>> OPERATOR:  Good afternoon, everyone.  Welcome to today's staff supervision part 2 conference call.

Today's host will be Mr. Tim Fuchs.  During the presentation all participant lines will be on mute.  Participants will be able to ask questions during several points during the presentation.  As a reminder, today's call is being recorded.  Without delay, I will turn the call over to Mr. Fuchs.

>> TIM:  I'm with the national CIL weds.  I'll pri the centers for independent living.  Today's presentation is supervision and evaluation.

As we mentioned last week, the series is brought to you by the CIL-NET which is a cooperative program of the IL NET training and technical training program for CILs and it is run through a partnership through ILRU and nickel with substantial report provided by RSA at the Department of Education.  As Julie  mentioned today's call is recorded so we can archive it for ILRU's website.

I will break break to take your questions several times during the call.  On the webcast, you can type your question into the chat screen, that's on the webinar platformment.

For those of you on the telephone you will be able to ask your questions by pressing 01 on your telephone when we prompt you for Q&A breaks.  The materials for our call today including the Power Point presentation and our evaluations are located on our website.  I'll give this URL, read this URL out in case you haven't opened it yet.

It was the same URL that was sent to you in your confirmation e-mail.

That's www.CIL.org/training/management 2011 materials.HTML.

Www.NCIL.org/training/management 2011 materials with an S.HTML.

That's the same one that was in your confirmation e-mail.  If you're on the webinar, the slides will display automatically.  If you're on the phone, open the presentation and it will make it easier to follow along.  After the presentation, please fill out the evaluation form.  We are taking evaluations on each part.  So again, it's very short.  But it's really important to us.  Please do let us know what you think.

Without any further ado, I want to turn it over to Melanie.  She is the presenter for the entire series.  She did an excellent job last week and I welcome her back.  Go ahead.

>> MELANIE LOCKWOOD HERMAN:  Thanks very much.  It's my pleasure to be your presenter for today's program.  I'm looking forward to talking with all of you about the topic of staff supervision and evaluation.  I'm hoping that you have had some time to think about the topic a little bit so take you'll have some terrific questions for us as we go along through some of this material.

I want to start by talking about shared expectations.  This is a slide that should be coming up momentarily.  We will be on that topic.

So let's talk about why it's posh tanltd to establish shared expectations as an important component of your staff supervision and evaluation efforts.

Well, from where I sit I think that shared expectations are clear expectations between both the supervisor and the person being supervised.  You know, it's an essential piece, essential starting point.  The fact of the matter is that most employees, by far the vast majority of your employees want to be successful in their jobs and having a clear understanding of what you expect, what your organization expects and what their supervisor expects is really the beginning point of creating an environment and supporting an environment where employees will indeed succeed.  Another aspect of setting clear expectations at the very beginning of the employment relationship is to make sure that you're giving your employees measurable goals.  And of course, it depends on the type of job the person is doing as to what measurable goals will be appropriate or be applicable in a particular instance, but measurable goals are important for a couple of reasons.

One is, they give you something to evaluate an employee's performance against.  Kind of a benchmark or roadmap.  They also give the employee something they can be measuring their performance against.  For example, if a goal has been established at the beginning of the relationship, the beginning of that supervisory relationship, is that an employee will complete ten reports on a certain topic and right before their evaluation the employee realizes they only completed two reports.  They already know that they haven't met your expectations.  Those measurable goals, creating those as early in the relationship as possible is going to be very helpful to you as a supervisor and to the people that report to you.

Another important element of this, of course, is providing  timely feedback.  Make sure if you set out at the beginning of the employment relationship what you expect.  Again you are trying to help your employees be successful on the job.  You're also giving them timely feedback.  You are not waiting until too far down the road to give them feedback.  Unfortunately there are some employees in organizations who report that they only receive feedback once a year during the annual formal performance review.  To have an effective supervision program you have to be providing feedback on an ongoing basis.

The there I here and the topic I wanted to share with you right off the bat is the idea that steb establishing shared  expectations, that a shared view, a common view of what you expect from your staff and what they are to be doing and focusing on, is an important starting point for having a great performance management program.

So how do you go about doing this?  Let's look at the information on the slide in front of us and talk a little bit about the process of establishing those shared expectations.  I think this process actually begins even before you bring somebody on board as a new employee in your organization.  It begins with a position description.  And some of us take more time than others working on position descriptions.  And some leaders believe that a position description is just something that is legally required or perhaps it's an organizational policy, but it doesn't have much value on a day-to-day basis.

I guess I would disagree with that position.  I really think that a position description is a very helpful supervisory tool.  I would suggest that you consider breaking down your position descriptions into really important or significant job segments and that you look for ways to even establish performance standards for each segment.  I think it's effective to have a -- it is not effective to have a job description that is vague.  A better job description is one that is very specific and someone reading the job description would know even before they begin working for your organization that they will be held to certain performance standards.  That there are key aspects of the job they are about to undertake but also you established performance standards and you have high expectations.  That's one tool for establishing shared expectations.

The second tool is the interview process.  When you are interviewing perspective employees and identifying the people who are going to be asked to interview for a particular position, keep in mind it's a great opportunity for you to convey what you expect in the role.  So that when that person is hired and they begin working for you, they've got a jump start on your expectations.  They already have a sense of what kind of supervisor you are going to be.

And they get that sense during the interview process of whether this is going to be a demanding position, whether they are going to be supervised in a very close fashion, whether they are going to have a lot of independence.

One of the things I've discovered over many years of serving as a supervisor in various nonprofit organizations is that I think during the interview process sometimes some applicants will develop an unrealistic expectation of what the job entails.  Sometimes that unrealistic expectation of what the job entails results from their own view of what a great job would be like.  So I've experienced a situation where an employee imagined that they were going to be working completely independently without any close supervision, without any oversight.  And would be reporting more on a monthly or quarterly basis.

And they come to the organization and find out that they are expected to provide more regular reports on how they are doing and work very closely with others in in the organization.

Keep in mind the interview process is a great opportunity to explain the process of supervision, to get some feedback from the person you're interviewing about what they expect supervising to be in this job, to what extent they expect they will be working independently or under close supervision, and so forth.

Another opportunity to start, to establish and shape those shared expectations is the orientation.  I know that in busy organizations that have ambition missions it's easy to kind much run, almost skip the orientation and to go forward with assigning duties to your new hires and not taking the time to really orient them to the organization.  But don't miss this opportunity.  It's important for many, many reasons.

An orientation gives the new employee information on the culture of the organization, on the critical rules and policies of the organization, and also what they can expect in terms of day-to-day supervision.

So take advantage of this orientation to clarify issues related to supervision.  Who will be their supervisor?  In fact, sometimes someone will come into an organization and be mistaken about who their supervisor will be.  Sometimes I've worked with  organizations over the years that will have a very high level person in the organization actually conduct the interview, but then assign the new employee to somebody at a mid level.  That may come as a shock.

The orientation is a chance to really clarify the culture, the rules of the organization to answer questions that that new employee may have and to give them a great start in the employment relationship.  Again, to emphasize the shared expectations.

So let's just say the employee has been oriented.  They have obviously gone through the interview and selection process.  Now they are in the middle of working in the organization.  They are in the day-to-day work phase of the employment relationship.

I think it's important to provide extra coaching or extra assistance during what we call the work review period.  Many of your organizations may be calling the first 60 or 90 days of service a probationary period.  And here at the fn profit risk management center we recommend that you not use the term probationary period or probation for that first period of employment.  Those first 60, 90 days.

