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Preamble 

 

There is an infinite amount of literature and resources that exist for formal 
mentoring in the workplace. The process can occur in the form of the preceptorship 
of clinical students or new graduates or as a component of a professional 
development plan for a leadership role.  

 

This document will act as a resource to explore the more informal mentorship 
model of a "Peer Buddy System" in the context of onboarding a new employee into 
an organization. The terms "Onboarding Peer Buddy,” "Peer Buddy," and "Buddy" 
are used interchangeably to describe what is typically known as a "mentor" in a 
formal mentoring program.  

 

Document Control 
 

This document is posted online on the Health Care Human Resource Sector 
Council website https://hcsc.ca/  

https://hcsc.ca/
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The Onboarding Peer Buddy System 
 
 

Introduction 
 
The need to support new hires may seem obvious, but it is often limited in a new 
employee's introduction to an organization. Managers play a vital role in shaping a 
new employee's experience in the first weeks and months. Still, a broader team 
effort can ensure the experience is more positive and productive. An "Onboarding 
Peer Buddy System" in the workplace can further enhance the experience of 
onboarding.  

 

Peer Buddies play the vital role of "friend" to ensure a successful onboarding 
experience for the new hire. They can teach a new hire the "ins and outs" of the 
organization and serve as their "go-to" person to ask all the questions they may be 
reluctant to ask their manager. The peer buddy's responsibilities do not extend to 
those of a trainer, mentor, or preceptor. They are simply to help the employee 
adjust rather than assist them in performing job functions. 

 

An "Onboarding Peer Buddy System" in the workplace can be part of a formal 
onboarding process. It can also be an informal, flexible method of unstructured 
knowledge-sharing that may be a suitable option to onboard a new employee to the 
workplace, where formal programs may not be available. Fortunately, it does not 
require a large staff or a great deal of time or funds to launch an effective plan. 

 

Advantages of a Peer Buddy System  
 
Klinghoffer (2019) claims that there are several advantages to having an 
Onboarding Peer Buddy System in the workplace: 

 

Onboarding buddies provide context 

A new hire needs context to fully understand their role and how they will contribute 
to their organizations' success. Onboarding buddies may give the type of context 
not found in the employee handbook, such as shedding light on cultural norms and 
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any unspoken rules that exist. This insider knowledge can lead to a much smoother 
transition into the organization. 

 

Onboarding buddies boost productivity 

The new hire often feels the tension between performing well quickly and the time 
needed to learn the job. A peer buddy is an additional layer of support that may help 
them to become productive in their role more quickly. 

 

Onboarding buddies improve new employee satisfaction 

The new employee that feels supported, with regular and active dialogue from both 
management and the peer buddy, may be more satisfied with the onboarding process 
and feel more engaged throughout the experience.   

 

Goals of a Peer Buddy System  
 
According to Cooper and Wright (2014), goals for an Onboarding Peer Buddy 
System in the workplace may including: 
 

• Retention 

Assigning a workplace buddy may help a new employee get up to speed with 
unspoken rules, processes, and work culture and ease the transition into 
their new role. The new employee will better understand workplace systems 
processes and culture, resulting in a quicker settling in period and ensure 
they are productive sooner.  

 

• Socialization 

New employees may face a steep learning curve. If your organization 
approaches onboarding strictly based on job-related information, this may 
provide less opportunity for helping with the socialization and connection of 
the new employee to the workplace. 

A buddy system with a socialization goal may ensure that the new hire feels 
comfortable and accepted by establishing rapport with a per buddy assigned 
to them on their first day at a new job.  A workplace buddy may allow the 
new employee to offer confidential feedback about how the onboarding 
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process is going. This socialization and support may make a positive 
difference in early performance, social integration, and long-term retention. 
 

• Knowledge Sharing 

A peer buddy system can be an avenue for knowledge sharing. By 
functioning as a peer buddy, existing staff members may gain valuable 
mentoring and leadership skills, beneficial within the organization.  

 

• Leadership development  

The peer buddy will benefit from the experience as they develop their 
leadership skills and perhaps learn new techniques and processes from the 
new hire.  

 

Establishing an Onboarding Peer Buddy System 
 
As previously mentioned, you do not need a large staff or a great deal of time or 
funds to launch an effective program. It can be as simple as 1-2-3: 
 

Step 1: Outline the purpose, roles & responsibilities, ground rules, timelines for the 
buddy system, so both the buddy and new hire are on the same page. Present the 
information in a short orientation, e-learning module or Powerpoint, handbook or 
information sheet. Refer to Appendix A for an example of what to include in an 
information guide document for Peer Buddies. 

