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preface
Employee onboarding is essential to retaining top talent. An onboarding 

program does more than help orient new employees. It shapes how 

new employees relate to their organization. Implementing an employee 

onboarding program will shape the company culture while developing a 

highly qualified pool of talent.



The employer generally 
gets the employees  

he deserves.
W a l t e r  G i l b e y
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C h a p t e r  On  e

Purpose of 
Onboarding
The purpose of onboarding is to help new hires transition into the roles 

at the company. When implemented correctly, onboarding will alleviate 

stress as it improves the culture of an organization. Employees who start 

well are more likely to stay at the company long-term. This will reduce 

turnover and save money in hiring and training costs.

Start-up Cost

Hiring new employees is expensive. Besides the recruiting costs and 

salary, there is a number of start-up costs associated with new hires.

Costs:

•	 Salary: This is the agreed upon pay rate.

•	 Benefits: This includes insurance, vacation pay, legal benefits, 

supplemental pay, and retirement. This is roughly .02 to .04 

percent of the salary.

•	 Miscellaneous: These are the costs of training, rent, equipment, 

etc. This is .05 to 1.3 percent of the salary.
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Onboarding can reduce the miscellaneous costs by quickly familiarizing 

employees with their position.

Anxiety

People naturally experience anxiety when they are placed in new situations. 

Taking a new job will automatically create stress. There is the stress of 

learning a new job and fitting in with the company’s culture. Employees 

who are not properly oriented, both in their job and their surroundings, will 

remain stressed and anxious. Excessive stress will impede performance 

and increase company turnover.

Employee Turnover

Turnover is inconvenient and expensive. Replacing qualified employees 

requires more than onboarding costs. There are a number of factors to 

consider when calculating the cost of employee turnover.

Factors:

•	E xit costs: This includes paperwork, exit interviews, knowledge, 

contacts, benefits etc.

•	 Absence costs: Company loses money in productivity, disruption, 

and possible overtime.

•	R ecruitment: The cost of advertising, recruiting, and screening 

candidates can be high.

•	O nboarding costs: The cost associated with the hiring process.
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There are very specific ways to calculate turnover. A basic method, 

however, is to estimate 50 percent to 200 percent of an individual salary.

Realistic Expectations

It is important to inform employees of the expectations placed on them 

from the beginning of their association with the organization. These 

expectations must be realistic. Not informing employees of all expectations, 

or making the expectation unrealistic, will hinder performance.

Expectations:

•	 Company expectations: The vision and mission of the company

•	P olicies and procedures: The company policies and procedures 

that everyone must follow

•	H ousekeeping: Informal rules and guidelines

•	 Job description: Expectations, training, and evaluation 

procedures of the individual’s job

Practical Illustration

A small publishing firm had high turnover of 75 percent. Most employees 

left within a year, and very few people lasted five years. The company 

paid well, but people would not stay long. Eventually, the cost of turnover 

began to significantly cut into the profits of the organization. A consultant 

was hired to examine the problem.
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The company lacked basic procedures. There was no orientation or 

onboarding process. New employees were hired and put to work without 

basic training. The CEO assumed existing employees would show new 

ones what to do, but they were too busy with their own work. New 

employees were scolded for their poor productivity, and most left for less 

stressful positions. Implementing a simple onboarding strategy reduced 

turnover by 55 percent within a year.



Encourage your people 
to be committed to a 

project rather than just be 
involved in it.

R i c h a r d  P r a t t
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C h a p t e r  Tw  o

Introduction
There are a number of reasons to implement an onboarding program. 

Before this can be done, however, you need to understand exactly what 

onboarding involves and its importance to the success of the company. 

Exploring onboarding and its processes is essential to the success of any 

organization’s onboarding program.

What Is Onboarding?

Onboarding is not easy to define. Some organizations limit it to a simple 

orientation process. Others go further to include company culture. 

Onboarding, however, is so much more. Onboarding is a systematic 

method that allows employers to hire the best employees and align them 

to the company vision. It will also provide employees with the necessary 

tools, help them assimilate, and speed up their training process.

