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Employee Onboarding
Success Metrics:

Measurement and Interpretation

s - 2026: early attrition, ramp cost, productivity drag —
board-level line items
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- Gallup: only 12% strongly agree their organization
onboards well

k

- SHRM 2025: only ~20% of organizations track
quality of hire

LSS

- Activity metrics (modules, logins) vs. outcomes
(retention, time-to-productivity)
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- Roadmap: define success, select metrics,
instrument, interpret, act

@ - Clear ownership across analytics, HRBPs, L&D,
managers, program owners




Course Map and How to Use This Deck
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Define Select Instrument Interpret
Success Metrics Collection Results

One working framework you apply to your own organization by the final module

Five-stage flow: define success, select metrics, instrument collection, interpret results, act

One working framework you apply to your own organization by the final module

Segment guidance: leaders on governance, analysts on definitions, managers on readiness, L&D on comprehension
Two recurring tools: the Onboarding Measurement Stack and role-specific 30/60/90 milestone plans

Cases use cohort-level data and always show the metric plus its interpretation caveat
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30/60/90 ) o,
Preboarding Month 6-12
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Defining Onboarding Success Across Stakeholders (<
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@ New Hire Lens @ Manager Lens HR/L&D Lens @ Executive Lens
Success means clarity, Success means readiness, Success means engagement, Success means retention,
confidence, and connection alignment, and early impact capability building, and productivity, and efficient
to do my best work. on team goals. strong integration. ramp to value.
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Preboarding  Day 1 30/60/90  Months  Preboarding Day 1 30/60/90  Months Preboarding  Day 1 30/60/90 Months Preboarding Day 1 30/60/90 Months
Days 6-12 Days 6-12 Days 6-12 Days 6-12

® Onboarding spans preboarding, day one, 30/60/90 days, and months 6-12

Stakeholders define success differently: clarity, readiness, retention, ramp cost

Leading indicators warn early: preboarding, manager tasks, day-7 NPS

® Lagging indicators confirm: 90-day retention, time-to-productivity, final NPS
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OOO £ Role clarity, self-efficacy, and social acceptance predict long-term adjustment
p

. @ Avoid defining success too narrowly or too broadly



& Measurement Framework Design: A Balanced Metric Set

ENABLING LAYER

Satisfaction and
Manager Readiness

LEADING LAYER
30-Day Engagement

LAGGING LAYER

Retention and
Time-to-Productivity
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e Onboarding Measurement Stack:
lagging, leading, and enabling layers

* Four dimensions: retention,
performance, engagement, experience

* The 4 C's: Compliance, Clarification,
Culture, Connection, Check-Back

e Select metrics that are actionable,
attributable, timely, comparable

* Lean set: 90-day retention,
time-to-productivity, NPS, manager readiness

e Governance: one owner, one definition,
one refresh cadence per metric
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Core Metrics and Operational Definitions

@ METRIC

| @ Retention
| -
| Experience
| Cost

| Enabling

|  DEFINITION /
ooj  FORMULA

oo

30/60/90-day, 6-month,
1-year; retained +
total starts x 100

days from start to
role-specific proficiency
threshold

onboarding NPS
(+30 good, +50 excellent),
day-30 pulse,
team connection

$5,475 non-executive

and $35,879 executive
cost per hire
(SHRM 2025)

manager readiness score,
manager task completion,
milestone completion

_rll REFERENCE
'|| RANGE

85-90% 90-day
retention; below

80% signals
structural gaps

ROLE-SPECIFIC
RAMP EXPECTATION

30-60 days entry-level,
60-90+ technical,
6-12 months executive
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OWNERSHIP MAP

Owner
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People
Operations
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People
Operations
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People
Operations
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Finance
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People
Leaders

Next Action

Analyze retention
drivers and close
structural gaps

Benchmark ramp

by role and remove

bottlenecks

Act on feedback
and strengthen
team connection

Monitor spend
and optimize
onboarding ROI

©,

Complete manager
tasks and drive
milestone completion



Benchmarks That Hold Up and Ones to Retire //
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BENCHMARKS TO RETIRE BENCHMARKS THAT HOLD UP
Fail the Source-and-Year Audit Pass the Source-and-Year Audit

