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This session in the Provost’s Professional Development Series is entitled “Getting the Best from the Best.”  Organizations are effective because PEOPLE are willing to put in the effort to do their jobs well.  We rely on others to perform well and expect they accomplish more and more in less time.   Ensuring that the people we recruit either as new assistant professors or administrative staff members (1) are qualified and (2) fit well is essential.  Turnover is costly in both real and psychological terms.  We want to “Hire Right the First Time.”  Therefore, how we recruit, where we recruit, how we present ourselves and the campus, screen applicants for jobs, conduct interviews, and negotiate all set the tone for relationships of success—or not!


Likewise, once our new folks are in the door, we need to ensure their continued success.   Supervisors must coach employees from time to time.  We all need mentors in our careers.  Chances are, if you feel successful about your work, someone acted as your mentor to help you get there.  Coaching may occur during special projects or may be ongoing.  Notice that we have titled this section “Coaching Conversations.”  They are just that—opportunities to converse about work to enhance effectiveness.


Our third topic in this session is “Giving Effective Feedback.”  All people need feedback.  We need to know how we are doing.   Effective feedback is continuous—there should be no surprises on an annual performance evaluation!  Effective feedback is specific, timely, and relevant.  Most importantly, it must be real.  Feedback must be provided with a genuine concern for the employee’s development and the effectiveness of the organization.


Hiring right, giving feedback, and coaching are not optional activities, but requirements for all supervisors and managers.  There are consequences to not handling hiring and employment processes appropriately.  Conversely, when done well, both the organization and individuals benefit.

Please read the information in this packet before our session on September 15, 2006, and come to the session prepared to discuss the exercises at the end of each section.  Most of our work on the 15th will be in small group discussions, including these exercises and some case studies.  We will also have the opportunity to discuss issues with and ask questions of representatives from Human Resources and Faculty Affairs.

Thank you for your attention to these training materials.  While much of the information may be “common sense” and is not new to most of you, I want to ensure we start with a common base.






Regards,
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Harry Hellenbrand






Provost and Vice President for Academic Affairs

HIRING RIGHT THE FIRST TIME


Hiring mistakes often result in employee turnover.  Turnover costs are quantifiable in recruitment, processing, relocation, and training terms.  There are also hidden costs of turnover including the learning curve for replacement employees, a loss of work efficiency, and the effect on the morale of remaining employees (Herman, 1994).   Therefore, hiring right the first time saves money, maintains morale, and leads to greater organizational effectiveness.

This section provides an overview of some of the fundamentals of employee recruitment and ends with a discussion about the importance of “fit.”


The Faculty Affairs web site provides policies and procedures in Sections 600 and 700 for faculty position recruitment (see:  http://www.csun.edu/~facacct/policies/manuals/SEC600_0506.pdf; http://www.csun.edu/~facacct/policies/manuals/SEC700%202005-06.pdf ; http://www.csun.edu/~facacct/policies/manuals/search_fulltime_0506.pdf http://www.csun.edu/~facacct/policies/manuals/search_admin_0506.pdf ). 
 The Office of Human Resources provides links to guidelines and forms related to staff recruitment processes (see:  http://www-admn.csun.edu/hrs/comp/StateEmpGuidelines_07-04.doc ;  http://www-admn.csun.edu/hrs/forms/emplclassforms.html).  
Please note that Academic Affairs requires completion of a Justification for Initiation of Search form for every staff and MPP position that is probationary and for temporary positions that will have durations of six months or more.
Position Descriptions
All staff position requests include a detailed position description that becomes a part of the employment record of the individual hired.   Position descriptions also form the basis for recruitment advertisements and job postings.  Well-written position descriptions provide applicants with an accurate sense of job responsibilities.  Additionally, when hiring new staff, a manager or supervisor should review the job description with new employees, have the employee sign a copy of their position description, and a copy should be maintained in the human resources file and updated periodically.  
Staff position descriptions are intended to be inclusive and specific.  The CSUN Position Description Form includes job classification title, an optional working title, a summary of the position, lists major duties (including the percentage of time each type of duty is expected to require), lists any special tools and equipment used in the position, lists computer systems and software applications used by the position, and any additional skills, certificates, licenses, or education required for the position.

