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The conservative Bureau of Statistics estimates that the average cost to replace an employee is $13,996 for recruiting, interviewing, and orientation

When you factor in time spent selecting and hiring, the effect the vacancy has on staff and production, and the additional time and effort required to train new employees on the job, estimates reach nearly one time the annual salary for each new employee, no matter how long an employee remains on staff.

What does turnover cost at Justice FCU?  Let’s take a look at the associated cost estimates in our various locations:
	Process
	Wages
	WV
	DC
	NY
	TX
	LA

	Ad Placement 

Cost of 1 ad
	1 hour

$18 per ad
	$14 per ad
	$2209 includes print and 3 days online
	$650 per ad for 30 days online
	No data
	$2300 for print and 30 days online

	Background check
	
	$35
	$83
	$35
	$35
	$35

	CBI
	
	$12
	$12
	$12
	$12
	$12

	HR per applicant
	$137 per applicant
	
	
	
	
	

	Interview Time/Mngr

4 interviews
	$96
	
	
	
	
	

	Travel to New Hire Orientation
	
	$2692
	$620 (cabs and Metro)
	$2476
	$2475
	$2475

	New Hire Orientation
	$2286
	$50 per two week session
	$50 per two week session
	$50 per two week session
	$50 per two week session
	$50 per two week session

	Totals
	$2537
	$2803
	$2964
	$3223
	$2572
	$4872

	Total Cost
	
	$5340
	$5511
	$5760
	$5109
	$7409




As the above chart indicates, the cost of turnover is very high.  In addition, this chart does not include such items as the lack of production when short staffed or the cost of member service when there is only one teller to serve.  Additionally managers must invest time to complete on-the-job training and new employee coaching.  One new teller, earning $11 per hour, may cost Justice FCU one year’s salary in time, resources, and training prior to becoming the right employee.

These figures make the point explicitly that hiring and retaining the right person for the job is an important part of your role as the hiring manager.
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Simply stated, recruiting means filling a position.  But there is a lot more to it in reality.

When deciding to hire, obligations of fairness and legality must be considered.  There is the actual interview and the skills required to do that correctly.  Then, there is the guess, and it really is just a guess, that the right person is being hired.

In this section, we will discuss the process used at Justice FCU to recruit and hire a new position.  The success of this process depends on two things:  your willingness and the willingness of HR to work within this process.  If you work within this process in a timely manner, you will have a better opportunity to hire the right employee for the needs of your department and Justice FCU.

One additional part in this process is how positions are prioritized.  As you can see in the flow of selecting new employees, each piece takes time.  Therefore, a branch with no employees must take priority to a large branch that lost one employee.  Also, positions that have been open a long time move up the priority list.  The bottom line in how positions are prioritized lies in how open positions affects member service.

Here is the proper sequence of events for hiring the right employee at Justice FCU.

1. Employee Requisition Form (Appendix #1)
Every request for recruitment of a new employee requires an Employee Requisition form.  This form is found on Intramation/Document Center/Employee Center/ Recruiting/Employee Requisition Form.  To begin the process, complete this form and forward it to the HR Specialist.

This form fills two purposes. It alerts HR that you are ready to begin the search for a new employee.  It also documents the steps taken in that process.
2. Review, correct Job Description-send to HR, if needed.
Because the Job Description is a crucial piece of the hiring and selection process, it is imperative that an accurate one is available to the interviewer and Human Resources.  Often, a Job Description update is not required.  But, before sending the Employee Requisition Form to HR, ensure that the Job Description for the position about to be advertised is accurate and reflects the duties of the position accurately.
3. Announcement of job

HR has a specific way in which jobs are posted:

Internal Posting

All jobs are first posted internally on Intramation.  This allows our current employees 

the opportunity to get the first chance at the position.  All internally posted jobs have a close date, by which internal candidates must apply.

External Advertisement

If the job is not filled internally, the position is advertised using various advertising mediums.  As the cost of hiring chart shows, the jobs are listed in local newspapers, many of which have online listings included in the cost.

If it does not look like the job can be filled internally, HR will post the job internally and externally at the same time.  Internal applicants are still given priority, but advertising externally at the same time makes the job search time go more quickly.

HR also conducts uses other recruiting mediums in addition to newspaper ads. Job Fairs are held each year at Chantilly, Downtown D.C., and sometimes Justice FCU even participates in large job fairs organized by outside groups.  Also used is Credit Union posting sites.  A new addition is Craig’s List, which has worked quite well at a lower cost.
4. Resume Review

HR receives resumes by FAX, drop off, mail and the HR mailbox.  

Once received, all resumes are reviewed for qualifications.  There are two important pieces of information that are used in this process:

· The updated Job Description provides the HR Specialist a documented list of job skills that are required to be a successful hire.  The Job Description is used to determine whether or not to move to the next step in the hiring process.

· Manager information is another important factor.  If a manager does not want to hire an applicant without a specific skill and that information is communicated, the HR Specialist will use that requirement as resumes are reviewed.  Be aware that any such requirements should be part of the updated Job Description and should be legal.
5. Telephone Screening (Appendix #2)
Once the most qualified applicants are chosen, the telephone screening process begins.  The HR Specialist calls each chosen applicant and asks pertinent questions to ascertain if the application should be considered further.

6. Top Candidates
Based on the results of the telephone screening, the top candidates are chosen.  Candidates applying for branch positions in secured locations are emailed an application to complete and return to the HR Specialist.

Candidates applying for branch positions in secured locations will have the credit check completed prior to scheduling the interview.  As the ability to pass the credit check is integral to gaining access to secured locations, this step has recently been added.  The Justice FCU job application contains written permission for the credit check, which is why it is sent out to top candidates.
Once the credit check is reviewed, if needed, and the candidate passes, an interview is set up with the department manager.  Human Resources provides the candidate the time, place, and directions to get to the interview on time.  Resumes and telephone screening forms are sent to the manager as a resource for the interview.

7. Interview by Managers
Once the manager has the resumes and telephone screening form, the interview will take place at the scheduled time.  It is the manager’s job to review the job description and prepare for the scheduled interview.  More on that later…..
After the interview, the manager completes the Candidate Appraisal Form(s) (Appendix #3), makes a hiring decision, and returns ALL Interview Action Forms to the HR Specialist.  If a decision is made, the choice can also be communicated by telephone, but all required documentation must be returned.

8. Selection

When a candidate selection is made, Human Resources will then complete the credit check, if not done prior to the interview.  Then the Background Examination is conducted and this computer check can take 2-3 days to receive, once requested.

Also, references are checked by telephone.  This is a labor-intensive process which entails contacting individuals and companies and, often, waiting for a return call.
If these screenings are positive, a decision is made by the Director of Human Resources on the salary to offer.  Compease is used to determine salary.

If a salary other than the one offered by Compease is desired, the hiring manager must request that in writing to the Director of Human Resources who has the final word on all salaries at Justice FCU.

With a salary set, the HR Specialist calls the candidate and offers the position and salary.  If accepted, the new hire is scheduled for Orientation Training and his or her first day in the department is set.
An offer letter is then sent to the New Hire with all information.  A personality test is included, which must be completed and returned on the first day of employment.

9. New Hire Orientation

All new hires are required to successfully complete New Hire Orientation in Chantilly.  Generally, NHO is a two week course, offered the first two weeks of each month.  Sometimes, depending on the needs to the New Hires, the dates, course lengths, etc. can be changed to meet those needs.

At the end of NHO, an assessment is given to each student.  This is an open-book assessment; students may use their notes, Intramation, etc.  To be successful, a new employee must score 90% on the written assessment and the Symitar assessment, if required.

An email is sent to the manager detailing the outcome of these assessments.

10. Move to Department

After the successful completion of New Hire Orientation, the new hire is moved to his or her department to begin work.  It is important to note here that new hires will require additional training on the job.  They will also require manager follow-up and coaching to become a successful employee.

An excellent tool is the use of the New Employee Checklists (Appendix #4) to help a new employee make a great start in your location.

11. 90-Day Evaluation
Once an employee has been on the job for 90 days, a 90 Day Evaluation is required.  This is a tool for coaching and building confidence.  The 90 Day Evaluation is a part of the permanent employee file maintained in Human Resources.
To hire and retain a successful Justice FCU employee, ongoing coaching, training and follow-up by the manager is essential.
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The interview process is essential for hiring the right candidate—one who will be successful in the job and will add dimension to your team.  Knowing how to interview is an essential part of your function as a manager at Justice FCU.

One important thing to consider prior to an interview is the difference between what a candidate must know and what can be taught.  Does a new teller need Symitar experience?  Nice, but that is something that can be taught.  Does a new teller need basic computer skills?  Absolutely!  In the interview, you must concentrate on required knowledge, skills, and abilities for the job.
One thing that cannot be taught is attitude.  You cannot coach attitude; you can only demonstrate it and hope it rubs off on the employee.  One of the most important elements of hiring the right candidate is attitude.  Hire for attitude—you can teach the rest.

Prescreening Interviews

Prescreening interviews are normally handled by the Human Resources department of any organization.  They are helpful when a large number of applications are received for an open position.  The Human Resources employee asks specific questions to determine the qualifications of an applicant.  The Telephone Screen Form is the standard used for all prescreening at Justice FCU.
Using this form, the HR professional is able to judge the basic qualification of a candidate, prior to forwarding the resume to the manager for review.

