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Tool #8: Guidance on Building a New Hire Onboarding Survey
The steps below equip HR staff to design a new hire survey that efficiently and effectively assesses the impact of their institution’s onboarding program. If your institution does not currently administer a new hire survey, we recommend starting with the questions below. If you would like to add additional questions, use the step-by-step guide starting on page 3 to develop additional questions for your new hire onboarding survey. 
Sample Onboarding Questions
Note: The far-right columns indicate the time frame in which each question should be asked. The first six questions gauge how prepared new hires felt on the first day and their opinion of the institution’s orientation program; they should only be asked the first time this survey is administered. 

	Statement
	30 Days
	60 Days
	90 Days

	I felt prepared for my first day of work.
	X
	
	

	When I started work, I had the equipment/supplies I needed to do my job.
	X
	
	

	New employee orientation made me feel welcome.
	X
	
	

	New employee orientation gave me the information I need to do my job.
	X
	
	

	New employee orientation helped me understand this institution’s mission 
and values.
	X
	
	

	Within one week of starting work on my department, I had a helpful meeting with my manager or supervisor.
	X
	
	

	Across the last [time period], the actions of executives in my organization have reflected our mission and values.
	
	X
	X

	Across the last [time period], my direct supervisor or manager has stood up for the interests of my department.
	
	X
	X

	Across the last [time period], I have had helpful discussions with my direct supervisor about my role.
	
	X
	X

	Across the last [time period], I have had helpful discussions with my direct supervisor about my career.
	
	X
	X

	Across the last [time period], I have had good personal relationships with coworkers in my department.
	
	X
	X

	Department orientation gave me the information I need to do my job.
	
	X
	X

	I have received helpful feedback on my performance.
	
	X
	X

	I feel welcomed by employees on my department.
	
	X
	X

	Employees in my department are friendly.
	
	X
	X

	I have made friends with other new employees.
	
	X
	X

	When I have questions about my job, I receive helpful answers.
	
	X
	X

	I have had a meaningful opportunity to meet senior leaders.
	
	X
	X

	I have been assigned a helpful buddy from my department.
	
	X
	X

	My assigned buddy has made me feel welcome.
	
	X
	X

	Events for new hires have helped me get to know other new employees.
	
	X
	X

	Events for new hires have helped answer my questions.
	
	X
	X


Steps for Building (or Refining) an Onboarding Survey
Step 1: Include only strategically important demographic questions

To keep the survey short, ask a limited number of demographic questions. You will want to focus on demographic information that will allow you to further focus your onboarding efforts (such as by department or tenure). 

Sample questions: 
· Please select the length of time you have worked at [institution]
· Please select your current job title
· Please select the department you currently work in 
Step 2: Select critical onboarding elements to ask about

Determine elements of the onboarding experience (as distinct from individual onboarding classes) to be measured by the survey. The goal is to create a framework for the survey that will help HR pinpoint where to focus if survey results indicate intervention is necessary. 

Sample elements: 
· Department Orientation and Training
· Departmental Relations
· Position/Work Environment
· Organizational Values
Step 3: Develop discrete questions corresponding to specific onboarding events
Develop a brief list of questions that correspond to each onboarding element. It is critical to keep the survey a reasonable length. Ask after only the most important events. If HR administers this survey three times across the first three months of employment, then keeping the survey short will help alleviate survey fatigue. 

Example
Element: Departmental Relations

Questions: 

1. I feel welcomed by employees on my department. 
2. I have made friends with other new employees.
3. I have been assigned a helpful buddy from my department.
Step 4: Frame questions for Likert scale responses 
Frame survey questions so they can be answered with the same answer scale. This means all questions must be consistently written as all positive (or all negative) and use identical language when describing identical concepts. 

Example 
Element: Department Orientation and Training

Questions: 
1. I received excellent orientation to my department.
☐ Strongly Agree     ☐ Agree   
   ☐ Tend to Agree 
☐ Tend to Disagree 
☐ Disagree
☐ Tend to Disagree

2. I received excellent training to do my job effectively. 
☐ Strongly Agree     ☐ Agree   
   ☐ Tend to Agree 
☐ Tend to Disagree 
☐ Disagree
☐ Tend to Disagree

Step 5: Determine survey collection intervals
Determine appropriate intervals for survey collection. Our research suggests that best-practice institutions survey employees multiple times across their first year of employment using the exact same question set. This can help HR pinpoint onboarding periods that are critical to new hire retention. Furthermore, administering the same survey across multiple start groups allows HR to track the impact on new hire onboarding over time. 

Sample survey intervals: 30 days post-start date, 60 days post-start date, 90 days post-start date.

Step 6: Build the survey
Build the survey in an online survey instrument. Institutions can use an online tool such as SurveyMonkey or a homegrown survey instrument if they have one. If necessary, reach out to the IT department to coordinate the survey. (Note that if you use SurveyMonkey, you can build, deploy, and analyze the survey independently.)

Step 7: Pilot the survey

Pilot survey with a small number of new hires. Adjust the questions and interface if survey participants are uncertain what is being asked or have concerns about survey length, confidentiality, etc. 

Step 8: Analyze survey data

Analyze survey data to evaluate onboarding performance. Consider filtering the data in the following ways: 

· Unit or department
· Onboarding period
· Respondent tenure
· Job title
Step 9: Improve onboarding program based on survey findings

Apply the survey’s findings to your facility’s overall onboarding program. You may want to prioritize your efforts on new hires who are the least satisfied, or costliest to replace, or in the departments with the greatest improvement needs. 
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