The MPP Performance Program identifies reporting relationships, internal and external contacts, descriptions of scope of functions and responsibilities, lists specific duties and responsibilities, required qualifications, and specific objectives for performance periods.  AA-1 recruitment forms for faculty provide information about rank, salary, qualifications, and responsibilities for available full-time faculty positions.
Advertising and Recruiting
Job announcements provide (1) general information about the university, (2) information about the role of the department posting the position, (3) specific responsibilities of the position being advertised, (4) minimum and desired qualifications for the position, (5) information on required application materials, and (6) application deadlines.  Well written position descriptions provide the applicant with enough information to allow them to respond specifically to required and desirable qualifications.   As a recruitment tool, the job announcement sets the tone for applicants.   In the general sections of the announcement, we describe why Cal State Northridge and the department posting the job are great places to work.   Staff jobs are posted on the university employment web site, while full- and part-time faculty positions are posted on department web sites.  Additionally, Human Resources can assist with posting advertisements for staff positions in other media.  Full-time faculty positions are often posted in the Chronicle of Higher Education and various discipline-specific journals.  
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Recruiting qualified personnel entails more than posting the job announcement.  Faculty members are often recruited at association meetings and through contacts with colleagues at doctoral-granting institutions.   Finding qualified part- time faculty presents particular challenges in many disciplines and requires creativity and persistence on the part of department chairs.

Screening Resumes and Applications

Hiring at Cal State Northridge is accomplished through the activities of search and screen committees.  Some positions require specific representation on screening committees.  Applications and resumes are screened and ranked according to criteria established by the committee using the job description, in consultation with the hiring manager.  All applications and resumes are reviewed using consistent criteria.  Top-ranked applicants are selected for an interview.   In some cases, Human Resources pre-screens staff applications for minimum qualifications.   If no applicants meet the qualifications for the position, or the pool is too small to ensure a good hire, searches may be extended and the recruitment “net” cast more broadly to try to capture more qualified applicants. 
[image: image5.wmf]
Interviewing

Once the top candidates have been selected based on rankings of their resumes and/or applications, interviews are scheduled.  It is important that the interview process be the same for each candidate to ensure consistent treatment of applicants.  Some managers prefer to check applicant references before the interview, while others wait to check references until after the on-campus interviews are conducted.  Candidates should be notified that they are being considered for the position, if their professional references will be contacted.  The interview process should be inclusive.  That is, the committee’s work should be augmented by the review of selected stakeholders who are given the opportunity to interview the applicants.   Non-committee members participating in interviews should provide formal feedback to the committee to assist the committee with its recommendations to the hiring manager.

Crafting pertinent interview questions is an art.  Ensuring questions are designed to allow candidates to provide open-ended responses that give insights about the candidates’ skills, experience, and character is important.  Many committees develop interview questions together and revise questions extensively to ensure the questions asked the candidates are consistent and relevant to the particular job. 
Cipriano (2006) argues that search committees in academic departments should screen for collegiality and he presents recommended interview questions to help “ascertain a candidate’s thoughts about collegiality.”  Questions he recommends for prospective faculty are:

1. What were your most creative contributions to promoting rapport among your colleagues?

2. Every department has its own “dysfunctionality quotient.”  In your last position, what were the quirks and how did you deal with them?

3. In what areas do you typically have the least amount of patience in working with your fellow faculty members?

4. If we were to ask your colleagues to describe your strengths and weaknesses in communicating with other faculty members, students, and management, what would they say?

5. Tell us about a conflict you had with a colleague in the past that, looking back, you would have handled differently.

6. All of us have core principles, values, or beliefs that we view as nonnegotiable.  What issues would cause you to “go to the mat”?
7. Which of the following three factors would play the most significant role in your decision to accept the offer from this institution:  the university, the position you are applying for, or the people you would be working with?

