and certification of required training

Professional Development
Find out from your new employee what ongoing professional development (PD) may be of interest to them.  Information should include 
information about the number and amount of PD days available per year, how to apply for PD time, information about any financial support for 
PD, maximum amounts, etc. 

SkillsonlineNS learning network has free online learning resources and provides a learning management system for Nova Scotia businesses 
and not for profit organizations. Employers can create a private learning network at SkillsonlineNS and choose from the over 6,000 
SkillsonlineNS course o�erings.  Employers can also create and add their courses to the private learning network and invite their employees 
to participate in sessions on their private learning network electronically. The SkillsonlineNS information video on YouTube23 explains the 
system. 

Allow for periodic "In Person" training sessions to support a sense of belonging and connectedness to the employer and coworkers. Should 
large gatherings not be feasible, reach out to and partner with community-based organizations that provide training and ongoing professional 
development. Perhaps by partnering in the communities where the CCAs serve, a select number of employees at a time can go on a 
community basis, rather than trying to arrange for a "big" in house group.

Engagement & Recognition Activities
Some employers report having special informal recognition days for employees at a central location in the employee's community, like 
pancake breakfast provided by service organizations and served by agency sta�, or co�ee with the manager, within a one-hour timeframe.  
Any activity that helps the CCA connect with coworkers and managers in a plus for relationship building and promoting a sense of belonging.

Q&A session
Ask for feedback so you can tweak and perfect your orientation training. Evaluation form24

The above is not a comprehensive listing of possible orientation topics; it merely covers the most critical areas to include. Your orientation 
should be as customized and relevant to your agency and your employees as possible. The time frame for the in-o�ce orientation can be as 
short or as long as required to meet the needs of your new hire. It must also meet guidelines as per the Nova Scotia Home Care Standards 
(Standard 12.4) and the Nova Scotia Occupational Health and Safety Act and Regulations.

22 AWARENS, Nova Scotia Health and Community Services Safety Association, Course Catalogue,  https://awarens.ca/courses/
23 SkillsonlineNS, https://www.youtube.com/watch?v=SHPzFa91MKg&feature=youtu.be
24 Sample training evaluation form, Health Care Human Resource Sector Council, 2020, https://hcsc.ca/wp-content/uploads/2020/11/21_training-evaluation-1.docx
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The main point to remember is, "don't overload them with too much information on day one." Research demonstrates that within one hour, 
people will have forgotten about 50 percent of the information given. On average, within 24 hours, they will forget 70 percent of new 
information. Within one week, an average of 90 percent of the information will be lost. 

Spreading the learning over one-two or even three days with the opportunity to discuss and practice learnings between sessions will help with 
learning retention. Perhaps a block of information to start, then time in-home with their onboarding buddy to learn the ropes and practice 
progress notes, time-sheets and learn how to use the care plan. Another block of time before their first independent assignment when they 
can ask questions and demonstrate their acquired skills will be more helpful than one concentrated session to start.

The purpose of new employee orientation is to grant easy access to necessary information about programs and services and prepare new 
employees to take an active role in the agency. Although it is just one piece of your investment in new employees, it's an important piece. 
As previously stated, an orientation program and checklist must meet the home care standards and occupational health and safety 
regulations. An easily adaptable Orientation and Onboarding checklist can be accessed at this link 25.  More resources are included in 
Appendix A26 of this Guide.

The Winnipeg Regional Health Authority has shared its Direct Service Sta� orientation handbook27 and agreed that it might be adapted 
with appropriate recognition. 

3.0  Onboarding
How is onboarding di�erent from orientation? In the past decade, the idea and process of orientation have been extended well beyond the 
traditional first day the employee starts work. It continues for as long as six months to a year. This extended process is called "onboarding." By 
extending the orientation process, agency management can help ensure that new employees are not overwhelmed with information in any one 
session. They can address frustrations and questions that often arise weeks or months after the start date.