In-person Interviews

This is an in-depth interview where the manager has the opportunity to speak with a candidate, ask pertinent and legal questions to determine the suitability for the job.  There are several styles of interviews that may be used:
· Structured Interview  The interviewer creates a series of questions, based on the requirements of the job.  Each candidate is asked the same series of questions.  The purpose of this interview style is to obtain similar information from each candidate, which makes decision making simpler, in most cases.

· Patterned Interview  The interviewer asks each candidate similar questions, based on the knowledge, skills, and abilities required for the job.  The questions, however, are not the same for each interview.  Again, the similarity of the questions asked helps in the decision making process.

· Stress Interview  The interviewer assumes an aggressive posture during the interview and asks tough questions.  This is especially effective for positions with high stress, such as law enforcement, air traffic controllers, etc.
· Directive Interview  This is a highly structured interview style.  Standard questions are asked, and the interviewer maintains strict control on the interview.

· Nondirective Interview  The interviewer asks open questions, but lets the candidate control the interview.  The response given to a question indicates the next question to ask.  This type on interview elicits impressions of the candidate, but does not emphasize the required knowledge, skills, and abilities, which can make the decision making process difficult.

· Behavioral Interview  The interviewer focuses on how the candidate handled situations in the past (real experiences elicited through the questions asked).  The interviewer asks very specific questions to determine the knowledge, skills, and abilities of the candidate.  When answering those questions, the candidate is asked to discuss a specific situation where that knowledge, skill, or ability was used.  The interviewer looks for three key pieces of information:  the description of the task or situation, the action taken, and the result or outcome.  The behavioral interview combines techniques of the structured interview with the nondescriptive interview.  With this style, the interviewer assesses the knowledge, skills, and abilities of the candidate, and gets to see how work is accomplished.
Behavioral interviews also provide a glimpse of the most important hiring element:  attitude.  By understanding how a candidate handled real situations in the past, the interviewer will also be able to get a feel for the candidate’s attitude in that situation.

Interview Preparation
Once you have received resumes from Human Resources, take a hard look at the updated Job Description.  Ascertain the important knowledge, skills, and abilities required to be successful in the job.  Think about what attitude this new employee needs to become successful and work well within your team.  Then write a series of questions to ask each candidate.
	Position:  Travel/Conference Coordinator
	Date:  June 2006

	Classification: Admin/Operations II
	FLSA:  Non - Exempt

	Reports To: Marketing Manager 
	Supervises: None           

	Department:  Marketing
	Travel:  30%


JUSTICE FEDERAL CREDIT UNION

	PRIVATE 
PRIMARY JOB FUNCTION/JOB SUMMARY

· Responsible for travel arrangements for all Justice FCU employees traveling for credit union business.  The arrangements include flights, trains, vehicle rental, and hotel reservations.

· Responsible for researching and coordinating Justice FCU participation at credit union and affinity group conferences.

	ESSENTIAL DUTIES AND RESPONSIBILITIES

· Researches conferences available for business development activities within the credit union industry and affinity groups at Justice FCU, using the Business Development Officer and Branch Managers as resources.

· Liaisons between the group organizing the conference, and the business developmental personnel from Justice FCU who will attend.

· Makes all arrangements for conference participation, including registration and travel arrangement for Justice FCU personnel.

· With the assistance of the Marketing Specialist, obtains all materials required for the conference, and ships them to the needed location in a timely manner.

· Makes travel arrangements, to include flights, train reservations, vehicle rental, and hotel, all within budgetary constraints.

· Coordinates New Hire Orientation travel with the manager of the new employee, and completes all reservations within budgetary constraints.

· Negotiates and oversees the cab voucher program.  Is responsible for cab voucher inventory tracking.

· Negotiates best rates and services required with hotels near the Chantilly headquarters.

· Plans the annual Holiday Party.

· Performs other duties as assigned.

	REQUIRED KNOWLEDGE AND ABILITIES PRIVATE 

· Strong attention to detail and follow through
· Strong knowledge of travel reservation software
· Strong interpersonal skills

· Strong negotiation skills.
· Effective oral and written communication skills



Some things to consider:

· What KNOWLEDGE must a successful candidate have for this position?  What questions will help determine this?
· What SKILLS must a successful candidate have for this position?  What questions will help determine this? 
· What ABILITIES must a successful candidate have for this position?  What questions will help determine this?
· What ATTITUDE must a successful candidate have for this position?  What questions will help determine this?
Exercise

Using the Job Description, write a series of questions you would like to ask each candidate for this position to determine the qualities each possesses.
Standard questions I would ask each candidate for this position:
1. ______________________________________________________________________________________________________________________________________

2. ______________________________________________________________________________________________________________________________________

3. ______________________________________________________________________________________________________________________________________

4. ______________________________________________________________________________________________________________________________________

5. ______________________________________________________________________________________________________________________________________

6. ______________________________________________________________________________________________________________________________________

7. ______________________________________________________________________________________________________________________________________

8. ______________________________________________________________________________________________________________________________________

9. ______________________________________________________________________________________________________________________________________

10. ______________________________________________________________________________________________________________________________________

Important Employment Legislation
There are many laws, acts, and regulations that apply to employment practices, before an applicant is hired.  Below is a list of Federal regulations that apply to employment practices at Justice FCU, but there may also be state specific ones you must consider:
Title VII of the Civil Rights Acts (1964)

This is the cornerstone of federal antidiscrimination legislation.  It prohibits discrimination in employment and was passed to bring about equality in hiring, transfers, promotions, compensation, access to training, and other employment related decisions.  It prohibits discrimination or segregation based on race, color, national origin, religion, and gender in all terms and conditions of employment.  Title VII was amended by the Pregnancy Discrimination Act of 1978, which makes it illegal to discriminate because of pregnancy, childbirth, or other related conditions.
Age Discrimination in Employment Act (1967)
This act prohibits discrimination in employment against persons over 40 years of age.

Americans with Disabilities Act (1990)
This act protects qualified individuals with disabilities from unlawful discrimination in the workplace, including access to training and career development.  A qualified individual with disabilities is one who can perform the essential duties of the job with or without reasonable accommodations.  For example, a qualified individual might require special computer equipment to do the job.  This can be seen as a reasonable accommodation to the disability.
Based on these laws, it is important that the questions asked in an interview are not discriminatory in any way.  Otherwise, a lawsuit may be initiated and won if the job interview discriminated in any way.
Can I ask……?
Look at the questions below and decide if they are appropriate to ask, during the interview, based on the legislation discussed above.

	Question
	YES
	NO

	That’s an interesting name.  What’s its background?
	
	

	Are you over the age of 18?
	
	

	Do you have any relatives working at Justice FCU?
	
	

	Do you have reliable child care providers?
	
	

	Tell me about your college experience.
	
	

	Can you explain your disability to me?
	
	

	Have you ever been convicted of a crime?
	
	

	Who is your emergency contact?
	
	

	Do you have reliable transportation to get to work?
	
	

	Do you use your married or maiden name?
	
	

	Are you in the National Guard?
	
	

	Can you work from 10-7, Monday through Friday?
	
	


Are the questions you wrote above legal? Review the chart on the next page.  Then revise your questions, if needed.

	Category
	May Ask
	May Not Ask

	Gender and Family Issues
	· If an applicant has relatives already working at Justice FCU
	· Number of children

· Marital status

· Spouse’s occupation

· Child-care arrangements
· Health-care coverage through spouse

· Maiden Name (of married women)

	Race
	· No questions may be asked
	· Applicant’s race or skin color
· Photo to be affixed to the application

	National Origin or Ancestry
	· Whether the applicant has a legal right to be employed in the U.S.
· Ability to write/speak English fluently (if job related)

· Other languages spoken (if job related)
	· Ethnic association of surname
· Birthplace of applicant or applicant’s parents

· Nationality, lineage, national origin

· Whether the applicant is a citizen of another country

· Applicants native language

	Religion
	· Whether the applicant is able to work on the days and times required by the job
	· Religious affiliation
· Religious holidays observed

	Age
	· If the applicant is over age 18
· If the applicant is over age 21 (if job related)
	· Date of birth
· Date of high-school graduation

· Age

	Disability
	· Whether applicant can perform essential job related functions
	· If applicant has a disability
· Nature or severity of disability

· Whether the applicant has ever filed a workers’ compensation claim

· Past medical problems

	Other
	· Convictions
· Academic, vocational or professional schooling

· Membership in professional or trade association related to the job

· Job references
	· Number and kinds of arrests
· Height or weight unless a bona fide occupational qualification

· Veteran status, discharge status branch of service

· Contact in case of emergency (appropriate to ask when hired)


Source:  Society of Human Resource Management

The time has been set, the questions are ready, but what are some considerations when conducting that all important interview?
Interviewer Biases

From reviewing the legislation that covers hiring practices, it is clear to see that interviews must be held in a manner that avoids legal issues.  It is very easy to make mistakes or even inappropriate selection choices based on misinterpreting information received in an interview.  You must take precautions to ensure that any preconceptions you have do not overly affect your judgment or break any laws.
Here are some common biases that can cloud judgment:

Stereotyping

This involves forming generalized opinions about a candidate based on prohibited factors, such as race or religion.  It can also include mundane topics like the applicant’s ability to get to work on time if they live a long distance from the job.  For example:  presuming that someone who lives in Frederick, Maryland is too far away from Chantilly to be on time everyday is stereotyping.