In addition to gleaning information from a candidate, the interview process is an opportunity for job candidates to get to know us.  It’s important that search and screen committee members understand their responsibility to “sell” Cal State Northridge to potential employees.  Even when a candidate asks a question about an area of weakness for CSUN, it is an opportunity to ask the candidate how they would go about improving the situation.  


Some departments prepare formal tools to assess administrative staff candidate skills, particularly related to writing, word processing, and spread-sheeting.  These skills assessments can be conducted in conjunction with interview appointments, but candidates should be told in advance that, in addition to the interview, they will be spending time performing these tasks.  The candidates should be given appropriate tools, a quiet place to work, and ample time in which to complete the assignment(s).
[image: image6.wmf]
Checking References

Job applicants are asked to provide lists of professional references.  As mentioned previously, candidates should be informed when you will start contacting their references.  Of course, applicants select references who they believe will provide favorable recommendations.  That makes it essential that reference questions be relevant and open-ended.  Determining the technical and interpersonal skills of applicants requires input from former supervisors, as well, even when they are not listed as references.  An example of an open-ended question that may be asked of references is “Is there anything else we should know about this candidate before making the decision to hire him/her?”

Deciding—No, Ensuring “Fit”

Why do we sometimes make suboptimal hiring choices?  Do we think we can’t compete for the best candidates?  Are we afraid we’ll “lose” the position if we don’t fill it immediately?  What other pressures cause us to hire employees that our “gut” tells us just don’t fit?  What happens to the character of our department, our services to students, or our long-term goals when we hire someone who just doesn’t fit?   It’s important to examine these issues and weigh them against the long-term effectiveness of the department and the institution.  It’s especially important to hire the right person when tenure is a consideration.  

Clearly, we want to hire individuals who are well-qualified for the job.  However, we also need to screen applicants for their fit with the department’s values and culture.  Sanders (2006) implores managers to “stop hiring people for their resume and start hiring them for their fit.”   Hiring for “fit” is only possible if screening interviews, reference checks, and other parts of the hiring process are designed to assess a candidate’s traits beyond the main job qualifications.  For instance, if a department values connections with students, an applicant should be asked to give concrete examples of support for students and methods of engaging students in research and other activities.   Ability to work well with others can be gleaned from direct questions (“How would others describe you?”  “What methods do you use to ensure you are communicating well with others?”  “How important is morale and why?”) and from reference checks done well.   Ideally, the screening process should provide both formal (interview) and informal (meals, informal gatherings, etc.) opportunities to get to know the candidates.  This takes time and energy, but is priceless in terms of the ability to determine fit.
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Once a decision is made to hire, salary can be negotiated.  While departments may choose to offer employment directly to staff members, the Office of Human Resources is also available to negotiate on behalf of the hiring department within a pre-established hiring range.   In addition to an applicant’s salary history, salary equity for existing faculty or staff and available budget are major considerations in determining salary to be offered.  In some highly competitive areas, it is important that candidates have a realistic expectation about hiring salary ranges.   In some instances candidates may have a salary history that is much higher than our hiring range.  In these cases, it is appropriate to contact candidates prior to the interview to ensure they are interested in the position under our salary constraints.
Legal Issues

Campus processes are designed to get the best candidate through a process that is fair and equitable.  There is a significant amount of legislation related to non-discrimination in employment and much legal precedent that governs our activities.  Following is a list of questions an interviewer must not ask (Cipriano, 2006):

· Questions about an applicant’s race, color, religion, sex, national origin, or age

· Questions about disabilities unless they prevent the candidate from performing the duties of the position

· Questions that are not job related

· Questions about the applicant’s date or place of birth

· Questions about the applicant’s maiden name, marital status, or children

· Where a spouse or parent works or resides

· If the applicant owns his or her place of residence

· Questions about the name of the applicant’s bank or the amount of loans outstanding

· If the applicant has had his or her wages garnished or declared bankruptcy

· Whether the applicant has served in the armed forces of another country

· What foreign language(s) he or she can speak, read, or write (unless job related)
If you have a question about whether a hiring activity is legal, or would like clarification about our processes, you should contact the Office of Human Resources, the Office of Faculty Affairs, or the Office of Equity and Diversity.