Onboarding is an extended process of building engagement and trust from the first contact until the employee becomes established. The 
purpose of the onboarding program is to make the new employee feel respected, supported and a vital part of the agency. CCA new hires need 
to be valued and supported in the same way as a recently graduated RN or LPN 28.   Regardless of the terminology, home support agencies 
can benefit from the lessons learned to date about onboarding, which builds on their usual orientation strategies. The most valuable outcomes 
are improved retention and increased employee satisfaction.

As already mentioned, an onboarding buddy is vital to the process.  The purpose of an onboarding buddy is to address the specific needs of 
your CCAs. Experiment and change your program based on your agency and priorities.  Some other best practices will usually help an 
onboarding buddy program deliver the best possible results:

• Provide some type of compensation to onboarding buddies. It may be in the form of paid training time for the onboarding buddy, a few extra 
hours of pay per week, a gift card, or whatever else the agency deems to be appropriate. Some form of recognition for the onboarding buddy’s 
support of the new employee is needed. Regardless, as demonstrated in the employee replacement exercise, by retaining just one new 
employee, the agency can save thousands of dollars per year.

• Provide a token of achievement to mentees upon graduation, as well as to their buddies and buddy mentor. The gift may be a certificate, a 
pin, or something else creative and unique to your agency. You may also consider gift cards or vouchers to local restaurants, etc.  Everyone 
involved should be rewarded and recognized when a CCA graduates from their buddy program.

9

25 Orientation and On-Boarding Checklist, pdfs for guide https://hcsc.ca/wp-content/uploads/2020/11/22_Orientation-Onboarding-Checklist_Adapted-HRD.docx
26 Appendix A: Additional Resources & Information, Health Care Human Resources Sector Council, 2020, 
https://hcsc.ca/wp-content/uploads/2020/11/8_Annotated-Resource-Table-March-6-2020.pdf
27 Winnipeg regional health authority WRHA, Home care Direct Service Sta� orientation handbook, PDFs for guide 
https://hcsc.ca/wp-content/uploads/2020/11/23_Winnepeg-RHA_HCADOTManualwithAppendices.docx
28 NOTE: Recruitment and retention can start during mentorship of students who may become your new employees.



• Remember the role of an onboarding buddy program and recognize what it is not. An onboarding buddy must not be viewed as a substitute for 
the supervisor. It should not take away resources from core processes such as recruitment or training, but if implemented thoughtfully, it can 
help engage and retain new hires.

3.1 The First 30 Days
The initial 30 days of the onboarding process needs to focus on engagement and support. It helps the new employee feel comfortable and 
confident in their work. The best practice to promote this is the assignment of an onboarding buddy or mentor and regular communication. It 
needs to be clear that the role of the onboarding buddy is not that of a supervisor.  The supervisor has their specific support role for the new CCA 
at this phase.  Training for the onboarding buddy is discussed later in the guide.

Elements of a formal onboarding buddy program:

• Onboarding buddies bring new employees along to some of their home visits. During the initial visits, the buddy models how to introduce 
themselves to the client properly and demonstrates professional communication with clients and family members.

• They have the new employee share in their work, write shadow progress notes for their clients, help them complete their time-sheets correctly, 
have the new employee interpret the care plan. The onboarding buddy discusses and gives feedback to the new employee about aspects of the 
training. 

• The onboarding buddy accompanies the new caregiver to the first 2 hours or so of their first appointment to introduce them to the client and 
get them started on the right foot.

•The onboarding buddy calls the CCA caregiver at a scheduled time each week. They discuss how things are going, answer any questions the 
new employee has about their progress, and they listen to any ideas or suggestions that the new caregiver has on how to provide better care to 
clients.

• The onboarding buddy calls the supervisor weekly to discuss the needs of the new CCAs

In the first 30 days, the supervisor will have regular communication with the onboarding buddy and will have a combination of weekly calls, 
e-mails, or other contacts with the new employee. The purpose of these contacts is to build a relationship with the management level of the 
agency, to encourage them, and let them know they are acknowledged and supported.

3.2  The First 60 Days
The next 30 days of the onboarding process needs to continue the focus on connection and engagement. New employees at this stage still 
require support; however, they are likely to feel much more confident in their work. 

