Employee Onboarding
Checklist: A Step-by-Step Review

Purpose: a structured, phased checklist
shortens time-to-productivity and reduces
early attrition

Audience: HR, People Ops, recruiting
managers, team leads, onboarding
coordinators

Scope: pre-boarding through 30/60/90-day
milestones, plus ownership and measurement

Outcome: build, customize, and audit a
checklist for your own organization

Roadmap: six phases, each with defined
purpose and exit criteria
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Why a Checklist Beats Improvisation: The Business Case

Without a Checklist With a Checklist
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Structured onboarding is linked to
stronger retention and productivity
(directional, not guaranteed)

@ Decision window is short: ~70%
judge fit within the first month

é% Early attrition is the expensive part: 4 A no-show alone costs about
$7,500-$28,000 per lost new hire e $1,371 on average

.ll to $1.5M annually from preventable repeatable, auditable, and

Mid-sized organizations can lose up E Checklists make onboarding
turnover coordinator-independent



Reading the Numbers Honestly:
What the Benchmarks Do and Don't Say

Benchmark Claims (and the Fine Print) Measure Yourself

The famous '82% better
I% retention' is a 2015 Brandon Stale
Hall study — stale, rarely dated

90-day retention

C,

time-to-productivity
'20% of turnover in 45 days' W
09 is misattributed to SHRM; Misattributed

'$4,700' superseded by $5,475 ramp cost per hire

. Only 12% of employees
o strongly agree their organization Low
onboards well (Gallup)

new-hire CSAT
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Just 1in 5 organizations track

Hybrid onboarding scores highest Us . :
eful -
.ll on satisfaction: 75%, ahead of context lll Joelibphhie = mosthgdets

in-person 73%, remote 71% go undefended.

Source hygiene: cite the year, not just the number.




The Six Phases of the Checklist:
Pre-Boarding Through Day 90

O

Pre-boarding Day one Week one Days 8—30 31-60
Purpose: Purpose: Purpose: Purpose: Purpose:

Set the stage Welcome and Learn and Contribute Increase

for success orient build foundation and build skills independence
Exit criteria: Exit criteria: Exit criteria: Exit criteria: Exit criteria:
Ready for Set up and Core knowledge Making a Consistently
day one productive in place meaningful impact delivering value
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Phase model: pre-boarding, day one, week one, days 8-30, 31-60, 61-90
Each phase has a purpose and exit criteria: learning, contributing, owning
Every task needs a named owner and a due date relative to start date
Hard deadlines from hire date: I-9 Section 2 in 3 business days

Benefits enrollment typically 30 days; direct deposit before first payroll

Two artifacts: checklist for logistics, written 30-60-90 plan for outcomes
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61-90

Purpose:
Own outcomes
and drive results

Exit criteria:
Fully contributing
member of the team




Pre-Boarding: Winning the Window Before Day One
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Clock starts at signed offer — begin
within 24 hours, not on start date

Paperwork: offer and contract by
e-signature, I-9 Section 1 before day one

W-4, state withholding, direct deposit,
benefits packet, NDA or IP agreement

Equipment: order and configure 10-14
business days out, ship with tracking

Test SSO, MFA, and VPN from outside
the office network before day one

Human contact: manager welcome, named
buddy, team notified, first week scheduled

Distributed hires: never make day one
the setup day — that’s where it's won or lost
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Day One and Week One:

Compliance Without the Cold Open

\ly E2
® O =
as , LO >
Open with Complete I-9 Cover first-week
human welcome Section 2 and compliance:
and manager test every harassment,
connection, system login safety, privacy,
not paperwork together conduct,
handbook

Clarify role,
authority,
metrics,
cadence, and
who to contact
for what

Set people up.
Build trust.
Enable what's next.
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Add Al literacy:
approved tools,
data rules,
human review
points
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Close each day
with a 10-minute
debrief while
fixes are cheap

A compliant start
builds confident people.




Days 1-30: Building Competence and Connection

m Goal: learning — foundational training, stakeholder
meetings, one reviewed piece of work

oo Cadence: daily 10-minute check-ins in week one,
MA  then weekly 30-minute 1:1s

@ Set three measurable 30-day goals before the hire
starts; avoid vague "get up to speed"”

@ The 30-day check-in is the key intervention: role clarity,
blockers, tools, 60-day expectations

Ia Ask hires to log everything they couldn’t find —
a documentation audit that expires in a month

Pre-boarding Days 1-30 Day 31-60 Day 61-90




Pre-boarding Days 1-30 Days 31-60 Day 90

Days 31-60: From Learning to Contributing

', Apply the role with a safety net:
o own real workflows under light
supervision

Milestones: first independent
deliverable and a calibrated
feedback session

ma,
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Midpoint audit: review the
checklist for gaps and stale tasks

Career conversation: "Where do
you want to be in 18 months?"

