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Exit Interview
Analysis Template

Unlocking
the Power of
Exit
Interviews:
The Ultimate
Exit
Interview
Analysis
Template

When a valued employee
h a n d s  i n  t h e i r
r e s i g n a t i o n ,  t h e
immediate  reaction  is
often  one  of  frustration
or  surprise.  Yet,  hidden

within that departure lies
a goldmine of actionable
i n s i g h t s .  T h e  e x i t
interview  is  one  of  the
most  underutilized tools
in human resources, but
collecting  feedback  is
only  half  the  battle.  To
truly  understand  why
talent leaves and how to
retain the rest, you need
a  structured  approach.
That  is  where  an  exit
interview  analysis
template  becomes
indispensable.  This
article  will  guide  you
through  creating  and
u s i n g  a  p o w e r f u l
template  to  transform



r a w  e x i t  d a t a  i n t o
strategic  decisions,
help ing  you  reduce
turnover  and  build  a
stronger  workplace
culture.

What Is an
Exit
Interview
Analysis
Template?

A n  e x i t  i n t e r v i e w
analysis  template  is  a
structured  framework
used  to  systematically
review,  categorize,  and
interpret  feedback
gathered from departing
employees.  Unlike  a
simple interview script or
q u e s t i o n n a i r e ,  a n
analysis  template  helps
you  aggregate  data
across  multiple  exits,
i den t i f y  recu r r i ng

patterns,  and  quantify
sentiment. It  moves the
process  from  anecdotal
observation  to  data-
driven  insight,  allowing
HR teams and leaders to
pinpoint systemic issues
s u c h  a s  p o o r
management,  lack  of
c a r e e r  g r o w t h ,  o r
c o m p e n s a t i o n
misalignment.

A  w e l l - d e s i g n e d
template  typ ica l ly
includes:

Fields for coding
qualitative
responses (e.g.,
themes like
“management
style” or “work-life
balance”)
Scales for
quantitative rating
(e.g., satisfaction
with salary,
culture, or
recognition)
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A summary
dashboard for
visualizing trends
over time
Space for action
planning and
recommendations

By  standardizing  how
you capture and analyze
exit  data,  you  ensure
c o n s i s t e n c y  a n d
comparability  across  all
departures, regardless of
department,  tenure,  or
role.

Why Your
Organization
Needs a
Structured
Approach

Exit interviews often fail
to deliver value because
the  feedback  remains
isolated in individual files

or spreadsheets. Without
a  systematic  analysis,
you  might  miss  that
three employees left the
s a m e  t e a m  i n  s i x
months, all citing similar
frustrations.  An  exit
interview  analysis
template  provides  the
infrastructure to connect
these dots. Here are the
primary benefits:

Identify Root
Causes of
Turnover: Instead
of guessing why
people leave, you
can pinpoint the
top three reasons
across your
organization.
Detect
Departmental
Red Flags: If
Marketing
consistently loses
talent due to
burnout, while
Engineering loses



people for
compensation,
your response can
be tailored.
Benchmark
Progress Over
Time: Use the
same template
quarterly or
annually to track
whether retention
initiatives are
working.
Improve
Manager
Accountability:
When patterns
point to specific
supervisors, you
can offer targeted
coaching.
Protect Against
Legal Risks: A
consistent,
documented
process
demonstrates
good faith and can
help defend

against wrongful
termination claims.

Without a template, exit
d a t a  r e m a i n s
fragmented.  With  one,
you  gain  a  strategic
asset.

Key
Components
of an
Effective Exit
Interview
Analysis
Template

Building or choosing the
right  template  requires
careful  thought.  Below
are the essential building
b l o c k s  t h a t  e v e r y
comprehensive  exit
interview  analysis
t e m p l a t e  s h o u l d
include.
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1. Demographic
and Contextual
Fields

Capture  who  is  leaving
a n d  u n d e r  w h a t
circumstances.  Essential
fields  include:
department, tenure, role
level,  manager  name,
reason  fo r  l eav ing
( v o l u n t a r y  v s .
i n v o l u n t a r y ) ,  a n d
whether  the  employee
found  another  job.  This
metadata allows you to
slice  data  by  segment
later.

2. Standardized
Coding Taxonomy

Rather  than  free-form
text,  define  a  set  of
common  themes  such
as:

Compensation &
Benefits
Career

Advancement
Management &
Leadership
Work-Life Balance
Company Culture
& Values
Job Role &
Responsibilities
Personal Reasons
(relocation, health,
etc.)