The problems that often move to the forefront in this timeframe are isolation and lack of engagement. Without a firm connection to the rest of 
their agency and a continued sense of progress, CCAs /care providers are vulnerable to becoming stagnant and discouraged. Care providers are 
particularly vulnerable to these challenges because of the isolated nature of the job; if they were working in retail or fast food, for instance, 
they'd have daily opportunities to develop relationships with coworkers and supervisors. Additionally, their supervisors would have regular 
touchpoints that serve as opportunities to check-in and motivate them. These opportunities are hard to guarantee with home care.
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Because these opportunities are few and far between, it is essential to be conscious of the issue and endeavor to minimize its impact on your 
care providers. Best practices:

• Facilitate regular opportunities for your employees, including the CCAs and O�ce Sta�, to interact with each other, both face-to-face and
digitally. Strategies might include training meetings, company events, "co�ee talk" meetups, or agency webpage groups.  These do not need
to be all-inclusive meetings but perhaps a few individuals who work in the same area or share common interests.

• Work with each employee to create a plan for their development. It should map out their progress at least six months in advance and
include raises tied to specific achievements if available (such as levels of training completed).

• Hold quarterly reviews to give them feedback and get a pulse on how they are doing.

Onboarding buddies will continue weekly phone calls for the next 30 days. The supervisor will have regular communication with the buddy 
and will continue with a combination of weekly calls, e-mails, or other interaction with the new employee to encourage them and let them 
know they are on his/her radar. Near the end of the 60 days,  the supervisor will make a supervised visit and provide feedback.  This visit 
may or may not be an o�cial performance review exercise depending on orientation periods and requirements under the home care 
standards and collective agreements.. It can be a supportive visit to help build the employees' confidence and provide direction. Simon Fraser 
University website, New Hire, Orientation and Evaluation29,  provides some sample forms that may be useful.  It can be a supportive visit 
to help build the employees' confidence and provide direction. 

3.3 The First 90 Days
The Annual Home Care Benchmarking Study, 202030 found that 57% of care providers who leave an agency in a given year will do so in 
their first 90 days of employment, while those who make it through these 90 days are far more likely to stay with your agency for a long 
time. At this phase, the employee needs to feel supported to know who to go to if they have a question, and they need to feel confident in 
their role. It is also especially important that they feel connected to the agency since CCAs rarely see other members of the agency 
face-to-face. Ensure that new employees have thorough training on using a care plan and anything they might be required to do.

The onboarding buddy will continue bi-weekly calls to answer any questions and make a personal connection to encourage the new employee 
in their progress. The supervisor will continue to communicate with the new employee, make a supervised visit and complete a 
performance review31 for the new employee to meet probationary requirements (or whatever the needs are for your agency and collective 
agreement).

After 90 days (depending on what you find works best), your new CCAs will graduate from the onboarding buddy program. In a few months, 
they may become onboarding buddies themselves and may support the learning of new employees. 

29 Simon Fraser University, Human Resources, Forms & Resources, https://www.sfu.ca/human-resources/forms-resources/new-hire-orientation-and-evaluation.html 
30 Simon Fraser University, Human resources, Forms and Resources, https://hcsc.ca/wp-content/uploads/2020/12/SFU-performance-review-report.pdf
31 Simon Fraser University, Human resources, Forms and Resources, https://www.sfu.ca/human-resources/forms-resources.html December 27, 2019.
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The following are suggested by leading human resources specialists as the best practices for Onboarding (Bauer, 2010):

√  Implement the basics before the first day on the job.
√ Make the first day special.
√ Use formal orientation programs.
√ Develop a written onboarding plan.
√ Make onboarding participatory.
√ Be sure your program is implemented consistently.
√ Ensure that the program is monitored.
√ Use technology to facilitate the process.
√ Use milestones, such as 30, 60, and 90 days on the job to check in on employee progress.
√ Engage employees and o�ce sta� and client representatives in planning.
√ Include key stakeholder participation as part of the orientation. i.e. client family member, union representative, etc.
√ Be very clear with new employees in terms of:
  • Objectives.
  • Timelines.
  • Roles.
  • Responsibilities.