 

Step 2: Select the appropriate person for the role and review the responsibilities of 
being a buddy. Consider reviewing organizational policies and procedures as well 
as a list of topics to cover. Refer to Appendix B for an example of a Peer Buddy 
System agreement, Appendix C for an example of a list of potential topics to cover, 
and Appendix D for an example of expectations from the new hire during this 
experience.  

 

Step 3: Evaluate the experience and adopt a continual improvement mindset for the 
process. Refer to Appendix E for an example of an evaluation survey for both the 
peer buddy and the new employee. 



 
Page 6 of 20 

 Health Care Human Resource Sector Council, Released August 2020 
 

Selecting a Good Peer Buddy  

 

Cooper and Wright (2014) see the buddy as an ambassador for the organization, 
whose job is to relay non-job specific information to the new employee. They help 
orientate them to the workspace, procedures, and policies and involve them in 
informal activities, like lunch or coffee.  

The buddy essentially helps the new hire understand the inner workings of the 
organization. Some smaller work organizations may need to consider having the 
buddy provide work-related information, depending on their available resources.  

Cooper and Wright suggest that the best workplace buddy: 

 

Is a peer of the new employee 

The assigned buddy is a reliable, ongoing single point of contact regarding work 
processes for the new hire. They are usually a current staff member in the same 
role as the new hire who has been employed with the organization long enough to 
gain a considerable amount of experience.   

Ideally, the peer buddy is a separate person from an assigned trainer or mentor and 
should not be a supervisor. Nor would they be part of any reporting structure to 
management or supervisors regarding the new employee's performance. 

 

Demonstrates excellent skills and knowledge of the job 

The buddy is competent, projects a positive attitude, leads by example, and is 
familiar with the mission, vision, values, and processes used in the organization. 

 

Expresses a willingness to mentor others 

The buddy is someone who wants to see the new hire succeed and participate in 
creating a positive workplace culture.  

 

Has the respect and acceptance of current employees  

The buddy is well regarded by their peers and projects a confident and positive 
attitude. Their perspective may encourage a sense of pride and loyalty in the new 
employee. 
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Is given the time to be accessible to new hire 

The buddy must have time to perform their duties as a buddy.  The manager may 
consider reducing their workload during the onboarding process to keep them 
accessible to the new hire. 

 

Exhibits excellent communication skills and can establish rapport quickly  

A buddy needs to be a great communicator who can provide information and 
encourage the new hire to share their thoughts and concerns in a safe setting. 

 

Has a good performance record 

A good buddy is often someone who is rewarded formally through performance 
appraisals or gestures of appreciation, such as a formal thank you letter from 
management, as an example.  

 

Wants to nurture and give back 

A Peer Buddy System as part of your onboarding program may instill a culture of 
helping and wanting to give back.  Past new hires will remember the kindness 
shown to them by their buddy and may be willing to help someone else in return. 
When the new employee becomes more seasoned, consider assigning them as a 
peer buddy in the future. They will understand the benefits of having been a 
beneficiary of the program.  

 

What a Peer Buddy Should Not Be  

 
Cooper and Wright (2014) also recommend it is important to have parameters in the 
peer buddy system that not only defines the role of the peer buddy, but that clearly 
states what the buddy should not be, that may include the following guidelines: 

 
• A buddy should not be a substitute for a manager, supervisor, or formal 

mentor. A Peer buddy is not focused on the job performance or professional 
development of the new hire.  

• A buddy should not be an unwilling participant. They should not be assigned 
with the extra task of being a buddy if they do not think they are suited for the 
role.  
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• A buddy is not a new employee who is still learning and may not have 
acquired the full breadth of skills or knowledge needed. In contrast, a veteran 
employee should not be a disgruntled person or someone from whom the 
new hire could acquire bad habits. 

• The assigned buddy should not be someone who would be absent for 
extended periods during the onboarding process, as this may leave the new 
hire feeling stranded. 

• A buddy is not an expert in the field but is someone the new hire relates to 
and builds a supportive relationship. 

• A buddy does not force the relationship nor participates in workplace gossip 
and should be someone who promotes positivity in the workplace. 

• A buddy is not judgemental nor impatient and does not overwhelm the new 
hire. The buddy allows time to adjust and be comfortable with them and in 
group settings.  

 

Virtual Peer Buddies  
 

Bellamy (2020) notes that in some organizations, remote work or shift work may be 
part of the job. Implementing and supporting a peer buddy system can be 
challenging but still manageable.   

