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Based on our experience, a few core people-centric habits can make a big difference in helping organizations 
understand and respond effectively to employee needs while shepherding organizations through change:

● Frequently gather employee feedback on critical topics
● Equip managers with insights that help them address concerns
● Have regular team and one-on-one conversations
● Check in on goals to prioritize work and time
● Learn from input in a way that improves organizational and individual success

I’m pleased to share this toolkit to help your organization develop a people-centric approach to post-furlough 
recovery. I hope you and your team find it informative and helpful.

And I’d love to hear what you think. Please message me if you have questions, would like to learn more, or want 
to connect with others who are working through these same challenges. 

Justin Black
Head of Glint People Science at LinkedIn

The U.S. Bureau of Labor Statistics estimated that 15.3 million employees experienced 
temporary layoffs in May 2020. 

Dear Senior Leader,

Over the coming months, millions of people across industries will return to work after furloughs and temporary 
layoffs. When and how your furloughed employees return will have a big impact on your employees and your 
organization overall.

All employees will likely have a range of challenges and emotions during this time. How your organization 
handles this transition sends a signal to employees. It's a chance to help them feel safe, prepared, and welcome 
as people return.

This is the time to listen and understand the needs of your teams. Their input can inform your strategy and 
create a shared set of values to guide your organization through a time of change. It can also uncover 
opportunities to better prepare your organization for the post-furlough world of work.

https://www.linkedin.com/in/justin-black-a0a3005/
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An HR Leader’s Playbook:
Post-Furlough Recovery

Welcoming employees back from furlough will be a meaningful 
moment—a new beginning. They’ll benefit from ample communication 
and your efforts to create a warm sense of belonging.

As you plan for a post-furlough recovery, a few core people-centric habits can create a positive transition 
and replace feelings of isolation and uncertainty with feelings of purpose and renewed energy.

Equipping your teams to respond in this moment will help elevate your larger strategy. Look to the following 
habits to help employees feel invested and excited about the future.

Habit 1
Get Feedback and Insights

Habit 2
Have Conversations

Habit 3
Set Effective Goals

Habit 4
Encourage Learning and Growth

Stay connected, understand, and 
respond to employee needs

Here are a few high-impact practices that you 
can adopt today.

● Frequently gather employee feedback on 
critical topics

● Equip managers with insights that help them 
address concerns

● Have regular team and one-on-one 
conversations to ensure people can adapt 
effectively to change

● Check in on goals to prioritize work and time
● Provide resources to help people make sense 

of this change in work
● Learn from input in a way that improves 

organizational and individual success
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Habit 1

Get Feedback and Insights
Gathering employee feedback is critical to creating a smooth experience for those returning from 
furlough. While no two organizations are the same, there are a few fundamental questions that every 
organization should ask to help them monitor and evolve practices that help furloughed employees 
reintegrate effectively. 

When should we survey?
We recommend that you launch this type of survey soon after employees have returned to work. Consider 
this an opportunity to ensure the organization is meeting the needs of various employee groups as fur-
loughed team members transition back into work. We know how important the first few weeks of the new-
hire onboarding experience are for long-term employee engagement. We believe the same applies to 
returning from furlough. If the rate of employees’ return  is more gradual, consider adding a few of the 
questions to a regular monthly pulse to capture the feedback as close as possible to their return.

What should we ask?
Deploying a short pulse survey to employees can uncover practical advice to make the return to work 
safe and effective. If you’re already pulsing or just starting, consider asking these questions:* 1

How are you How are you doing?

Belonging I feel a sense of belonging at my organization.

Manager Support I can get the support I need from my manager right now. 

Resources I have the resources I need to do my job well.

