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RECRUITING

Part of any good hiring practice is to clearly understand
the position for which you are hiring. Another component
is to cast a wide enough net to increase the number of
choices. Too little time is spent on seeking talent beyond
the immediate "known world". This does not speak
against internal transfers or promotions, but instead
recognizes that outside talents can energize an agency.
The goal is to get the best people into the key positions.

1. Determine what position duties you most need
and the skill set needed to do it. (See
Reclassifications)

2. Determine how this position aligns with the
mission of the agency.

3. Determine the most likely places to find people
with those skills.

4. Invite people most affected by the position to be
involved in the selection process.

5. Promote the organization and the job to the new
hire candidates.
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EQUAL EMPLOYMENT OPPORTUNITY

Supervisors are the key to ¢t
Federal and State EEO non-discrimination laws.
Supervisors need to be familiar with all of the State
policies governing EEO (e.g. Policy Statement Against
Harassment, Equal Employment Opportunity/Affirmative

Action Policy Statement, Policy and Procedure for
Processing Requests from Employees and Applicants for
Reasonable Accommodations Including Reassignment).

All are available on the Bureau of Human Resources
website.

Respectful, equitable and consistent treatment of
employees will protect supervisors from most complaints
of discrimination. Some important highlights from the
above policies are as follows:

1. Any behavior of a sexual nature or that degrades,
ridicules or otherwise draws unwanted attention to
any employee on the basis of -categories
delineated in the policy is considered
unprofessional and grounds for disciplinary action.

2. Supervisors are required to actively prevent or
stop inappropriate, unprofessional conduct in the
workplace and must consult with their
Department 0s E E @ostCoftem rthei n a t
HR Director) if they become aware either through
personal observation or information from a third
party.

3. Any form of retaliatory action by either employees
or supervisors against any person filing a
compl aint under t he St ate
grounds for disciplinary action.

4. Supervisors are prohibited from keeping any
doctorso not es or ot her
These must be sent to Human Resources.
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5. All requests for accommodations due to a
disability or medical condition, no matter how
small, must be forwarded to the Departme nt 0 s
EEO Coordinator. No request for accommodation
shall be approved or denied prior to review by the
agency EEO Coordinator or the State EEO
Coordinator and a determination that the decision
is consistent with both state and federal law and
state policy.
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Advertising/Recruiting

Candidates

PLAN

Source and Screen

e  Employment Application
e  Screening Interview
e  Resume Evaluation
e  Bio-data Profile Matching
Continuously e  Knowledge/Personality Test
Validate
e  Evaluate System
Against Identified
Business Metrics
e  Ensure Adherence to
EEOC Guidelines Man age
* hdate Competency Candidate/Interview
. Competency Interview
Work Sample

L]
. Realistic Job Preview
. Background Check

\%
Start Up Employee

e Orientation & Training

e Individual Development Plan
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SELECTION

Selection might be the most important task you are
involved in. If not done well, it can cause problems for

you and

your agency for many years to come. The

selection process starts when there is an opening. It
ends at the end of the probationary period. The following
information is to help guide your thinking as you are the
person who best knows what knowledge and skills are
needed and how a person can successfully fit into your

team.

1. What to do when an opening occurs:

a)

b)

c)
d)

Consider the critical functional elements of
what you need the position to accomplish. You
may realize that you do not need another
"Management Analyst" but you do need a
"Planning and Research Assistant". Therefore,
seek a Planning and Research Assistant.

This may require a job classification change; if
so, a FJA-1 needs to be completed and
submitted for reclassification (call HR/see
Reclassifications p.57). Familiarize yourself
with the timeline for processing such requests.
Check with HR on possible funding issues.
Submit "Request to Fill Position” form.

2. Planning for the interview

a)
b)

Revise/edit/develop the job description.
Determine the recruiting method (e.g., Open
Competitive, Direct Hire; how will you
advertise? Web, newspaper, trade journals,
etc.) .
Determine the selection criteria/method.

* Who is on the interview team?
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*  What questions will be asked?

* By whom?

*  Will there be skill testing or work
samples?

* How will references be checked?

d) Determine how candidates will be evaluated
(avoid using arbitrary scales e.g., 1-10).

e) Determine an interview timeline.

f) Review applications and select candidates.

g) Be mindful of any under-represented groups.