He states that a new employee in a remote workforce or a shift work environment 
may feel disconnected or isolated if the peer buddy is not physically accessible 
when needed. In cases such as these, "the organization may want to consider a 
hybrid model of in-person when both parties are on-site simultaneously, combined 
with virtual or phone meetings, to build and maintain a more robust support system." 

In a remote or shift work environment, it may also be beneficial to engage the new 
employee in traditional in-person social events, such as happy hours, off-site group 
coffee breaks, baby showers, etc. These activities may help strengthen 
relationships among remote colleagues. 

In a remote setting, the occasional scheduled virtual coffee break by group chats 
may be an excellent opportunity to socialize from a distance. It may take extra effort 
and attention to ensure remote workers are staying on track and not feeling lost.  

Having a peer buddy dedicated to checking in on a new hire weekly during the first 
months can help bridge any gaps. Eventually, the chats become more infrequent as 
the program progresses.  

Readily available virtual communication platforms with video chat may assist with 
the process and help create more robust interactions. Some communication and 
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feedback processes lend themselves to online completion as well. A sample of a 
program evaluation tool is in Appendix E. 

 

Perceptions and Quality of Onboarding 

 

Cooper & Wright (2014) say the first days on the job will determine a new 
employee's perception of the organization and the job itself. It is vital to have an 
effective onboarding program and an internal communications system to deal with 
the many questions new hires may have about their job. Peer buddies can help with 
this.  

Though the peer buddy system is considered informal, including a few formal 
documents as part of the program will improve its quality and streamline the 
process. Such documents could include a handbook for Peer Buddies, a checklist 
of topics to cover, a written agreement form outlining each participant's 
responsibilities, and a satisfaction survey.1  

 

Summary 
 

Although it is best to have a comprehensive onboarding plan in place, remember 
the most important thing a new hire needs for success is support. Implementing a 
Peer Buddy System as part of your onboarding program requires some investment. 
It needs the same focus and attention as any other organization program, even 
though it is not complicated or expensive to maintain.  

Ensure that the peer buddies meet the organization's standards. Set up some 
training and guiding documents for their use, and regularly revise them to change 
things needing improvement.  

                                                           
1 Refer to the Appendices in this document for examples of supporting documents for an Onboarding Peer 
Buddy System. 
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Appendix A 
 

Guiding Information for Peer Buddies about the Onboarding Peer Buddy System 
[Cooper & Wright (2014)] 

Though the Peer Buddy System is an informal process, it should include a formal 
documented process that outlines the buddy's role and responsibilities and items 
that they should cover off in the first few weeks or months of employment. The 
information can be delivered in the form of a short 30-minute in-person orientation, 
an online PowerPoint for e-learning, or a handbook, for example. Here are some 
examples of what to consider adding to your guiding information for Peer Buddies: 

 
• Define onboarding in your organization 

While many people are familiar with the formal orientation process, it is 
important to define how the Peer Buddy System fits into the broader 
onboarding program and how it differs from traditional orientation or job 
training. 
 

• Define Parameters of Buddy Relationship  
o Time length of the relationship.  

o i.e., 30 days, 6 months, etc. 
o Hours of communication 

o i.e., during work hours only, mornings, etc. 
o Methods of communication 

o i.e., in-person meetings only, work email/phone only, etc. 
 
• Establish Buddy Role & Responsibilities 

o Define the first point of contact 
o i.e., the first day, after formal orientation, etc. 

o Provide a list of topics and documents to cover with new hire 
o Tips on how to build cultural competence over time 
o Tips on working as a team with the new employee to set them up 

for success 
o Emphasis on fostering a culture of openness by providing a safe 

space to speak honestly 
o Information on body language, interpersonal communication 
o Information on learning styles and how people retain information 
o Cultural awareness, Diversity, and Inclusion 
o Terminating a relationship  
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Appendix B 
 

Sample of an Onboarding Peer Buddy Agreement 
[Brainard, Harkus & George (1998)] 

[Logo] 
 

[Organization/Department] Onboarding Peer Buddy Agreement 
 
☐ I have reviewed organizational policies and procedures to be prepared to 

answer questions the new hire may have. 
 
☐ I have received initial information about the Onboarding Peer Buddy System.   
 
☐ I have reviewed the information about my role and responsibilities of being 

an onboarding peer buddy. 
 
☐ I shall uphold the privacy and confidentiality of any discussions that take 

place with the new hire. 
 