Post-Return Concern What is most critical as you think about your needs right now? (Select up to two.)

a.) Healthcare and health-related information
b.) Child or family care
c.) Customer support resources
d.) Remote work resources
e.) Sense of safety and cleanliness at work
f.) Up-to-date information
g.) Job security
h.) Health in the workplace
i.) Balancing work and personal life
j.) Managing workload
k.) Knowing where I should focus my efforts
l.) Access to training
m.) Belonging and inclusion at work
n.) I have no concerns
o.) Other (please specify in comments)

* Unless noted otherwise, we suggest you ask each item on a  5pt scale, with 1 being “Strongly Disagree” and 5 being “Strongly Agree.” 
For question 1, the 5pt scale can range from “Not at all well” to “Very well.” Also, in these questions, “organization” can be exchanged for 
the company’s name. 
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Who should see results?
Share employee pulse feedback at the organizational and manager-level to ensure actions address what 
matters most to people by geography, function, personal circumstances, and other variables. Releasing pulse 
results to managers encourages frequent team and individual conversations about the reintegration process, 
creating environments where team members feel they belong and have the support to do their jobs well.

Open-ended question
In addition to survey items, Glint strongly recommends allowing free-form comments to capture 
employees’ direct perspective and practical solutions from those closest to the furlough 
experience. With artificial intelligence available today, even tens of thousands of employee 
comments can be quickly summarized and categorized into actionable insights to help leaders 
understand where more work is needed.

Open-ended What would help you feel more supported right now?

Furlough-specific question
We also recommend that you look at the results of furloughed employees separately to see how 
their experience may differ from those not furloughed. If you do not have an effective way to 
determine who these individuals are using data already on file, you may consider including a 
demographic question for furloughed employees to self-identify:

Furlough I am returning from a furlough or temporary layoff.
a.) Yes
b.) No
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Habit 3

Set Goals Effectively

As employees return from furlough, consider 
what changes will occur to goals and 
priorities. Will there be modifications to work 
schedules or priorities as they re-enter? Are 
new policies and procedures needed to 
address the specific needs of returning 
employees? What work will be reassigned 
from non-furloughed employees? 

Employees returning from furlough, and even 
those who were not, will likely need support 
to understand how performance 
expectations have shifted given the new 
context. Having more frequent goal-setting 
conversations with smaller, bite-sized 
objectives will help employees concentrate 
on critical activities that contribute to their 
own development and align with the broader 
organizational objectives.

Managers can support employees by asking, 
"What are the most impactful things for you 
to spend your time on right now? What goals 
can be pushed back or transferred?”

What employees don’t need:

● A lot of documentation
● Rigidity
● Complexity

What employees need:

● Support
● Focus
● A feeling of control
● Connection with colleagues and 

with the organization

Conversations are the best way to fuel action based on pulse insights—they build trust, ensure 
effective prioritization of work and goals, surface roadblocks and resource needs, and prompt 
ongoing action. Managers and employees should be having regular one-on-one meetings in advance 
of and throughout the transition back to the workplace to ensure that individual needs are being 
addressed. For more detail on what to ask, please see the conversation guide in this toolkit.

Habit 2

Have Conversations
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Habit 4 

Encourage Learning and Growth

Employees will encounter new scenarios as they return from furlough, requiring new skills and 
capabilities. Dispersed teams, shifting priorities, and new protocols mean opportunities to increase 
flexibility, rethink skills, and reflect on what meaningful work looks like.

Learning is a critical habit that helps people respond to a changing environment. It may look very 
different for each employee. Some might want to expand their capabilities to help the organization in 
new ways or change paths all together, while others may need to learn new ways to practice self-care 
in the midst of major stressors.

Encourage managers and employees to reflect on challenges and take steps to learn and grow with 
organizational support. Revisiting learning throughout frequent manager and employee touchpoints 
and in everyday work experiences helps make it part of the way we improve every day, instead of a 
separate effort.
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Learning Resources

A collection of free learning resources to help you and your organization 
build skills to support the return to the workplace:

LinkedIn Learning curated collection:  Managing Change for Managers

Centers for Disease Control (CDC): Interim Guidance for Businesses and 
Employers

Medical Group Management Association: Bringing practice staff back 
from furlough safely

