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Introduction

Supporting, let alone tracking and improving conversions, is a tricky challenge.
There’s a lot to juggle when building and running a successful early career program,
and conversions are always king. But not just because they're the end goal.

Conversion and renege rates are very real indicators of whether your early-career
program truly supports interns throughout their entire journey, especially through
challenging transition periods.

When conversion goes sideways, the impact is bigger than just back filling a few roles.
Hiring managers can quickly lose faith, workforce plans get thrown off, and teams have
to scramble to recruit when they should be focused on bringing new talent on board.

It's not that interns don't want to come back
(most actually do). Conversions break down
because of structural issues, like when
ownership gets murky between teams,
communication becomes sporadic, and the
candidate experience feels disjointed. When
those kinds of cracks appear, even the
strongest programs can lose interns they
were sure were committed.

This playbook acts as a flexible guide that looks at intern-to-start conversion as
a system problem, not a people or recruiting problem.
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Offer acceptance isn’t the finish line

Getting a signed offer from an intern might feel like the finish line, but
acceptance doesn't always mean commitment. This is actually the start
of a longer journey where things can go off track for three main reasons
you've likely seen before.

Signed offers are mistaken for commitment

Interns sign offers for all sorts of reasons; some are genuinely thrilled, others are just
hedging their bets, and some might feel pressured by tight timelines to decide before
they're truly ready. And while a signed offer typically means they chose you, it doesn't
necessarily mean they've stopped looking at other opportunities.

Silence is interpreted differently by interns and teams

In most situations, no news is good news, which is why silence after an offer is accepted
feels like a good sign. However, for interns, when they’re met with silence, it can feel like
they're being neglected. Some might wonder whether their role is still secure after
weeks without hearing from you, while others are likely thinking about looking at other
roles just in case.

Disengagement doesn’t always show up right away

Disengagement doesn't usually show up right away in your programs, especially in the
early stages. And yet, you may have experienced the signs of it without noticing—like
delayed email responses, a lack of participation in events or communities, or missed
tasks and to-do’s that don’t get completed. By the time an intern reneges on an offer
they’'d already accepted, it's more than likely they made their decision weeks before.

Getting to the offer acceptance stage is one thing; keeping interns from
disengaging is another, and to do that, you have to build trust through consistency —

in communication, ownership, engagement, and more.
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4 reasons conversion breaks down

Conversion gaps rarely crop up because of a random or one-off problem, but from
small breakdowns that add up over time. And while every program is different, here
are four of the most common areas in programs where things fall apart.

G Ownership becomes unclear across teams

Once an offer is accepted, it's easy for ownership to break down. Recruiting teams
might assume the hiring manager will keep in touch with talent, while interns get
sporadic messages from different people, with no real sense of who they can turn
to with questions.

a Communication becomes reactive

Without structured communication — like planned onboarding sessions, regular
check-ins, and clear program milestones — communication can easily become
reactive and unreliable, especially if weeks pass between touch points and comms

feel more transactional than relational.

a Candidate experience is disjointed across tools and teams

Juggling too many tools, platforms, and tasks across teams leads to a disjointed
candidate experience. Updates can get missed, crucial resources may go unshared,
and interns could be left feeling unprepared for their first day, leaving them to try
and piece together what they need to know on their own.

° Insights and intelligence around programs get lost

When systems don't align, and stakeholders have little to no shared insights into
each program, tracking conversions and solving for high renege rates becomes
virtually impossible. Decisions are made based on incomplete or conflicting
information, and by the time interns disengage, or programs suffer,

it can be difficult to course correct.

-

.
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What's the cost of inconsistency?

Post-offer gaps hit interns the hardest, but they create a ripple effect across your entire
organization, too. This is when deeper inefficiencies in your programs show and
undermine your talent pipeline, throwing off critical workforce planning. What's more,
these gaps can become costly, affecting recruiting budgets and your brand.

Higher renege rates
Interns who feel disconnected from their program renege —
with industry data showing 7-10% renege before Day 1.

Increased recruiting costs
Replacing an intern who declines an offer late in the game is
expensive, costing up to $4,800 (or more) per re-hire

Confidence in your brand drops

When interns renege and conversions decrease, hiring
managers start to question if the intern program is really
worth the investment.