We prefer that you use the term work review.  And the reason that we prefer work review over probation is that probation suggests a couple of things.  One, it sounds like you're in trouble in the first three months on the job.  You're not in trouble, right?  That's a normal startup of the employment relationship.  Probation has a negative connotation.

We think that using the term probation is important when you are actually going to put somebody on a short timetable to correct performance issues.  So I would rather use the probation for that rather than the first 60 to 90 days of employment.

The other reason we like to call this first period of employment the work review period, it sends the signal to the employee that during thr early stage of employment, during the individual's first 60 to 90 days on the job with your agency, their work is subject to a higher level of review.  They may be supervised more closely than they would be during their remaining term of service with the organization.

All right.  The last bullet point I included on this slide on establishing shared expectations is the idea of providing fearless feedback.  I know that many of you on the call today have lots and lots of experience as supervisors.  I imagine you've supervised other supervisors.  So you have been a witness to probably some great supervision and some poor supervision.  You have maybe you have experienced that as an employee in an organization.

One of the things that is important in creating and sustains shared expectations is in providing feedback as it is needed.  Some people in an organization have a difficult time doing that.  They are fearful of expressing a negative view or fearful of being critical of employees because they don't like that sense of confrontation that they experience when they provide that  feedback.  It's important to keep in mind that it, only individuals who can provide fearless feedback, who are willing to just provide the feedback that is needed for their employees should be eligible for supervisory positions.  So there my may be other roles in an organization that an individual would be eligible for, but if they can't provide feerls feedback, they shouldn't -- fearless feedback, they shouldn't be a supervisor for your agency.

Let's talk about the what and when of providing employee feedback and coaching.  One of the missed opportunities that many supervisors experience is potential to use feedback to reinforce positive behavior.  And it's so important to let your direct reports know if they are doing something especially well, if they are performing at a high level, if they've just demonstrated something you've asked them to do, if they're doing exactly what you want them to do or they're even exceeding your expectations.

Of course, some supervisors only provide feedback when it's negative.  That's a missed opportunity.

It is also important that you provide feedback to employees that do things or behave in a way that is inconsistent with your policies or inconsistent with their supervisor's performance expectations.

So again, employees need to be alerted to the fact that they have done something or behaved in a way that is inconsistent with your policies or with the expectations you have for them.  And it is important to do that on a timely basis as we said just a minute ago.

And providing feedback and also providing coaching which we are going to talk a little bit more about in a minute really is the best way to help an employee perform at the highest possible  level.

All right.  I wanted to talk a little bit about two different forms of coaching.  These are just two possible forms.  You may be able to imagine other forms as well.  But we are talking about the employment relationship and effective supervision of your  employees.

The first kind of coaching is really simple.  That is just communicating effectively.  And the first bullet point I've listed under this topic is the recommendation that you try to be direct and candid.  You also encourage other supervisors in your agency to be direct and candid.  I know all of you have experienced the situation where somebody kind of was good at beating around the bush, but had a hard time getting to the issue, being direct.   It's so important when you are coaching an employee, particularly if you're pointing out something they should stop doing or need to do differently, that you are direct and candid.

For example, you say you've fallen short of a goal that we established for this month.  Or we have a performance standard that indicates that we return our clients' phone calls within 48 hours and over the last couple of weeks we have received numerous complaints.  Here is a list of those complaints from clients that have indicated they have not received a return phone call or message within 48 hours.

And it is causing them to be disgruntled or unhappy with the services we offer.  Again, rather than saying something that is a little bit more vague such as would it be possible for you to try to return calls?  You know, on a more timely basis?  It's much preferable to be candid and direct.  Talk about the issue as specifically as you can.

The second issue, be timely.  Providing feedback on a timely basis is so, so important.  I have noticed this a couple of times while watching my daughter play sports that the most effective feedback from her coach comes during the game as she's playing.  She is receiving that feedback about where she should be on the basketball court or who she should be guarding on the court.

Versus talking about it after the game is all over when that moment has been lost.  Sometimes supervisors do make that mistake of providing untimely feedback.

Now, I'll give you an example here.  From personal experience, in terms of supervising, many years ago I supervised someone who was an IT decktor for an organization.  And -- director for an organization.  During the annual review I brought up an issue.  I brought up the fact that she had been assigned responsibility for writing a chapter of a publication and it took her far longer than expected to write the chapter tar and the final chapter wasn't anywhere near the page count or didn't have the substantive pieces that I had asked her for.  And it just completely fell short of my expectations.  I'll never forget that conversation because she looked straight at me and said:  You're bringing this up now?  This happened nine months ago.  Why didn't we skit and talk about it?  Why didn't you tell me you were disappointed and I failed to meet your expectations when that happened?  Why bring it up now?  Well, I brought it up at that point because it was during her annual review.  I realized from having this conversation with her, and of course she was being very direct and candid with me which I now appreciate, I realized she was absolutely right.  I had been stewing about this issue for nine months.  For the entire  nine-month period I had been thinking she let me down.  She had not performed up to expectations.  And she hadn't met our  agreed-on expectations.

I had been holding that in, probably because I didn't want to confront her when it first happened.  It was a great lifeless son for me that you've got to be timely when you're providing  feedback.  You have to focus on what the issue that you're tabbing about, what the individual has done or not done and not who the person is.  So the example I've given on the slide in front of us is, focusing on the what might result in a conversation about, the tone of voice you used in a conversation with our client caused that client to be upset and we received some feedback from her that was negative.  I want to talk about that with you.

Versus, and that's really focusing on the what.  The tone of your voice or the tone of voice you used in the conversation upset the client.  Versus saying to an employee:  You know, you're rude to our clients and that is not acceptable.

So the second comment, the latter comment is more vague and it is really getting to the heart of who somebody is and of course, employees don't like to be told that they are rude or criticized in that fashion.  But if you can get to the "what", what it is that person did or didn't do, you will be far more effective in your supervision.

The last point under this first topic of communicating effectively, try to refrain from making editorial comments, comments that don't really relate to the subject matter at hand.

For example, if you are counseling an employee about the fact that the tone of voice they used in a conversation with a client caused the slient b client to be upset, I would recommend that you not add:  Oh, and by the way you have been late three times this week.  Don't add something that is extraneous.  One of the things I do know from talking with employees about this issue of supervision is that if you pile on too many offenses in a single coaching session or single conversation about performance, the employee is likely to be distracted.  If you are piling on every little thing they've done wrong over the last few weeks or months, they are easily distracted and all of a sudden you're pile on lots of things and the employee will become so upset they won't be paying close attention to what you're saying.  It's par better to really try to address one or atmosis two topics at a time when you are having a at most, two topics.

So communicating effectively, using a variety of copings strategies to get your message across.  The second example is what I call leading by example.  That's basically showing your direct reports how they should behave and how they should work based on how you work.  Of course, many of us have probably worked for at least one supervisor in our lifetimes who didn't lead by example.  Who said do as I say but not as I do.

And how demoralizing that can be in an agency.  That just sends the wrong message.  Even if an employee understands these are the policies of the organization, if they see the supervisor doing the opposite and operating in a different fashion, they are going to be probably thinking about why they shouldn't be following that behavior rather than the written and stated rules.

Leading by example is another example of coaching.  I would encourage you to keep in mind even if you are not intending to lead by example, you don't even realize that you are doing that, that you are.  The people who report to you and to the supervisors in the agency are closely and carefully watching what their supervisors do and also trying to figure out whether their supervisor's actions are consistent with their word, with what they say they do and what the policies are of the organization.