☐ I agree to meet with the new hire at least once a week for an hour for the first 

30 days and 30 minutes every other week for the following 60 days. If we 
cannot attend a scheduled meeting, we will agree to notify one another in 
advance. 

 
☐ I am dedicated to open and honest communication during the peer buddy 

period and will discuss and try to resolve any conflicts as they arise.  
 
☐      I agree to participate in the Onboarding Peer Buddy System Program and 

contribute to creating a positive support work culture at [Organization name] 
 
Peer Buddy Signature: __________________________    Date: ______________ 

Program Supervisor Signature: _____________________ Date: ______________ 
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Appendix C 
 

Sample of a List of Topics for the Buddy to Cover with the New Hire  

[Cooper, J. & Wight, J. (2014)] 
 

[Logo] 
[Organization/Department] List of Topics for the Buddy to Cover with the New 

Hire 
 
☒ Before the new employee starts 
 Meet with the manager or supervisor to review the buddy process and sign the 

agreement.  
 Review the organization's policies and procedures to fine-tune your knowledge. 
 Make sure any assigned workspaces are ready with all the necessary 

equipment and supplies.  
 Supply the new hire with departmental handbooks and manuals with which 

they will need to become familiar. 
 Learn about the employee by asking for a copy of their resume to learn about 

their professional background. 
☒ Day 1 – Meet & Greet 
 Locate and Introduce yourself to the new employee, ask if they have any 

questions for you so far.  
 Confirm plans to meet for coffee or lunch break to talk about the buddy system. 
 Give them your contact information (work email & phone) or where they can 

find you, given the time of day.  
 Ensure they know where the bathrooms are located and answer any questions 

about parking, bike racks, etc. 
☒ First Few Days & Weeks 
 Introduce the new employee to the staff. Take note of who was away that day 

for later introductions.  
 Include the new hire for coffee breaks and lunch and show them to the 

cafeteria, café, or places to eat nearby, as well as the location of ATMs 
 Share information about yourself to find common ground with the new hire, 

such as your history with the organization or hobbies. 
 Do a walkabout around the grounds, the building, and how to use any 

appliances in any common areas or kitchens 
 Show the new employee where they can find information on any employee 

perks or discounts, wellness programs, professional development 
opportunities, or other activities.  

 Explain the process of ordering supplies. 
 Demonstrate how to operate the phone, IT equipment, etc. if needed. 
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 Knowledge Sharing: Take advantage of this opportunity to capture any tools or 
techniques that the new hire may share that could be useful to your 
department. Learn from each other.  

☒ Ongoing – Weekly Check-ups 
 Invite new hire to any social work events, educational opportunities, etc. 
 Continue introducing the new hire to others 
 Conduct weekly Check-ins in private to see how the new employee is doing. 

Be sure to ask open-ended questions. Potential Questions to ask: 
 How was the orientation process? 
 How is the training going? 
 How is your job going? 
 Are there other ways I could be helpful? 
 Is there anything about which you feel out of the loop? 
 Any surprises? If yes, what? 
 Is there anything we can provide you at this time? 
 Is there anything you need that you cannot access? 

 
 Continue knowledge sharing. Ask, "how did you do it at your last workplace?" 
 Continue to build confidence for the new employee, i.e., complimenting them 

on a job well done, showing appreciation for sharing a skill or experience from 
the previous workplace, etc. 

 Project a positive attitude about the workplace and avoid/discourage any 
workplace gossip around the new employee. 
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Appendix D 
 

Sample of Expectations of the new hire in the 
Onboarding Peer Buddy System Program  

[Society of Medical Laboratory Science] 

 
[Logo] 

 
[Organization/Department] Expectations of the new hire in the Onboarding 

Peer Buddy Program 
 

 
This document serves to establish expectations and responsibilities of the new hire 
in the Onboarding Peer Buddy Program to help you focus on getting the most from 
the program. 
 
Manage Meetings 

 ☐ Confirm structure and schedule for meetings. 

 ☐ Confirm contact information to schedule meetings or for asking questions. 

 
Share Knowledge 

☐ Share your expertise, knowledge, skills and previous experience with your 

buddy.  

☐ Keep the peer buddy up-to-date about your progress with the checklist of topics 

to cover 

 
Actively Listen  

☐ Come prepared to buddy meetings, with a plan for the conversation and 

questions.  

☐ Listen to any feedback and suggestions - accept it and work towards 

improvements.  