Audit before you cite: the = Only 20% of organizations
'82% higher retention’ claim track quality of hire

traces to a 2015 study (SHRM 2025)

'$4,700 cost per hire' is _
SHRM 2016; 2025 SHRM = Cite source and year, or

benchmark is $5,475 replace with your own
’ cohort data

'20% of turnover in first
45 days' is misattributed;
measure your own
45/90-day attrition

= Benchmark by segment:
role, geography, remote
status, hiring source

Figures that hold: 12%
strongly agree onboarding
is done well (Gallup)




Data Collection and Instrumentation
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Sources: HRIS for tenure, ATS for
source, LMS for learning paths,
surveys for sentiment

Cadence: day-7 and day-30 pulse,

manager readiness survey,
30/60/90 check-ins

Prefer objective output data
over manager impressions
for time-to-productivity

Definition discipline: document
numerator, denominator, window,
and exclusions first

Privacy: consent, minimum cohort
sizes, and de-identification
in small samples

First build sequence: use existing
data, add one survey, then expand

SICNCNES

HRIS LMS IT Provisioning
(Tenure) Source) (Learning and Collaboration

K K Paths) Tools

Documented Definition

Numerator

Denominator

Window

Exclusions

Survey
Platform
(Sentiment)




Interpreting Results Without Misleading Signals

READ THE STACK TOGETHER
» Separate onboarding effect
* from pay, market, manager,
and hiring source Low LOW
RETENTION SCORE

000 ;
P » Segment by role, location,

cohort, manager, and _
hiring source SPECIFIC LOW SCORE WHAT IT SIGNALS WHERE THE GAP LIKELY SITS

o , CD social Social
| i » Small cohorts mislead; O O Gorinact c%) C "
' ' check the confidence () S el
s interval before acting
. y Expectations /7 Expectations
* Watch recency', sur\flvorshlp, A Alignment @ & Role Clarity
and confirmation bias in
every review
g Manager 090 Manager
* Qual data explains the ()  Support > ﬂ_@—h Execution
why behind a score
! Role Role
* Read the stack together: . Q y
@ low retention + low score = - Clarity . Clarity
diagnosis
Program Program
B Satisfaction Cutoff




From Metrics to Evidence-Based Interventions

STRONGEST i WEAK OR MIXED
EVIDENCE B EVIDENCE

€2 O O O i
.0 il o '

£y 1) | IT1 ® 228
Structured On-the-Job Mentor ! Swag-Driven Lengthy Front-Loaded

Socialization Training Programs Welcome Classroom
Experiences Training

—

- Early shipped work: contribution within 30 days builds
role clarity and self-efficacy

- Manager involvement is the highest-leverage lever:
3.4x more likely to rate onboarding exceptional (Gallup)

HIGHEST-LEVERAGE LEVER
- Sales example: median time to 80% quota fell 82 to 66 days;

90-day retention up 8 points Manager involvement
is the highest-leverage lever:

- Sequence by leverage: preboarding logistics, role clarity, 3.4x more likely to rate
onboarding exceptional

(Gallup)

manager enablement, 30/60/90 milestones




Common Pitfalls: Vanity Metrics and Equity Blind Spots

THREE-LAYER
MEASUREMENT

| i Hard to connect to outcomes.

LAGGING
What happened

in the end 8__) Logins

> m mc::;Ilztions

LEADING

What predicts

outcomes ®

-

Activity # Impact.
Behavior change and retention

Easy to count.

are the outcomes that matter.

AN

Hours in
training

Completion means little
if completers churn like

non-completers. |
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Logins, training hours, modules done: activity that predicts nothing
Completion means little if completers churn like non-completers
90-day retention is lagging; the exit decision happens weeks earlier
Report median ramp time and distribution, not distorted averages
Segment by demographics, employment type, and location for equity
Consent, de-identification, and pause rules protect small cohorts

A dashboard that triggers no defined action is decoration

One size does not fit all.
Quality and outcomes are
unevenly distributed.
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Segment by demographics,

employment type, and
location for equity.




