How to Onboard Hostel Staff Fast

A first-week plan that gets a new hire, volunteer or work-exchange arrival running
a shift correctly by day three, without a training day.
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A hostel cannot run a training day. Someone arrives on Tuesday, the night shift is short on
Wednesday, and by Friday they are alone at the desk. This guide is a first-week plan built for
that reality: a new hire, a volunteer or a work-exchange arrival running a shift correctly by day
three, with the checklist as the safety net.

Why onboarding is the cheapest fix you have

Brandon Hall Group research, cited across the HR industry, found that organisations with a strong
onboarding process improve new hire retention by 82 percent and productivity by over 70 percent.1 Evenif a
hostel gets a fraction of that effect, the maths is strong. The Center for American Progress puts the cost of
replacing a worker earning under $30,000 at about 16 percent of annual salary, which for a typical front
desk role is $4,000 to $5,000 per departure.2 A first week that keeps one extra person for one extra season
pays for itself many times over.

The reason onboarding works is not the welcome. It is that a person who knows what "done" looks like on
day one does not spend three weeks feeling incompetent, and people who feel incompetent leave.

The principle: the checklist is the trainer

In most hostels the standard lives in the manager's head and gets transmitted by whoever happens to be on
shift. That colleague is busy, has their own habits, and skips the parts they find boring. The new person
learns a version of the job.

Fix the source. Write each shift as a checklist where every task has one owner, a time and a note on what
finished looks like. Where words fail, attach a photo: the correctly set breakfast table, the closed bar from
the service side, the dorm bed made the house way. Now the standard is the same for everyone, it survives
turnover, and the new person can consult it without interrupting anyone.

If you do nothing else from this guide, do this. The Skorops hostel opening and closing template and the
housekeeping template are ready to edit.
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Before they arrive

¢ Send the checklist the day before. Not the handbook. The actual opening and closing lists, with the
photos. Ten minutes of reading on the bus beats an hour of being told.

¢ Assign a shift buddy for days one and two. One named person, ideally your best closer, not whoever is
free.

e Prepare the practical kit. Login to the systems, the Wi-Fi password, a locker, the key code. Nothing Kills a
first day like waiting 40 minutes for an account.

e Set the employment basics in writing. Role, hours, pay or exchange terms, who they report to. For
volunteers and work-exchange staff, see the companion guide on managing hostel volunteers; the legal
ground differs by country.

The first week, day by day

Day 1: shadow one shift

The new person follows the buddy through a full opening or closing with the checklist open on their phone.
They tick nothing. Their only job is to match what they see to what the list says and to ask about the gaps. At
the end, the buddy asks them to explain the three highest-point tasks back. If they can, day one is done.

Day 2: run the shift, buddy watches

Roles reverse. The new person runs the list and ticks the tasks; the buddy stays within earshot and
intervenes only on safety or cash. Every task gets done by the new person's hands, including the float count
and the lock-up walk. The buddy reviews the photos at the end and points at one thing done well and one
thing to change.

Day 3: run the shift alone, checklist as safety net

The new person is on their own with the list. The manager checks the dashboard remotely: were all tasks
done, were they done by the target time, do the photos look right. Any miss is a conversation the next day,
not a crisis. If the list has been written properly, the shift gets done.

Days 4 to 7: consolidate, then add the second shift

Two more solo shifts of the same type. Then repeat days one to three for the other shift (if they learned
opening, now closing). By the end of week one they can run both, and you have five shifts of timestamped,
photo-proofed data on how they work.

What to measure in week one

SIGNAL WHAT GOOD LOOKS LIKE WHAT TO DO IF NOT
Completion Above 90 percent of tasks Check the list, not the person. A task nobody completes is usually
rate by day 3 a task nobody understands.
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SIGNAL WHAT GOOD LOOKS LIKE WHAT TO DO IF NOT

On-time rate Rising each shift Normal to be slow. Score completion, not speed, in week one.

Photo quality ~ Photos match the Show the reference again. This is the fastest way to teach the
reference images house standard.

Handover At least one useful note Ask them to write what they would want to know if they were

notes per shift coming on next.

Language and mixed teams

Hostel teams routinely include people from five or more countries. Put the checklist in each person's own
language wherever your tool allows it, and rely on photos for anything technical. A picture of the correctly
closed gas valve needs no translation. Skorops runs the staff app in seven languages and lets each person
choose their own.

Volunteers and work-exchange arrivals

The same plan applies, compressed if they are staying a few weeks. Two things change. First, be clear about
hours and the exchange in writing before day one. Second, put volunteers on the same checklists and the
same record as paid staff, so the distribution of work is visible and fair. Nothing sours a mixed team faster
than the sense that the volunteers get the worst shifts and nobody can prove otherwise.

The end-of-week conversation

Fifteen minutes, in person, with the data open. Three questions: What in the checklist was unclear? Which
task did you dread and why? What would you change? The first question improves the list for the next
arrival. The second usually finds a task with a missing tool or a bad time slot. The third tells you whether you
have a future shift lead.

Then say the specific things they did well, from the record. "You closed three nights with every photo in and
your Thursday note caught the broken dorm lock" is worth more than a general thank you, and it costs
nothing.

Common mistakes
¢ Training on the quietest shift. They learn a version of the job that does not exist on Saturday. Train on a
normal shift with the buddy present.

¢ Handing over the handbook. Forty pages nobody reads. The checklist is the document that matters; the
handbook can come in week two.

e Correcting in front of guests. Note it, tell them after the shift, show the reference photo. Public correction
is how the "l felt incompetent" exit interview starts.
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e Skipping day three. The solo shift with remote oversight is where confidence is built. If you keep a buddy
on for two weeks, you have trained a dependency, not an employee.

Sources

1. Brandon Hall Group, onboarding research as summarised in "Unlocking the Power of Onboarding to Aid Employee Retention." bran
donhall.com/unlocking-the-power-of-onboarding-to-aid-employee-retention

2. Boushey, H. and Glynn, S. J., "There Are Significant Business Costs to Replacing Employees," Center for American Progress, 2012.
americanprogress.org/article/there-are-significant-business-costs-to-replacing-employees

Sources verified September 24, 2026. This guide is operational advice from operators, not legal advice. Employment and volunteer
rules differ by country and state; check yours.

Start with the free hostel checklist

Download the opening and closing template, then run it in Skorops so every new arrival learns the
standard from the checklist.

Free 14-day trial. Unlimited staff, no per-seat fees. Hostels and boutique stays from $100/month (up to 50 beds, priced by

bed count). Bars, restaurants and cafes from $197.99/month per location. Pay annually and save 10 percent. Exact price
shown at signhup: skorops.com/pricing.
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