Onboarding Affects:

•	 Hiring

•	 Aligning with company standards

•	 Accommodating employees with tools

•	 Cultural assimilation

•	 Accelerated training
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The Importance of Onboarding

Employees typically “break even” 20 weeks after they begin working at 

a job. This means that their productivity equals what the company has 

invested in them. They begin to generate more value for the organization 

over time. Onboarding can improve the time that it takes for employees 

to become profitable once they are hired. This is accomplished on a 

functional level and a social level. Companies often focus on the functional 

level at the cost of the social. This can overwhelm employees and leave 

them feeling uncertain about whom to go to for help.

Examples:

•	 Functional level: Expectations, training, policies, procedures, 

etc.

•	 Social level: Networks, mentors, relationships

Making Employees Feel Welcome

When hiring new employees, it is not enough to just walk them through the 

office, hand them paperwork, and ask them to read manuals. You must 

make them feel welcome to alleviate anxiety and help them acclimate.

Ways to make employees welcome:

•	 Contact the employee after he or she is hired: This can be 

with a welcome letter or phone call.

•	 Send information early: Send the handbook and any paperwork 

that than be completed early.
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•	 Choose a mentor: Assign someone to mentor the new hire.

•	P repare for the first day: Have everything ready for the new 

employee to begin work on the first day.

•	H ave the new hire meet people the first day: New hires should 

engage with their supervisors and mentors on day one.

•	 Schedule lunch: Schedule lunch with coworkers to introduce a 

new hire.

First Day Checklist

The first day for a new hire should be scheduled out. The first day will 

shape an employee’s opinion of the organization and the people he or 

she works with. Do not have someone fill out paperwork and then sit 

alone while everyone else stays busy. Each company and industry will 

have a specific checklist, but there are a few basic guidelines.

Checklist:

•	 Greet the employee.

•	 Introduce the employee to his or her social network.

•	 Tour the facilities.

•	 Have lunch.

•	 Discuss all expectations

•	 Schedule the first week’s training.
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•	 Explain employee resources.

•	 Instruct employee on computer and telephone techniques.

•	 Conduct orientation session.

Practical Illustration

A manufacturing company was experiencing a time of growth. Employees 

were given a traditional orientation; however, without specific instructions, 

expensive miscommunications developed. Mistakes and errors occurred. 

Even with the new employees, productivity dropped 18 percent. The 

company instituted an onboarding program that focused on training new 

hires extensively. With better communication and training, productivity 

increased 10 percent and employee satisfaction improved.



Success always comes 
when preparation meets 

opportunity.
H e n r y  H a r t m a n
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C h a p t e r  T h r e e

Onboarding 
Preparation
Every successful program demands preparation, and onboarding is 

no exception. While it is important to make employees feel welcome, 

the environment needs to remain professional. Before implementing an 

employee onboarding program, make sure that each person involved 

understands what is expected of him or her.

Professionalism

Onboarding needs to be a professional program. Companies frequently 

ignore onboarding responsibilities and simply assign the task of orienting 

a new hire to the least busy employee. This can cause confusion, impede 

the onboarding process, and give the impression that the company is not 

well run. It is essential that everyone involved in the onboarding program 

remain friendly and professional.

Professional activities:

•	 Make sure everyone knows that the new hire is coming.

•	 Choose someone to greet the new hire, and make sure he or she 

is on time.
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•	 HR should have the paperwork prepared in advance.

•	 Designate a mentor ahead of time.

Clarity

Be clear about expectations with new hires and with everyone involved 

in the onboarding process. The new hire’s expectations need to be 

communicated. There should also be clarity about who is responsible 

for the acclimation and training of the new hire. Each company and each 

position will have its own needs and responsibilities, which will determine 

the onboarding and training process. Determine everything you need to 

clarify before hiring a new employee.

Clarify:

•	G oals: Clarify both company and personal goals.

•	E xpectations: Communicate expectations to the new hire, HR, 

and mentor.

•	 Culture: Describe the company culture.

Designating a Mentor

Mentoring is important to onboarding success. Designating the correct 

mentor can mean the difference between success and failure. The 

mentoring relationship will help determine how easily new hires transition 

into their roles at the company. Consider carefully who you choose to 
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mentor new employees; do not just choose people at random. There are 

certain qualifications that all mentors need to have in order to be effective.

Qualifications:

•	T ime: Employees who are already overworked cannot effectively 

mentor another.

•	T raining: Is the employee qualified to teach someone else? 

Experience does not equal the ability to teach.

•	R ole model: Make sure that you choose a mentor who has 

qualities you would like to see in other employees.