Inconsistency of Questions
This involves asking different questions of each candidate.  For example, if you only ask men if they can sit behind a desk all day, you are walking a thin line of legality.

Negative Emphasis

This rejects a candidate because of negative information observed in the interview.  It often happens when subjective factors like dress or non-verbal communication taint your judgment.  For example, a qualified candidate with a nose ring is rejected, due to the interviewer aversion to this.  This is a bias.
Halo/Horn Effect

This happens if you allow one strong point you value to overshadow all information received from a candidate.  When it works to the candidate’s favor, it is the Halo Effect; to the disfavor of the candidate, it is the Horn Effect.  For example, if you value timeliness in an employee strongly, you might reject an otherwise excellent candidate because he got lost on his way to the interview and was late.
Cultural Noise

Candidates are interviewing for a job they want.  As a result, they will not be willing to provide unfavorable information.  As a result, the candidate may give a politically correct answer that is only partially true.  For example, you ask a candidate why she is applying for a position with less responsibility.  The candidate might tell you it is ok, although this is not really the case.
Nonverbal Bias

With this, undue emphasis is placed on nonverbal cues that are not job related.  For example, a candidate acts very nervous during the interview and is rejected based on that factor.

Contrast Effect

If a strong candidate interviews after a weak candidate, the stronger candidate may seem even better than she really is to the interviewer, without a complete assessment of the job related skills.  For example, the first candidate seems completely uninterested in the position, the next candidate has a very friendly nature, and is hired based on the contrast with the unqualified applicant, without looking at the more required knowledge, skills, and abilities to be successful in the job.
Similar to Me

This is choosing candidates based on personnel characteristics they have, rather than on job related criteria.  For example, a GEN X interviewer hires another GEN X applicant rather than a Baby Boomer with more skills.  Besides the obvious problem with the Age Discrimination Act, the interviewer is choosing an applicant “similar to me.”
Exercise

Are you able to recognize bias or the lack of bias, based on what a candidate says and does during an interview?  Read each scenario below.  Then decide whether the interviewers take on the candidate includes bias.  Try to identify what type of bias is occurring, if you feel there is bias.

Scenario #1

Candidate:  During an interview for a teller position, the candidate stated that he had cash handling skills during several retail jobs.  This was also reflected on the resume and job application.

Interviewer:  Although the candidate scores a solid four on the Candidate Appraisal Form, the interviewer decides not to hire this individual, due to a lack of banking experience.

Is this bias? Why or why not?  ________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

If it is bias, what type?  __________________________________________________

Scenario #2

Candidate:  During an interview for a department position, the candidate stated that she has four small children at home.

Interviewer:  Although the candidate has good scores on the Candidate Appraisal Form, the interviewer decides not to hire this individual.  The interviewer has fears that the candidate will not be reliable, due to childcare issues.

Is this bias? Why or why not?  ________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

If it is bias, what type?  __________________________________________________

Scenario #3

Candidate:  The candidate for the position of loan processor was very likeable and seemed quick and alert during the interview.  Her attire was appropriate for the position, she arrived on time, and had the required aptitudes for the job.  During the interview she stated that her attention to detail had always been a problem for her, although it did not cause problems on the job.

Interviewer:  The interviewer made a decision not to hire this candidate, although her scores were very good.  Attention to detail is a large part of the loan processor position and could cause grave errors that could impact member service.
Is this bias? Why or why not?  ________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

If it is bias, what type?  __________________________________________________

Scenario #4

Candidate:  The candidate interviewed was over 40 years old. 

Interviewer:  This candidate scored a 5 on knowledge, skills and abilities and had several years of experience at Chevy Chase Bank.  The interviewer was younger, as was the staff, so the decision was made not to hire this candidate.  The reason provided was that he might be slow to learn and would not fit in with the team.

Is this bias? Why or why not?  ________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

If it is bias, what type?  __________________________________________________


When you conduct an interview, there is a range of skills and abilities required to successfully choose the right candidate.  Here are some guidelines to follow:

Rapport

Develop an open and friendly relationship with the candidate.  This will make the candidate relax, and be more open during the interview process.  

· Greet the candidate warmly, shaking hands, making eye contact.

· Display sincere interest in the candidate.

· Listen carefully and empathetically to the candidate at all times.

Listening

This is absolutely essential to an interview.  The candidate should do 80% of the talking.  If you are doing more than 20% (asking questions and waiting for responses), you are talking too much.  Be sure to use a reflective listening technique that lets the candidate know you are listening, and probes for understanding.
· Paraphrase what the candidate said:  “What I hear you saying is…”

· Reflect the feelings of the candidate:  “You seem to be feeling….”

· Reflect the meaning of the candidate:  “You think that occurred because….”

· Summarize for understanding:  “I understand you want this position because….”

Observe Nonverbal Behavior

Watch the nonverbal behaviors of the candidate during the interview.  Watch facial expressions, body language, etc.  Watch for inconsistencies between nonverbal behaviors and what the candidate says.  But be careful, as the interpretation of nonverbal behavior is subjective and can bias the interviewer.

Also note that the nonverbal behaviors of the interviewer are being assessed by the candidate.  The nonverbal clues you give can influence whether or not an offered job is accepted.

Ask Questions

You have written a list of questions to ask the candidates, so stick with it.  Use open-ended questions.  These require the candidate to speak thoroughly about the subject.  Use questions that typically begin with why, what, how, tell me about.

Closed-ended questions should only be used to gain specific information, and can usually be answered with a yes or no.

Provide Realistic Information

Be aware that Human Resources generally does the phone screen only.  It is your responsibility to “sell” Justice FCU to the candidate.  Provide specific and correct information about Justice FCU and the job.  Have the job description and allow the candidate to read it.  Provide specific information about scheduled work times, expectation, etc.  Do not make promises or predictions.
One very important areas of discussion should be our superior benefit package.  Be sure the candidate understands all the benefits offered.  This is a great selling point, so use it!  If you need assistance in providing up to date benefit information, Human Resources can help.
Take Notes

As you will probably interview several candidates, you must take notes at the interview to help you remember key points.  It is not necessary to ask the candidate’s permission.  It is important to note that you should use a separate piece of paper for this:  do not write notes on the resume or application at any time.

Conclude the Interview Positively

Summarize the discussion and inform the candidate about the process from that point on.  

Complete the Candidate Appraisal Form

Using your notes, complete the required Candidate Action Form.  Take time to do this, and be careful what information you include, based on the above discussion of the laws and biases.  If you decide not to hire an applicant, provide specific reasons based on the interview.  Statements like “will not fit in with team” are meaningless without back up information from the interview. 
Also, any notes taken are part of this packet and should be included, as they are legally part of the process.  Your notes may be used in any subsequent court case, so use caution about bias and discrimination when writing them.

Exercise

You are going to interview a candidate for the Travel/Conference Coordinator.  You will receive a candidate resume to review.  Use the questions you created to ascertain the knowledge, skills, and abilities required for this position.  After reviewing the resume, add pertinent questions, as needed.

This exercise will be done as role-plays.  Each participant will serve as an interviewer, as well as a candidate.

Each candidate will receive a sheet of Confidential Information.  The candidate is not to reveal any of the Confidential Information unless specifically asked for it by the interviewer.  The Confidential Information may be detrimental or favorable to the candidate.
Use the questions you wrote for this interview as your guide.  After the candidate has answered each question, rate the answer given on a scale of 1 (not so good) to 5 (fantastic).  Rate each question twice:  once for knowledge, skills or abilities you recognized and again for the attitude shown.

Remember to take notes on a separate piece of paper.  

After completing the interviews, you are now faced with the decision:  Who will make the best employee?




Criteria on Which to Base the Hiring Decision

· Knowledge  Does this candidate have the required familiarity with the required skills to be successful?  If not, can the required knowledge be taught?  For example, when hiring a teller with no background in financial services, can those skills be taught adequately to ensure success?
· Skills  Does this candidate have the ability to use current skills successfully in the workplace?  For example, does the candidate have basic computer skills?  If not, can he or she be successful with Justice FCU computer systems?

· Abilities  Does the candidate exhibit the aptitudes required for success?  For example, an applicant for loan processor admits to a lack of attention to detail. Can she be successful?  Can you teach attention to detail?

· Attitude  Is the candidate’s emotion and feeling about this job adequate to be successful?  Can the attitude be taught?  Absolutely not!  This is a critical factor in hiring and should always be considered in the decision.  For example, a candidate displays a lack of interest in the position, and asks a lot of questions about advancement opportunities.  The gut instinct you have, without including the biases discussed above, are essential
· Gut Feelings  This is a landmine in the decision making process.  Many managers use this solely as the basis for choice.  It can be filled with truths, as well as biases and falsehoods.  You will always consider your gut feeling, but do so with care.  Be able to document where those feelings came from and how you used them in the decision making process.  For example, the candidate’s posture during the interview was sloppy and he sagged all over the chair.  Does this show sloppiness, lack of attention to detail?  How far should this observation color your judgment? 
Document

Once the interview is completed, you must document each interview on the Candidate Appraisal Form.  Attach all interview notes to this form.  If you are interviewing several candidates, the Candidate Appraisal Form and notes are together and will help keep track of your impression and appraisal of each one.
The form and notes are retained by Human Resources, even if the applicant is not hired.  Your completed Candidate Appraisal form and interview notes become the part of the documentation on each applicant.  This documentation will also include information on the screening process, the resume, the application, and any background check that was completed.
In the case that an applicant claims he or she was discriminated against in the Justice FCU process, your notes and form become part of that proceeding.  