4. Selecting an Onboarding Buddy
New York University, in their publication New Employee Onboarding: Buddy Guidelines, notes that "a buddy is someone who partners with 
a new employee during his/her first months of employment... they help introduce the new employee to the culture”.32   NYU recommends 
that their managers make their decisions about buddies based on some specific characteristics:

√ Demonstrates strong performance
√ Is accessible to the new employee
√ Knows and is skilled in the job
√ Is proud of the agency and his/ her contributions
√ Has patience and demonstrates good communication and interpersonal skills
√ Wants to be a buddy
√ Is well regarded and accepted by other CCA’s

12
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Buddy responsibilities will be defined by the employer as part of the formal onboarding plan but generally involve the following:

√ Meet with the new employee on orientation day
√ Establish a rapport with the new employee
√ Have co�ee/lunch with the new employee at least once a week in the beginning and then once a month
√ Act as an informational resource on policies and procedures
√ Help socialize the new employee to the agencies’ guidelines, norms and culture
√ Answer general/routine questions about time sheets, client notes, etc.
√ Make introductions to other CCAs when met
√ Build open communication between the new employee and the buddy, respecting confidentiality
√ Connect with the new employee on a scheduled basis according to the employers written onboarding plan

Suggested meetings guidelines between buddies and the new employee are as follows:

√ Formal Relationship – 3 months
√ Day One-meet new employee for lunch during orientation
√ Meetings at scheduled intervals as directed by the onboarding plan of 5-15 minutes duration
√ Call/ email questions, as needed, Buddy to set the acceptable parameters

Tips for Buddies

√ Don’ t worry about being an expert. Your attention should be focused on the new employee
√ Have patience: It takes time to build a relationship. 
√ Be optimistic: new employees will develop given proper reinforcement
√ Identify the new hire‘s personality and communication style and adapt your interactions accordingly
√ Don’ t be judgmental, merely o�er feedback
√ Maintain the right attitude and a teaching spirit

Indeed.com for Employers presents a straight-forward summary of how to Create a Buddy System in the Workplace33.  The Health 
Care Human Resource Sector Council o�ers a Guide to Development of Workplace Buddy Programs34.

33                                   , https://www.indeed.com/hire/c/info/buddy-system
34 HCHRSC, 2020, A Guide to Workplace Buddy Programs, https://hcsc.ca/cca-orientation-retention-onboarding-guide/
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4.1  Onboarding Buddy Training and Professional Development
The Nova scotia CCA Program published a Mentor Training Program35 for mentors of CCA Students. The communications modules 
could also be a useful reference for onboarding buddy communication training.  McMaster University36 provides a free resource for 
coaching and mentoring.  Generally, an onboarding buddy needs to be educated in communication and relationship skills like listening, 
reflecting, coaching. The Department of Labour and Advanced Education gives support to develop workplace education programs. To 
review the program and to contact a coordinator, visti their website.37

Some fun resources are linked to help stimulate thinking around onboarding mentoring and training components. 
• The role of the onboarding buddy38

• E�ective Communication39

• Coaching and Mentoring40 
• Cultural Competence41 
• Other subjects deemed appropriate to the agency

5.  Ongoing support (6 months on)
After completing their first six months, most care providers are confident and competent in their work. Additionally, these care providers 
are likely to have found ways to handle some of the challenges specific to home care, like isolation from other employees. However, more 
seasoned CCAs are not immune to discouragement or lack of motivation either. It is essential to also pay attention to them because they 
have typically proved their dedication and commitment. 

One fundamental way to retain them is to build upon the foundation of professional development established in the initial onboarding 
phases. Ongoing training and development opportunities42 may look a little di�erent for every agency. Still, you will see increased 
retention as you help your CCAs see a future for themselves with your agency. Best practices:

• Include your interested senior CCAs in new hire orientation and train them to be new employee buddies
• Empower your CCAs to choose their professional development opportunities where possible
• Survey your CCAs43 to see if they are content and if they have any suggestions for improvements in the supports or agency  
 procedures and processes
• Complete exit interviews44 with leaving CCAs to discover if there are any trends to leaving patterns

