SECTION 8: MANAGER PITFALLS TO AVOID

[image: HR Pivot Logo]	MANAGER TRAINING SERIES

Return-to-Work Manager
Checklist
Your step-by-step guide for welcoming an employee back from Leave of Absence
Compliant. Compassionate. Consistent.
Returning Employee Name: 	

Manager Name: 	

Type of Leave (FMLA / ADA / Parental / Medical / Personal / Other):
Leave Start Date: 		Return Date: 	

HR Business Partner: 	
The first 30 days back determine whether trust is rebuilt or eroded. Use this checklist on every return — not just complex ones.
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DATE)

Set the stage before Day 1

[image: ]  Confirm official return date with HR

[image: ] Review any accommodation requests or restrictions noted by HR (do NOT ask employee for medical details)
[image: ]  Schedule a pre-return call with the employee (15–20 min, 1–2 weeks out)
· Confirm start date and schedule
· Discuss comfort level
· Review any approved accommodations
· Walk through Day 1 logistics
· Ask what would make their return feel supported

[image: ] Identify and brief a buddy/mentor — someone who knows daily workflows and recent changes
[image: ] Draft a 2-week ramp plan with reduced or staged workload

[image: ] Notify the team of the return date (with employee's permission) — keep it warm, brief, no medical detail
[image: ]  Acknowledge teammates who covered during the leave
SECTION 1: PRE-RETURN (1–2 WEEKS BEFORE RETURN
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Logistics ready, no surprises

[image: ] Verify workspace is clean and ready (desk, chair, supplies)

[image: ] Confirm equipment works: laptop, monitor, phone, badge access [image: ] Confirm system access: email, SSO, key apps, shared drives
[image: ]  Brief the buddy on the first-week plan and check-in cadence

[image: ]  Clear your own calendar for a 30-min Day 1 welcome conversation

[image: ] Prepare a simple "what changed while you were out" one-pager (reorgs, leadership changes, new tools, key projects)

SECTION 3: DAY 1 — THE WELCOME

Personal welcome over information overload
[image: ] Greet the employee personally — in person, video, or call within the first hour [image: ] Hold a 30-min welcome 1:1 (NOT a status meeting)
· How are you feeling about being back?
· What's your ideal pace this week?
· Who would you like to reconnect with first?
· Any concerns I can address today?

[image: ]  Walk through the 2-week ramp plan together — adjust based on their input

[image: ]  Introduce or reintroduce the buddy

[image: ] Reintroduce to the team (casual — coffee, team huddle, or quick Slack/Teams welcome)
[image: ]  DO NOT stack the calendar with back-to-back meetings

[image: ] DO NOT pile backlogged work on Day 1

[image: ]  End the day with a 5-min check-in: "How did today land?"
SECTION 2: DAY -1 (DAY BEFORE RETURN)
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Light deliverables, heavy listening

[image: ]  Day 2–3: Buddy-led catch-up briefings on reorgs, tools, projects
[image: ] Day 4–5: Introduce light deliverables — nothing high-stakes yet [image: ] Hold the first formal 1:1 by end of Week 1
· What's working?
· What's overwhelming?
· What do you need from me?
· Are we ramping at the right pace?

[image: ]  Adjust workload immediately based on Week 1 feedback [image: ] Confirm any accommodations are functioning as intended
SECTION 5: WEEKS 2–4 — THE CALIBRATION

Build trust through consistency

[image: ]  Weekly 1:1s every week for the first month (do not cancel)

[image: ]  Gradually increase workload toward full capacity by Week 4 (or per accommodation plan)
[image: ]  Loop the employee back into team meetings, projects, and decision-making

[image: ]  Watch for early burnout signals: late nights, missed deadlines, withdrawn behavior

[image: ]  Surface any concerns to HR early — don't wait for performance issues
SECTION 4: WEEK 1 — THE RAMP
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Make the reintegration official

[image: ]  Hold a structured 30-day check-in
· How has the return felt overall?
· Is the workload sustainable?
· Are accommodations still working?
· What would have made this smoother?
· What support do you still need?

[image: ]  Document feedback (without medical details) and share themes with HR [image: ]  Confirm employee is on a sustainable trajectory — or escalate to HR if not
[image: ]  Recognize the employee's return publicly if appropriate (and welcomed by them)
SECTION 6: 30-DAY REVIEW
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	Situation
	Action

	Employee mentions a health condition affecting work
	Route to HR same day — do not probe

	Request for schedule change, equipment, or modified duties
	Treat as a possible accommodation request — route to HR

	Employee struggling to perform after Week 4
	Loop HR before initiating performance conversation

	Request to extend leave or take intermittent leave
	Route to HR immediately

	Conflict with teammates related to the leave or coverage
	Engage HR for facilitation

	Anything involving medical documentation
	HR only — never request or accept directly



Magic words are not required. If something sounds like an accommodation request, treat it as one — and route to HR.

SECTION 7: ESCALATION GUIDE (WHEN TO CALL HR)
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✗ Assuming the employee "isn't ready" without engaging in dialogue
✗ Asking about medical details — that's HR's lane
✗ Piling backlogged work on Day 1 to "catch them up"
✗ Skipping the team reintroduction because "everyone knows"
✗ Treating accommodation requests as performance issues
✗ Forgetting to acknowledge coworkers who covered


SECTION 9: RESOURCES & CONTACTS
HR Pivot Contact
HR Business Partner Name:
Email:
Phone:
EAP (Employee
Assistance Program)
Link:
Phone:
(24/7 confidential
support)

External Resources
Tilt Return-to-Work Guide (hellotilt.com) CIPD Managing Return to Work Guide



"I have completed the return-to-work onboarding process for the
employee named above and engaged HR for any items outside my lane."
Manager Signature:
Date:
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