· Be careful that your notes and form do not include any information that may not be asked.  For example, “this applicant is pregnant.”

· Be complete in your assessment of the candidate, using the techniques we have discussed.

· Be sure to include your unbiased view of the candidate’s knowledge, skill, and abilities.
Exercise:  Hire the Travel/Conference Coordinator

Go back to the questions answers.  Then, add up the assessment numbers you gave each question asked in the interview.  Then divide by the number of questions asked.  Do this once for KSAs and again for attitude scores.  The complete Candidate Appraisal Form in Appendix #3.
If the product of that match is a 5 in both categories, you have a good applicant.  If it is not a 5, look back at low scores and decide if the areas lacking can be taught.  If not, you may want to reconsider the emphasis you place on that category.  Make a decision to hire the Travel Coordinator as a group.
Basic Decision Making Factors

Decision making can be influenced by several factors, and many have hired the wrong employee based on those influences.
· The department is understaffed, and employees are picking up the slack.  I need to get a body in here as soon as possible!

· I just lost a trained employee.  I need to hire someone who can walk in and do the job.  I have no time to train someone new.

· I have made bad judgments on hiring in the past.  I will keep interviewing until I get the perfect person, no matter what!

Be aware of your own prejudices when hiring.  How you and your staff are affected is a pertinent consideration, but beware of the problems that can come from those factors.

Also, consider the job.  Here is a reality check:  Who is applying to be a teller?  A Team Leader?  A Vice President?  Are you going to see an applicant with Vice President skills applying for a teller position?
Then make the decision.  It is as simple as that!


Very honestly, even highly paid headhunters can recount horror stories about hiring the wrong individual.  It will happen.  Use the tools you have learned here to make the process and make a decision.  You do not have a crystal ball.



Progressive discipline is a process, established by the Human Resources Department, to ensure that employees are notified of performance issues and that notification is documented, in case of termination.

The word “discipline” comes from the word “disciple” which means “to teach.”  The emphasis, therefore, should be on correcting undesirable conduct, rather than punishment.  The purpose of progressive discipline is to allow employees the opportunity to correct performance issues, so they can be useful employees of Justice FCU.  The purpose is NOT to punish, but to inform and assist employees along the right road.  The purpose is to retain an employee with correct behaviors.

However, should termination be the end of this chain of events, the documentation required in progressive discipline is imperative.  Without adequate documentation of poor performance, it becomes difficult to terminate an employee, even if termination is warranted.

There is, however, one caveat to this process.  If an employee’s action is grave enough to warrant immediate termination, the process would not be required.  Some examples of this would be:

· Illegal activity on the premises

· Drug or alcohol abuse

· Harassment

· Insubordination

· Failure to report to work

· Action dangerous to self or others

· Flagrant disregard of policy

For the everyday problems that exist, the steps of progressive discipline should be taken:

STEP 1:  Developmental coaching is provided to the employee.  This is documented in the Memory Jogger.

STEP 2:  A verbal Employee Counseling Form is written and provided to the employee.  The employee and the manager sign the statement.  One copy is sent to HR, one is given to the employee, and one is retained in the Memory Jogger by the manager.

STEP 3:  A written Employee Counseling Form is completed and provided to the employee.  The employee and the manager sign the statement.  One copy is sent to HR, one is given to the employee, and one is retained in the Memory Jogger by the manager.

STEP 4:  The manager and HR make assessments if the problem continues.  Further action could include termination, or additional counseling statements.

Notice the continued importance of documentation in this process.  

Exercise

In a group, look at each situation and what has occurred.  Then make the determination if this situation was handled and documented correctly for termination.

Situation:  Ellen has found it difficult to dress professionally.  As this is her first job out of high school, her manager has provided coaching on what is appropriate in his department during three developmental coaching sessions.  He documented these sessions in his Memory Jogger.  Then Ellen came to work one morning in Capri’s, a tank top and tennis shoes—obviously not professional dress.  Her manager wrote a verbal Employee Counseling Statement, had the discussion with Ellen and dispersed the documentation properly.  Two weeks later, Ellen showed up at work in jeans (not on a Friday), a sweatshirt with obscene language on it and cowboy boots.  A written Employee Counseling Statement was completed, which stated that Ellen would be terminated if she wore inappropriate attire again.  Two weeks later, she arrives inappropriately dressed.

Is this situation documented for termination?  Why or Why Not?

Situation:  Barb is also having difficulty choosing appropriate attire for the branch.  The manager has done a lot to change that, including sending her home to change five times over the last six months.  The manager makes no notations about any of this in her Memory Jogger.  Now Barb has arrived this morning in a very short mini skirt, spike heels, and a very low cut top.  The manager calls HR and wants to terminate Barb.

Is this situation documented for termination?  Why or Why Not?

Situation:  Becca has had a series of problems.  First, she was having trouble getting to work on time.  Her manager coached her, and entered those sessions in her Memory Jogger.  Becca improved and is on time now.  Then Becca had balancing problems.  One day she would be over and one day she would be short in her cash.  Again, the manager coached her and documented it in her Memory Jogger.  Becca improved.  Today Becca had a run in with a member and her manager did not like the way Becca responded, although she was not rude or nasty in any way.  Her manager has just had it with Becca.  She calls HR and asks if they could please terminate Becca for all the problems she has had.

Is this situation documented for termination?  Why or Why Not?

Completing an Employee Counseling Form

The Employee Counseling Form is an important piece of the required documentation.  It must be written accurately, focusing on the behaviors, not the personality of the employee.
It is important to remember that this form can be used to report good behavior of an employee, as well as poor performance.  Consider what a boost it would be to an employee’s morale to receive an Employee Counseling Form that highlights a project well done, or exemplary member service. 
To effectively complete the Employee Counseling Form, begin with your Memory Jogger.  Compile all the notes on previous discussions, any collaborating evidence, such as emails, etc.  Make a judgment that you have followed all the necessary steps leading up to the Verbal or Written Counseling Form.

Outline what you want to say.  It is very important that you are succinct when you write.  You must detail the dates and times of previous coaching sessions, as well as the results achieved or not achieved by the employee.

Complete the form. 

· Input the Name information at the top of the form.

· Choose the correct “Reason for Action.”  

When completing an Employee Counseling Form, please keep the following information in mind:

· All Employee Counseling Statements are filed in the employee’s Personnel File, maintained in Human Resources.  Therefore, they can be called as evidence in any legal actions that occur.

· You may use your opinions of the actions of an employee on this form.  However, it must be clearly labeled as your opinion:  “In my opinion, Sharon’s attitude has changed.”

· Employee Counseling Statements should be well written, thoroughly proofread, and corrected BEFORE they are presented to an employee.

· Human Resources or your regional manager can assist with these, if needed. 

· All Employee Counseling Statements should include specific documentation to include any of the following that are relevant:

· Coaching notes from your Memory Jogger, including the dates and events of prior discussions

· Any witness accounts

· Any corroboration of the events

· Relevant emails, written documents, etc.

· Document any Instant Messages, phone calls, etc. that are relevant

· An Employee Counseling Statement is an important part of your continued efforts to correct negative behavior.  It should be treated as such by the manager writing it.

Why is Documentation so Important?
We have talked a lot about thorough documentation.  But why is it so important?  Should progressive discipline lead to a termination, the employer must handle the process with caution and care.  Here are some steps HR may take prior to termination of an employee:

· Never dismiss summarily.  It is important to investigate and pull all the documentation together first.  Although we can fire at will, we do not really want to do that if a trained employee can be retained.

· Get all the facts to make sure the investigation is thorough, complete, and well documented.  Evidence should be collected from both sides of the issue—both the employee and those making the decision to terminate.

· Investigate promptly-don’t delay.  A misconduct investigate should be conducted quickly and effectively.  Your documentation assists with this.

· Pinpoint the reason for discharge.  These reasons must be carefully identified and articulated.  Good document makes this easy.

Following appropriate disciplinary procedures sends a constructive message to errant employees and lets them know that improvement is both necessary and expected.  Should the termination be contested, documentation of progressive discipline can help substantiate just cause and support legally defensible practices.




What does it take to HIRE a coach?  Think about these numbers:

Kirk Ferentz, coach of the Iowa Hawkeye’s, was paid $4.6 million in salary and bonus.

The average salary for an NFL Coach is $2.5 million.

An individual career coach makes $75-$125 per hour.

A leadership coach earns $200-$299 per hour.

An executive coach earns $300-$499 per hour.

Coaches, no matter what they are paid, are some of the most important people in our lives.  Good coaches can change lives.