35 CCA Program, Mentorship Training Program, 2013: http://www.novascotiacca.ca/Generic.aspx?PAGE=Resources&portalName=ha
36 McMaster University, Human Resources Services, Coach Approach: https://hr.mcmaster.ca/managers/coach-approach/
37  Nova Scotia Department of Labour and Advanced Education, https://novascotia.ca/lae/workplace-education/
38The Role of the Onboarding Buddy; https://www.youtube.com/watch?v=qoy5MifHuLs
39 E�ective Communication, How To Improve Your Listening Skills,  Litmos Heroes: https://www.youtube.com/watch?v=D6-MIeRr1e8
40 Coaching and Mentoring, Don Howe: https://www.youtube.com/watch?v=3dD2VCsPrsg
41 The Government of Nova Scotia: Diversity, Social Inclusion and Cultural Competence This webpage provides some guidelines and references,                  
https://novascotia.ca/dhw/diversity/
42 SkilsonlineNS, https://www.coursepark.com/ns and  Nova scotia Works, 
https://workplaceinitiatives.novascotia.ca/hr-toolkit/develop-your-people#Education%20and%20Training%20Supports
43 The NS HR Toolkit, https://workplaceinitiatives.novascotia.ca/
44 Employee Exit Interview Tips: PDFs for guide\Employee-Exit-Interview-Tips.doc, retrieved from Building Blocks For Behavioral Health Recruitment And Retention Overview: 
https://hcsc.ca/wp-content/uploads/2020/11/13_Employee-Exit-Interview-Tips.pdf
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Be receptive to ideas and advice that CCAs make regarding better methods or supports to make their jobs more fulfilling and for them to feel 
valued. A powerful way to demonstrate that you value your care providers is to ask for their advice. You might ask, "Based on your experience 
caring for [client's name], how do you think we can better work with them?" Worker consultation shows them that their experience, work, and 
thoughts are valued. Most importantly, avoid pit-falls such as “not returning calls/answering inquiries” as this may jeopardize the hard work 
you have put into your onboarding program.

Your peer buddy program will be successful and deliver compelling benefits to your home care agency as your agency commits fully to it. Your 
agency needs buy-in from all concerned. Commitment from your employees, including o�ce sta� and CCAs, will increase their enthusiasm. 
Demonstrate how the program will help them in their roles. Show that your agency prioritizes the success of your CCAs and thereby the 
quality of care for clients. Appendix A45 includes additional resources and readings regarding Onboarding and Onboarding mentoring.

In a perfect scenario, there will be an onboarding buddy lead who would provide ongoing training to buddies or groups of peer buddies around 
communication, supportive leadership, and giving appropriate feedback. Continuing development will help them more e�ectively support their 
charges.  The costs of developing and supporting buddies may be perceived as a barrier.  However, there may be a facility to appoint regional 
coordinators supported by some joint funding formula, thereby reducing the cost and work-load to smaller agencies. Cost savings realized by 
increased CCA retention and the decreased need to re-advertise, re-interview, and re-hire will help defray the cost over time.  A regional 
coordinator could also coordinate a standardized regional onboarding process for all agencies.

6. Conclusion
Research demonstrates that a formal onboarding model is useful in health care. Many resources address the issues related to orientation and 
onboarding of new employees, although few address onboarding of Home Support Workers (CCAs).  We have compiled and included in the 
Resource Guide for Employers of CCAs in the Nova Scotia Home Support Sector resources that are readily available and free for use. We have 
embedded these resources within a 30-60-90 day onboarding model that includes a peer buddy.  

Some at cost resources that may help address overall HR needs are included in the Additional Resources, Appendix A of the Guide.  We hope 
this guide will help Home Support Agencies, particularly those smaller and more rural agencies in Nova Scotia, focus and formalize their 
current orientation and onboarding processes, and assist with e�orts to retain the valuable CCAs to home care. 