Other Resources

The Office of Faculty Affairs and the Office of Equity and Diversity conduct faculty hiring workshops.  Additionally, the Provost, members of the Personnel Planning and Review Committee, and the Associate Vice President for Faculty Affairs conduct “road shows” that cover evaluation and coaching for faculty.
EXERCISE 1

Think about your department or program and its priorities.  
1. What does your department value?   
2. Identify the top three to five items you believe would help you determine whether a candidate would FIT in your department (or within the university, in general).  
3. What specifically would you do in the interview and screening process to help determine a candidate’s fit?

COACHING CONVERSATIONS

When Coaching is Needed


When problems come up, they can be viewed as opportunities to improve an employee’s performance.   When an employee takes on a new assignment, struggles with an existing project, or is not working up to his/her potential, supervisors have choices to make.  They can accept sub-standard work, discipline the employee, or they can help the employee to be more successful.  This section is about the choice to help employees succeed by meeting their full potential.  Fundamentally, by expressing confidence in and support for employees, they will learn to improve their performance or solve problems better on their own.  This process empowers individuals to be successful.  Covey (2000) lists empowerment as one of the “four roles of leadership” (along with path-finding, aligning, and modeling):

Empowering leadership is more like being a gardener than being a mechanic.  As you work with people, you bring out the life in them rather than “inject” life into them.  You work with people rather than on them.  You create conditions of empowerment rather than “fix” the skills or abilities of individuals.
The coach does not take credit for the employee’s performance, but delights in his/her successes.  The employee “owns” his/her performance and can feel good about improvements and new learning opportunities.  An employee’s success is the organization’s success!
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Coaching (Harvard, 2004) “is an interactive process through which managers and supervisors aim to solve performance problems or develop employee capabilities.” Coaching should be a positive experience.   It’s all about communication and results in improved outcomes and employee morale.   Some benefits of coaching (Harvard, 2004) include overcoming performance problems, developing employee skills, increasing productivity, creating promotable subordinates, improving retention, and fostering a positive work culture.  In order to coach effectively, supervisors or mentors must keep abreast of the employee’s activities.  What assignments are especially challenging?  What keeps being put on the “back burner” because it’s too difficult or time-consuming?  What activities or opportunities especially interest the employee?  What are the employee’s career aspirations?  Is their current work related to their long-term goals?  The first step in effective coaching is observation.  Coaches should get to know their employees to glean the answers to these and other questions.  Formal coaching can be viewed as a four step process (Harvard, 2004):  (1) preparation/observation, (2) discussion, (3) active coaching, and (4) follow-up.


Coaching, then, is more than providing feedback; it is a process that takes time and commitment.   Because of the sensitive nature of coaching for performance, it is a relationship of trust.  The employee is only “coach-able” if they trust the coach and the relationship.  Coaches must be authentic and trustworthy.  Therefore, not all supervisors will be coaches, and not all coaches will be supervisors. 
Content of Conversations


Once a coaching opportunity or a problem is identified, the coach should describe for the employee in objective terms their observations and why a discussion is important.  The employee should be given the chance to respond and provide his/her own opinion about the situation.  Instead of prescribing solutions, the coach should ask the employee for ideas to improve the performance or solve the problem.  (This leads to ownership of the solution and expresses confidence in the employee’s abilities.)  After listening to the employee’s ideas, the coach can add ideas of their own.  The coach should then summarize the plan of action and set a date to follow-up on the conversation.  


It is essential in a coaching relationship that the coach does more listening than talking.  The employee should not only be given the opportunity to express themselves, but to arrive at conclusions themselves.  The coach guides the employee, but because the employee must “own” the outcome, the coach does not take a directive approach.  One coaching conversation is not a “quick fix,” but is the beginning of ongoing dialog to ensure employee performance.
Follow-up