3. The interview

a) Know your responsibilities and be prepared.

b) Make each candidate feel
welcome/comfortable.

c) Follow pre-determined interview process.

d) Take comprehensive notes on each candidate.

e) Ask follow-up questions.

* Do not only ask the interview questions,
dig into the answers the candidate
gives.

*  Ask about the supplemental responses
on the application.

*  Ask about employment history on the
resume.

* Ask about gaps between employment.

* Ask about self-assessment from the
application process (when applicable).

f) Jointly discuss candidates after interviews.
g) Retain interview records in accordance with
the State of Maine record retention schedule.

4. Follow -up
a) Verify documentation.

1) Table of Contents 7



b) Follow reference check procedures.
c) Determine if more information is needed.
. Decide
a) Consider bargaining agreement requirements
such as consideration of years of State
service.
b) Jointly choose the best candidate.
c) Offer the job verbally and in writing.
d) Determine starting date and salary.
e) Be enthusiastic when talking to the new hire.
. Probation
a) Use this as intended-is this the right person?
b) Orient the new employee (include policy,
procedures, collective bargaining agreements).
c) Establish performance expectations.
d) Monitor performance. .
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IMPERMISSIBUETERVIEW QUESTIONS

While the sky is the limit on job related questions that you
may ask during an interview, there are certain questions
that you cannot ask. They are not job related but could
give a perception of influencing a hiring decision, and
they are not allowable according to EEO laws.

Questions that cannot be asked include:
1. Age, date of birth

Birthplace

Weight or height

Any military training obligations
Religious affiliation

Union affiliation

Child care obligations

Future child bearing plans

Do you have children?

10 Sexual orientation

11. Marital status

12.Race/race of spouse

13.Worker's comp history
14.Disability-related question (e.g., can you do
this job without accommodations?)

©® N s~ WD
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LEADERSHIP PRINCIPLES

Leadership is needed more today than ever, as changes

come at us with accelerating speed. This need to more
openly embrace change requires people to be
comfortable with innovations, accountability, visions of
greatness, and more. Some leadership traits require risk
taking and becoming vulnerable to people and forces
working against us. But history favors the bold. So
examine some of these principles and determine which
you can do or do more frequently.

1. Being responsible sometimes makes people
angry.

2. The day people stop bringing you their problems is
the day you stopped leading them.

3. You dondét know what you

you try.
4. Keep looking beneath the surface even if you may
find thingsthat you donodot | i ke.
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5. Only when attracting and retaining the best people
can you do your best work.

6. Never let your ego get so close to the job that
when the job goes or changes, your ego goes with
it.

7. Optimism is a force multiplier.

8. When the probability of success passes 50% with
the information available, follow your
gut/experience and make a decision.

9. The leader in the field is always right and HQ is
always wrong, unless proved otherwise.

SourceColin Powell Primer on Leadership

.T.
Table of Contents 11



SUPERVISORY PRINCIPLES

There are some general supervisory principles or
concepts that many supervisors find helpful. They can be
useful in staying grounded, especially under pressure.
They include:

1. About 95% of what we know came from other
sources (parents, teachers, books) and 5% from
experience. But, we use our experience about
50% of the time, so build positive experiences into
the work environment.
2. Most people have all this information in their head
and use little of it, falling back on a few basic ways
to handle most situations.
3. When planning the work, plan for things beyond
the Aimust doo a@amd daddosamda
to doo items.
4. When someone does not do what was asked of
them determine if they did not follow instructions
because they COULD not do or WOULD not do
the task- your intervention with this person may
change based on whether or not they were able to
perform the task youdbve asl
5. Have failure and success standards for all jobs to
help avoid creatingarisk-aver se cl i mat e,
dondtcamégt fail .o
6. Send the indispensable person away for a while
so others will get proficient in all critical tasks.
7. Delegation without clear expectations is
abdication.

.T.
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8. Avoid people who wonodét evel
them and those who do EXACTLY what you ask
them to do.
9. Your best people and worst people break the rules
the most. Be aware of WHY your staff is breaking
rules.
10. Give authority along with responsibility.
11.Motivation has, at its root, dissatisfaction.
12.People think they are better than they think their
boss thinks they are.
13.The 80/20 rule applies to several areas of
supervision:
*  80% of the power is in 20% of staff.
*  80% of problems come from 20% of
staff.
*  80% of work is done by 20% of staff.
14.There are twohdnge aaamd eamot
opinion. A tyranny is something over which you
have little or no control.