Programs can’t scale

When you have multiple programs, and cohort sizes grow,
manually juggling those programs (plus disparate tools,
platforms, spreadsheets, and teams) becomes impossible,
which means nothing can scale.

Workforce planning gets thrown for a loop
Workforce planning relies on a lot of factors, with predictable
conversion rates being one of them. So, when those rates
drop and numbers are missed, teams end up understaffed,
projects get delayed, and budgets have to be reallocated.

These costs highlight why

. When you understand these
patterns and know what to look for, you'll be better prepared to build a
program that truly engages talent.

Source 1. NACE, As Employers Push Out Time From Interview to Offer, Student Response Time Holds Steady, August 2024;
2. Juicebox, Cost Per Hire Guide: Formula & Benchmarks, January 2026; 3. SHRM, Survey Finds Half of Candidates Have
Accepted a Job Offer Before Reneging. September 2023; 4. Veris Insights, Keep Warm Strategies Guide
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https://www.naceweb.org/talent-acquisition/trends-and-predictions/as-employers-push-out-time-from-interview-to-offer-student-response-time-holds-steady
https://juicebox.ai/blog/cost-per-hire
https://www.shrm.org/topics-tools/news/talent-acquisition/survey-finds-half-candidates-accepted-job-offer-reneging
https://www.shrm.org/topics-tools/news/talent-acquisition/survey-finds-half-candidates-accepted-job-offer-reneging
https://verisinsights.com/resources/content/keep-warm-strategies/

Internal Q&A

It's tempting to jump in and create a new process Aas soon As you see conversion
rates drop or renege rates rise. But before making changes, take time to review
your current program with a few key questions.

Do we have clearly defined ownership of our program and the candidate
experience between offer and start?
How do we know when a candidate or intern is disengaging?

Where does our process rely on assumptions rather than real-time insights
and visibility?

What happens with program management when ownership changes?

OO0 OO0 O

How do we protect or adapt our workforce plans when conversion rates drop?

-~

.
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The top priorities of effective programs

What separates programs that consistently engage interns from those that struggle?

It's not always about having a bigger budget or a well-known brand. In fact, the most effective programs
focus on building commitment after an offer is accepted with a deliberate approach. They don't let
engagement fall off, or let data go ignored.

Instead, they're designed to support the critical period between offer acceptance and day 1to avoid
eroding trust among interns and partners (like university partners and recruiters). By establishing ownership
over programs, and engaging interns from offer to start, companies can ensure a smoother transition for
everyone. These programs share a few common characteristics that separate them from the rest.

Consistent vs reactive engagement

Effective programs set up predictable touch points, like scheduled updates and recurring check-ins,
that keep interns connected without needing constant oversight. They also make it easy for interns
to reach out with questions, and make it clear how and where they can find the help or resources
they need ahead of Day 1.

Clear ownership during the post-offer window
Programs have clearly defined ownership, and if that changes, there are processes for hand-offs
and next-steps that help prevent gaps in engagement.

Insights and intelligence as a single source of truth

With data living in one place, program managers can track engagement, conversions, and renege
rates, giving them the insights they need to monitor program health and make sure at-risk interns
are supported.

Community and belonging (not just engagement)

The most underrated part of any program is the connection and community you build with talent,
and our own research shows this. 90% of students say they wouldn't renege if they felt like part of
their new team before Day 1. But even more striking is that 54% of students with low engagement
renege, while just 10% of reneges come from highly engaged students.’

2 7X Recent hires that had an exceptional experience are 2.7x as
°

likely to say the job is as good as or better than expected?

You might see these priorities as best practices, but if it feels overwhelming,
remember that no successful program is built overnight.

Sometimes, the best way to start is with a proven framework.

Source 1. Abode, The Abode Anti-Renege Playbook, 2025
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https://www.abodehr.com/resources/the-abode-anti-renege-playbook

The 90-day conversion framework

In this section, we'll go over a framework that lays out how effective programs
approach the post-offer and early program period to help prevent reneges. It'll help
you map out your own program in a way that’'s adaptable for your business.

Stage 1: Building your program

What you cover at this stage:

Before your program launches, you’ll want to cover the basics of it — like the “behind-the-scenes”
operational work that gets your program intern ready. In this stage, you're working to ensure
program managers have everything set up for a smooth candidate experience, while getting
critical coordination and systems in place and defining clear ownership.