SHRM: Bringing them back - Questions for HR from returning workers

McKinsey: Adapting workplace learning in the time of coronavirus

Workest Powered by Zenefits: Employees Returning from Furlough: A 
Guide and Checklist

https://www.linkedin.com/learning/collections/enterprise/1~AAAAAAAAAGg=626042?u=104
https://www.cdc.gov/coronavirus/2019-ncov/community/guidance-business-response.html
https://www.mgma.com/data/data-stories/bringing-practice-staff-back-from-furlough-safely
https://www.shrm.org/ResourcesAndTools/hr-topics/employee-relations/Pages/Bringing-Them-Back-Questions-for-HR-from-Returning-Workers.aspx
https://www.mckinsey.com/business-functions/mckinsey-accelerate/our-insights/adapting-workplace-learning-in-the-time-of-coronavirus
https://www.zenefits.com/workest/employees-returning-from-furlough-a-guide-and-checklist/
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Get Started

Actions to Support Post-Furlough Recovery
Here are some specific actions to support a people-centric approach to post-furlough recovery. 
We’ve broken it down for each level of your organization. Because every organization is different, start 
where it makes the most sense for you. 

Connect, Share, Grow
Connect with your peers and Glint’s People Science experts to share challenges, ask questions, and swap 
experiences in our LinkedIn Group: People Success Forum: Building the New World of Work

Organization Deploy regular pulses to gain insights into how your people are doing.

Segment your review of results based on different employee populations (for 
example, furloughed vs. not furloughed).

Acknowledge the disruption that has happened: employees returning from 
furlough may need to learn new skills and policies before being fully up to speed.

Ensure people have access to tools and resources they need to get work done.

Manager Support all your employees; both furloughed and non-furloughed employees may 
have a difficult time with the transition.

Welcome your team members back and check-in with them frequently.

Regularly review team and individual goals and priorities to ensure alignment.

Discuss how team members can best share needs and progress with you.

Employee Share your perspective on what would make it easier for you to successfully 
resume work. 

Determine how you will communicate if you are feeling overwhelmed or stressed. 
Schedule time to connect with people personally.

Make sure you clearly understand the priorities and goals for yourself and your 
team. Discuss how you will communicate needs and progress to your manager.

Consider what new skills or training you need to succeed if your role or 
organizational policies have changed.

https://www.linkedin.com/groups/13841513/
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A Conversation Guide for Managers 
and Employees

Conversation Prep
Before you connect with one of your team members, check in with yourself. Are you okay? Are you in 
the right physical and mental condition to have a conversation right now? Are you able to be present? 
If not, it might be best to reschedule. Your team will understand if you need to shift the time. If you 
are ready to have the conversation, make sure you are clear on the most pressing priorities for your 
team. Aside from support, the most critical need for most employees is to find a shared 
understanding of priorities.

Tips for a Successful Conversation

Listen more than you speak to create space for your employees to share their individual 
experience

Show empathy and share your own challenges and experience, when appropriate. It is OK to 
say, “I don’t know!” If solutions are beyond your ability to help as their manager, connect 
them to HR and/or employee assistance resources

If meeting virtually, try to be on camera and avoid distractions

Stay on top of communication from leadership to stay aligned with messaging and share 
relevant resources

We are facing unprecedented times in both our personal and professional lives. This guide is 
designed to help you connect with your team members through a high-quality conversation. 

As best you can, make sure everyone leaves the conversation with a clear idea of how to prioritize 
time, which priorities need to shift, and when you’ll have the next check-in.
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After your conversation, make sure to document any action items. In order to encourage good follow 
up, try to identify at least one action you can take before your next conversation. It could even be 
something small like adding the next conversation to the calendar. Small actions are more likely to 
get done and build to larger change.

Questions to Ask in Your Next 1:1 Conversation

Post Conversation

1 How have you been?

2 Are there any updates I should know about?

3 How are you doing with the return to work?

4 What's one thing I or the team can do to make things easier for you?

5 What other support or resources do you need to help you be successful during this time?

6 Do you understand policies, procedures, and resources that are newly in place?

7 What are the most impactful things for you to spend your time on right now? 

8 What work can be deprioritized or delayed?

Whether you are in a manager role or employee, these questions are helpful prompts to guide a 
quality conversation. If you’re in a manager role, keep these questions in mind to help guide the 
conversation. If you’re in an employee role, think ahead about how you might answer these questions. 
If there’s a question below that’s important to you and it doesn’t come up during your conversation, 
bring it up yourself.