+
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155 There are only three ways
personality: deep psychotherapy, brain surgery, or

a religious conversion. Unless you are good at

these, donét try to change
16 When people do things you
what 20 | f i ky ocuornste Infu efisd o eass
busi n&ausmiht ask yourself another
guestion as well, A1 f | I gt
busi ness?o0
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INTERPERSONAL PRINCIPLES

Supervisors should be guided by certain basic principles
of behavior or actions when interacting with other people.
If these principles are generally followed, many
challenging supervisory issues can be either prevented
or reduced in their severity. While they are likely obvious
to most of us, they are commonly ignored.

1. Focus on the issue, the behavior, or the situations-
not on the person; that

2. Whatever the reason for the interaction, leave the
person with their self-esteem and with self-
confidence.

3. Maintain constructive (not destructive)
relationships with all people.

4. Take the initiative to make things better. Someone

must go first in improving things.

Lead by example because you are a role model.

Enable others to succeed.

Challenge things that are not working well.

Facilitate professional growth in people around

you.

9. Create a sense of hope in a positive future.

10. Offer support through respectful communication.

© N o O

Source:AchieveGlobal and Participative Design
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BUILDING TRUST

Trust is a critical supervisor commodity. People will not
do the most routine tasks or take the least significant
risks if they do not trust. Further, they will not follow when
risks increase or their own instincts tell them that this is
not a good idea. Too many supervisors undervalue
words and deeds that undermine trust. They do not seem
to recognize the damage done and how long-lasting that
damage can be.

1. As much as possible, do the things you say you
will do.

2. Do not over promise.

3. Do not do things that you did not first talk to
people about if your action affects them.

4. Be aware that Ahistoryo 1is
some people and they will surface it when it is
useful to them (i f you wer ¢

ago, they still remember).
5. Some people naturally are somewhat suspicious
until those suspicions are eliminated. You must
actively work to eliminate these suspicions.
6. If you interfere in the ordinary and daily work of
yourst aff, they believe that
and their abilities.
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DELEGATION

P

You c &regetythind. And you should not try. Your
people have competencies, ambition, and incentives.
Further, they all need to grow in a climate of success.
Therefore, you need to delegate, including, at times,
when you get a little nervous. After all, people gave you a
chance to grow because at one time, you were not a
supervisor. There is a rule of thumb on delegation. It is,
i f anot her person can do
than you under current circumstances, DELEGATE.

1. Before delegating, ask yourself if the person
understands what you are asking.

2. Simultaneously, ask yourself if they have the skills
to do the task.

3. Next, determine iIif they
are asking.

T Table of Contents 17
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4. Determine the likelihood of the results being done
right or not.

5. Establish a feedback mechanism so that you know
what is going on during the task and what the
results are.

6. Finally, if you decide to delegate, do so and get
out of the way.

Source:Maine Event Management
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MOTIVATION

How can you as a supervisor motivate your staff?
Essentially, you canot . You ¢c
motivators from which your team members will choose

what motivates them. It could be more autonomy, access

to the boss, praise, or public recognition. People are
motivated by different things. As a supervisor, it is your

job to figure out what motivates your employees. Trying

to provide that mix of things that will motivate people is
noteasy, because some of those th
you. And ités hard to i magine
Some general things to consider:

1. Measure people against a standard, preferably
one mutually developed, so all that meet the
standard Awin. o

2. Do not offer secondary incentives to get people to
do the initial task (e.g. ice cream for cleaning your
room). It will appear that the task has little merit.

3. Rewards
only -

motivate in
the short [ —

b

run but de-
motivate in
the long run
(in spite of
what many
people
believe).

4. Rewards

are very M soaias P

effective if given AFTER someone has done
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o

noteworthy things. It demonstrates that the boss
recognized their extra effort therefore motivating
staff to continue the behavior.

Teams, where all members contribute to a specific
success, create a desire
(versus being a small part in a more general
success).

Giving staff authority with responsibility motivates
most people.

Share the meaningful work among all staff.
Assure that everyone feels a part of things.

Let staff demonstrate their competencies.

