
How to design 
an onboarding 
program for your 
new hire

The worksheets in this guide will help you implement the structured 

onboarding approach, including designing your onboarding plan for all 

your new hires, identifying what type of information you’ll want to share 

on their first few days and weeks in office and how to effectively set 

them up for success. 

For hiring managers
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Introduction
In an ideal world, hiring managers, IT, facilities, the talent management 

team and everyone else involved in the onboarding process are 

perfectly aligned, just as they are in the hiring process (*not so subtle 

wink* check out our structured hiring worksheets). After all, making 

sure that new hires are onboarded successfully is key to retention, 

productivity and overall employee happiness.

Designing a systematic onboarding program to welcome new hires 

to your company has long-ranging benefits. Structured onboarding 

improves new hire experience and ultimately ensures that new 

hires are set up for success. Whether you’re building your new hire 

onboarding plan for the first time or looking to take your existing plan 

to the next level, use this guide to kick off your design process. 

33% of new hires look for a new job 
within six months of starting1 but 69% of 
employees are more likely to stay with a 
company for three years if they experienced 
great onboarding.2

20%

6-9 mos.

12%

of employee turnover 
happens in the first 465 
days2

It costs 6 to 9 months of 
an employee’s salary to 
ID, source and onboard 
a replacement3

Only 12% of employees 
strongly agree that their 
organization does a 
great job onboarding 
new employees3

Did you know?

1. hbr.org/2015/03/technology-can-save-onboarding-from-itself

2. octanner.com/insights/articles/2018/9/14/an_onboarding_checkl.html

3. gallup.com/workplace/235121/why-onboarding-experience-key-retention.aspx

https://www.greenhouse.io/guidance/structured-hiring-101-worksheets-3
http://br.org/2015/03/technology-can-save-onboarding-from-itself
http://octanner.com/insights/articles/2018/9/14/an_onboarding_checkl.html
http://gallup.com/workplace/235121/why-onboarding-experience-key-retention.aspx
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Getting started
As a manager, you play a key part in setting your new hires up for 

success. By onboarding them to your team effectively, you’re able to 

help influence how quickly they become productive members of your 

organization. Giving them the training, knowledge and tools they need 

to feel confident about how they’ll contribute to company goals, and 

setting expectations on how they’ll be evaluated, are integral to how 

well adjusted they’ll be. 

We’ve put together a slide deck template that encompasses most, if 

not all of, the points you’ll see below. There are prompts to encourage 

you to think about how to tailor onboarding to your specific team and 

the new hire that’s joining. We hope it helps. 

Pro tip

Get the deck template

https://docs.google.com/presentation/d/1ga9eyUv0UOXa-kVDxkDmhYrF7NS-9jKC0dh8oUcjNPY/edit#slide=id.g3d7dd87c86_0_1
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Define success
Define the role and what success looks like in it. Determine what  

your new hire will be working on and backtrack into what they need  

to know to be able to do that

What does the new hire need to know in order to perform their role? 

Think skills, industry knowledge, product knowledge, company history, 

context about our clients, etc.

What order do they need to know it? Map it out!

How are things currently done? Process!
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How is success measured? What metrics or KPIs does the team track?

Who needs to give your new hire access? When do you need to ask  

for it?

How does your team work? What tools do they use? What is the 

software development process, how does the team collaborate, where 

are files saved, etc.

How will your new hire know if they’re successful? When will you talk 

about this?
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How will you know if your new hire is proficient? When will you test 

for this?

Who does your new hire need to know and who will they be working 

with? Both on the team and cross-functionally.

What do you want your new hire to do or learn in their first 30, 60,  

90 days?
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Give your new hire  
something to work toward
Connect your new hire to the team’s mission and purpose (define 

them if they don’t exist), and reiterate company values and how  

your team contributes to that.

How does your team help the company achieve its mission? How will 

your new hire help do that?

How does the work your new hire does impact the team, the company, 

the clients, the world?
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How does your new hire’s role/team fit into the company? What 

other teams/functions exist in the company (if not shared as part of 

company-wide onboarding)?

