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HOW TO GIVE A NEW EMPLOYEE 

FEEDBACK THE RIGHT WAY 

A “honeymoon period” doesn’t just apply to newly married couples. New employees hired 
into organizations also glow in the novelty and optimism associated with a new workplace. In 
fact, research illustrates that employee engagement of new hires is the highest of any 
employee tenure group, likely due to newer employees receiving abundant attention, 
developing new relationships, and encountering what seems like limitless potential for 
growth and success. 

 However, the honeymoon period may quickly end if new hires are left alone to figure out 
workplace policies, role expectations, or even basics like the location of the nearest restroom 
or where people tend to eat lunch. Having an onboarding programme can elongate the 
happy honeymoon period. A critical part of this onboarding is ensuring new hires receive and 
can ask for feedback along the way. 

Feedback helps us know if we’re doing something right or wrong, which is especially 
important to new hires as they navigate through all things new. 

So, how do we use feedback to keep a new hire on the right track toward success? Let’s 
break things down to the different stages of onboarding and what optimal feedback 
approaches may look like in each. 

New Hire Orientation Feedback: Week One 

1. Introduce your Feedback Culture 

The first week of employee orientation is the perfect opportunity to also introduce new hires 
to the organization's feedback culture. Ensure your new hires know both the formal ways 
their new organization collects and provides employee feedback (employee engagement 
surveys, quarterly one-on-ones between managers and employees, bi-annual 360’s) and 
informal opportunities (“open door” policies, ability to ask peers for feedback at any time). 
Take time to introduce any feedback software, as well. 

Review your most recent employee engagement survey results with new hires, including 
what the team and organization are focusing on as a result. This signals that employee 
feedback is valued and is part of the everyday culture. 

2. Check-In Frequently 

New employees should have constant opportunities to ask questions in this timeframe. It’s a 
good idea for managers to deliberately schedule time with each new hire once per day to 
address questions, provide guidance, and help a new employee continue to calibrate to 
norms. This is also a great time to introduce any norms around your organization's instant 
messaging software. 
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3. Incorporate Peer Shadowing 

When developing a new hire roadmap, incorporate plenty of opportunities for new hires to 
shadow peers. Provide shadowing opportunities with both tenured and somewhat newer 
employees, if possible, so they can share their experiences. 

New Hire Orientation Feedback: Month One 

After one month of tenure, role expectations should become clearer to a new employees. 
They should be oriented to what their work looks like, what metrics they are accountable for, 
what success in their role looks like, and any org- or role-specific software. New hires should 
also be establishing routines at this point. 

1. Formalize One-on-One Meetings 

New employees should continue having regular check-ins with their manager and peers to 
tackle any still-unclarified orientation confusion or barriers. Managers should schedule 
reoccurring one-on-one meetings with their new hires so these are prioritized and can be 
planned for. Use The Big Book of 350 One-on-One Meeting Questions as a resource for 
great questions to ask in these meetings. 

2. Administer Manager Feedback  and Strengthen Working Relationships 

New hires should receive a round of feedback from their managers at this point to address 
whether they’re on-pace with learning, prioritizing the right things in their onboarding, and 
aligning with the organization’s and team’s expectations and values. Beyond providing 
feedback, managers should continue to help new employees orient to expectations and 
accountability by emphasizing what happens after feedback is given. It’s a great practice to 
ensure feedback is revisited in the near future (next week, next month, etc.), as well as 
encouraging employees to track their own personal progress so this can be discussed when 
meeting with their manager next.   

The comfort and relationship with their manager should also be strengthening in this 
timeframe. To promote a culture of feedback receptivity, managers should also solicit 
feedback from new employees. It’s never a bad thing to ask your new hires: Is there 
anything more we can be doing to help you onboard? Do you have what you need? Do you 
need anything more from me? 