All right.  Our next slide offers some suggestions about this topic of employee counseling.  I just thought we would go over these.  The first is that a counseling session, an employee counseling session really does focus on changing behavior.  When you meet with an employee to talk about their performance and the changes that you require or expect, you really do want to focus on what changes in behavior you are looking for.

A counseling session isn't really about developing new skills.  That would be an appropriate topic for a training session or maybe you might identify training need in another meeting with the same employee, but a counseling session really con motes the idea of focusing on the need to change behavior.  Keep in mind that a problem employee, so employees that aren't performing well or employees who are violating your policies or rules or other requirements can be very disruptive in an agency.  In fact, not only disruptive in a small sense but they can also negatively impact the effectiveness of the teams they serve on.

In this day and age I find that most employees in organizations serve on more than one team.  So they may serve on a project team for one activity or one assignment, but they may also serve on other teams.

And somebody who is disruptive or who refuses to follow the agency's rules or who porps at a low level, less than desirable level really does impact all of the teams they serve on.

So it is an issue and it does add to the importance of actually conducting employee counseling sessions to try to address some of these issues.

Something else to keep in mind and many of you probably already know this, is that problem employees tend to require a disproportionate amount of your time.  If you've got five direct reports, the employee who is the problem child in the group may require 80 percent of your time, or 50 percent of your time.  Which isn't fair to the other individuals that you supervise.  So not deal with a problem employee or somebody who isn't performing well or to your standards or in accordance with your policies, really takes away from the time that your other direct reports deserve and the time you need for other activities that you're responsible for.

The last point I wanted to make here, work place misbehavior, whether it involves one employee or groups of employees rarely works itself out.  Keep in mind an employee not performing to your standards, not meeting your expectations is pretty unlikely to simply have a personal turnaround one day and suddenly adhere to policies and perform at the level that you expect and require.

I think that many supervisors in organizations are optimists.  I certainly have been guilty of this myself where I thought, you know, if I just leave this alone, maybe over time this individual will improve.  I think I have been proven wrong every single instance I've allowed myself to do that.

So we need to guard against this by intervening in a timely fashion so that we actually can address these work place issues before they cause other problems r.  They cause morale problems and cause disruption and impact all of the teams on which an individual employee might serve.

On the next slide I wanted to go over some suggested counseling session steps and just keep in mind that it's really important that you come up with a process and a way of supervising employees and a supervisory style that works in your agency that suits the culture of your agency and suits your own management style.   There's no one way or ideal way to do this, but I thought I would offer this framework as a suggestion for those of you who are  really trying to take a closer look at your own supervisory style an practices and identify ways that you might improve.

So before you engage in a counseling session with an employee before you take that step of asking to meet with an employee, to talk with them about their performance, I would suggest that you gather some factual information.  So the first step is to prepare.  Yeah, there's factual information and give some thought to what you are going to say.

Now, I would suggest again writing a script.  It's interesting because in so much of the advice that I provide on so many different topics, I can identify an instance where I didn't follow that adviser where I made a mistake.

And the importance of the advice became clear after I experienced this myself.  And I do remember many years ago having an employee counseling session with somebody where I was so nervous about the encounter, I was so nervous that the individual would be very upset, to be confronted with the behavioral issues, that I really wrote out what I was going to say.  I wrote out a script.  And I think that looking back, I realize that script just added to the formality of the session and it really detracted from the effectiveness of the conversation we had because I was so nervous.  It was clear I was reading that script.  So gather  facts, plan what you are going to say, make notes but don't write out a script of what you are going to say.

Keep in mind something I said a minute ago.  Try to focus on a couple of issues at most and not come up with this laundry list of sins that the individual has committed because again, that is so distracting and feels like such an attack that the counseling session is likely to be of little benefit.  Focus on a couple of things.

If the employee has performed badly in a number of areas and has committed a number of sins in the organization, you may want to pick the most important ones, the most serious issues rather than go over the whole list.

All right.  The second step is to prepare kind of an opening.  Think about the opening.  I would suggest that you focus on describing the problem as clearly and specifically as possible.  So let's go back to the example I gave a few minutes ago about not meeting the organization's standards for returning phone calls or returning, follow up on inquiries.

You might begin by saying the last three weeks we have had three different complaints from clients indicating that they did not hear from you on a timely basis.  Let me talk about the three different situations.

So again, be specific about the problem.  And then relating it to the organization.  For example, saying something like as you know, we have a quality standard that we will return phone calls and inquiries within 48 hours and this is a quality standard that we let everybody know about when they come to our agency for services.  This is a quality standard we take really seriously.  We have a lot of pride about it.  We want to be perceived as an agency that is responsive to consumers.  We need every employee to adhere to that standard.

So again, being specific, describing the problem clearly and specifically, and relating it to the overall kind of mission of the organization.

Step three is inviting the employee to share their side of the story.  A little warning here, make sure that point two, that opening statement, the description of the problem doesn't take 30 or 40 minutes.  Don't use up a whole lot of time going into great detail about the problem and by the time you turn it back to the employee asking their side of the conversation, you've covered too much territory.  And the employee is baffled as to how they are going to rebut what you just said.  Again, the opening should be quite succinct.  I would recommend that you not spend too much time on that.  So the clear, succinct and short.

The next step, employee feedback.  Invite the employee to tell their side of the story.  Say:  Can you explain how this happened?  Maybe you can shed some light or help me better understand how this occurred, how it was that over a three-week period there were three different instances where you did not meet our service standard about returning phone calls or responding to inquiries within 48 hours?

The next step is reaching agreement about what has happened or the nature of the problem.  I call it strive for clarity.  This is where you interact with the employee and try to reach agreement.

For example, you might say so can we agree that the last three weeks you didn't meet the service standard?  And this is a really important standard that helps protect the reputation of this agency or creates this or sustains this terrific reputation we have for being client and consumer oriented.  Can we agree that's a serious problem?

The next step is talk about alternative solutions.  What are the options?  How can we go about fixing this and getting you back to where you're following the standard, meeting the standard without any exceptions?  What are the options here?  What are some thoughts you have?  I think it's always good to invite the employee to offer solutions.

In some cases you'll have a solution in mind and be ready to articulate that, but there should be some alternatives.  Face it, there's never one way to solve a problem.  There are always alternatives.  If you are creative and have a creative employee and a willing employee you probably will be able to come up with several solutions.

Then step six in your counseling session is really to review what the next steps are.  What the employee is going to do, what you are going to do and in some cases whether there will be a follow-up meeting to talk about this and see how it's going; evaluate whether the solution you both agreed on is really  working.

All right.  We just had a question from someone on the call today about, often those of us who supervise encounter employees who have difficulty accepting feedback or constructive criticism.  Do you have any tips for managers for providing feedback that would make such discussions less difficult?

Well, I would say that most of us have a problem receiving criticism.  No one likes to be criticized.  So even if you have a lot of experience being criticized and receiving constructive criticism from a supervisor, no one relishes the opportunity to be criticized.  That's part of human nature that we need to accept.  All of our employees are human beings.  Most people are  uncomfortable receiving criticism.  Some people are extremely sensitive or extremely defensive about criticism or negative feedback.

And at any given time some percentage of your employees are probably going to fall under that category.

I think the most importanttypic offer about dealing with this issue is to make sure that your supervisors are focusing on the problem and not on the employee per se.  So what I mean by that  is, going back to the example of the tone of voice take was used caused the client to be upset versus saying you know, you're just pretty rude.  We've gotten lots of complaints that you're rude.