Assign  each  theme  a
code.  Then,  dur ing
analysis,  you  tag  each
r e s p o n s e ,  m a k i n g
aggregation simple. This
coding  system  is  the
heart  of  your  template.

3. Quantitative
Rating Scales

Include  a  Likert  scale
(e.g.,  1–5) for questions
like  “How  satisfied  were
y o u  w i t h  y o u r
o p p o r t u n i t i e s  f o r
growth?” or “How fair did
you  find  your



compensation?”  This
yields numeric averages
that can be tracked over
time.

4. Open-Ended
Comments Section

Not everything fits into a
code.  Provide  a  field  for
verbatim  quotes.  These
are critical for qualitative
depth  and  for  sharing
real  employee  voices
with  leadership.

5. Summary and
Action Plan Area

Af ter  ana lys is ,  the
template should have a
s e c t i o n  f o r
recommendations.  For
each key finding, list the
sugges ted  ac t i on ,
responsible  owner,  and
target  completion  date.
This  closes  the  loop
between  insight  and
improvement.

How to
Create Your
Own Exit
Interview
Analysis
Template

Y o u  c a n  b u i l d  a
customized  template
us ing  spreadsheet
software  (like  Excel  or
Google  Sheets)  or  a
more advanced tool like
Power BI or a dedicated
HR  analytics  platform.
Follow  these  steps:

Define Your1.
Objectives:
Decide what
questions you
want the template
to answer. For
example, “Which
departments have
the highest
turnover risk?” or
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“Is manager
feedback
improving year
over year?”
Design the Data2.
Collection Form:
Use your coding
taxonomy to
create a consistent
exit interview
questionnaire.
Ensure every
question maps to
an analysis field.
Create a Master3.
Database: Set up
a table with
columns for date,
department,
tenure, each coded
theme, and rating
scores. Each row
represents one
exiting employee.
Build4.
Dashboards and
Reports: Use
pivot tables or
charts to show

counts by theme
over time, average
ratings by
department, and
top reasons for
leaving.
Test and Iterate:5.
Pilot the template
with a few recent
exits. Adjust the
coding categories
if you find themes
you missed.

Remember,  the  goal  is
not  to  create  a  static
document  but  a  living
analyt ical  tool  that
e v o l v e s  w i t h  y o u r
organization.

Steps to
Analyze Exit
Interview
Data Using



Your
Template

Once you have collected
data from multiple exits,
follow  this  systematic
p rocess  to  ex t rac t
insights:

Step 1: Clean and
Standardize the
Data

Ensure  consistency  in
department  names,
tenure  ranges,  and
coding.  Remove  any
personally  identifiable
informat ion  unless
needed  for  specific
analysis.

Step 2: Conduct
Quantitative
Analysis

Calculate  the  frequency
of  each  coded  theme.

Which themes appear in
20%  or  more  of  exits?
C o m p u t e  a v e r a g e
satisfaction ratings. Rank
departments by average
rating. Use line charts to
s e e  i f  s c o r e s  a r e
trending up or down over
quarters.

Step 3: Perform
Qualitative
Thematic Analysis

R e a d  o p e n - e n d e d
comments  and  group
them  into  sub-themes.
For  instance,  under
“Management,”  you
might find sub-codes like
“micromanagement”  or
“lack  of  feedback.”  Use
representative quotes to
illustrate each finding.

Step 4: Cross-
Tabulate and
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Segment

Compare themes across
demograph ics .  For
example,  do  employees
with less than one year
o f  tenure  leave  for
different  reasons  than
those  with  five-plus
years? Are women citing
work-life  balance  more
often  than  men?  Such
segmentation  reveals
hidden  patterns.

Step 5: Identify
Priority Issues and
Actions

Synthesize  the  findings
into three to five priority
issues. For each, propose
specific  actions.  For
instance,  i f  “career
advancement” is the top
theme, you might design
a mentorship program or
c lea re r  p romot ion
criteria.

Common
Pitfalls to
Avoid When
Using an Exit
Interview
Analysis
Template

Even the best  template
can  lead  to  misleading
conclus ions  i f  used
incorrectly.  Watch  out
for  these  mistakes:

Confirmation
Bias: Only looking
for data that
supports your
existing beliefs.
Let the numbers
speak freely.
Small Sample
Sizes: Analyzing
two or three exit
interviews doesn't
yield reliable



patterns. Aim for
at least ten to
twenty data points
per segment.
Ignoring
Context: A single
bad manager
might skew
departmental
results. Always
consider external
factors like
company
restructuring or
industry layoffs.
Overlooking the
Positive: People
also leave for good
reasons (spouse
relocation,
returning to
school). Don’t
assume all
departures signal
failure.
Lack of Follow-
Through: The
greatest insight is
useless without

action. Ensure
your analysis leads
to real change and
that you measure
the impact.