After designating a mentor, monitor the relationship closely. If they do not 

work together well, you may need to designate another mentor.

Training

Onboarding should improve the training process. The people responsible 

for the training, however, must take the training seriously. Feedback is 

essential to the training process. Supervisors need to meet with new 

hires weekly to check on their performance and provide feedback. Those 

directly involved in the training process need to teach new hires and give 

them helpful feedback to improve performance.

Training Tips:

•	T rain Tasks: Teach employees the tasks associated with their 

positions.
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•	T rain Communication: Train employees to recognize resources 

and to communicate their needs.

•	P rovide Feedback: Give consistent and encouraging feedback 

when training new hires.

Practical Illustration

The Time Clock Corporation attempted a new mentoring program to 

reduce a 75 percent turnover rate. The goal was to increase productivity 

and decrease turnover by 50 percent. The first review of the program 

showed a 15 percent reduction in turnover. While an improvement, the 

numbers show a need for improvement. A survey revealed that many 

mentors have little time to spend with new hires due to the demands of 

their own jobs.



In all planning you make 
a list and you set priorities.

A l a n  L a k e i n
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C h a p t e r  F o u r

Onboarding 
Checklist
One thing that will help onboarding go smoothly is to create a checklist 

for each step of the process. Keep in mind that the lists in this chapter 

provide a place to start. You will have to tailor each checklist to meet the 

needs of your own organization. The checklists will ensure that no part of 

the onboarding process ignored.

Pre-Arrival

Onboarding should begin before the new hire ever arrives at the 

organization. Preparing for a new employee requires a simple checklist.

Checklist:

•	 Send welcome letter/packet: This should be done two weeks 

before the start date if possible.

•	P repare work area: Have the work area ready as well as any 

necessary items nametags, parking permits etc.

•	P rovide a contact: Employees should be able to contact 

someone with questions before they begin work.
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•	 Schedule onboarding: Schedule a start date, welcome, and 

orientation.

•	I nform others: Let other employees know when the new hire is 

starting.

•	 First week’s checklist: Work on the checklist for the first week.

Arrival

When new hires arrive, make them welcome and explain everything they 

need to know. Employees should not feel that their first day is a waste of 

time.

Checklist:

•	 Welcome: Greet the new hire; do not make him or her ask for 

you.

•	HR  tasks: Have the new hire meet with HR to complete any 

necessary paperwork.

•	E xplain policies and procedures: Provide a handbook and 

begin explaining basic policies and procedures.

•	 Schedule: Provide an orientation and training schedule.

•	I ntroduce: Introduce peers and mentors as you tour the building.

•	 Show workspace: Show the new hire the prepared workspace, 

and make sure he or she has everything necessary to do the job.



27Start Right: Your Guide to Staff On-boarding

First Week

The first week is when any housekeeping items are taken care of that is 

not attended to on the first day. It is also an important time to review the 

goals and activities of the new hire.

Checklist:

•	R eview: Go over the expectations and responsibilities of 

associated with the position.

•	 Feedback: Review and provide additional feedback. Ask for 

feedback about the onboarding.

•	T raining: Schedule necessary training and classes.

•	I nclusion: Include the new hires in meetings.

•	I ntroductions: Make any necessary introductions that did not 

occur on the first day.

•	H ousekeeping: Follow-up on any incomplete paperwork.

First Month

The first month should help the employee settle in easily. It is important 

not to become complacent when a new employee settles in quickly. 

Keep up with the first month’s checklist to ensure that the onboarding is 

a success.
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Checklist:

•	 Clarify: Continue to clarify roles and expectations.

•	 Meet: Meet weekly to give and receive feedback.

•	E nroll: If necessary, enroll the new hire for any benefits.

•	 Check training: Make sure that the training is completed.

•	E valuate: Schedule a 30-day evaluation.

Practical Illustration

An expanding company needed to improve productivity by 20 percent 

in two quarters. Unfortunately, the growing number of new hires seems 

to be counterproductive to this goal. An onboarding process existed, 

but managers had control of the process. Checklists were created for 

each step of the process, and productivity improved 25 percent after two 

quarters.



In motivating people, 
you’ve got to engage their 
minds and their hearts.

R u p e r t  M u r d o c h
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C h a p t e r  F i v e

Creating an 
Engaging Program
Any program you implement needs to be engaging. The purpose of 

employee onboarding is to engage employees from the beginning. 