Rather than using a term that might be perceived as name calling or just casting a negative light on the employee as a human being, try to focus on the behavior.  What is it that the person did that is contrary to policy or is disruptive for the agency or isn't working for you as their supervisor?  I think  that's the besttypic come up with in terms of dealing with people that are really uncomfortable receiving feedback, don't like feedback.

So that's just one thought.

All right.  Our next slide is titled common supervision  mistakes.  I'll go ahead and get that to pull up.  Whoops.  Looks like I skipped ahead one.  I'm going to go back.

Common supervision mistakes.  So I've listed three to offer kind of food for thought here on this topic.  The first mistake that happens a lot in organizations is supervising too closely.  And of course, within your agency there are going to be certain employees who are receiving pretty close supervision on a day-to-day basis and other who work far more independently who are expected to achieve certain goals or certain benchmarks but aren't receiving 15 from the supervisor on a day-to-day basis.

The position and the type of, or the person's relative experience, level of expertise and training and work history are all going to come into play as you decide how closely to supervise somebody.

But keep in mind that no employee, no employee in your agency wants someone hovering over them.  So I chose an image for this particular slide that is a photo of a woman who is typing a message into her PDA, you know.  I don't know what kind of a device it is, but she's typing a message and someone is peering over her shoulder looking at what she's typing.  I chose that because that's something that nobody would appreciate.  That's a mistake that a lot of supervisors make.  They don't give the employees the room to make decisions, take risks and do the work without that hovering supervisor.  That's one mistake.

Another mistake that is probably even more common and a bigger problem in many organizations is failing to keep an employee informed.  Over the years, I've done lots and lots of work with many different ties of organizations, both very large  organizations and small organizes, organizations with very is indicated and experienced management team and others with less experienced management team.

A criticism of management that I hear time and time again when I talk to employees at these organizations is the frustration that results when an employee doesn't know what's happening.  When their supervisor, the management team, the leadership team of the agency is making decisions and keeping it all a secret.

I actually had a phone call from a former client just this week who was calling to let me know about a decision that had been made to hire a new person at their agency, to hire somebody in a number two position at the agency who will be the new supervisor for the entire management team other than the CEO and this was done after the team had been told there will be no number two person.  We are not going to hire a number two person.  You will report to me, the CEO, for the future.

And so all of the senior managers expected this to happen and they were really blind-sided by the fact that the CEO made a very quick decision to hire a number two person and they weren't informed.

So just keep in mind that failing to keep an employee informed, really keeping employees in the dark can cause so much frustration and upset that providing more open communication and being more open about what you're planning and sharing your plans with employees as soon as practice I cannily possible is a good thing in terms of building rapport and trust with those you supervise.

Another supervision mistake is failing to help a employee seeing how their work supports the overall mission of the agency.

This is a mistake that supervisors make and they focus on the tasks that the direct report has to accomplish and all those feedbacks with the employee are all about those duties and they never explain what you're doing, whether it's stuffing envelopes or making a series of phone calls or whatever you're doing is  helping us advance our mission.  It's important to our mission.

Employees at all levels of an organization want to understand how the work they do supports the overall mission of the organization.

I want to advance to the next slide which is, I believe is slide number nine.  And the title is communication tips for supervisors.  So hopefully you are seeing the same slide that I'm seeing and you are able to follow along.

So the first tip is learn to listen.  And this is such an important thing to focus on, important thing to recognize if you do have weaknesses in this area.  When emotions are high, particularly when you are meeting with a team and when employees are sharing their creative ideas, you're brainstorming about something important, it's important as supervisor that you step back or sit back and really learn to listen to the people who report to you.  One of the criticisms that so many managers get is that they do all the talking.  You know, they are taking up all the time and they are not really tapping into the talent and expertise of the direct reports.  No one wants to feel ignored.  Knop one wants to feel that their ideas aren't valued and great managers spend a lot of time listening.  Think about your own listening skills, your ability to really -- I'm sure that each person who reports to you has enough time to share their feedback and creative ideas and you're creating a creative environment when that happens.

Some fundamentals I included on this slide, three items  actually.  First is focus on what is being said instead of what you are going to say next.  This is an issue that many of us have to deal with and many of us struggle with.  Sometimes in a conversation, particularly about a heated subject or something controversial or something we have to a strong opinion on, there's a tendency to be thinking about how we are going to respond and what we are going to say to counter what's being said instead of really listening to what the person you're talking to is saying.

So really, really important to focus on what is being said.  Next time you have a conversation with somebody, this could be in the work place or on a conversation, concentrate on the subject and zoo if you are doing a good job of listening intently to what that person is saying rather than prarg your argument, preparing your response.

Always let somebody finish before you respond.  Talking over someone or interrupting somebody can be considered very offensive to some of your employees.  You may have some employees who routinely talk over one another.  That's part of their rapport and they are comfortable with that.  But they are going to be any number of employees in your organization who really resent being cut off or not being allowed top finish their sentence.  It's important to let everybody finish before you respond because you really risk offending people if you don't do that.

Another way to improve your listening skills is to try to restate what you heard and request clarification.  For example, you're having a conversation with an employee about this issue of not responding to consumer inquiries on a timely basis.  You might say, "you know, we talked about the fact that you haven't met our service standard.  What I'm hearing from you is that you're not receiving those inquiries on a timely basis.  There seals to be some sort of glitch in our system or what you're finding is that the questions you're getting are too complicated for you to address in a timely fashion because you have to do a lot of research.  Would you agree that's the case?  From your  perspective, is that the issue you're facing in terms of trying to respond to inquiries in a timely fashion?"

So restate what you heard and try to request some  clarification.

Let's go to the next slide which I have listed a couple of additional communication tips.  One is learn to facilitate and the other is use discretion.

So keep in mind that when you act as a supervisor, you are also facilitator, particularly if you're supervising a team.  If you are only supervising one person, perhaps less so.  When you're supervising a team, one of your roles is as a facilitator.  When you're having a team meeting, you do want to take some steps to keep the team focused on the issue at hand.

So I listed some possible tips.  Maybe one of your roles as a facilitator, again in a team meeting, is to use questions to obtain information.  You might want to ask open-ended questions rather than just yes/no questions, open-ended questions tend to be more effective forgetting input.  For example, what went wrong in the situation?  Or how might we approach or develop a practical solution to this problem that we're all facing?

The open-ended questions get people thinking out loud and brainstorming and being creative in terms of coming up with a response.

The next bullet point, appropriate personal questions create comrade ry.  Over the years I worked in many, many different teams and for several organizations and I have worked with people that really didn't have any tolerance for personal issues in the work place.  Meaning that when a team came together for a meeting, I have worked with people that would never think to ask, how are you doing?  I understand your mother was sick or was in the hospital, how is she doing?  Would never bother to ask those types of questions.  They would start with okay, we have an agenda, let's go ahead and get started and nopt entertain any personal issues.

There are some supervisors that feel strongly that personal matters don't belong in the work place.  This is interesting research on this topic that suggest that asking those occasional personal questions, allowing personal topics to enter into a conversation about a work-related matter is a way of developing good work relationships.  If you know, for example, that an employee has been dealing with a crisis related to family, to just say how is everything?  Are you doing okay?  Allowing them to express concern is a good thing.  It creates cam radially that is very, very helpful in working as a team.  I think it's okay at the beginning of a team meeting if there is some personal issue or matter that it would be appropriate to discuss in that context, that you address that.  You touch on that quickly and then move on to the business of the conversation.