45 Appendix A: Additional Resources & Information, Health Care Human Resources Sector Council, 2020, 
https://hcsc.ca/wp-content/uploads/2020/11/8_Annotated-Resource-Table-March-6-2020.pdf
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Nova Scotia Sourced Resources 

The NS HR 
Toolkit 

Nova Scotia Department 
of Labour and Advanced 
Education Nova Scotia 
Works  

The NS HR Toolkit provides practical guides and 
free downloadable templates to help find, keep 
and manage valued employees. Links to the free 
forms are provided. The forms are in Word 
format and can be easily customized for your 
organization. 

https://workplaceinitiatives.novascotia.ca/hr-
toolkit/downloadable-resources 

SkSkillsonlineNS Nova Scotia Department 
of Labour & Advanced 
Education and the 
Community Business 
Development 
Corporation (CBDC)  

SkillsonlineNS learning network has free online 
learning resources and provides a learning 
management system “for Nova Scotia businesses 
and not for profit organizations and their 
workers”. Employers can create their own private 
learning network at SkillsonlineNS and choose 
courses from the SkillsonlineNS course offerings 
or create their own. They can then invite their 
employees to participate in their private courses 
by e-mail. Over 6,000 courses. Hundreds of 
topics. These are fast, free and easy training 
modules accessible from anywhere in Nova 
Scotia.  

https://www.youtube.com/watch?v=SHPzFa91MKg&featur
e=youtu.be 
https://www.skSkillsonlineNS.ca 

Learning 
Opportunities 
Inventory  

Health Care Human 
Resources Sector Council 

An inventory of learning opportunities PDFs for Website\Learning-opportunities-inventory-
HCHRSC-Feb-13-2018.pdf 

Canadian Sourced Resources 
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Resource Source Summary Link 
Readings and 

Resources 
Source Notes Link 

Free Employer 
Resources 

Job Bank-Government of 
Canada 

Employer Resources. - free tools and resources to 
help find, engage, and retain workers, learn 
about diversity and inclusion, search the job 
market and be informed about employment 
standards. 

https://www.jobbank.gc.ca/hiring/resources 

Free HR Tools Business Development 
Bank of Canada  

Designed for Entrepreneurs but has resources for 
orientation and onboarding and other useful 
resources. 

https://www.bdc.ca/en/articles-tools/employees 

Coach Approach McMaster University The McMAster website offers free guides 
focused on performance reviews, approaches for 
managing different personality styles, goal 
setting, and self-review”. 

https://hr.mcmaster.ca/managers/coach-approach/ 
Retrieved January 29, 2020 

Orientation and 
Evaluation  

Simon Fraser University forms & resources including orientation checklist, 
general privacy and confidentiality agreement 
form, payroll personal data form, staff evaluation 
report form, temporary employee evaluation  
new and young worker safety orientation 
bullying and harassment. 

https://www.sfu.ca/human-resources/forms-
resources/new-hire-orientation-and-evaluation.html 

Many free 
resources, 
others at a cost 

HR Downloads HR Downloads is an Ontario-based company that 
provides Human Resources services and training 
to small agencies without HR Departments:  
They have subscriptions with unlimited access to 
thousands of HR documents, templates, 
compliance management resources,etc. The 
subscription service offers training for all of your 
employees and volunteers. You can assign as 
many courses as needed – from leadership 
development to legislative essentials! Many 

https://www.hrdownloads.com/ 
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Resource Source Summary Link 
Wizards to create policy manuals, surveys and 
forms, job descriptions, Live HR Advice, 
consultation with HR professionals on request. 

How to 
calculate the 
costs of 
employee 
turnover and 
more 

Canadian HR Reporter This article explains factors to calculate in 
estimating the costs of employee turnover. Some 
useful resources are available for free. Can buy a 
subscription to the periodical and receive 
updated HR information. 

https://www.hrreporter.com/focus-areas/recruitment-and-
staffing/containing-the-costs-of-turnover/299516 

Other Resources 

Free business-
related 
resources 

BusinessBalls.com The BusinessBalls.com website says they are  “a 
free ethical learning and development resource 
for people and organizations. Resources include 
badges, learning plans linked to accredited 
competency frameworks, wikis (for collaborative 
content development), fresh content from 
international thought leaders and academics”.  

https://www.businessballs.com/about/free-resources-
summary/ 

BambooHR BambooHR is a US-based virtual HR Company. 
This is a commercial website that provides some 
free resources and interesting reading.  