Best
Practices for
Maximizing
the Value of
Your Exit
Interview
Analysis
Template

To make your template a
true strategic tool, adopt
these best practices:

Keep It
Confidential and
Voluntary:
Employees must
trust that their
answers are
anonymous to
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encourage
honesty. Clearly
communicate how
data will be used.
Standardize But
Allow Flexibility:
Use consistent
coding but leave
room for
unexpected
themes.
Periodically update
your taxonomy.
Integrate with
Other HR Data:
Combine exit
analysis with
engagement
survey data,
performance
scores, and
retention metrics
for a holistic view.
Present Insights
Visually: Use
dashboards and
infographics to
communicate
findings to

leadership quickly.
Busy executives
prefer charts over
spreadsheets.
Review and
Refine the
Template
Annually: As your
organization
changes, so should
your analysis
framework. Ask
users (HR team,
managers) for
feedback on the
template itself.

Tools and
Software to
Enhance
Your Analysis

W h i l e  a  m a n u a l
spreadsheet  is  a  great
starting point, dedicated
tools  can  automate
much  of  the  process.



Consider:

HR Analytics
Platforms:
Products like
Visier, Qualtrics, or
Culture Amp
include built-in exit
survey analysis
modules with
powerful
dashboards.
Survey Tools
with Reporting:
SurveyMonkey and
Google Forms can
export data that
you then feed into
your template.
Some offer basic
sentiment
analysis.
Data
Visualization
Tools: Tableau,
Power BI, or even
Google Data
Studio can create
interactive
dashboards from

your template
data.
Text Analysis
Software: For
large volumes of
open-ended
comments, tools
like MonkeyLearn
or Lexalytics can
auto-code themes
using Natural
Language
Processing (NLP).
This saves hours of
manual tagging.

Choose  the  tool  that  fits
y o u r  b u d g e t  a n d
technical capability. The
key is consistency in how
you collect  and analyze
the  data,  regardless  of
the medium.

Real-World
Example:



Exit Interview Analysis Template

Downloaded from tracker.dreammachineusa.org by Alvarez
& Alijah • The journey of a thousand miles begins with a

single page. • Page 13

Transformin
g Feedback
into
Retention

Strategy

Consider  a  mid-sized
tech  company  that
implemented  an  exit
interview  analysis
template  over  two
years. Initially, they saw
that “compensation” was
the most frequently cited
reason  for  leaving.
However,  when  they
segmented  data  by
tenure,  they  discovered
something  surprising:
employees with less than
o n e  y e a r  r a r e l y
mentioned pay; they left
because of “unclear role
e x p e c t a t i o n s . ”
Meanwh i le ,  sen io r
engineers  left  due  to
“lack  of  challenging

projects.”

Armed with this insight,
the  company  launched
two initiatives: a revised
onboarding program with
concrete  30-60-90  day
plans,  and  a  “stretch
project”  system  for
experienced  engineers.
Over  the  subsequent
year,  first-year  turnover
dropped  by  18%,  and
engineering attrition fell
by  12%.  The  template
m a d e  t h e s e
differentiated  actions
possible.

Conclusion

A n  e x i t  i n t e r v i e w
analysis template is not
just  a  formality—it  is  a
critical  instrument  for
o r g a n i z a t i o n a l
i m p r o v e m e n t .  B y
systematically capturing,
coding,  and  analyzing



the  reasons  employees
leave,  you  transform
subjective feedback into
an objective roadmap for
change.  Whether  you
b u i l d  a  s i m p l e
spreadsheet or invest in
s o p h i s t i c a t e d  H R
analytics  software,  the
key  lies  in  consistency,
o b j e c t i v i t y ,  a n d  a
commitment to acting on
the data. Start today by

defining  your  coding
taxonomy,  collecting
your  first  ten  exit
interviews,  and  running
a  basic  trend  analysis.
The insights you uncover
wil l  not  only  reduce
t u r n o v e r  b u t  a l s o
s t r e n g t h e n  y o u r
employer  brand  and
create a more engaged,
loyal  workforce  for  the
long term.


