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The 5-Step Onboarding Framework
A 90-Day Blueprint for Transforming New Hires Into Long-Term, High-Performing Contributors

	THE ONBOARDING IMPERATIVE
Organizations with structured onboarding programs achieve up to 82% better new hire retention and 70% higher productivity in the first year. Your hiring process gets them in the door. Your onboarding process determines if they stay, understand the culture, and how quickly they perform.



	STEP 1: PRE-BOARDING - Before Day One
Everything that needs to happen before your new hire walks in the door (or logs on)

	☐
	Send a warm welcome email within 24 hours of offer acceptance
Include start date, start time, dress code or dress guidance, parking/access instructions, first-day agenda

	☐
	Complete all compliance paperwork in advance
Send I-9, W-4, direct deposit forms, and any state-specific documents for completion before Day 1

	☐
	Set up all technology and system access
Email, internal tools, software licenses, communication platforms all active and tested before first day

	☐
	Order and prepare equipment
Laptop, phone, peripherals tested, clean, and ready with setup instructions if needed

	☐
	Prepare the physical or virtual workspace
Desk assigned or virtual setup confirmed; basic supplies available; access credentials documented

	☐
	Notify the team and schedule key introductions
Send a brief team announcement; confirm who will meet with the new hire in week one

	☐
	Assign an onboarding buddy or mentor
A peer who will serve as the informal cultural guide and support resource for the first 30 days

	☐
	Prepare the 30/60/90-day success roadmap
Written document outlining goals, milestones, and manager expectations ready to share on Day 1



	STEP 2: DAYS 1-7 - Welcome, Orientation, and Belong
The most important week. First impressions of culture, leadership, and professionalism are formed and rarely fully revised.

	☐
	Conduct a structured first-day welcome experience
Not just paperwork. A human experience that communicates: 'We are glad you're here.'

	☐
	Complete all required compliance documentation (in person or confirmed digital)
I-9 physical document review, benefits enrollment initiation, any state-required trainings

	☐
	Walk through the 30/60/90-day success roadmap together
Confirm understanding of role expectations, first priorities, and how success will be measured

	☐
	Facilitate introduction to all direct teammates
Make introductions intentional brief of each team member in advance on who is joining and what to share

	☐
	Schedule the first 1:1 with the direct manager within 48 hours
Agenda: Open questions, first week priorities, communication preferences, manager availability

	☐
	Introduce to key cross-functional stakeholders in writing and in person
Everyone this person will work with not just their immediate team

	☐
	First culture touchpoint: connect role to company mission and values
Share real stories, not wall art. Why does this organization's work matter?

	☐
	Day-one logistics confirmed: lunch, workspace tour, tool walkthroughs, buddy introduction
The small things communicate culture just as clearly as the big things



	STEP 3: DAYS 8-30 - Integration and Clarity
Build competence, reinforce belonging, and address ambiguity before it becomes disengagement.

	☐
	Complete all role-specific training on systems, tools, and core processes
Document what was covered and when creates a training record and ensures nothing is missed

	☐
	Shadow key stakeholders and attend relevant meetings
Exposure to real work context accelerates integration faster than any onboarding document

	☐
	Confirm 30-day performance milestone in writing
One or two specific, achievable deliverables that demonstrate early contribution and build momentum

	☐
	Manager check-in at day 15: open questions, early impressions, priority alignment
A brief, informal conversation ask, listen, and respond to what you hear

	☐
	Buddy check-in: How is the cultural integration going?
Informal feedback that new hires will share with a peer before they share it with a manager

	☐
	Confirm all access, tools, and process clarity needs are resolved
Unresolved tech or process friction is a quiet but significant disengagement driver in week 2–4

	☐
	Initial performance feedback (informal, positive framing)
Recognize early wins specifically and connect them to core values and business impact



	STEP 4: DAYS 31-60 - Performance Activation
Shift from learning mode to contributing mode. The new hire should begin driving their own agenda.

	☐
	Formal 30-day performance conversation
Review the 30-day milestone. Document results. Celebrate wins. Course-correct where needed, clearly and kindly.

	☐
	Set and confirm 60-day milestone
Increasing independence and contribution less structured support, more ownership

	☐
	Expand integration: broader organizational relationships
Introduce to senior leaders and key business partners the new hire will work with long-term

	☐
	Identify any training or development gaps and create an action plan
Performance gaps at Day 45 rarely self-resolve address them with structure and support early

	☐
	Confirm culture integration: Does the new hire understand and live the values?
Is their behavior aligned with the culture you are building?

	☐
	Manager 1:1 cadence should be fully established and consistent by this point
Weekly or bi-weekly documented, structured, two-directional



	STEP 5: DAYS 61-90 - Commitment and Long-Term Vision
Seal the commitment. The 90-day mark is the most critical retention decision point in the first year.

	☐
	Formal 90-day performance review (documented)
Comprehensive assessment against the 30/60/90 roadmap. Written. Honest. Developmental.

	☐
	Career development conversation: What does growth look like in this role?
Show them the ladder. Discuss a 12-month growth roadmap even at a preliminary level.

	☐
	Culture check: Does the new hire feel they genuinely belong here?
Ask directly. Listen without defensiveness. Act on what you hear promptly.

	☐
	Confirm long-term team integration and peer relationships
Have they built the internal network they need to be effective long-term?

	☐
	Review and close the formal onboarding documentation
File onboarding checklist and 90-day review in personnel file this is your compliance record

	☐
	Conduct internal hiring team debrief: What did we learn?
What worked in the process? What should be improved? Update this framework based on real experience.

	☐
	Celebrate the 90-day milestone intentionally
Acknowledge the journey. Express genuine appreciation. Reinforce that they made the right choice.




	90-DAY ONBOARDING TRACKER - QUICK REFERENCE
	MILESTONE
	KEY ACTION
	OWNER
	STATUS / DATE

	Pre-Boarding
	
	
	

	Day 1
	
	
	

	Day 15
	
	
	

	Day 30
	
	
	

	Day 45
	
	
	

	Day 60
	
	
	

	Day 90
	
	
	






	WANT HELP BUILDING YOUR ONBOARDING SYSTEM?
Epiphany's Foundation and Growth programs include full Hiring & Onboarding Toolkit development building the checklists, templates, documentation standards, and manager training your business needs to onboard with confidence and consistency every time.

Book your complimentary discovery call here: https://bit.ly/EpiphanyHR
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