As a manager, your job encompasses far more than keeping track of paperwork, approving ezLabor, and completing Performula Evaluations.  You have a staff that needs your guidance, support, and encouragement.  Their professional growth and development is in your hands.  Their work experience is shaped, in a large part, by what kind of manager you are.  No pressure!
Coaching is the process by which you can help your employees achieve established performance levels by explaining, demonstrating, practicing, assisting, and then giving feedback.  Much like an athletic coach, the role of a professional coach is one of instruction, support, and guidance.  You cannot coach effectively until you have set performance expectations.  You cannot coach effectively until you have observed your employee in action.  You CAN coach effectively when you approach any performance issue with patience and planning.

Coaching can help you identify areas in need of improvement.  Detecting these areas early and coaching your employees through them ensures that the correct behavior will be reinforced and then exhibited.  Constructive comments will help improve work performance.

Coaching employees who are already doing a good job can help strengthen good performance and help the employee achieve even higher levels of accomplishment.  By providing positive and constructive feedback, the employees will know if they are reaching their goals.
The Role of a Coach

Think back to a coach or mentor you have encountered.  This may be someone who coached your high school swim team, your first boss, your child’s little league coach.  Was he or she a good coach or a bad coach?  Most of us have experienced both!  A good coach is not necessarily someone who is the best athlete or supervisor.  Rather, it is someone who was able to encourage you to do your best.  As a coach, you have the opportunity to encourage your employees to do their best.  To do so, you need to inspire, encourage, and challenge your team to meet their goals. 

· Communicate Expectations


Have a game plan!  Identify expected performance by having a clear vision of 
success.  Include your team in creating that vision and that success.

· Train  


Teach your team the plays!  Show each individual how to meet your 
expectations. 

· Measure and Observe


Watch them during the game!  Observe individuals in action; don’t rely on 
someone else’s report.

· Coach


Get in the Game!  Provide coaching on a frequent and consistent basis.  Set the 
standard!  You can’t coach attitude, you can only demonstrate it.
· Reward and Recognize


Review the game film with your team!  Provide specific feedback on 
performances.

As a coach, it is vital to recognize achievement.  Though progress may be slow, your praise will encourage an employee to strive to succeed.
Communicate Expectations


Your employees have a need for direction.  By communicating your performance expectations, you are giving them a road map to succeed in your department.  Without knowing what is expected of them, they have little hope of meeting your expectations.

Take a look at The Justice FCU Hallmarks and Member Service Standards, the non-negotiable components of every member service experience at Justice FCU:  

Honesty

Integrity

Team Player

Professional

Positive Attitude

Empowering employees to build and maintain strong member relationships Just 1 experience at a time by providing personalized and superior service.

I will be a trusted advisor to each member and employee, creating loyalty and matching needs to appropriate products.

I will ensure that each member receives consistent follow-up and that all issues are resolved to the satisfaction of the member and the needs of Justice FCU.

I will act enthusiastically and honestly in all business practices, keeping in mind that what is best for the member is best for Justice Federal Credit union.

I will meet and greet the member in-person and on the phone, introduce myself, ask for the member’s name and use it in conversation.

I will provide reliable support and assistance to coworkers while working toward a common goal.  Assisting coworkers helps them provide superior member service.

I will demonstrate professionalism through my appearance, my conversations, and interactions with members and coworkers.

I will communicate effectively and professionally at all times, returning voicemail calls and emails in a timely manner.
Exercise
Are your employees currently living up to these Hallmarks and member service expectations?  Let’s take a look at why or why not?
How many of your employees consistently use these components?
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Have you set a clear expectation that all members receive this level of service?
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Write a statement that could communicate to your staff your expectation of this level of performance:
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Your expectations need to be specific and clear.  Saying “Use the member’s name during each interaction” is specific.  If an employee does not then use a member’s name, you will have an opportunity to coach him towards that goal.  If an employee does use the member’s name, you will be able to provide positive feedback on that behavior.


Training Employees to Succeed

Without proper training, there is no way for any employee to achieve set goals.  Once you have set the expectations for your team, you need to make sure they have the skills and knowledge necessary to achieve the goals.

You don’t have to do all the training yourself!  Take a look at the rest of your staff.  There are probably people you feel would be better able to train a new person on a specific procedure or software application.  Allow your expert staff members to have this opportunity to “show their stuff.”  Don’t forget that your experts need to understand how to train a new employee!

Here are some tips for training staff members:

1. Explain what you are trying to teach.

a. Make sure the employee knows what he’s learning and why he’s learning it

b. Provide examples of when he’ll use this technique—relate it to other parts of the job

2. Break it down

a. Show him each part of the procedure

b. Model the correct way to perform each piece

c. Check for understanding

3. Let him try it alone

a. Allow the employee to practice the procedure while you observe

b. Ask him to explain each part as he demonstrates it

c. Give the employee an opportunity to use the technique independently

4. Provide feedback

a. Give immediate feedback during the employee’s “practice”

b. Observe the independent effort, and provide praise and guidance when necessary
Training the Justice FCU Member Service Standards
Exercise

So now that you’ve set the expectation for your staff to follow the non-negotiable components of Member Service with every member, every time, how are you going to train them to do it?
Write down a “script” to follow for each step of the training process:
· Explain what you’re trying to teach:
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· Break It Down: 
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· Let Them Try It Alone:
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· Provide Feedback
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Don’t forget to check for understanding after each step!
Measure and Observe

Are your employees living up to the expectations you have clearly set for them?  There’s only one way to find out—look and listen.  There’s nothing like observation to find out if people are actually doing what you asked them to do.  So get out of that office and get where members are being served, with eyes and ears open.  Think of an athletic coach:  do they send in the play and then head out for a lunch break?  No way!  They’re right there on the sidelines, seeing what’s working and what might need to be changed.

Sometimes, your very presence will encourage employees to perform.  Other times, they might need some reminders.  No matter how good your initial training session was, people need to use those skills on a frequent basis for them to become truly “routine.”  Employees may need frequent encouragement until they feel comfortable with the process or procedure.

Some ways to encourage employees to follow Member Service Standards:

· Reinforce it every morning before opening your branch

· Provide employees with a checklist of the process

· Ensure that each employee has the Member Service Standards card at hand, where they can see it at all times

· Observe each employee for a set amount of time.  Tally their usage of the standards.  Reward the “winner.”
Exercise

What are some other ways you can use measuring and observation to encourage your employees to use the Member Service Standards? 

Coach!

Whether you’re coaching a basketball team to the League Championships, or coaching your employees in a new procedure, you’ve got to be right there in the thick of things, cheering them on when they do things right, and helping them correct their course when they do things wrong.

	Characteristics of Effective Coaches

	Forthright
	Coaches are willing to be straight with their employees in order to help them improve their performance.

	Patient
	Behavioral change doesn’t happen over night.  Good coaches understand this fact.

	Caring
	Coaches truly care about the employees they coach and their employees know it.

	Empathetic
	Coaches remember what it’s like to be learning something new.  They understand how it feels to be insecure, frustrated, and scared.

	Flexible
	Coaches realize that different people and different situations require different techniques.

	Friendly
	Employees are more open to coaches who are helpful and approachable.  An unfriendly attitude will discourage employees from seeking help.

	Enthusiastic
	Coaches are excited about reaching their goals and objectives, and their enthusiasm is contagious.
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Communication is the Key to Effective Coaching

Be Involved

Provide Feedback

Forms of Coaching

Coaching can take many forms.  You will most likely be utilizing more than one form of coaching when reinforcing a particular technique or procedure.  Different types of coaching are effective in different situations.

Take a look at the types of coaching below.  In what kind of situation would that type of coaching be appropriate?

· On the Spot Coaching

Use this technique for “When You See It, Say It” coaching.  This technique is best for providing frequent reinforcement, or to suggest a new approach immediately following an employee’s action.

· Observational Coaching


Ensure that sales and service standards are actually met—observe an entire 
member transaction.  Establish formal observation times so your staff is “ready 
to perform.”  Participate in the transaction if necessary; model the appropriate 
techniques.

· Follow-Up Coaching


Review past performance with an employee.  Make note of what worked 
and 
what didn’t work, and provide examples.  Include your observations.  
Brainstorm together to improve next month’s performance.  This type of 
coaching takes planning—be prepared to offer suggestions on how to 
improve, and to listen for the employee’s input.

· Never let great work go unnoticed.  When you see it, say it!

· Never let poor work go unnoticed.  Make it private and positive.

· Never let employees go down a dead-end road.
Providing Feedback

Providing feedback is crucial to good coaching.  It is an opportunity for you to share information with an employee about their performance.  As you work with employees, do you notice aspects of their work they may not be aware of?  Maybe they appear to come across too abruptly to members, or are unknowingly alienating co-workers.  The only way an employee can improve is if someone describes what he or she have observed, and recommends changes.  In the same way, if you observe a behavior that you really like and want to continue, be sure to describe it as well.  Everyone likes being recognized!

