
TEAM ONBOARDING 

TOOLKIT



You did it! You hired 
the perfect team 
member! Congrats! 
Now listen up, or they’re going to be gone in 
three months.

In order to make sure your team member gets 
up to speed as quickly as possible (saving you 
time and money), and setting them up for 
success, a team onboarding process is essential.

Let’s dig in.



 Because you can:

 Retain amazing talent 

 Create clear expectations for performance 

 Demonstrate leadership in small team

 Set up new team members for success 

 Promote so you are freed up to work on the business = Mo’ Money!

Why is this kick-ass?

Training increases productivity by 25%



Step 1 
Setting your people up to kick ass

Give your team everything they need to know to crush it. 

That includes:

List of business goals and KPIs (key performance indicators)

Systems you use to track milestones and deadlines 

Systems & resources does your team uses to complete work 

Calendar slots where you review work & answer questions

Incentives that get them running at the speed of light



Step 2 
Understand goals and define  
your metrics
Get a clear picture of the onboarding process, and define  
acceptable performance levels so your employees know  
what is expected of them. 

That includes:

Ramp up period — how long does it take an employee to train before they 
start providing the business value 

Margin of error — the percentage of which an employee is making mistakes 
on specific projects and goals #quality

Employee efficiency — how long is it requiring your employee to complete 
tasks and goals
 
Bonus/ Rewards — track incentives based on goal completion 



Step 3 
Track the Team Onboarding Process
Use a system to track the onboarding process, so you know exactly 
how far into the onboarding process you’ve gotten.

Eg. Asana  — workflow in a project manager

Onboarding checklists for different positions 
https://www.smartsheet.com/free-onboarding-checklists-and-templates
https://www.process.st/checklist/employee-onboarding-checklist/



Step 4 
Optimizing the Team Onboarding Process
Before the first day set up goals, paperwork, and digital and physical space  
so you can hit the GO button on your new person. 

Send Paperwork ie. W4’s, 1099’s, Direct deposit (or how they will get paid)
Set up workstation (physical or virtual) 
Set up systems - credentials, password access and tech set up 
Prepare any training materials for first day

Ramp-up Quickly: Day 1 > Week 1 
Day 1 sets the tone for the the job. Acclimate them fast:

Introduce them to team members 
Provide business overviews 
Give them a tour to resources and training 
Review and identify glitches with paperwork and systems setups 
Set-up feedback, meetings and review times 
Review assignments and tracking of tasks and projects 

Goal Setting: Set expectations and goals for deadlines 
Define the metrics that let you know work is being completed and moving your 
business forward. 
What are their goals for the quarter?
What are their goals for the month?
Weekly goals?
How do you course correct if work is going in the wrong direction?



Step 4 
Optimizing the Team Onboarding Process
(Cont.)

Training 
There’s a tradeoff between how much you pay for a position and how much 
you train. Training allows you to reduce costs, build good habits for your 
business, get rid of old bad habits and increase productivity #WinWin 

What kind-of training will they have access to — shadowing other team 
members, videos, manuals?
How will they find the resources they need?
Note: You can reduce handholding by document answers to frequently asked questions

Scale your training by eliminating 1-1 
training (or training via osmosis)



Step 5 
Delegating Onboarding to Team Lead
When you get your documents in order, you can easily pass of the onboarding 
process to someone on your team.

Documents and Materials
Welcome Pack 
Offer letter 
What do they need to succeed on first day 
Company swag 

Onboarding Handbook  
(Different than operating manual)

Quick reference guide to navigating behaviour and resources in your business 
Include references 

Communication 
How are you taking communication out of email inbox
Layout times you will review milestones, work product and deliver feedback 

Training
How do team members know how to get the job done for your business?

Create documents / videos walking team members through key steps needed for 
them to complete job (screenshots are very useful here)
Create standard operating procedures that define every process in the same way, 
for quick and easy reference

Team Meetings 
Describe vision, goals and KPIs of business to create transparency  
in growth #context 
Give acknowledgement #indoctrination #retention
Review score cards - decrease management 
What’s working and what’s not working efficiency 

Performance Reviews 
Welcome letter/video that makes your client know that they have made the right 
decision + anything else needed to have them be a good behaving client 



Team Score Card 
Keep track of your onboarding team activity and results so you’re not 
chasing after them like a cat after a laser pointer.



Click here to get in touch or email us at juliana@scaletime.co

We hope you enjoyed this free guide! 
Here’s the pitch to let us do this for you...

Ready to make more money, work for better 
clients, free up your time, and finally enjoy running 
this businesses you’ve poured your life into?

ScaleTime is a consulting company that helps small agencies like yours run 
your business without you, like a well oiled machine.

We help you quickly scale your business in a controlled, seamless way—
allowing you to do more of the work you love, and delegate the work  
you don’t.

With ScaleTime, we dig into your business to identify bottlenecks and unleash 
them one-by-one, putting simple, effective, scalable systems in their place.

And our clients see some insane results.

Michael reduced client time by 80% to focus 
on lead generation.

Jean increased her recurring revenue by 7x.

And AJ worked with us to create a sales 
engine that increased his sales by 350%.