Pro tip: Make sure your new hire is added to existing team meetings for your 
department, cross-functional get-togethers and company-wide meetings.

How does your team embody company values?
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Set expectations
Make sure you clearly communicate expectations around 1:1 time 

and team dynamics. 

How often will you meet as an individual, team, company?

What can they expect from you in terms of communication?

How are things communicated and when?
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How will you know if something isn’t working?

When do you give feedback, and what does that look like?

Ask your new hire: “How do you like to communicate and work?”
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Facilitate social  
connection
How can you help your new hire build meaningful relationships?

Who do you need to introduce them to and how will you do this?  

Is it through emails, Slack, team meetings or individually?

Pro tip: Think about which email listservs, Slack channels and group messages 
the new hire should be added to and take action as needed. 

Pro tip: If you’re not sure what this refers to, learn more about how to build your 
company-wide onboarding plan by reading our free resource guide.

As the manager, what can you do to facilitate social connections?  

A typical company-wide onboarding plan includes things like buddy 

programs, onboarding cohorts, lunches, employee experience 

activities and more.
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Document your  
onboarding plan
Bring all the objectives above together by creating and executing an 

onboarding plan. 

What tools should you be using? Think about the tools that will help 

you facilitate your onboarding plan: Trello, Google Sheets, Asana, Jira, 

Marketo, Slack, Zoom, etc. 

Set milestones to track your progress by month, first three months, etc.

List out what new hires need to read, watch and learn. Recorded calls to 

listen to, support articles to read, processes to understand, etc.
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What training on skills, knowledge and/or processes does your new 

hire need to do or follow to perform their role? Are there self-paced 

trainings they need to do online? Is here any in-person training they will 

go through outside of the first week programming? Will they shadow 

another person? Create a training plan and schedule it out.

Is there a list of people your new hire needs to meet with? Set up those 

meetings for your new hire and put them on the calendar.

Set up a mechanism to measure success and track progress. You’ll 

need to determine what success looks like and track against the 

milestones or metrics you’ve identified. 
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Conclusion
After completing these worksheets, you’ll have a clearer sense of how 

you can bring great onboarding into your organization or improve on 

your existing process. By following the recommendations throughout 

this guide, our hope is that both new hire and manager onboarding 

experiences are elevated, that retention increases and that your new 

hires ramp up more quickly than before. 

To recap, a strong onboarding process helps:

Calibrate and uplift a new hire’s understanding of your company’s 

mission, values, culture and purpose

Show how the new hire’s team fits into the overall mission and purpose, 

showcase the value they’ll bring to the organization and give them 

something to work toward

Empower new hires with information (who to go to for IT/HR/facilities 

support, what they can expect from their managers, what’s expected of 

them, when to ask for extra support, how to do their job, etc.)

Set the tone for company culture

Give a strong impression of what their work life will be like at the 

company

Ready to take the next step in designing your company’s onboarding 

journey? Check out How to design a company-wide onboarding plan 

for more details. 

Use tasks feature to track 

progress

Eliminate time wasted 

chasing down information 

by creating a structured 

workflow

Define and manage your 

operations: set onboarding 

tasks for specific roles, office 

locations, employee statuses 

and other criteria

Assign and set owners, 

notifications and reminders 

for easy task completion

Use feedback to measure 

what’s working, what’s not 

and where you can improve

Collect feedback from new 

hires and identify gaps in your 

onboarding process

Work more efficiently with 

hiring teams to ensure new 

hires are set up for success

Pull reports to see the impact 

of your onboarding efforts 

and find areas where you  

can improve

Learn more at  

greenhouse.io/onboarding

With Greenhouse 
Onboarding:

https://www.greenhouse.io/guidance/structured-onboarding-worksheets-101-design-your-company-onboarding-plan
http://greenhouse.io/onboarding


Greenhouse is the leading hiring software company. 

We help businesses be great at hiring through our 

powerful philosophy, complete suite of software  

and services, and large partner ecosystem  – 

so businesses can hire for what’s next.

To learn more, visit

greenhouse.io
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