All right.  In terms of using discretion, I think it's important that you do make yourself available to your direct reports for confidential conversations so if someone wants to speak to you confidentially, that you arrange to make that happen.  I was in a meeting just a week ago at an organization that had an open setting where everybody was in a giant room and there were room dividers, but it would be very hard to have a confidential conversation because of the fact that many other employees could actually hear a conversation going on.

So one of the thoughts when I was visiting this particular organization was that if you were to have a confidential conversation with someone or someone would make that request, you probably need to go somewhere else.  You need to go off site in order to do that.

Again, choose the right environment for those conversations.

And make certain that if you promise somebody confidentiality, you adhere to that promise.  You keep that promise.

This is just a little side bar here.  That is that when somebody reports some illegal conduct or cog that is contrary to the behavior such as sexual harassment or other forms of harassment, it's very important that you not promise complete confidentiality.  You never say to somebody:  I will complete this complaint completely confidential.  The reason is, ub probably have an obligation to look into that complaint of harassment or discrimination or other illegal conduct and you can't look into the matter if you promise to keep it confidential.  It's really important that you not over promise confidentiality in a situation where you are not able to provide it.

Let's go back to the example of somebody letting you know or expressing their concern about sexual harassment.  If somebody comes to you and says look, I feel that I have been subject to sexual harassment.  I want to talk about it.  Would you promise me that you'll keep it confidential?  Your response should be:  I'm sorry, but under our policies, we take these complaints very seriously and we will keep it confidential to the extent possible, but I cannot promise confidentiality because other people in our agency need to know in order for us to get to the bottom of this and adhere to our policy.

The other related reminder is that you might want to go back and look at your own personnel policies, human resource policies on the reporting of harassment or discrimination.  Make certain that they do include language indicating that your agency is only committing to keep matters confidential to the extent possible and not promises, in any way promising complete confidentiality.

All right.  I think we're ready for a Q&A break.  I'm happy to take any questions that you have.

>> OPERATOR:  Thank you, ma'am.  If you would like to ask a question at this time you can do so by pressing zero then one on your telephone key bad pad.  Again, to ask a question press zero then one on your telephone key pad.

There seem to be no audio questions at this time.  Mr. Fuchs, do we have any Web questions?

>> TIM:  We do.  Thanks, Julie.  So I have been typing things that have been coming in to me on the messages.  So Melanie, I know you can see this, but I'll voice it for folks on the phone.  We get lots of e-mails on trainings about supervision, like the Fred prior seminars.  Do you think they're available especially for nonprofit organizations like CILs?

>> MELANIE LOCKWOOD HERMAN:  Okay.  I have never attended a seminar offered by that particular provider, Fred prior, but I think providing ongoing training for supervisors is a good idea.  What you need to do is identify ways to provide that training in a way that is affordable and practical that doesn't consume more time than you're able to afford or cost more than your financial resources.

I would definitely look into various programs for providing kind of a supervisory training.  Don't assume, I guess the mistake would be to assume that people who have supervisory experience necessarily have great supervision skills.  It is a skill that you need to practice and getting additional training and education can only help.  So I think it's a good idea to look at how you can offer that additional training.  There are so many organizations out there that offer it.  Be sure to compare and contrast the offerings, choose an affordable and practical option and make certain that your employees who are sctd to provide in that  training, ask them to provide p feedback.  Was this high quality experience?  Did they benefit from the training?  Did they learn things that would be practical and useful?  Then you can make a decision whether you want to purchase that type of training resource in the future.

>> TIM:  Thanks, Melanie.  Along the same vein are there any books, videos, other ways of gaining these sorts of skills that you would recommend?

>> MELANIE LOCKWOOD HERMAN:  You know, I think both reading, written materials and watching videos can be helpful as well.  Sometimes those resources are going to be more affordable, more accessible in a way.  And not require a huge amount of time out of the office.  I think a combination.  I think the live  in-person training, Web training but also reading and  occasionally watching videos is a good idea.

The membership association I belong to that I find really helpful on all sorts of issues related to HR is the society for resource management or SHERM.  It's one of the biggest  associations in the country.  They cover lots and lots of different topics and certainly performance management,  supervision, performance evaluations are topics covered by SHERM.  If you pay the membership fee you get access to certain resources for free, including the online database and answers to questions and great articles.

And so I found the membership very valuable in the work I do.  They also sell videos, courses, books, things of that nature that sometimes can be expensive, but basic the membership does offer resources that you might find valuable.  If you read an article and it could be in the New York Times or the Wall Street Journal.  It might be in a magazine you subscribe to that relates to some other topics, you read an article that seems to offer some great tips about supervision, make certain that you are sharing that with others.  That you share good information.

Some of my favorite supervisors over the years I have been  working professionally have been folks that are just so generous in sharing information that they found over the weeblgd or they encountered in their day-to-day work, sharing that with their direct reports, that's a great example of leadership in an organization that you are willing as to share.  You are learning something and you want to share what you're learning.

>> TIM:  Great.  Good advice.  We don't have more Web questions, but why don't we check back in with Julie quickly to see if there are any on the phone.

>> OPERATOR:  No, there are no phone questions either.

>> TIM:  Perfect.  Go ahead, Melanie.

>> MELANIE LOCKWOOD HERMAN:  We are going to start with the second big topic of the day and that is evaluating performance.  I want to talk about the options in terms of performance evaluation.  I know all of you have been subject to performance evaluations and probably completed them for your direct reports.

So there are a lot of issues.  This is also a field that is changing.  I think there are some new opportunities in this whole field of evaluating performance.

Well, the first thing is the issue of timing.  I think that most organizations tend to go with an annual review process.  You know, again you should be providing feedback on an ongoing basis, but really in terms of conducting that formal performance review where the results are in writing and shared with the employee in a meeting and this becomes part of the employment record, most organizations are going with an annual review.  And just keep in mind that if the process is so time-consuming, it takes months and months to get through, it's pretty hard to keep up with this on an annual basis.  You might find yourself at risk of falling behind.  Make sure your process is manageable given the timetable you've given for evaluating performance.

There are two basic reasons or areas of emphasis for performance review.  One is as a basis for decision making.  What I mean by that is, in terms of making decisions about the  employees' continued eligibility for service or even making decisions about whether an employee is eligible for some sort of pay increase or change in status or even a promotional  opportunity.  That's one emphasis of a performance review process.

The second emphasis, area of emphasis is employee development.  So some of us will undergo the process of evaluating performance in order to help our employees improve their skills and improve their results and improve performance.  There's been interesting research on this issue that shows that performance evaluation systems rarely do both of these things well.  So either they are effective in providing a basis, right?  A written basis for a decision making that the organization m undergo or they are effective in supporting employee development, but rarely are performance evaluation systems good at both of those things.  Just give some thought to what is the purpose of your performance evaluation and process?  Are you trying to provide a defensible basis for how you choose who to promote or who gets a raise?  Are you trying to give feedback to employees in their.

So one of the things we stress is multirater assessment.  Having more than one person rate a employee's performance.  Some of you may be familiar with the phrase 360-degree review.  It's increasing in popularity and lots of interesting twists and turns.  We'll get back to that in just a few minute.  What are the risks associated with performance reviews?  Well, when you conduct regular performance reviews, you are creating a file on the employee.  You are basically creating a record of performance that could weaken your defense of future claims.  So for example, if you are creating regular performance reviews but those performance reviews are documented that the employee is doing well or meeting your expectations and doesn't have any performance issues, if you subsequently terminate that employee or move to terminate that employee based on the performance, if you've got a file that doesn't support your actions, well, that could work against you.