https://www.bamboohr.com/resources/ 

Readings and 
resources 

Care Academy Care Academy is a US online Training Provider. 
This is a commercial US website that provides 
some free resources and interesting reading.  
Lots of 0n-line courses of 15-minute segments 
and a Includes a Learning Management System. 
Although their training resources are US-based, 
they are often transferable to the Canadian 
context. Might be a good addition to on-going 
professional development resource for home 
care agencies without training resources.  

https://careacademy.com/ 
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Resource Source Summary Link 
Readings and 
resources 

HomeCare Pulse HomeCare Pulse is a US Home Support HR 
Company. This is a commercial US website that 
provides some free resources and interesting 
reading. They are home support-focused, and 
although resources are US based, they are often 
transferable to the Canadian context.   

https://www.homecarepulse.com/free-resource-library/ 

More Reading/Viewing 

65 Caregiver 
Interview 
Questions to 
Help You Hire 
the Right 
Caregivers 

HomeCare Pulse Tips from the US-based HR consulting Company 
on Interviewing for Senior care. Some questions 
not applicable to the Canadian context but 
general concepts and  

PDFs for Website\65 Caregiver Interview Questions to Help 
You Hire the Right Caregivers _ Home Care Pulse.pdf 

https://www.homecarepulse.com/articles/65-caregiver-
interview-questions-to-help-you-hire-the-right-caregivers/ 

The Cost of 
Turnover 

Center for American 
Progress 

The cost of employee turnover for  is high, 
regardless of the wages paid. Workplace policies 
that improve employee retention can help 
companies reduce their turnover costs. 

https://www.americanprogress.org/issues/economy/report
s/2012/11/16/44464/there-are-significant-business-costs-
to-replacing-employees/ 

How to Manage 
Millennials and 
Gen Z in a Home 
Care Setting 

HomeCare Pulse In 2020, millennials are between the ages of 24-
39, and generation z is between the ages of 8-23. 
This article by Home Care Pulse speaks in general 
terms and specifics about hiring, training, 
onboarding, recognizing and managing them in 
home care. 

https://www.homecarepulse.com/articles/how-to-manage-
millennials-gen-z-home-care-setting/ 

28 Ways to Give 
Kudos to Your 
Caregivers 

HomeCare Pulse While there are many reasons caregivers may 
decide to leave, many of them tie back to not 
feeling valued appropriately or recognized for 
their efforts. Failing to show adequate 
appreciation to your employees could lead to 
decreased satisfaction, low quality of care, and 
unnecessary caregiver turnover. 

PDFs for Website\28 Ways to Give Kudos to Your Caregivers 
_ Home Care Pulse.pdf 

https://www.homecarepulse.com/articles/28-ways-give-
kudos-caregivers/ 
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Resource Source Summary Link 

Bluepoint 
Leadership 
Development 

The Three Core Coaching 
Skills 

Leadership Development consultants.  They have 
several free videos that will be helpful to leaders 
and mentors alike. 

https://www.bluepointleadership.com/resources/videos/p
age/2/ 

How to be an 
Effective 
Mentor 

YouTube series by Don 
Howe  

Mentoring: How to be an effective Mentor - 
Golden Nugget #6 

https://www.google.com/search?q=Mentoring%3A+How+t
o+be+an+effective+Mentor+-
+Golden+Nugget+%236&rlz=1C1CHWA_enCA602CA602&o
q=Mentoring%3A+How+to+be+an+effective+Mentor+-
+Golden+Nugget+%236&aqs=chrome..69i57j69i58.1106j0j7
&sourceid=chrome&ie=UTF-
8#kpvalbx=_M5RQXoSuBc_k_Aa1pqKwAg25 

How to Improve 
Your Listening 
Skills 

YouTube 
seriesCommunication 
Skills 

Active Listening https://www.youtube.com/watch?v=D6-MIeRr1e8 

If You Aren't 
Listening, You 
Aren't 
Communicating 

YouTube series-
Communication Skills 

Active Listening https://www.youtube.com/watch?v=G7LCTueQyKk 