If you're already mid-planning, start with a few lightweight updates or changes:

« Pick an owner for your comms — someone who can handle offer-to-start
communications, and who will help keep commes consistent post-offer.

« Choose 1-2 things to standardize, like email sequences or community updates

+ Create one dashboard or report you can start with to keep all program insights in one
place — it doesn’t have to be perfect, so long as it's shareable with other stakeholders

Focus on the following:
« Define clear ownership and hand-off processes
« Set up or confirm that you have tracking, data, and reporting ready to go
+ Prepare your comms — like sequences, templates, and content for interns and managers

« Coordinate all logistical tasks (think: getting your community set up, organizing
onboarding materials, and planning any events)

Establish the baseline metrics you'll track for the program

Before your program kicks off, get crystal clear on who owns what, where all the

information lives, and who engages interns (especially if/ when they disengage).
If ownership is unclear now, it'll only get harder once the program is in full swing.
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Stage 2: Pre-program up to the first 30 days

Start with what you’ve got:

At this stage, you want to focus on two aspects of your program: getting your “house” in order
before interns start, and beginning the process of setting interns up for success. That means
making sure you have your resources ready to go (like comms, content, and communities) and
are communicating with interns so they’re better equipped for their first day.

Focus on the following:
« Connect interns with their manager before their program starts
« Share program expectations, important dates, must-do tasks, and key milestones
+ Give interns a chance to connect with each other using communities and events

« Support interns with resources, contact info, and relevant content that sets them up
for success

Signals to track or watch for:
« Connections — how many interns connect with their managers before Day 1?
« Engagement — are interns participating in pre-start events, communities, or forums?

+ Milestones — do interns finish pre-start tasks on time?

The first 30 days of your program set the tone for everyone — not just your

own team, but interns and managers, too. Interns who feel connected and
supported early on are much more likely to stay engaged throughout the entire
program (and less likely to renege).
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Stage 3: Mid-program

What this stage covers:
This is where you should consider using the data and insights you have to adjust
your program or course correct where needed, so you're ready to scale.

Focus on elements like:

« Mid-program feedback (what does your [
data, along with intern and manager
feedback, tell you?)

« Changing how you support both interns
and managers

« Strengthening connection to the team and
the company (have interns explored
mentorship opportunities at their
company?)

+ Consistently tracking data and metrics so
you can adapt your program as you go

Watch out for signals like:

« Drops in engagement — are fewer interns
engaged in the community, or events?

+ Radio silence — are managers and interns
checking in less ?

« Sentiment — are surveys, feedback, or data
showing a drop in sentiment around the \

program and experience?

Mid-program is when disengagement starts to creep in. If participation drops,

or feedback turns negative, this is your opportunity to step in before an intern
mentally checks out.
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Stage 4: Final 30 days and beyond

What you’ll cover:

In this last stage, you move from managing your current cohort to capturing all of your learnings
and finding ways to scale and repeat what worked. The main goal is to document successes,
build repeatable processes, and show the program’s value for future growth.

For example, you may want to:
« Document program successes, challenges, and your key learnings for future cohorts

« Choose the parts of your program that you can build into repeatable processes and
templates for things like offer management, engagement, and onboarding

« Map out the scalable touch points and communication strategies that could work for
larger cohorts

+ Note the top program outcomes and ROI that will help you scale your program

At the same time, it’s helpful to:
+ Maintain consistent connection and engagement during the critical offer-to-start gap
« Continue engaging with interns and managers, especially around mentorship

« Gather feedback from interns and managers on program effectiveness and areas
for improvement

Signals to watch for:
« Insights from post-program surveys and feedback forms
« How engaged interns are after the program ends

+ Involvement in post-program forums, communities, and networks

Successful conversion isn't about one big push, and it isn't just defined by how

your program is set up. At its core,
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Your template toolkit

If you're stuck on where to get started with check-ins, email touch points, and
other comms you'll want to send throughout the program, try these
lightweight templates you can easily adapt for your own program.

Pre-program email templates

Manager introduction

A quick template for managers to
introduce themselves and set expectations
before day one.

Hi [Intern Namel],

I'm [Manager Name], and Il be your manager
during the [Program Name]. We're excited to have
you join the team!