Onboarding is more than simple checklists; it engages new hires in 

the company culture and promotes a highly functioning team. When 

onboarding is done correctly, employees are more engaged and 

productive.

Getting Off on the Right Track

Trust and communication are essential to employee engagement. Both 

trust and communication need to be established from the beginning. A 

common mistake that companies make is to force days of information 

into a few hours during orientation. It is not humanly possible for people to 

take in everything, and it is boring. Long, dull orientations give the wrong 

impression. They imply that the employer is not capable of communicating 

information well.

Classic orientations also erode trust because employees are not treated 

like individuals, and those leading the orientation are not sincere. 

Orientations often have a disinterested HR employee simply read off 
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information. There is no real connection with new hires, which does little 

to improve engagement.

Alternatives:

•	 Break information down: Give new employees information in 

portions they can keep up with, and schedule this transfer of 

information for the first week instead of the first day.

•	 Build Relationships: Have established employees who are 

passionate about the job and good with people take new hires 

through their orientation.

Role of Human Resources

The role of human resources will be unique to each organization. 

HR, however, has an important role in the onboarding process. HR 

representatives need to establish trust and communicate effectively with 

new hires.

Typical HR Roles:

•	 Welcome: Provide a welcome package and make individuals feel 

welcome.

•	D ocumentation: Help employee’s complete any and all necessary 

paperwork.

•	P olicies: Explain company policies and procedures.

•	 Benefits: Explain benefits and enroll new hires.

•	T our: Provide a tour of the company.
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Role of Managers

Managers need to oversee the onboarding of new hires. They typically 

spend more time with employees than HR personnel, so it is important to 

establish a positive relationship from the beginning.

Typical Manager Roles:

•	P repare: Prepare the workstation, welcome, introductions, etc.

•	 Schedule: Create checklists and schedule training.

•	 Communicate: Explain roles and expectations to everyone.

•	 Meet: Connect with new hires and meet frequently to discuss 

their training.

•	 Assign: Choose a mentor and assign tasks to new hires.

Characteristics

There are certain characteristics that engaged employees share. As 

employees engage in the culture, they will exhibit these traits. Engagement 

is a sign that the onboarding program is successful and that new 

employees will stay for the long-term.

Basic Characteristics of Engagement:

•	E njoy work: Engaged employees enjoy their work. They are not 

simply working for a paycheck.
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•	 A good attitude: They work towards the goals, and enjoy 

challenges and opportunities.

•	G o the extra mile: Engaged employees do more than the 

minimum. They are committed to success.

Practical Illustration

The Good Song Company had a problem with retention. Employees 

seemed to leave shortly after they were trained. 50 percent left after the 

second year, and 20 percent left after the first year. Surveys showed 

that employees were not very engaged with the company. The basic 

orientation with HR lasted for four hours and consisted of reading the 

manual and signing documents. Managers were given the authority to 

onboard employees at their discretion. The onboarding process changed 

so that orientation with HR took place over a week. Managers turned in 

checklists every week. Over the next year, only 10 percent of the new 

hires left.



It’s the people who follow 
through who excel.

M a r y  K a y  A s h
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C h a p t e r  S i x

Following Up with 
New Employees
Following up with new employees is essential to effective onboarding. 

Managers need to be involved with their new hires and determine whether 

or not any changes need to be made in their training process. Consistently 

meet with new employees and help them solve any problems along the 

way.

Initial Check in

The initial check in needs to be completed before the end of the employee’s 

first month. Some managers try to check in after the first week. This is an 

opportunity to give and solicit feedback from new hires. The initial check 

in should focus on helping new hires become accustomed with the new 

environments.

Topics Covered:

•	G oals and progress: Review the goals of the company and the 

employee’s goals. Ask about progress, and cover material that 

the employee may not fully understand.

•	D iscuss onboarding: Make sure the employee feels welcome 

and that he or she has the tools necessary to succeed.
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•	O ffer help: Solicit feedback and offer to help employees with 

their problems.

Following Up

Managers need to follow up with employees every 30 days for the first 

three months. Follow ups evaluate progress and check in to make sure 

that the employee’s needs are being met. This is the time to address any 

confusion regarding company and employee expectations.

Topics Covered:

•	 Mentor: How helpful is the mentor?