Another issue that occurs sometimes in conducting regular performance reviews or another risk that arises is that sometimes you conduct a review and you do it give advise on things that need to change but you don't have follow-up and you create false expectations.  The employee expects things will change or they are going to be held accountable and no action is taken.

Some of the risks of fail to conduct performance reviews or regular performance reviews, employee are left a drift.  They are not certain whether they are doing well or not.  That sense of uncertainty can create negative morale in the agency.

By not conducting regular performance reviews you may not be documenting the grounds for future discipline or termination.  If you do need to discipline an employee down the road or need to even terminate an employee, you don't have anything in writing to say that you warned the employee about the performance issues, you advised them they would be held accountable or that the performance was unacceptable or the behavior was unacceptable, et cetera.

Without conducting or failing to conduct those performance reviews can leave you in a tough spot.  The other thing that can happen and this is a risk we need to be aware of is that the absence of a review can be presumed to suggest that the employee was actually performing well.  And so many employees are terminated without having first undergone a performance review.  In fact, over the years I have had many calls from leaders of agencies who indicated that:  Look, the employee was not pomming well, but we never got around to a performance review.  I have had to give them the unfortunate news that sadly, the attorney to might represent this employee if they bring a claim of wrongful termination against you is going to argue take because you never told them or gave them that critical feedback or suggested or pointed out they need to improve the performance, they presumed they were doing just fine.  It will be hard to prove to a judge or jury that the opposite was true.

All right.  Let's spend the next few minutes talking about how to improve the process of conducting employee performance evaluations.  The first step that I think can be really effective in helping you improve the process is to think of it as a collaborative process.  To try to minimize the adversarial aspect of the process.  So think of it as a collaborative unt t.  You are going to be -- opportunity.  You are going to work with your employees to create this collaborative performance system.  It's not you versus them.  It's everybody on the agency working to improve the overall performance of the agency.

In terms of developing the rating tools, developing the tool that you use to rate employees, why not ask your employees for their input snn and I would encourage you to ask everybody in the agency to comment on what they like or don't like about the form, what changes they would suggest.  I think it's really important to do that, to show that it's not a closed system.  That somebody in leadership decided this is the form we are going to use, no ifs, ands, or butts.  Ask your employees to come up with rating  tools -- your employees to come up with ways to improve the rating tool.  If you.  Reviewed that tool for many years and are using the same old tool for a long time, it's time to update.  There's just logs of great ideas in this field.

Goal setting process.  One of the things that some  organizations fail to do is include a goal setting component to the performance review process.  The goal setting component is where a employee sets goals for the next time period.  That's important because it provides a way to benchmark their  performance, again going back to shared expectations.  If you've taken time to work with the direct reports for establishing goals for their performance, you can reflect on those and it's not a surprise.  I have worked with people over the years who have been critical of the supervisors because they say look, by the time it comes to the performance evaluation, I'm being evaluated against things I did not agree to.  I did not agree to.

Another aspect of the performance review process that kind of lends itself to collaboration is the possibility of whether you are going to rate employees according to a certain scale or even ang employees.  Some supervisors are doing in the performance review process.  And some organizations require that.  So what is the employee rating system?  Is there some ranking system used?  Those are all considerations.

Make sure you're using appropriate tools and one of the most important things on this slide that we have in front of us now is the idea that the rating system is appropriate given the work that people do and that you may need to use different forms for different positions or different versions of your rating form.  One of the worst things in a performance review process is a form unrelated to the work the employee is going to be doing.  Many agencies started using different forms for supervisors, those in leadership positions versus those who do not have supervisory responsibilities.  It's not hard to come up with slightly different or standingly different forms.

Pg something else I like to see in your process is some risk taking element.  That is where you are explicitly encouraging employees to take some risks.  Of courseu your employees need to understand what is the extent to which they are expected to or what is the extent of risk that they are permitted to take or expected to take.  Ask employees to take some risks.  Of course, I work for a risk mct organization, so that's part of our culture, but I think sometimes employees, there's some employees who just want to do the minimum or who are so fearful of making a list take that they are not willing to go out on a limb and take risks.  I encourage you to think about adding that to your performance review process where you actually encourage employees to take  risks and identify goals over the next review period where they take some risk, risk of failing, risk of not achieving that.

Something I point out about goal setting, sate that you are going to do the job, described in your job description, is not setting a goal.  A goal is something that you are striving for, something that should be measurable, hard to do, right?  But saying I will meet the minimum requirements of the job description is not a goal for employees.  Make certain that your direct  reports understand the difference between doing the minimum job and actually setting some ambitious goals.

Another suggestion for improving the process is that you try to align your performance appraisal process with the goals and strategies that your organization is pursuing overall.  How does someone's work relate to those organization-wide goals and how is their work important to the agency, achieving those important goals?

Some other tips here is that, includes that you should try to look for opportunities to nurture strengths versus only focusing on short comings.  I think that's a weakness in a lot of performance review process, the supervisor find the process to be the opportunity to lay out all of the problems that the employee has experienced or all of the ways in which the employee has not met somebody's expectations rather than identifying strengths.  If there are key areas where the employee has fallen short, you should be candid and explicit about that.  Don't get me wrong.   It's important to point things out.  By the time you get to the performance review, none of those things should be a surprise.  You don't wait until the period of the performance review to tell the employee all the things they did wrong.  You don't want to make the mistake that I did years ago where I waited nine months to tell a employee that I was dispointed in her performance in a specific area.

I want to remind you you need to strike a balance between  aligning your staff members' goals and needs with the agency goals and needs, providing that encouragement and support and nurturing and also the need to provide some discipline and direction.  To tell somebody that they need to move in a different direction or change their performance in order that it meets your requirements.

All right.  Our next slide offers two additional tips for improving the process and the first is including an action plan.  So I would suggest that when there are performance issues or the individual you are supervising is not meeting your expectations, is not living up to those expectations that you include an action plan in the performance review that says this is how we are going to proceed going forward.  These are the steps I'm going to take.  These are the steps you're going to take.  Action plans should have both elements.

And I guess the last tip here is to remember the big picture.  It's very easy to focus on something that the employee has done recently in an annual performance review rather than think about the performance over the entire year.  If you do them more less frequently, over the 18 months or two years.  It's human nature to remember what happened most recently, whether it be good and positive or negative.  You have to step back and think about the performance over the full period and put things in context.  Put things in context.  Did the employee perform poorly during a time when everybody was under a lot of stress because something was going on external to the agency, there was threat of loss of  funding or whether other employees, several employees were out sick, unable to support this individual.

So again, as you complete or undergo the performance review step back and think about the big picture.  Before up sign off, before you have that meeting with an employee to talk about the performance, reflect on whether you've really captured the big picture of their performance in your written comments in the actual review.

All right.  I want to spend the next few minutes with you going over some dos and don'ts.  Some of these we touched on already, but I wanted to emphasize them now.

The first was to focus on behavior and not an employee's  intent.  Not an employee's intent.

And it's just important to remember that it is going to be impossible to prove that an employee isn't trying.  Or that they have a poor attitude.  These are things that you sometimes see on performance evaluations that don't make a lot of sense or are not helpful.  Focus on the employee's behavior and not intent.  Try to avoid getting into the employee's head about what they wanted to do rather than focusing on what they accomplished or didn't accomplish.