There are basically two types of feedback, both equally important in providing support, direction, and growth:

· Positive Feedback – Praise given to reinforce good behavior.
· Developmental Feedback—Information provided to help an employee do a better job next time.
A note about developmental feedback:  This is not discipline.  Coaching is providing information to employees that will help them succeed.  It can be positive, but if you see areas where an employee can improve, mention it!  When you see it, say it.
Think about the different types of feedback you’ve received.  What kinds have made you feel good?  What kinds have made you wish the person hadn’t said anything at all?  Did someone ever say something that helped you recognize you could improve?
Exercise

Think about feedback you have received, both positive and developmental.  It could be from your boss, your teammates, your spouse. 
Describe some positive feedback you have received in the last month:
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Did the person do a good job of providing positive feedback?  Why or why not?
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Describe some developmental feedback you have received in the last month:
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Did the person do a good job of providing developmental feedback?  Why or why not?
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Feedback Tips

(
Choose the correct timing

Praise is most effective when given immediately.  It helps increase the chances of the behavior happening again.  “You did a great job offering additional services to that member.  I think she really appreciated your assistance.”

Address inappropriate behavior immediately.  Do not wait until the behavior occurs again.  “I noticed you did not thank your last member.”

(
Ask for a Self-Assessment

Begin feedback by involving the employee.  Asking the employee’s opinion will create a more open atmosphere.  Employees are usually aware of their strengths and weaknesses.  Self-assessment also helps an employee take more responsibility.

(
Concentrate on behaviors, not attitudes

Instead of saying, “You do not seem to care about your job,” try, “I have noticed you haven’t greeted any members today.”  When you focus on behaviors, an employee will be more willing and able to change a specific behavior than a general attitude.

(
Be specific

Clearly state the problem by citing examples.  “During your observation today, you only used a member’s name during one transaction.  Is there some reason you have difficulty with that part of our Member Service Standards?”
(
Focus on behaviors an employee can change

Are they actually responsible?

(
Praise more than correct

Praise and encouragement can be very powerful motivators.

(
Verify that your message was understood

Ensure that the employee is clear on what he or she must do in order to change the inappropriate behaviors.  “Can you please tell me again what you must do in order to use the member’s name during every transaction?”
Reward and Recognize

In addition to providing specific individual feedback in private, public praise can inspire and encourage employees.  Creating exciting programs for both individuals and your team as a whole is very important in maintaining a positive attitude.  Studies have shown that interesting work and full appreciation of work done are the two most motivating factors for employees.  A simple “Thank you” can go a long way.  More tangible rewards are also appreciated!  Rewards can be the result of winning a contest or reaching a goal.  “On-the-Spot” awards can also be given for excellent member service or exceptional performance.

So what are some ways to motivate your staff?  Here are a few suggestions:

· “My Favorites” List

Ask your staff members for a list of their “favorites”—flower, candy bar, restaurant, music, hobbies, lunch spot, fruit, etcetera.  Ask them if there is anything else that would “entice” them to perform over and above the stated goals.  Use this list when rewarding employees.

· Games

Create a game allowing each staff member to move towards a reward by properly following the Justice FCU Member Service Standards.  Award points for each part of the standards an employee executes, deduct points for each part forgotten.

· Marble Jar

Catch them doing something good!  Keep a jar on your desk, and every time you see a staff member doing something good, put a marble in the jar.  When the jar is full, provide a reward like lunch or bagels!

· Bonus Bucks

Provide $5 in Bonus Bucks when you see an employee using member’s names consistently.

Remember, every staff member is different, and there’s no one “right way” to motivate everyone.  You need to find what works for you in your particular situation!

Here are some other great ways to motivate your employees:

· “You Done Good” Card

· Volunteer to do his least desirable task

· Have your  boss call and thank the employee

· Bell-Ringer Award—Ring a bell to recognize a job well done

· Employee Day—Free lunch for your superstar!

· Weekly one-on-one meetings

· “m&m” Award—for Marvelous and Magnificent contributions

· Create a Hall of Fame with photos of recognized employees

· “Caught in the Act of Caring” Card
· “Golden Broom” Card for a clean work area

· “Lifesaver” Award—Lifesavers and a gift certificate to a favorite store for filling two jobs at once 
· Department or Branch Wall of Fame—post positive letters or comments from members for all to see!  
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Exercise

What are some ways to motivate your individual staff members?


What are some ways to motivate your staff as a team?


What motivates you?



Coaching negative performance is never easy.  It is, however, crucial to your employee’s development and future with Justice FCU.  By ignoring poor performance, you are condoning that standard of behavior in your office.  By addressing that performance, you are enforcing the expectations you have set, and also demonstrating that you care enough about your employees to address those issues.

Before you coach an employee for poor performance, you need to ask yourself the following questions:

· Do your employees know what is expected of them?  

In order for your employees to succeed, they need to understand what they are expected to do.  By setting clear goals and standards, and communicating them to your staff, you are giving them a blueprint for success.

· Do your employees have the skills and knowledge they need to perform the tasks expected of them?

An employee needs to know how to do the job before he can be expected to perform it independently.  If an employee can’t do the job because he hasn’t been shown how to do it, you can’t coach him towards improvement.

· Does the employee know what the correct behavior is?

Perhaps she has never been informed that her behavior is incorrect.  Has someone demonstrated the correct behavior for her?  In the same way we provide training for technology and processes, we can provide training for appropriate behavior.

· Does the employee know what he is doing wrong?

Has he been told that the behavior is incorrect or inappropriate?  Unfortunately, not all employees have the background and experiences to intuitively understand appropriate professional behavior.  If no one has informed the employee that his behavior is inappropriate or incorrect, it is your job as the manager to do so.

· Can you provide specific examples of the behavior?

It can be very difficult for an employee to understand what you want if you cannot provide a specific example of the behavior that needs to be changed, as well as specific examples of the correct behavior.

· Will coaching help?

Does the employee have the ability to change if she wants to?  Is the employee motivated to change?  Certain outright policy violations or chronic inappropriate behavior will require counseling, not coaching.

Once you have answered the above questions, and determined that coaching is the appropriate approach, you need to prepare for the coaching session.  Unlike “positive” coaching, which is best done in public, all coaching for improvement should be done in private.

Before you coach poor behavior, you should be able to state your expectations in terms of behaviors—specific, measurable, and observable actions.  Make a list of the desired behaviors.  Which of the following is a better statement of expectations?

· Sally should have a more positive attitude.

· Sally should come to work on time, smile when she assists members, and help other employees.

You should also have notations of observations of the employee’s performance.  Don’t forget to observe what an employee is doing right as well as what she is doing wrong!  Also, prioritize the behaviors that need improvement and focus on the most important ones.  And don’t be afraid to “script out” exactly what you’d like to say.  This can help keep the coaching session on track.
When you coach the employee, begin by describing the problem in specific, behavioral terms:


“Sally, I have not heard you use a member’s name at all today.”

Encourage the employee to share her perception of the situation by asking open-ended questions, and listening carefully for attitudes and feelings:


“Can you tell me why you are having difficulty using member names?”

Come to an agreement about the problem, and brainstorm solutions with the employee.  Encourage the employee to develop a plan of action, and don’t be afraid to help reluctant employees participate in the solution:


“Sally, I understand your fear of mispronouncing member names.  It sounds like that is 
a big part of your reluctance to use them.  That’s a key piece of our Member Service Standards, though.  What are some ways that you can think of that would make it easier for you to overcome that reluctance?”

Agree on a solution to the problem.  Make sure it is realistic and observable—this makes future coaching and positive feedback possible!  Offer your assistance to the employee:


“Sally, I think asking members how to pronounce their names when you’re not sure is a great idea!  Also, making notes to help you remember members when they come back will be really helpful.  Would it help you to touch base with me at the end of every day and review the members you met?”

If the goals are realistic and observable, you should have no problem following up when you see the improvement!


“Sally, you have made some real improvements using member names during each transaction this week!  I noticed you asking two members how to pronounce their names, and then you made notes, so the next time they come in you’ll be ready!  And, you used names with all your regular members!  Good job!”

Coaching requires planning and preparation.  You should never coach an employee without a clear picture of what you hope to achieve.
Focus on Behavior

Rewrite the following comments so that they focus on behavior rather than attitude:
Jack just isn’t motivated.
Sue doesn’t care about her job.


Chris is lazy.

Kim is incompetent.


Lou is rude to members.


Exercise

Select a specific employee who is having difficulty following the Member Service Standards with every member.  Script out a coaching session for him or her:

Name ____________________________________________

Before you coach:  Ask yourself the questions on pages 37-38!
Describe the problem (be specific!):


What are some perceptions the employee may offer?

What types of solutions are you able to offer?  What support can you give to the employee?


What are some ways you can observe the employee’s progress and provide feedback?


Words of Encouragement

Let’s face it, even when you are being reprimanded, you don’t want to feel like a failure.  The words used in coaching are vital to ensuring that the message is received and understood.  Placing someone on the defensive using phrases like, “You never …” or “You always …” can end a session before it’s really begun.

You have improved in …

Growth and improvement are things we should expect from everyone.  If any progress is noted, there is less chance of discouragement and individuals will usually continue to try.

You can help me (us, the others) by …


To feel useful and helpful is important to everyone.  Most people only need to be given the opportunity.

Let’s try it together …


Individuals who think that they have to do things perfectly are often afraid to even attempt something new for fear of making mistakes or failing.

You would like me to think you can’t do it, but I think you can …

This approach can be used when employees say or convey the impression that something is too difficult for them and they hesitate to try.  An individual who tries and fails can be complimented for having the courage to try.  One’s expectations should be consistent with the person’s ability and maturity.