Building a Measurement Practice and Operating Cadence

* OPERATING CADENCE: FOUR-BEAT REVIEW RHYTHM

Weekly Monthly

monthly dashboard
and one experiment

weekly leading
indicators

. J \_ J

.

Quarterly

quarterly cohort annual reset of

* OWNERSHIP MAP: FROM METRIC TO ACTION e

Analytics HRBPs
defines =) & translate
the metric the insight
e MATURITY LADDER: EVOLVE OUR PRACTICE o
x

Live ramping-risk
dashboard use

Owned
metrics

Ad hoc
tracking

review retention and ramp
targets
v
anage Next action:
WaaW oxecute decide, act,
@’  check-ins and learn
» Named owners: analytics defines, HRBPs translate,
managers execute check-ins
» Cadence: weekly leading indicators, monthly =
dashboard and one experiment
® Quarterly cohort review; annual reset of retention * g
and ramp targets °
' Maturity: ad hoc, then owned metrics, live
dashboard, then prediction .
' Don't model predictively until definitions and &

» Reuse cohort data for board-level retention and "o

instrumentation are stable

ramp-cost forecasting '




Scenario Walkthrough: Diagnosing a 90-Day Retention Problem

- Setup: 200-person firm, 40 hires/year,
$80K salary, 74% 90-day retention.

@ - Define success by role family and

confirm targets with the business first.

%

I:” | - Pull the cohort: 30/60/90 retention,
time-to-productivity, engagement,
manager readiness.

- Segment and read the pattern: social,
Q expectations, or execution layer.

- Test alternative explanations: pay position,
market conditions, hiring source,

manager quality.

% - Quantify: five retained hires = $200K

saved vs. ~$25K program cost.

QC® 00 © 00

‘ 5:| - Assign one intervention, one owner,
@) one measurement window, then a readout.



Scenario Walkthrough: Improving
¥' Time-to-Productivity for a Distributed Team

0O ' P S,
Epﬁ% : D'|strlbuted engineering and E:ustomer-success (SRQ Distributed Ramp Distribution 2 Median Ramp
hires ramp slowly and inconsistently (2 Population Across Cohorts ™ Curve
Ef—“@ @ Write role-specific proficiency thresholds for Nmefitas i
3-5 critical tasks Remote =
D| |ﬂ ®  Ground thresholds in tenured-employee output; .
Q P tained$h E Ig P Americas
measure days to sustained thresho Hybrid -
J" oL Wide ramp distribution signals role clarity
by gaps; shared stalls signal program steps EMEA
Remote :
9\ & ¢ . |
jel & ©®  Segment by location, manager, and remote | :
versus hybrid mode; compare medians APAC :
Hybrid ! /
8 % o Interventions: pre-day-one provisioning, 3 : ¥
‘—& scoped first contribution, structured buddy, )
. J Customer |
manager rubric ® Siiccess L _/—’
(All Modes) b e
Use staggered rollout to separate program
effect from cohort or seasonality
S ' Wide Spread AR ' Shared Stall Zone = Median Ramp Curve
@ ® Report ramp cost per hire and S . (Role Clarity Gaps) AP , (Program Steps) (Expected Path)
days saved per cohort




Action Planning and Key Takeaways

- Pick 2-3 metrics: write definition, :
S METRIC M DEFINITION OWNER SOURCE
owner, source, cadence E (NAME) Ll (WHAT & WHY) (WHO) =) (WHERE)

- Definition first: most failures
happen before analysis begins

- Balance each lagging outcome
with a leading indicator

O,C% - Segment, check sample size, OWNERSHIP MAP: CONNECT EACH METRIC TO OWNERSHIP AND ACTION
FRreR explain numbers with qualitative data
Bl
. N
- Every reported metric n
yEpe ed cHIE eeds METRIC NEXT ACTION REVIEW CADENCE

a named owner and a set action IR

- Commit: one metric to stand up,
one decision next quarter

- Measure outcomes, not activity;
treat 90 days as retention's window

COMMITMENT: ONE METRIC & ONE DECISION

— —
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One metric | will stand up:

One decision | will make next quarter:
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