•	E xpectations: Is the job what the employee was led to believe? 

Does he or she understand the job expectations?

•	R elationships: How are relationships with peers and coworkers?

•	I nclusion: Does the employee feel included in the process?

•	 Work: Is the workload too much? Are all of the tools available?

•	 Feedback: Ask about questions or suggestions.

Setting Schedules

Onboarding must be scheduled. Each time that you meet with a new hire, 

be prepared to provide new schedules. The checklists will help guide you 

in the scheduling process. Remember to allow individuals to develop at 
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their own pace. Do not over schedule people. Schedule the next meeting 

each time you meet with an employee.

Schedule:

•	 Orientation

•	 Training for each week

•	 Meeting other people

•	 Follow ups

•	 Goals

•	 Evaluations

Mentor’s Responsibility

Mentors are the key to a successful onboarding program. They need to 

take their role seriously and understand the responsibility of mentoring 

new hires.

Responsibility:

•	 Encourage the protégé.

•	 Act as a role model.

•	 Advise the protégé.

•	 Provide feedback.

•	 Assist in problem solving.
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•	 Be trustworthy.

•	 Facilitate communication between new hire and other members 

of the organization.

Practical Illustration

A new sales firm was having trouble with its onboarding program. The 

CEO made sure that new hires were made welcome their first day and 

that managers and HR did everything to prepare for their arrival. Turnover 

was still at 60 percent and productivity needed to improve by 20 percent 

to reach company goals. Exit interviews revealed that no one checked 

in with new hires after their initial welcome. Some mentor relationships 

thrived while others did not. Frustration and confusion caused many 

employees to leave.

Checking in and follow-ups were added to managers’ responsibilities. 

Training was scheduled better, and employee concerns were addressed 

before they became serious problems. After the first quarter, turnover 

dropped 25 percent and productivity increased 30 percent.



An employee’s motivation 
is a direct result of the sum 
of interactions with his or 

her manager.
B o b  N e l s o n
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C h a p t e r  S e v e n

Setting 
Expectations
We have already established that setting and clarifying employee 

expectations is an important part of the onboarding process. Requirements 

and expectations need to be established from the beginning. New 

employees should not be surprised once they begin work. Set expectations 

and use them to evaluate progress.

Defining Requirements

Each position will have its own set of requirements. Requirements are 

more than a set of skills; they include everything necessary to perform a 

job.

Requirements:

•	 Skills: Abilities necessary to do the job

•	E xperience: Experience necessary to do the job

•	E ducation: Training and education to complete the task

•	 Company culture: Personal and company values align

•	 Behavior: Attitude and behaviors necessary to be successful
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Identifying Opportunities for Improvement and 

Growth

Meetings and evaluations allow managers to identify opportunities for 

improvement and for growth. In order to meet expectations, employees 

need to understand them. Any expectations or requirements that are not 

met should be seen as opportunities for improvement. Coach employees 

about ways they can improve.

Employees who do well may have opportunities for growth. These 

opportunities may involve additional tasks and changes to their 

expectations or job requirements. Any changes that accompany growth 

need to be explained to the employee, and assistance needs to be given.

Setting Verbal Expectations

Setting expectations verbally is a way to personally connect with employees. 

This allows managers to address any questions that employees may have 

concerning the expectations. Verbal communication, however, does need 

to be documented for HR purposes. You may want employees to sign 

that they understand the expectations that you express verbally. This is 

the only way for them to be legally accountable.

Putting It in Writing

Expectations should be put in writing. Begin with a basic job description. 

Job descriptions should be crafted before a position is filled so that 
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employees know what is expected of them. Any changes to the job 

description need to be updated in writing.

Other expectations to put in writing:

•	 Evaluations

•	 Reviews

•	 Action plans

•	 Policies

•	 Corrective actions

Practical Illustration

A manager’s department staff cannot reach their sales expectations. 

The manager tells the employees their individual goals every day, but 

they seem to ignore him. He is 20 percent off budget. Another manager 

advised that he documented the personal goals and had employees sign 

them at the beginning and end of each day. The employees took more 

responsibility in their performance and pride in meeting their goals. By the 

end of the quarter, the manager made budget.



That which does not 
destroy strengthens.