Also recognize that there may be some potential difficulty when there's a change in supervisor.  And I've seen this over the years in several cases where an employee did very well under one supervisor, but for some reason or another they experienced a number of challenges when they were assigned a new supervisor.  Sometimes it means that employee can no longer work at the agency because they don't work well with the new supervisor or they just aren't performing well.  In other cases, a change might be able to be made or some explanation provided where you can get to the heart of the matter and figure out why the employee suddenly had a drop in performance.

One of the things we recommend here in terms of dealing with discipline issues and deal with challenges in employee performance is something we call the fundamental fairness formula.  The idea behind the formula is that when an employee is performing badly and you really need to see a correction in that performance, we think it's important to not only be fair but also really create this environment where an employee expects and receives fair treatment.  And the steps of that process or that formula that we've developed include providing notice of expectations.  We started this call today at the very top of the hour with a discussion of shared expectations.  Every employee deserves to know what is expected of them.  That's the first component of the fundamental fairness formula.

The second is performance counseling.  You have to be willing to talk with an employee an work with an employee and relate to an employee, to share how they are not meeting your expectations, to describe in explicit terms and be clear about what they need to do to improve the performance.  The third part of the fundamental performance formula is to give employees the opportunity to correct performance failings in a reasonable time period.

For example, if an employee is doing something that you can not permit under any circumstances beginning today and one example that comes to mind might be using profanity with clients.

So if an employee has using profanity with your consumers, with your clients and it's an absolute rule that that is not appropriate, that's never appropriate, you have every right to tem an employee:  Beginning today and moving forward, you shall not use any profane terms in conversations with our consumers, with our clients.  And starting tomorrow.  I mean, it starts right now.

On the other hand, if the performance issue is something along the lines of increasing the speed with which they submit certain required reports or being more thorough in supporting, reporting certain information, you probably are going to need to give that employee some time to prove that they can meet that standard, right?  So you can give them time.  Over the next 30 days you will submit your reports on time or over the next 60 days your regular reports will be more thorough and thoughtful.

But you can't say, as of tomorrow your reports will be on time.  You need to give somebody time to achieve that standard.

Again, set the time frame but make certain that it's  reasonable, that it's a reasonable period that is really related to the improvement that you're looking to see.

The third tip on this slide is start the performance process at hiring.  What I mean by that is, you begin a new employment relationship with some goal setting.  When an employee accepts a position, you ask that individual to work with you in establishing their own goals.  So this is in addition to the job description.  This is actually saying these are the goals I want to strive for.  Again, it gives you something to look back on and to reflect on when it comes time to do that more formal performance evaluation.

The first bullet point on this next slide is avoid subjective comments that aren't job related.  When you are undertaking a performance review or appraisal, try to avoid those subjective comments, those things that are not related to the what the employee did or didn't do.

An example might be, on top of it all, you're not very well liked.  To say something like that is not only insulting or hurt full to most employees, but it's not job related.  You know, to talk about why it's so important that the employee has the trust of their coworkers serving as a team member, that may be job related.  You serve as a member of a team for a team to work effectively everyone must trust some another and there are  examples where members of teams you serve on felt that they couldn't trust you.  Here is an example of how this happened and we need to work on building trust with the team members you serve with.

Again, avoid those subjective comments that aren't job related on the performance appraisal itself.

Another important reminder is that the person doing the rating, except in the person where are you're doing a multirater assessment, 360 review.  It should be the person who has personal experience supervising the employee.  This is one way to increase the odds that the comments on the form or president comments in the process will reflect personal experience rather than rumor or reputation or hearsay.  Something to keep in mind.  Of course if you're doing a 360-degree or multirater assessment you will be soliciting feedback from people who are not necessarily the  person's supervisor but in addition to the supervisor.

Another on my list of does and don'ts, don't just shift blame to an employee.  It's more important or a better idea to shift the solution to the employee.  I've given you an example.  We've agreed on certain performance requirements that you are going to meet certain standards and we are not getting what we both need.

What do we need to do to get this back on track?  What do we need to do to enable you to meet our standards or performance standards that we both agreed to right up front?  Having that conversation rather than saying time and time again you just don't meet our performance standards.  It's just not good enough.

If you have any hope of getting that employee to pay attention to the issue and improve performance, you really have to phrase it or present it in a different way, more palatable way.

My second tip on this slide, don't respond yes or no if not applicable is appropriate.

Here I am talking about an actual appraisal form that has not appropriate or inapplicable categories for that employee.  For example, an employee who has no supervisory experience, if the form says how effective is this employee as a supervisor?  Put not applicable.  Or, for example, is the employee a good supervisor?  Don't put yes if the employee actually doesn't serve as a sphrfer.

So look at these -- as a supervisor.

Look at the forms carefully.  If you are able to revisit the forms, make sure appropriate forps are used for the appropriate positions in the agency.  Keep in mind it's pretty rare that one performance review form will work for every sing em pooing in the agency.  There's nothing wrong with having several versions of the form.

The last slide of dos and don'ts, never award undeserved  remarks.  Giving somebody a great rating when they deserve less.  This is appropriate for several reasons, but one is that those  undeserved marks, that they met or exceeded your expectations could be used against you if you ever face a claim of wrongful termination, the person who was terminated will say that my performance review showed I was doing well.  My performance was not the reason I was terminated.  It's obviously because I fall into a protected class and that is illegal.

Be careful, don't a award undeserved remarks.  Most supervisors want to give employees the benefit of the doubt and they send the wrong message that the performance is not up to the organization's or the supervisor's standards.

Another, two more to do go on the dos and don'ts.  Don't make excuses for failures to meet expectations.  Supervisors sometimes say you didn't meet your goals, but you know what?  A lot of us didn't meet our goals this year.  Maybe the goal was too ambitious and you need to set your sights lower.

I think there's lots of opportunities to make excuses and it's not appropriate to do so.  Try not to make excuses for failure to meet expectations.

Then don't save your disciplinary feedback until the performance review.  Don't wait to give the employee feedback if they can work at a much higher level.  You are not only robbing the employee of the opportunity to meet your expectations and succeed in a job.  I mentioned at the outset that employees want to succeed.  You are not only robbing the employee of that opportunity, but you're also robbing the agency of the opportunity to get the best possible performance from this individual.

You are taking that away from the agency.  You're actually  hurting the mission of the organization by not doing something that would increase someone's performance in support of the overall mission.  That's probably the most important tip on this entire list of performance appraisal dos and don'ts.  Important tip on my list of don'ts is, don't save that performance feedback and disciplinary feedback, what you should be doing, things you shouldn't be doing, how you are not meeting the expectations, don't save it for the performance review.  Remind yourself this is the kind of feedback you need to give your employees throughout the year on an ongoing basis.

All right.  I have one final slide on the performance appraisal approaches.  The first is the idea of rating versus ranking.  Some organizes, but I would say this is the exception rather than the norm, actually require that supervisors rank their employees.  So if you supervise ten people you would be required to list in rank order of effectiveness your employees.

And what does that do?  It certainly creates ar are spirit of competition.  The rankings may not be widely disclosed.  You're not going to publish a list of rankings, but it's something maintained in the human resources department.  But that forces the supervisors to draw distinctions.  Why that's a potentially good thing is that in every agency there tend to be at least one supervisor, sometimes more, who have a really hard time distinguishing between employees and give everybody the same  grades, right?  Everybody gets "meets expectations" or everybody gets" exceeds expectations".

When you compare the performance reviews for the different people, you wonder is it possible snr supervisor A has ten employees has everybody who is exceeding expectations and supervisor B has everybody just meeting expectations and supervisor C has ten employees who are all falling below expectations.  Is that possible?  Could we possibly have groupings like that?