3. Introduce Peer Feedback 

Peers should feel comfortable providing new employees with feedback, whether it’s related 
to performance or noticing that a new employee may not be aligned with the organization’s 
or team’s values. (This is a great reason to make sure your feedback software has solicited 
and unsolicited feedback options.) Coach your team on how to give and receive feedback so 
that all parties feel comfortable giving and receiving effective feedback. 
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New Hire Feedback Orientation: Month Three 

Employees three months into tenure should have a solid understanding of their day-to-day 
activities and should be performing them, though their performance may still be ramping up. 
Additionally, new hires should be fostering relationships around them and have a good 
sense of whether they’re fitting in, how their team works together, and cultural norms. 

1. Give Regular Constructive Feedback and Recognition 

Employees at this stage may be performing the day-to-day duties of their job, but that 
doesn’t mean they are doing everything perfectly. That’s OK! They are new, after all. If you 
notice they aren’t doing something exactly to protocol or they are using an inefficient 
approach, now’s the time to give them that feedback. Receiving constructive feedback from 
a manager is necessary for new hires to grow and develop. (Plus, research found that 
employees want more feedback than managers are giving.) But don’t forget to call out the 
good as well. For example, when you see a new hire implementing feedback you’ve given, 
reinforce those behaviours by giving them positive feedback. When you see them doing 
great work, use your organization's recognition tool to publicly applaud their efforts and 
success. 

Peers, too, should continue coaching new employees, because they often directly witness a 
newer employees’ behaviours that may need coaching. This allows for in-the-moment 
feedback, when it’s most powerful. 

2. Involve New Hires in Goal Setting and Tracking 

As newer employees are settling into their daily roles, it is a great time to help them establish 
goals. Goals should provide a clear sense of what they’re working toward, what success 
looks like, and the progress milestones they should hit along the way. Although newer 
employees may need plenty of guidance on appropriate goals, include them in the goal-
setting process so they feel a greater sense of ownership for the goals. Make sure to adjust 
your goal software settings so new hires are observing peers' goals, as well. 

New Hire Feedback Orientation: Month Six 

Employees six months into their tenure should be performing as an individual, contributing to 
their team, and thinking about how they contribute more broadly to the organization. They 
should understand if this job is utilizing their strengths. If they sense their strengths are being 
underutilized, it’s important for both the manager and employee to articulate a plan so what 
the employee does best can be leveraged. They should also sense whether the team and 
organization are a good fit for them. 

1. Ramp Up Manager, Peer, and Self-Feedback 

As new employees start to feel and behave as tenured employees, feedback shouldn’t drop 
off.  Having opportunities to learn and grow has been found to be a key influencer in 
employees' engagement, and coaching from managers is one of the top ways that 
employees prefer to learn and grow. Development in the form of employee feedback helps 
improve not-so-new-hires’ performance, motivates them, and can ultimately improve their 
engagement and make work more fulfilling. 
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Employees six months into their tenure should start taking part in 360s, or at least rating 
others if they aren’t yet rating themselves. This positions them to give feedback to others, as 
well as receive feedback.  

2. Continue with Regular One-on-One Meetings 

One-on-one’s between managers and employees should continue throughout their tenure.  
Having consistent opportunities to discuss performance, career development interests and 
opportunities, and engagement barriers is something that even your most tenured 
employees should consistently take part in.  

 Use the GOOD template,  structured around Goals, Obstacles, Opportunities, and 
Decisions, to keep your one-on-one’s focused and productive. 

3. Measure Employee Engagement 

Even if your organization has a feedback culture that allows employees to give or receive 
feedback at any time, an annual employee engagement survey provides a formal opportunity 
to capture feedback about what new hires (and all employees) feel is working effectively in 
the workplace and what may need to improve. When everyone — leadership, managers, 
and employees — takes action on the results, the organization’s entire population is 
subsequently using feedback to improve. 

The newness of beginning a job or joining a different organization will eventually wear off, 
but the excitement and passion for work doesn’t have to. With the right onboarding strategy, 
a healthy feedback environment, and a software that supports your feedback strategy, new 
employees can eventually become seasoned, engaged veterans. 

  

By: Anne Maltese 

 

  

  

 

 