A bit about me and the team: [1-2 sentences about
your role and background].

During the program, we'll connect regularly, and
our team will be here to support with questions,
check-ins, and projects.

A few things to expect from my side:

« Weekly 1.1 check-ins to discuss your work and
answer questions

« Clear project goals and regular feedback

+ Support navigating the team and
the company

Before you start, feel free to reach out if you have
any questions. Looking forward to working with you!

[Manager Name]

Peer connection invitation

A brief invite template you can use
to invite interns to forums, events, or
communities.

Hi [Intern Name],

We've set up a space for you to connect with
fellow interns before the program starts. It's an
easy way to introduce yourself, ask questions,
or coordinate with fellow interns!

Join our community and get started engaging
with fellow interns in your program.

[Link]

We'll also be sharing program updates and
resources there, so make sure to check in
regularly.

Looking forward to seeing you all soon!

[signature]

-
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Mid-program email templates

Week 1 check-in email
(from program manager to cohort)

Hi team,

A huge welcome to your first week of the [Program
Name]! Hope you're all settling into your program!

This week is all about getting oriented, meeting
your teams, and diving into your initial projects.

We know there's a lot of new information coming
your way, so don't be afraid to ask questions.
Your managers and the program team are

here to help.

As you dive in, check out the [community/hub] for
helpful resources and updates. We'll be hosting our
first cohort check-in on [Date/Time). Keep an eye
on your calendar for the invite.

Looking forward to a fantastic program with
all of you!

[signature]

Mid-program feedback request email
(asking for input/concerns)

Hi [Cohort],

We're officially halfway through the [Program
Name]! We'd love to hear how things are going
so far.

Take a few minutes to fill out this quick survey:
[Link to Survey]. It covers your project work, team
experience, and overall program feedback.

(It's anonymous, so please don't hesitate to
leave your honest thoughts).

If you'd rather chat directly, feel free to schedule
time with me or reach out at [Program Manager
Email].

Thank you for helping us improve!

Warmly,
The [Company Name] Program Team

Manager 1:1 scheduling email
(template managers can use)

Hi [Intern Name]

Welcome to the team! I'm really looking forward
to working with you during your [Program Name]
internship.

I like to hold regular 1:1 meetings to check in

on your progress, answer any questions you might
have, and discuss your goals. These are a great
opportunity for us to connect and ensure you're
getting the most out of your experience.

Let's book time for [recurring date], here's
a link to my Calendar:

[Calendar link]
Best,

[Signature]

Project milestone check-in email
(from manager to intern)

Hi [Intern Name],

Just wanted to check in on your progress
with the [Project Name] project. | know you've
been working hard on [mention specific
tdsk/phdse], and I'm keen to hear how things
are coming along.

Are there any blockers you're encountering, or
areas where you could use some additional
support or resources? This is a great time to
discuss next steps and ensure we're aligned.

Let's plan for a quick chat during our next 11, or
feel free to ping me on Slack if something comes
up sooner.

Thanks,
[Manager Name]

13
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Mid-program email templates

Resources & support reminder email
(pointing interns to help)

Hi [Program Group],

As you continue through your internship, we
want to make sure you have what you need and
know where to turn for help.

Remember, your manager is your primary
resource for project-specific questions and
career guidance. For program logistics, HR
inquiries, or general support, the program team
is always here for you at [Program Team Email/
Slack Channel/Community].

We also have a comprehensive [Intern Resource
Hub/Wiki] at [Link to Resource Hub] filled with
FAQs, company policies, and helpful guides.

And if you have any questions, you can always
reach out to us. We're here to help!

Warmly,
The [Company Name] Program Team

Peer connection nudge email
(encouraging cohort engagement)

Hi [Program Group],

We've noticed how much great work you're all doing,
and we also want to remind you of the incredible
network you have within your cohort! Building
connections with your peers is a huge part of the
internship experience.

Jump into our [Slack Channel/Community] where
you can share insights, ask questions, or just chat
about your experiences.

We also have [event] coming up on [Date]—it's a
fantastic way to meet new people!

Your peers are a valuable resource for support and
friendship. Make the most of these connections!

Best,
The [Company Name] Program Team

Disengagement touch point
(from manager to intern)

Hi [Intern Name],

Quick note to check in and see how you're doing with your internship.