I like you, but I don’t like what you did …


People frequently feel disliked after having made mistakes.  It can be very de-motivating for a person to think that he or she isn’t liked.  It’s important to distinguish between the individual and his or her behavior, focusing on the act, not the actor.

It’s Not Just What You Say

As you know, different staff members respond differently to you.  One of the true skills of managing a variety of personality types is to be aware of your communication style and tendencies, and work to tailor your message to meet the various needs of your staff.  Especially when coaching an employee to improve his or her performance, it is critical that you spend part of your planning time identifying ways to make your message more effective by changing your choice of words, your delivery style, or the setting to maximize the employee’s receptiveness. 

Think about the DiSC profile you completed.  There was a lot of information about how others can best communicate with you.  When you are the coach, recognizing the challenges you have in communicating with others is critical for your success.   Your personal style becomes secondary to the style of the individual being coached.

If your employee has “D” tendencies …

D  Provide direct answers, be brief and to the point.  

D  Be prepared to assertively support your concerns.

D  Stress the logic of ideas and approaches.

D  Outline possibilities to get results, solve problems, be in charge.

D  Sit across from one another with some distance between you.

If your employee has “i” tendencies …

i    Provide an opportunity to talk.

i    Provide incentives for success.

i    Help work with the employee to identify ways to translate talk into action.

i    Sit next to the employee.

If your employee has “S” tendencies …

S  Provide a sincere interest in what she has to say.

S  Remind her that you are not asking for anything new or unusual.

S  Be patient, and clearly define the role you expect. 

S  Emphasize how her actions will minimize risk and “the Unknown.”

S  Sit next to or off to the side of the employee.

If your employee has “C” tendencies …

C  Provide data and documentation.

C  Don’t surprise him with new information—stick to your point.

C  Make it clear you are disagreeing with the facts, not the person.

C  Sit across from the individual.  
    
Side Track Strategies

Staying focused on the specific behavior can be very difficult during a coaching session.  Most employees will come up with a variety of reasons and excuses regarding their behavior.  By maintaining focus on the purpose of the session, and following your plan, you should be able to re-route most of the following sidetrack techniques before they become the new direction of the conversation.

(The Stall
(Characterized by phrases such as, “Okay,” and “Sure.”  Often followed by, “I’ll work on that.”  (This sidetrack ends the conversation without getting an agreement or commitment to change.  You must get the team member involved in changing the performance or work habit.

(Re-routing Technique:  After the solution has been reached, put the onus on her … “So, we agree that this week you’ll say ‘Thank you’ to every member?”

(The Self-Inflicted Wound

(Characterized by a martyr complex:  “I know, I totally do that.  I also do this …”  (This sidetrack changes the subject of the conversation and softens your message, because it takes your mind off of your reason for the conversation and gets you into a completely different discussion.

(Re-Routing Technique:  Return the discussion to the topic at hand.  “I’d be happy to talk with you about some of these other issues at another time.  For this situation, what I’d like to see is …”

(The Guilt Trip
(Characterized by attributing the problem to your lack of understanding:  “You’re always picking on me,”  “You just don’t understand …” or “I’m doing my best, what more can I do?  I’m sorry my work isn’t good enough for you.” (This sidetrack naturally makes you want to avoid challenging the individual.  Similar to the martyr complex, it attempts to lose site of your message by pitying the employee for their horrible situation and your failings.

(Re-Routing Technique:  Stick to the facts.  “This is what I need to see.  How are we going to make sure that this happens?”

(The Attack
(Characterized by going on the offensive:  “Who are you to tell me?”  “Yeah, that’s easy for you to say, you’re not the one doing the work.”  “You have no idea how much I do!” (This is one of the toughest situations to handle, because your first instinct is to strike back.  The employee is trying to make this a discussion about you, not his performance.

(Re-Routing Technique:  Stay calm and stick to the facts.  You may want to give the employee some cooling off time.  If you do, make sure you schedule a time to return to the conversation, and stick to it.  Remind the employee that this is a discussion about her behavior, not yours, but you will certainly be open to discussing her concerns at a later date.  “I’m sorry you feel that way, but that’s really not what we’re talking about.  The fact is, I’m not seeing what I need to see.  What can we do to make sure you meet these expectations?”
Exercise
Think of a performance-related discussion you had with an employee that did not go as planned.

What was the performance issue?


What was your goal for the conversation?


Did you effectively accomplish your goal during the conversation?

What went well?


What went poorly?

Did the employee use any of the “Sidetrack Strategies?”
Were you able to rescue the conversation?

If you did it over, how would you change the conversation to make it more effective?


Documentation
Whether you are coaching an employee for the first time or the fifth, you should be documenting these coaching sessions.  One way to do this is to use a Memory Jogger.  A Memory Jogger provides a chronological record of interactions and incidents with your staff members.  This resource will be invaluable when evaluation performance, or if you need to write a formal counseling statement.

Your Memory Jogger can take many forms.  It can be a manila folder, a spiral notebook, a steno pad, or a calendar.  You can keep track of employee attendance and tardiness in your Memory Jogger.  Any member letters, good or bad, should go into your Memory Jogger for use at review time.  You should make quick notes about coaching sessions you’ve had with staff members, either as a group or individually.  If, for example, you role play the Justice FCU Member Service Standards at a staff meeting, jot down a quick note of what you covered and who was there.  That way, should you have to individually coach an employee, you have a record of when you introduced the technique and whether or not he or she was at that meeting.
One important legal point about Memory Joggers:  it is alright to create a file folder for each employee to place your information.  However, if you create individual folders, it is essential that you create one for each employee.  If not, a court could look upon your actions as “picking on the employee.”  It is important to put good comments in your Memory jogger, no matter what the format, for the same reason.
Memory Jogger notations do not have to be full narratives.  You’re not writing a book, you’re just making notations to “jog your memory” for use later.  In cases of developmental coaching, you will want to keep a more detailed record of the conversation in your Memory Jogger.

Whether quick notations or more detailed paragraphs, you want all of your Memory Jogger notes to include the employee’s name, the date and any pertinent details of the incident or coaching event.  These should be objective notations-- you should not include any personal assessments or judgmental statements like “Juanita’s surly attitude towards me is really irritating.”
Common Performance Issues

While all of our employees are individuals, there are some performance issues that we all face at one time or another.  Here are some common performance issues:

· Sloppy

· Balancing Problems

· Rude to Members 

· Refuses to use Justice FCU Member Service Standards
· Unmotivated to Recommend Services 

· Unwilling to Follow Procedures

Most performance issues can be related to some basic factors that affect your employees:  Information, Environment, and Outcome.

In preparing for your coaching session, you have already examined information and environment.  You know that you have given them the information they need by setting clear performance expectations and communicating them.  You have provided an environment where training and assistance are available, and staff members have the tools and resources to do their jobs.  Another tangible environmental consideration is the physical environment in which your employees work.  Is it always too cold?  Or too hot?  Is there enough light for employees to do their jobs comfortably?  The physical environment can have a dramatic impact on your staff’s productivity level.

If you have given an employee all the information she needs to succeed, and provided an environment where she can succeed, problem performance can usually be linked to outcome.  Either employees feel there is no value in exceeding performance expectations because there is no reward or recognition, or there is no need to meet performance expectations because there is no consequence to poor performance.
Consequences

We have already examined a variety of ways you can provide positive outcomes for employees, through reward and recognition.  Employees who are not performing well need negative outcomes.  By providing consequences to their actions, employees are held accountable for their performance.  Without accountability, there is rarely motivation to change negative behavior.  This lack of consequence also has a negative effect on other employees.  A perception develops that people are being treated unfairly.

In the same way that expectations need to be clearly communicated, consequences also need to be clearly communicated.  And, consequences need to matter to employees.  Not all employees will be able to understand the impact of poor performance on their performance evaluations.  Not all employees are going to care about a performance evaluation that is months away.  Using an evaluation as leverage may be an empty threat, since there is no immediate, tangible effect of the negative behavior.

Counseling is one consequence of poor performance.  You might informally counsel employees for poor performance, keeping a record in your Memory Jogger.  If the same behavior continues to occur after informal counseling, you may choose to formally counsel an employee by writing an Employee Counseling Statement.  Employee Counseling Statement is also appropriate for outright policy violations.

Exercise

What are some other consequences you use?


A good coach knows when to praise, and when to penalize.  In coaching employees, the goal is always to encourage them to do their best, and to meet or exceed performance expectations.  By clearly communicating those standards to your employees, by providing the environment they need in which to perform, and by holding them accountable to those standards, you are giving them all the tools they need to have successful careers at Justice FCU.  Using rewards and recognition wherever possible and confronting poor performance before it becomes a problem lets your employees know that you’re on their side.

And every coach is proud to say, “I helped that player get to where she is today!” 

Am I a Good Coach?