☐ Be willing to make changes; a growth mindset needs to be adopted. 
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Appendix E 
 

Evaluating the Onboarding Peer Buddy Experience 
[Cooper, J. & Wight, J. (2014)] 

 
Like any process, the buddy system needs evaluation to determine its 
effectiveness. The manager should ask the buddy and the new employee to 
complete a short and easy questionnaire or set up an interview to improve the 
program. 
 
Table 1 - Sample of Interview Questions for the New Hire by the Supervisor  
 

 

 How was the orientation process? 

 How is the training going? 

 How is your job going? 

 Are there other ways I could be helpful? 

 Is there anything about which you feel out of the loop? 

 Any surprises? If yes, what? 

 Is there anything we can provide you at this time? 

 Is there anything you need that you cannot access? 

 Anything you would change about the buddy system approach? 
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Table 2 - Sample of an evaluation questionnaire for the Peer Buddy  
 

 
[Logo] 
 
[Organization/Department] Onboarding Peer Buddy Questionnaire 
 
Thank you for participating in our Onboarding Buddy Program. We hope that you 
gained personally and professionally from your experience. 
 
We invite you to complete this questionnaire. Your feedback will help improve the 
system by forwarding it to [person/email] by [date].  The questionnaire is confidential 
and only used for continual improvement purposes. 
 
1= Strongly Disagree 2=Disagree  3=Neither Agree/Disagree 4=Agree  5=Strongly Agree 
 
 

I was briefed regarding my role as a buddy 1 2 3 4 5 

I received enough support to take on the role of a buddy  1 2 3 4 5 

The new hire seemed satisfied with our rapport 1 2 3 4 5 

The new hire seemed to feel supported by the buddy system 1 2 3 4 5 

The frequency of our meetings was adequate 1 2 3 4 5 

The length of time in the buddy system was appropriate 1 2 3 4 5 

The content of our discussions was appropriate 1 2 3 4 5 

Being a buddy was a positive experience for me 1 2 3 4 5 
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Table 3 - Sample of an evaluation questionnaire for a new hire participant in the 
Buddy System  

 
[Logo] 
 
[Organization/Department] Onboarding Questionnaire – New Hire 
 
Thank you for participating in our Onboarding Peer Buddy Program. We hope you 
enjoyed this portion of the onboarding process here at [organization name] and that 
you gained personally from your experience. 
 
We invite you to complete this questionnaire. It will help us improve the system. 
Send your response to [person/email] by [date].  The questionnaire is confidential 
and only used for continual improvement purposes. 
 
1= Strongly Disagree 2=Disagree  3=Neither Agree/Disagree 4=Agree  5=Strongly 
Agree 
 
I was briefed about the Buddy System Program 1 2 3 4 5 
      
I felt supported by the Buddy System  1 2 3 4 5 
      
I feel satisfied with the buddy that was assigned to me 1 2 3 4 5 

 
The content of our discussions was appropriate 1 2 3 4 5 
      
The frequency of our meetings was adequate 1 2 3 4 5 
      
The length of time in the buddy system was appropriate 1 2 3 4 5 
      
Being part of a Buddy system was a positive experience for 
me 

1 2 3 4 5 

      
Comments:      
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Appendix F 
 

Software and Online Tools for facilitating a Peer Buddy System 
 

Many online platforms, applications, and software are available to facilitate a peer 
buddy onboarding process that may include self-registration, pairing, appointment 
scheduling and reporting. Some also offer group mentoring, as well as the 
traditional 1-on-1 method. Online tools for a hybrid or virtual Peer Buddy 
Onboarding Program can be expensive and time-consuming to set up, especially 
for a smaller organization.  
 
*Disclaimer: The Health Human Resources Sector Council does not endorse or support any of the tools listed below. The list 
is to demonstrate the types of tools that exist and to explore the concept of an online platform suitable for your program. 

 

 
MentorCity.com Mentorloop.com 

Donut.com Pushfar.com 

MentorcliQ.com  Mentorcloud.com 

Togetherplatform.com Qooper.com 

Chronus.com Innovativementoring.net 

Riversoftware.com Appreiz.com 

Instaviser.com Mentoringcomplete.com 

En.Mentornity.com Wisdom Share 

GetEverwise.com eMentorConnect.com 

Achiiva.com Mentorink.com 

Hrdownloads.com  

 
For smaller organizations, using a simple in-house tool such as Outlook Calendar 
or Google Calendar to set up appointments and reminders or a document sharing 
file is all you need to deliver a quality program that can be equal to any larger 
organization.  
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