We want to make sure you have everything you need, and are getting value from resources and community!

« How are things going with your team and work?

+ Anything you're unsure of, or need help with?

If you need support, or have any questions, we're always here to chat. Here's a link to my Calendar if/when you

need it: [Link]
Please don't hesitate to reach out!
Best,

[Signature]
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Survey and feedback templates

30-day check-in survey

Use this brief set of questions as inspiration for your surveys, focused on the
intern’s early experience and the support they're receiving.

- How supported do you feel in your role? (1-5 scale)
- Do you have clarity on your project goals? (Yes/No)

« How connected do you feel to your team? (1-5 scale)

What's been most helpful so far?

What could we improve?

Mid-program survey

Use these example questions as a way to gauge sentiment around
engagement, clarity, and the intern’s overall confidence.

« How meaningful is the work you're doing? (1-5 scale)

« How often do you meet with your manager? (Open response)
- Do you feel like you're part of the team? (Yes/No)

« What's working well?

« What would you change about the program?

- How likely are you to accept a return offer if you received one? (1-5 scale)

/ THE OFFER-TO-START PLAYBOOK
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Pulse check survey (disengagement)

How are you feeling about your program?

e Great /

- Good
- Okay
« Not good
What'’s your biggest challenge right now?
« Unclear expectations
- Not enough feedback
- Workload
« Feeling disconnected from the team
- Other [Open response]
How supported do you feel by your manager?

e -5 scale

What would help you the most? k

- [Open response]

End-of-program survey

Use this survey to gain feedback around the intern’s experience, what they've
learned, how they feel about the program, and overall program sentiment.

What was the most valuable part of the program?
« What skills did you develop?
« Would you recommend this program to others? (ves/No)

- What advice would you give to future interns?

/ THE OFFER-TO-START PLAYBOOK
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/ EARLY-CAREER PLATFORM EVALUATION WORKBOOK

Conversion isn't a recruiting problem

Your team works hard to find, recruit, and engage interns so they succeed from offer
all the way through to day 1 (and beyond). When ownership is clear, communication
is predictable, and engagement is easy to track, improving the candidate
experience and driving better conversions feels within reach.

And the results have a ripple effect across your entire program: interns feel
connected, managers feel confident, and your workforce plans stay on track.

Conversion matters — we know it isn't a recruiting problem, but often, a systems or
process problem. The question is whether your program can keep its momentum
through those critical transitions where most programs lose talent.

How Abode supports conversion at scale

Abode complements your ATS, HRIS, and CRM platforms by providing the missing
coordination layer for cohort-based communication and program management,
helping you fill the critical gap between offer acceptance and day 1 (and beyond).
With Abode, teams can coordinate communication, track engagement, build
community, and identify at-risk talent, all while integrating with your existing stack
to maintain program success across systems.

@ System of record for program orchestration: Every stakeholder works from the same datq,
and program managers don't have to spend time reconciling different systems.

Clear ownership across transitions: Abode helps you maintain program consistency as
ownership shifts from recruiting, to managers, HR, and beyond. Handoffs are tracked, so
nothing falls through the cracks.

Q

Deeper visibility into engagement: With Abode, you clear and real-time visibility into at-risk
interns through engagement scoring. Easily track who's participating, who's withdrawing, and
who needs support before they disengage.

Q

Reduce manual work: Automate sequences, track everyone from one platform, and engage
interns from Day 1 without all of the manual coordination.

Q

Protect your workforce plans: With better visibility and insight into your programs, you can
better drive predictable conversion rates, plan headcount with confidence, and, when
conversion risks pop up early, you have time to course correct.

Q
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Achieve unmatched ROI for early-career teams

50% |27% 43% 30%

decrease in increase in increase in time saved
reneges conversions NPS per week

Supporting hundreds of the best early-career teams around the worid

(32 Marketing Workspace Dawson Lee
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View Candidate List [ Manage Your Programs [ Cohorts across Programs of Total Candidates are Registered
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214 candidates 86 candidates 1,384 candidates
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Abode unifies all early-talent programs into a single platform, giving candidates a modern experience
while helping teams move faster, improve engagement, and operate from one source of truth.
See how Abode works with your existing tech stack to help you increase conversions, improve

engagement, and reduce reneges.
Abode
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