N i e t z s c h e
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C h a p t e r  E i g h t

Resiliency and 
Flexibility
Resiliency and flexibility are important to success. People will make 

mistakes and no program is perfect, but reacting resiliently and learning 

to be flexible will eventually strengthen employees and the company. 

There are five steps to resiliency and flexibility. Managers, mentors, and 

employees need to take advantage of these steps.

What Is Resiliency?

Resilience is the ability to bounce back or keep going in times of stress 

or difficulty. Some people are more naturally resilient than others. Stress 

can take its toll on the physical and mental health of individuals. This can 

impede work performance. Greater resiliency will keep productivity from 

decreasing in times of stress.

Why Is It Important?

A new job is stressful. Employees need to be resilient in order to transition 

quickly and become productive members of the workforce. Resiliency 

is also important when the company goes through times of change. 

Resilient employees will remain productive and help keep the company 

going throughout transitions. Fortunately, companies can help their 
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employees become more resilient by focusing on the welfare of their staff 

and providing incentives to manage stress.

Five Steps

There are five steps that anyone can take to improve resiliency. These 

require changing one’s mindset.

Five Steps:

•	 Acceptance: Accept that change and failure is inevitable and not 

lasting.

•	 Be self-aware: Pay attention to strengths and weaknesses and 

focus on strengths.

•	E mbrace adversity: Realize that adversity may benefit you.

•	R elationships: Create a strong social network and actively listen 

to those around you.

•	 Set goals: Make personal goals and work towards them.

What is Flexibility?

Flexibility is important for employers and employees. Employers need 

to be flexible when it comes to when, where, and how work is done. 

Employees need to be flexible in their approach to work and life in general. 

Being flexible means not resisting inevitable changes. Flexibility is not 

passivity. It is being open to change in order to improve life and reduce 

stress.
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Why Is It Important?

Flexibility is important to recruiting qualified talent. Employers who do not 

cling to traditional job requirements are able to attract and retain talent. 

Flexible individuals act with conviction instead of reacting to change. 

Employers and employees both benefit from flexibility. Company culture 

improves as employees reduce stress and employers retain top talent.

Five Steps

There are five steps anyone can take to become more flexible.

Five Steps:

•	L et go: Release any attachment that is making you inflexible.

•	R elax: Practice work and life balance and stop taking life too 

seriously.

•	D o not focus on being right: Be willing to admit when you make 

mistakes.

•	P ick battles: Stop fighting every change and go with the flow.

•	 Support: Gather feedback and support from friends to find out 

when you are not being flexible.

Practical Illustration

A training manager with 20 years of experience began having trouble with 

his new employees. He used the same techniques as always, but the new 
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recruits seemed bored. They did not pay attention during his slide show 

presentations, and he caught some people texting as he read from the 

manual. The company instituted an onboarding program that would alter 

the way he trained. The first attempt was less successful than previous 

orientations, but the manager only attempted onboarding begrudgingly. 

He embraced the change for the second group of new hires and found 

that they were more engaged and willing to listen.



Great ability develops and 
reveals itself increasingly  

with every new assignment.
B a l t a s a r  G r a c i a n
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C h a p t e r  N i n e

Assigning Work
The way you assign work to employees is important to the onboarding 

process. Sometimes it is possible to involve employees in the projects 

they are assigned. New employees, however, will have less experience 

and will need more guidance. Using the most effective method will make 

the task of assigning work easier for you and your new hires.

General Principles

Generally, assigning work requires employers to communicate basic 

expectations of who, what, where, when, and why. These expectations 

must also include what the work is, the due date, and any steps and tools 

that are necessary to complete the work.

Types of assignments:

•	 Suggestions: These are low priority assignments and completely 

open to interpretation.

•	R equests: These are less official and are slightly open to 

interpretation.

•	O rders: These are direct and leave no room for interpretation.
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The Dictatorial Approach

The dictatorial approach is simply giving orders. It is the fastest way 

to assign work, but also the least effective. It should only be used in 

emergencies, and you need to explain the importance of the assignment. 

Employers who rely on the dictatorial approach have poor job satisfaction 

among their employees and usually high turnover.

The Apple Picking Approach

The apple picking approach allows people to choose their tasks from a 

list. These tasks are not typically high priority, and it is important that all 

tasks have the same value to the organization. This approach is helpful 

when there is little time to meet and discuss assignments. The drawback 

to the apple picking approach is that it does not teach collaboration and 

teamwork. It is also important to make sure that there are more tasks 

than employees, so that the last to sign up is not stuck with unwanted 

assignments.