2t Table of Contents 20
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MENTORING

Supervisors have an obligation to mentor people if they
desire it. There are things about supervisors that others
admire. It may be your decisiveness, your ability to
handle sensitive political issues, or your innate fairness.
Others want to know where your confidence came from,
where you learned a particular skill or your thought
process as you work through a problem. Great
organizations make sure that their best people act as
mentors to assure that the best qualities of the agency
are spread around. Great mentors:

1. Are patient with those wanting to learn (protégés)

2. Ask and answer questions

3. Allow protégés to do things their way and then
discuss the process and outcome

4. Share knowledge (no fAhol di
being needed).

5. Instill confidence in protégé skills

6. Discuss their experiences to build a context for
why and how you do what you do

7. Help the protégé set goals and determine how to
advance within the agency
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RESPECTFUL SUPERVISION

The workplace climate is very much a function of
supervisory behavior. An inadequate climate can have a
negative impact on the work output, the quality of work,
and the attitude of staff. A key to an optimal work climate
is the level of respect offered to people collectively and
individually. Respected people work hard and well, and in
turn tend to respect others. This includes those we serve.
Some examples of respectful behavior are:

Listening to people

Including people (in conversations, decisions, etc.)
Giving all people their share of meaningful work
Giving people as much control over their work as
is possible

Displaying fairness

Showing integrity

Offering compassion

Demonstrating honesty

. Stopping the rumoring/gossiping that you see/hear
10 Not embarrassing or humiliating people

HwnNE

© 0N O
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11. Allowing people to demonstrate their competence
12.Recognizing deserving people in a way valued by
them
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PERFORMANCE MANAGEMENT

Performance management is the most important

supervisory task that peopl e

sometimes seen as unnecessary since people have the
perception that they have been on the job and know how
to do their work. Or, they are at the top of the pay scale
and will not receive additional merit increases regardless
of how well or mediocre they may have performed during
the last year. And, some say, it is uncomfortable to set
and then review performance expectations- it creates
tension.

NOT doing performance reviews is unfair. Most
employees want to know how they are performing; they
have a right to know what their jobs are and what the
manager expects. Additionally, they have the right to
know if their performance is matching those
expectations, both for their benefit and for the benefit of
the customers we serve. Further, when a member of a
team is not performing to expectations, the rest of the
team wil |l suffer as they
s | a.cTki® situation will cause more tension than an
individual performance review.

Performance management should be considered an
opportunity to ensure staff members are on track with
organizational and personal professional goals.

1. The performance management session should be
a discussion with clarifications and feedback, with
confidentiality honored, and free from
interruptions.

2. Expectations should focus on the major duties of
the job.

3. Expectations should be measurable.

2 Table of Contents 24
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4. Some expectations should challenge each
employee to develop their professional skills and
abilities.

5. Frequent feedback discussions should occur so
that no problem performance goes on for very
long or timeline expectation goes unmet. There
should be NO year-end surprises during the
formal review. If there are issues in performance,
they should be addressed if they occur anytime
during the year.

6. Performance

expectations will

vary somewhat
from one person
to the next.
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ESTABLISHING PERFORMANCE
EXPECTATIONS

Ri ght at t he hear tponsibility & the up e
need to ensure your staff knows what is expected of

them. Otherwise, supervisors are setting the stage for

unmet expectations and emotional responses that result

from needs not being met. By setting expectations,
supervisors send a message that they want staff to
succeed and that success is not some guessing game.

1. Describe the job in terms of major OUTCOMES
and how the job fits into the larger agency picture.

2. Agree on the measurable performance criteria.

3. Mutually identify needed skills, resources, or
guidelines to succeed in this job.

4. Mutually set priorities.

5. Seek feedback to assure understanding and
commitment.

6. Establish periodic progress reviews.

7. Keep the tone of these discussions respectful and
positive.

Source:Achieve Global
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COACHING FOR OPTIMAL PERFORMANCE

Many people respond well to the occasional coaching by
someone known to have expertise or who has
experienced success. Many supervisors are in their
positions because of successes that they have enjoyed.
They are in a position to coach others toward higher
performance which benefits the agency and those served
by it.

Coaching is not only an opportunity to check-in with
employees to discuss and resolve low performance
problems before they become big issues, but a chance to
solidify expectations, provide positive feedback and
increase morale.

Coaching does not need to be formal or even take up too
much time; however, it should be done privately. When
approached thoughtfully, taking the time to coach is an
excellent way to enhance performance.

1. Clarify the performance topic that is being
coached and why it is important.

2. Use open ended questions

opinion on how they currently perceive their
performance.
3. Ask the
employee
how he
thinks he
could
improve his
performance.
4. Provide
feedback and offer your own thoughts, i.e., have a
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