When you force the supervisor to rank their employees in materials of overall effectiveness, it really does force those who tend to give everybody the same grade to choose who is the best performer and who is the worst performer.  It's also helpful if there's an instance where you need to let people go and you are not doing it on a last in/first out basis but doing it based on actual performance.  If you need to let somebody going and you let the lowest performers go, if you already have everybody ranked, you will know who those people are right off the bat.

The down side?  People know they are being ranked, there could be harm to morale.  Here we are working together, we ar team, ten of us report to the same supervisor, yet that supervisors putting us in rank order.  One of us is number one and one of us is number ten.  It may not be a positive.

360-degree feedback.  This is a technique growing in  popularity.  I think that on the up side, it can help you identify weaknesses in teams.  If you have team members reviewing each other's performance, you may be able to identify places where you have some weak links in those teams.  The down side of 360-degree feedback is that some people who are asked to complete these instruments, to participate in a multirater instrument may not be comfortable providing honest feedback about their supervisor.  They may feel really uncomfortable saying you know what?  My supervisor doesn't follow the rules or doesn't walk the talk and doesn't -- here is my criticisms of my supervisor.  Some people may just say this is going to come back to hurt me, harm me in some way.  I won't be honest so I'll give glowing comments and comeant tear on my supervisor because my job is at stake.

There's down sides to these systems.  A multirater feedback is an attempt to get multiple views of an employee's performance but not a complete 360-degree feedback system where you're asking everybody who works with the individual for feedback.  So, for example, in a 360-degree feedback environment, if I were to be evaluated, every single person in the agency would complete an assessment of me.  All of those reviews would be compiled.

I have actually had clients over the years that do that.  The latest trend is what is called the multirater feedback, where you're getting four, five, six people are completing or providing feedback on an employee, but not everybody in an agency.

And I think the down side of this is, of course, developing the instrument, choosing the software you are going to use and the tool you are going to use to make this happen will take more time than simply developing a performance appraisal form, but it could provide some very helpful feedback.

One of the questions I see that came in online was whether I had any tips for very small organizations to set up simple yet effective performance evaluation systems.  You know, I think  there's great benefit to be gained by just taking some time to do a little bit of research.  I think now with the Internet and high-speed Internet connection you probably in a few minutes can identify a couple of sample forms.  I would never advise you to just adopt another agency's performance evaluation form or system whole sale, but take a look at several examples and look at examples that are very different and identify what you like and don't like about those different samples.

The other thing, this is the cheapest way to develop a good system, a good form, to ask your employees.  Ask what your employees what they like and don't like about your current system and ask them to give you some suggestions for improving your performance appraisal process.

What ideas?  What creative cost effective ideas do they have about how to improve your system.  I recently worked with an international organization that was reexamining their performance evaluation system and one of the first things we did, we created an online survey using an inexpensive survey tools like zoom rang or survey monkey.  We created an online survey to ask 160 employees what do you like?  What don't you like?  What changes might we make to improve our performance appraisal system?

I just saw another question which says do you have any suggestions for evaluation software that is also compatible with screen reading software?

I don't.  I am aware one software product that I came across in this consultation with a client, but I do not know if it is compatible with screen reading software.  I think that would be a great question to ask the folks at the society for human resource management.  They certainly have vendors associated with SHERM or supporters of SHERM who sell performance evaluation software.  I think it wouldn't be too hard top find out if any of those vendors do provide that, do have compatible, software that's compatible.

I think I'm going to turn it back to Tim for any final  questions.

>> TIM:  Thanks, Melanie.  Actually, could you tell us the name of that software?  Because the person who answered the question could look into it themselves.

>> MELANIE LOCKWOOD HERMAN:  Yeah.  I'm racking my brain.  It may be called performance now.  I'm trying not to make too much noise, but I have a CD ROM of the software in my office here and I think it's called performance now.  If you go to SHRM, society for human resource management, their website, society for human resource management website which is SHRM.org, I believe that you will, you can type in search box performance management software and I think that provider will come up.

>> TIM:  Well, I've got one, center uses performance now and they like it.  The Dell Macintosh center came back and said no, not compatible.  So if we find anything else out, folks, we can tell you on future webinars or e-mail the training group.  We'll keep our ears to the rail and see what we can find out.

And then I have a question.  I know we are running out of time.  I want to take phone questions, but I love the question that came through from Amanda hep burn.  Do you have any suggestions for parallel supervisors whose employees are being affected by other employees they don't supervise?

>> MELANIE LOCKWOOD HERMAN:  Great question.  Couple of thoughts there.  One is, I think candid communication with your coworkers is so important, so important.

It's funny in so many of our agencies we have a hard time raising difficult issues.  We are uncomfortable talking about things that or offering constructive criticism or constructive feedback to a coworker, to a direct support sometimes.  I think the first step I would take is to try to talk to that parallel supervisor or if it's a group, you know, several of them about how things they are doing or how things their employees are doing are impacting your work or your efforts to achieve certain goals or the work of your direct reports to have that candid conversation.  Again, like we talked about, we have a conversation on a difficult topic with a direct report.  Try to focus on the behavior and not the personality and also be positive about it.  What could we do?  How could we work this out?  You know, what ideas do you have for how we can fix this?  How could we work together to support one another?  Because I want to support you.  And if that is not happening, I want to know if snib on your team is nonsupportive to anybody on your team.  That candid conversation with the supervisor is the first thing I would do.  Of course, you can always approach the person you support for suggestions on this situation.  I would start with a conversation with that person who is at the same level and let them know you want to support them and their team but you need help in terms of addressing an issue that is happening within their team that is impacting yours.

>> TIM:  Great.  Thanks so much.

We are almost out of time but let's go ahead and go to the phones and see if we can fit in a couple of questions before we break.

>> OPERATOR:  Thank you.  If you would like to ask a question you can do so by pressing zero then 1 on your telephone key pad.

We have a question from Patty.  Go ahead, ma'am.

>> AUDIENCE:  My question is, do you know the tool that can be used by employees to evaluate their supervisors?

>> MELANIE LOCKWOOD HERMAN:  Do I know of a tool?  Well, I think there are some online multirater review instruments.  If you go to, if you go to -- if you just try to going or your search engine, type in multirater evaluation instrument, you'll find available products that offer a multirater tool.  I think doing it online is the best way because that way everything is tabulated and it's all compiled and you are not collecting pages and pages of information.

But it's important that that be part of the organization's overall performance review process.  I don't know of any examples of organizations that have said:  Look, you know, if you feel  like -- if you feel compelled to evaluate your supervisor, give your supervisor feedback, here is an instrument you might want to use.  I think it's important for that kind of feedback to be provided under the performance appraisal system adopted by the agency.

>> AUDIENCE:  Okay, thank you.

>> MELANIE LOCKWOOD HERMAN:  Uh-huh.

>> TIM:  Julie, time for one more question.

>> OPERATOR:  We have no more questions.

>> TIM:  Perfect, then.  Because we are just about out of  time.  Well, folks, once again this is an ongoing series.  If you think of any follow-up questions, please don't hesitate to send them to me.  We'll either address them in remaining calls or respond by e-mail if they are relevant to presentations that have happened.

Those on the webinar can click on the link to our evaluation form.  That's a direct link.  If you're on the phone, you will oh he see the evaluation form on the second side.  If you were on here before, you know I'm telling the truth, they are quick to complete and please do that.  Melanie, great job and we look forward to talking to you on the 30th for part 3.  Thanks for your participation today.

(The conference call concluded at 3:33 p.m. CDT.)