The Collaborative Approach

The collaborative approach involves team meetings. Employees 

collaborate on who should complete each task. The team has a say 

in the deadlines and objectives of each assignment. This is the most 

effective way to assign tasks because employees are involved in the 

process. It is, however, time consuming and should be reserved for 

important assignments. This approach also works better when a team is 

established.
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Practical Illustration

A CEO used the dictatorial approach to assign tasks to employees. She 

does not like being questioned and does not allow people to determine 

their own tasks. As a result, some employees feel that they are assigned 

tasks that they are not capable of performing. Over a six-month period, half 

of the employees give notice. The CEO hires a new HR representative to 

assign tasks. He implements the different approaches. Morale improves 

among employees who do not have to work with the CEO.



Feedback is the breakfast 
of champions.

K e n  B l a n c h a r d
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C h a p t e r  T e n

Providing Feedback
Every supervisor needs to learn how to give and receive feedback 

effectively. Feedback is more than evaluating performance or checking 

in; it is a valuable method of communication. Poorly delivered feedback 

can lead to dire consequences. When done correctly, however, feedback 

will strengthen relationships as it improves performance.

Characteristics of Good Feedback

There are basic characteristics that define good feedback. When 

delivering feedback, try to focus on the positive. This does not mean 

that you cannot be honest or deliver negative information, but do so in a 

respectful and constructive manner.

Characteristics:

•	D ialogue: Encourage a dialogue, and address any questions or 

concerns. Do not lecture.

•	 Factual: Discuss the facts, and do not bring up impressions or 

rumors. Use evidence to make your case.

•	 Focus: Stay on the topic and avoid personal issues.

•	 Be clear: Make sure that the employee understands expectations 

and has the tools to meet expectations.
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•	 Be constructive: Point out successes and ways to improve 

instead of every mistake.

•	 Compromise: Be willing to make compromises after listening to 

your employee’s perspective.

Feedback Delivery Tools

There are several different tools to help deliver feedback. Individual 

situations will help determine the best method for delivering feedback.

Tools:

•	 Meetings: Face to face meeting allow you to discover the 

employee’s response quickly, but some people are nervous about 

meeting with the boss.

•	E mail: It is difficult to read tone in email, and it is not effective for 

complex situations.

•	 360-degree feedback: This is a review from every level of the 

company.

•	R eviews: A performance review is the traditional feedback 

method.

Informal Feedback

Informal feedback should occur regularly. Feedback is provided as it 

is needed, which establishes communication between employees and 

supervisors. Informal feedback does not usually require a paper trail unless 

there is some type of correction or commendation. Informal meetings 

and emails are ideal for informal feedback.
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What It Addresses:

•	 Praise

•	 Correction

•	 Questions

Formal Feedback

Formal feedback is traditional feedback. It is often scheduled and includes 

a great deal of paperwork. Performance reviews and formal corrective 

actions are examples or formal feedback. Formal reviews are done to 

record progress and discover opportunities. Formal feedback usually 

leads to promotions or actions plans for improvement. Formal feedback 

is limited because it is not consistent and may surprise employees when 

it is the only feedback they are given.

Practical Illustration

The manager at a local bookstore hated annual reviews. People were 

typically shocked when they left with their reviews and she did not 

understand why. Performance typically did not improve after reviews. 

The employees typically ignored her and exhibited the same passive 

aggressive behavior she pointed out in their reviews. The owner was 

unhappy with the culture at the store and demanded that the manager 

provide informal feedback. The manager took a course and applied 

positive and consistent feedback. The atmosphere improved and the 

sales increased 20 percent.
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Closing Thoughts
•	 Bruce Barton: The five steps in teaching an employee new 

skills are preparation, explanation, showing, observation, and 

supervision.

•	 Charles Reade: Sow a thought, and you reap an act. Sow an 

act, and you reap a habit. Sow a habit and you reap a character. 

Sow a character and you reap a destiny.

•	H enry Ford: The man who thinks he can and the man who thinks 

he can’t are both right.

•	D ee Hock: If you don’t understand that you work for your 

mislabeled subordinates, then you know nothing of leadership. 

You know only tyranny.

•	P lato: The beginning is the most important part of work.
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