The timing of follow-up should be agreed upon in the initial coaching conversation.  This avoids situations where the coach appears as a “nag” or as neglectful.  Establishing a timeline for follow-up or monitoring of progress helps the employee know what to expect and when.  This is especially important when coaching involves corrective action.  The employee should help establish a reasonable time frame in which to accomplish the desired improvement(s).    Not following up at all can seriously affect performance.  Assuming that you can have the coaching conversation once with the employee on a particular subject, then not raising it again leaves them hanging.  It’s important to “close the loop” and provide feedback on your perceptions of how it’s going.  It’s also a chance to see if there are other resources the employee needs or other support you can provide.  Most importantly, if things go well, it’s a chance to provide much-deserved praise for a job well done. 
EXERCISE 2

Think about a current coaching opportunity you have with an employee.   Answer the following questions:

1. Describe the opportunity/situation.

2. Why is it important and what would you like to achieve by discussing the situation with the employee?

3. How can this opportunity/situation help develop the employee?

4. How does this opportunity link with the employee’s career goals and the organization’s goals?

5. Are there any obstacles that could prevent the discussion with the employee from going well?  If so, how do you plan to overcome them?

6. What is a reasonable time frame to check back with the employee on their progress after you have your initial conversation?

Giving Effective Feedback

“Feedback” is defined by Webster as: return of a portion of the output of a process or system to the input, esp. to maintain performance or to control a system or process.  Encarta (online) provides the following:  comments in the form of opinions about and reactions to something, intended to provide useful information for future decisions and development.  Wietzel (2000) says that “creating and delivering a specific message based on observed performance is key to effective feedback…..Effective feedback should enable the receiver to walk away understanding exactly what he or she did and what impact it had on you.”   In dealing with fellow employees we have opportunities to provide both formal and informal feedback.  We also have choices about the timing of feedback and whether to provide any feedback at all.  Why provide feedback?  Simply put, human beings need to know how they are doing.  Also, when things are not going well, corrective action must be taken and formal (particularly written) feedback provides the opportunity to document and clarify concerns.  
Formal and Informal Feedback

Formal feedback usually takes the form of the annual performance review.  During probation, particularly for staff employees, these reviews may be performed at regular intervals during the first year or two of employment.  Some positions have other types of periodic formal appraisals—such as senior administrators who are subject to a five-year review that includes comments from the entire campus community.  Additionally, when performance is an issue, formal appraisals may be necessary to document performance problems—potentially leading to termination.  Faculty retention, tenure, and promotion processes are examples of formal processes, as is post-tenure review.  Informal feedback is generally verbal and is covered later in this section. 
Performance Appraisals and Other Reviews


Performance review forms for staff and management personnel are included in Appendix A.  The Office of Human Resources also recently conducted training for managers and supervisors in performance appraisal processes.   (Instructions for performance review of faculty are available on the Faculty Affairs website.)  Additionally, Appendix B includes a new “Quick Guide” prepared by Human Resources that relates to performance management.  The performance appraisal interview is a time for the manager and employee to discuss job performance on a formal basis.  Conducting the interview effectively, particularly when an employee will be asked to improve in specific areas can make a big difference.  
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Laurie Walton, CSUN Manager of Professional Development provides the following tips for conducting performance reviews:
· Be specific
· Avoid generalizations
· Avoid judgmental language
· Be descriptive
Many supervisors choose to give a copy of the draft evaluation to the employee to review first.  It is also common to request that the employee prepare a self-evaluation that can be either given to the supervisor prior to the evaluation meeting or at the initial meeting.

Additionally, Ms. Walton provides the following “recommended conversation flow” for delivering an effective performance review:
· Welcome the employee and describe how you’ll conduct the review.  (“I’ll give you my feedback but I also want to hear your comments and reactions.”)

· Ask for overall reactions to the review (Skip this if you didn’t give it to the employee in advance.)

· Summarize each objective giving your view of his/her performance.

· Ask for comments or reactions after each objective.

· Summarize the comments section of the review.

· Ask for comments or reactions after each comment.

· Make an overall summary comment about the employee’s performance and give your rationale for the overall rating.

· Ask for his/her final comments and invite him/her to write their remarks in the employee comments section.

· Tell the employee what the next steps are:

· How/when copies will be distributed

· Set up a time to create/finalize the next year’s objectives

· End the meeting on a positive, encouraging note and thank the employee for his/her contributions.