Watch the 60-day risks:
disengagement, unclear priorities,
weak manager support
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Days 61-90: Full Integration, P
Review, and Closure

From onboarding to what's next — set up for long-term success.

00060

Goal is owning: Verify all Run a real Run the 90-day Ask: what Close the
independent compliance 90-day review: stay interview surprised you, onboarding
work, one training recorded written goals led by HR for what differed record in the
initiative led and licenses scored against candor from recruiting, HRIS; transition
end to end validated; store outcomes what keeps you? to performance
I-9 separately management

PEOPLE TODAY
STRONGER TOMORROW




Roles, Ownership, and Handoffs: Who Owns What, When

HR/People Ops Manager
paperwork, compliance, access, equipment, role clarity, 30-60-90 informal integration
HRIS setup, stay interview and verification plan, feedback and day-to-day questions
0 Assign tasks to roles, not people, so the workflow survives changes r

Q Recruiter owns pre-start; handoff to manager on day one

Q No owner for the next action is where handoffs fail



Designing Your Checklist: Structure, Customization, and Systems

Core fields: phase, task, One core template; ad'd o Access lifecycle: request,
owner role, due rule, role addendumes, not five approval, provisioning,
prerequisite, status, blocker, separate documents verification, revocation
evidence
@ Role
B Phas @ Addendum
@ Task A
& Ownerrole & _ o 0 o
® Role '
g Pusigie Core @ Addendum Request Approval Provisioning Verification Revocation
¢ Prerequisite Template
@® status
A Blocker ® Role
@ Addendum
E Evidence
Checklist holds status and o 90% of leaders test Al in Build accessibility, localization,
references only — never -9, onboarding; under 18% apply and inclusive design into
tax, or medical payloads it to judgment the template
N /
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Measuring Success: Metrics, Feedback Loops, /

and Audit Cadence

Lagging Indicators

Review over time to understand impact.

Leading Indicators
Focus early to set new hires up for success.

- Lead with leading indicators: Lagging indicators for quarterly review:
_=h| pre-boarding completion, manager (] II 30/60/90-day retention, time-to-productivity,
task completion, day-7 satisfaction ramp cost per hire

@ Onboarding NPS above +30 is 9°°d'. . Run a light quarterly cohort review plus
P above +50 excellent; send 3-5 questions el a deeper annual reset of targets

at days 7, 30, 90

I Close the loop: show new hires what

Below 80% on-time completion signals
changed because of their feedback A

the checklist isn't living where the work
happens

Onbardlng JERaLAC Cadence 3 Present ramp cost and 90-day

&5 retention as before-and-after
gl @ cohort comparisons finance

can audit.

Day 30 Day 90

LISTEN | MEASURE | IMPROVE | RETAIN



Common Pitfalls and Fixes: A Checklist Health Screen

Spot the common issues. Apply the fix. Build a smoother onboarding experience.

43% finish onboarding
EB.Q in one day; practice — I:—h'°

calls for 90 minimum

IT and equipment set up

| ) on day one — build IT lead —> I '
(] (v

time into the workflow

Forms sent the week before
= start instead of within 24 hours —

0 of offer °

° Unistructured "how's it going?"
e check-ins — fix with a fixed -
° 30/60/90 cadence

&

Compliance documents lost

in email threads; if it isn't signed —
“o “o

and stored, it didn't happen

Overengineered templates: a 20-item

0 —
g checklist run consistently beats - =
0 60 items used once 0



Your Next 30 Days: Building and Auditing Your Own Checklist
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Exercise 1: map Exercise 2: list hard Exercise 3: build Exercise 4: baseline Exercise 5: set

every task from deadlines — 1-9, four owner groups — current 90-day cadence — quarterly

offer acceptance benefits window, HR pre-boarding, retention, time-to- cohort review,

to end of week one direct deposit, IT day one, manager, productivity, manager annual audit, update
safety training compliance check-ins on policy change

° Close: a checklist guides, it doesn't just tick boxes
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