Additional information on performance reviews and standards is available on the HR website:  http://www-admn.csun.edu/hrs/Perf_Rev/Quick%20Guide.doc and the Quick Guide is included as Attachment B.
Informal Feedback Opportunities

Informal feedback takes place every day.  “Raters should provide feedback that is clear, descriptive, job-related, constructive, frequent, timely, and realistic.” (Pynes, 2004).   Informal feedback is generally verbal.  An example of specific feedback is “I really like the way you prepared the report on student retention.  The new charts are very helpful and it’s much more understandable than last year’s version.  Thanks for doing such a thorough job on it.”  Notice that this feedback is specific and relates directly to performance.  While it’s nice to hear “you’re doing a good job,” this general feedback doesn’t give the employee specifics that help relate to what they are doing well.    
Informal feedback can also be used for needed improvements, but should only be used for short periods of time.  If performance doesn’t improve after repeated discussions, formal (written) feedback should be provided along with an action plan.  Informal feedback does not take the place of formal feedback, but must occur in order for employees to have a sense of how they are doing.  Informal feedback should be timely.  It means a lot more to hear praise right after completion of an important project than weeks later.  Additionally, in order to be effective, constructive feedback should be given as soon as possible.  That way, the event is fresh in the minds of both the supervisor and the employee and it’s sometimes possible to make corrections if an error is caught early enough.  

Weitzel (2000) provides the following “Dozen Do’s and Dont’s of Effective Feedback:”

Do
1. Be specific when recalling the situation.

2. Be specific when describing the behavior.

3. Acknowledge the impact of the behavior on you.

4. Judge the behavior.

5. Pay attention to body language.

6. Use verbatim quotes.

7. Re-create the behavior, if appropriate.

8. Give feedback in a timely manner.

9. Give your feedback, then stop talking.

10. Say “I felt” or “I was” to frame your impact statement.

11. Focus on a single message.

12. Be sensitive to the emotional impact of your feedback.

Don’t

1. Assume.

2. Be vague.

3. Use accusations.

4. Judge the person.

5. Pass along vague feedback from others.

6. Give advice unless asked.

7. Psychoanalyze.

8. Qualify your feedback by backing out of the description.

9. Use examples from your own experience.

10. Generalize with words like “always” or “never.”

11. Label your feedback as positive or negative.

12. Sandwich your feedback messages with words like “but.”
Continuous Process


Feedback should be given consistently throughout the evaluation cycle.   While honest feedback is a major part of the annual performance review, feedback is beneficial when it occurs as part of an ongoing process (Buron and McDonald-Mann, 1999). Feedback should be relevant and genuine.  Feedback should relate to specific job responsibilities.  Feedback can be received most easily when there is an authentic rapport between the supervisor and the employee.    If employees are given consistent feedback, they know how they are doing (Pynes, 2004). Therefore, there should be no surprises on the annual performance review!  Supervisors who save up comments for the written review demonstrate their ineffectiveness as communicators.   The unwillingness of a supervisor to engage in a difficult conversation can be the result of their own fears.  It does no good for the employee or the organization to save up negative comments for the performance review.   Saving up positive comments for the written review also demonstrates the unwillingness on the part of the supervisor to praise good performance on a regular basis.  

Some employees need more feedback than others.  As a supervisor, you can gauge how much or how little feedback an individual needs based on the relationship you have established with them.  Giving too much feedback can have negative consequences, too.  If a supervisor spends inordinate amounts of time praising others, it can seem ingratiating and inauthentic.   Finding the balance that fits with your personality and meets the needs of subordinates is essential.
EXERCISE 3

Think about an employee to whom you would like to provide feedback.  Answer the following questions:

1. What is the purpose of the feedback?

2. What specifically in the employee’s performance do you want to reinforce or improve?  

3. Why is this important?
4. If the feedback is about needed improvement(s), what specific recommendations would you provide?

5. Will you provide this feedback in person or in writing and why?
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APPENDIX A
Performance Appraisal Forms

APPENDIX B

Office of Human Resources

 “Quick Guide” for Performance Management
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