Take an honest look at yourself when you have your coaching hat on.  Assess your performance as a coach for each of the following statements:

	
	
	Agree
	Disagree

	1.
	I set specific performance standards for my employees.
	
	

	2.
	My employees have a say in setting their own goals.
	
	

	3.
	I address behaviors, not attitudes or personality traits.
	
	

	4.
	I listen carefully to what employees say, and I paraphrase to ensure I understand what they are saying.
	
	

	5.
	I use open-ended questions to encourage employees to communicate with me.
	
	

	6.
	I encourage employees to work to identify solutions to their problems.
	
	

	7.
	I help employees develop action plans to reach performance goals.
	
	

	8.
	I meet with employees regularly to monitor progress.
	
	

	9.
	I give positive reinforcement to employees even if they haven’t done something “exactly right.”
	
	

	10.
	I genuinely care about the success of my employees.
	
	

	11.
	I make sure my employees know I have confidence in their abilities.
	
	

	12.
	I reward employees for achieving personal goals.
	
	

	13.
	I don’t use intimidation as a method of achieving performance goals.
	
	

	14.
	I take the time to explain new procedures to ensure everyone understands.
	
	

	15.
	I do not expect my employees to adapt their style to communicate effectively with me.  Rather, I assume I will need to change my communication style to get the best from my employees.
	
	

	16.
	I view coaching as one of my most important responsibilities.
	
	


Have YOU Praised Your Employees Today?


Appendix
Appendix #1:  Employee Requisition Form

[image: image14.jpg]



Employee Requisition Form

Complete the gray shaded areas and forward to HR

	Section I

	Date Requested
	     
	Branch or Department
	     

	
	
	
	

	Position Title
	     
	Work Hours
	     

	
	
	
	

	Reason for Position         FORMCHECKBOX 
  New Position      FORMCHECKBOX 
  Promotion      FORMCHECKBOX 
  Resignation      FORMCHECKBOX 
  Termination

	
	
	
	

	Person Requesting
	     
	Title
	     

	
	
	
	

	Approval Signature
	     
	Title
	     

	

	Section II 

	Date Received in HR
	     
	Salary Offered
	     

	
	
	
	

	New Employee’s Name
	     
	Start Date
	     

	
	
	
	

	Training Dates
	     
	Date to Branch
	     

	
	
	
	

	Regional Business Unit Manager Notified                           No   FORMCHECKBOX 
     Yes   FORMCHECKBOX 


	

	Section III 

	Credit Check
	No   FORMCHECKBOX 
     Yes   FORMCHECKBOX 

	Approved by
	     

	
	
	
	

	References Acceptable
	No   FORMCHECKBOX 
     Yes   FORMCHECKBOX 

	Testing (if applicable)
	Pass   FORMCHECKBOX 
     Fail   FORMCHECKBOX 


	
	
	
	

	Background Check
	No   FORMCHECKBOX 
     Yes   FORMCHECKBOX 

	Background Check Failure
	No   FORMCHECKBOX 
     Yes   FORMCHECKBOX 


	
	
	                                
	

	Offer Letter Sent
	No   FORMCHECKBOX 
     Yes   FORMCHECKBOX 

	Acceptance Received
	No   FORMCHECKBOX 
     Yes   FORMCHECKBOX 


	
	
	
	

	Fingerprinting Complete
	No   FORMCHECKBOX 
       Yes   FORMCHECKBOX 

	Date
	     

	

	Completed forms should be faxed to the HR Department at (703) 814-8907.




Appendix #2:  Telephone Screen Form

Justice Federal Credit Union

Telephone Screen Form

Position:  

Candidate Name:  






Phone #:  

	Date
	Called By
	Result

	
	 FORMDROPDOWN 

	No Contact   FORMCHECKBOX 
     Message  FORMCHECKBOX 

Phone Screen   FORMCHECKBOX 
      

	     
	 FORMDROPDOWN 

	No Contact   FORMCHECKBOX 
     Message  FORMCHECKBOX 

Phone Screen   FORMCHECKBOX 
      


1. What prompted you to submit your resume for the       position?

2. Have you applied for a position with Justice FCU in the past?

3. The hours for this position are_____________________________________. Is this acceptable?
4. How has your prior or current work experience prepared you for this position? (For CSR, ask about call center experience, Teller, cash handling…)

5. The salary range for this position is _____________________________________. Is this acceptable?

6. Justice FCU requires candidates who have a clean credit history.  We look for judgments, collections and late payments.  Do you foresee a problem being able to successfully complete a credit history check?

7. Justice FCU conducts background checks on all our applicants. We check for felony and misdemeanors within the last 10 years. Do you foresee a problem being able to successfully complete a background check? (Ask about security clearances, if applicable) 

Additional Comments


Appendix #3:  Candidate Appraisal Form
JUSTICE FEDERAL CREDIT UNION CANDIDATE APPRAISAL

Interviewer Name: __________________________________ Date: ______________________

Candidate: ________________________________ Position: ____________________________

Rate the candidate on each topic below.  1 = Poor, 5= Outstanding

Knowledge

Does this candidate have sufficient knowledge to be successful in the position?

○  1       ○  2       ○  3       ○  4       ○  5 
Skills

Does this candidate have sufficient skills to be successful in the position?

○  1       ○  2       ○  3       ○  4       ○  5
Abilities

Does this candidate have sufficient abilities to be successful in this position?

○  1       ○  2       ○  3       ○  4       ○  5
Attitude

Does this candidate have the correct attitude to be successful in this position?
○  1       ○  2       ○  3       ○  4       ○  5
Add the scores received by this candidate and divide by five:  __________________

5 Has the required KSAs and attitude:  make every effort to hire this candidate.

4 Has most of the required KSAs and attitude:  worth pursuing.

3 Has acceptable KSAs and attitude:  Will require additional training to become successful.

2 Has unacceptable KSAs and attitude:  do not pursue.
1 Has no KSAs and attitude to become successful: this candidate is inappropriate for our organization.

Offer the position: Yes __________ No ___________

_______________________________

Signature of Interviewer

Please add comments on the next page.

COMMENTS

Add comments that will help Human Resources understand why the candidate is to be hired or is rejected below.

______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________

______________________________________________________________________________

Date: _______________________________

RETURN PROMPTLY TO HUMAN RESOURCES

Appendix #4:  New Employee Checklists

Manager’s New Employee Checklist
Branch Non-Teller Staff

First Day

□  Welcome to the branch, introduction of the staff, and branch tour.
□  How to gain branch entrance.
□  Apply for security clearances needed, if not already accomplished.
□  Role of the supervisor.  
□  Reinforcement of the Justice FCU Vision Statement.
□  Work hours and expectations.  

□  Breaks and lunch periods.  Include where to get lunch.

□  Introduction to the employee’s new workspace.

□  Use of telephone, including emergency phone numbers and procedures.

□  Provide the inclement weather number and when to call.

□  Obtain employee emergency information.
□  Verify the employee’s ability to sign on the computer.
□  Parking, Metro Pass, etc.
□  Reporting illness and requesting PTO, including who and when to call for time off.
□  ezLabor reinforcement.  (provide reminder tentcard)
□  Employee observes work processes performed by an experienced role model.
First Week
□  Discussion of job description.
□  Member service expectations.
□  Performance standards expected (work quality and quantity requirement).

□  Probationary period and performance evaluations.

□  Branch procedures and policies.

□  Branch policies:  opening new accounts, closing accounts, selling official checks, etc.

□  Organizational reporting structure and Organizational Chart.

□  Branch dress and personal appearance standards.
□  Specific location security standards, such as fire drill procedures, etc.
□  Appropriate use of computers, telephones, e-mail, equipment.
□  How to obtain supplies.

□  Use of inter-office mail.
□  Introduction to specific branch equipment and instruction on their use.

□  Observe branch transactions performed by an experienced role               model.
Second Week
□  Begin to complete member transactions under the observation of an experienced role model.
□  Reinforce cross-sales and sales objectives and skills.

□  Keeping the workstation clean.
□  Continue observation of and feedback on member service skills.
□  Continue feedback on the completion of member transactions.
Week Three

□  Feedback on job skills.

□  Feedback on member service skills.

□  Feedback on sales skills.
□  Discussion of ongoing educational possibilities:  tuition assistance, ongoing training opportunities, CUES (include sign on instructions).

□  BCP Plan:  locations and responsibilities.

Ongoing

□  Feedback on job skills.

□  Feedback on member service skills.

□  Feedback on sales skills.
Manager’s New Employee Checklist
Branch Teller

First Day

□  Welcome to the branch, introduction of the staff, and branch tour.
□  How to gain branch entrance.
□  Apply for security clearances needed, if not already accomplished.
□  Role of the supervisor.  
□  Reinforcement of the Justice FCU Vision Statement.
□  Work hours and expectations.  

□  Breaks and lunch periods.  Include where to get lunch.

□  Introduction to the employee’s new workspace.

□  Use of telephone, including emergency phone numbers and procedures.

□  Provide the inclement weather number and when to call.

□  Obtain employee emergency information.
□  Verify the employee’s ability to sign on the computer.
□  Parking, Metro Pass, etc.
□  Reporting illness and requesting PTO, including who and when to call for time off.
□  ezLabor reinforcement (provide reminder tent card).
□  Employee observes teller transactions performed by an experienced teller role model.
First Week
□  Discussion of teller job description.
□  Member service expectations.
□  Performance standards expected (work quality and quantity requirement).

□  Probationary period and performance evaluations.

□  Branch procedures and policies.

□  Branch teller policies:  cash limits, check cashing, use of official checks, etc.

□  Organizational reporting structure and Organizational Chart.

□  Branch dress and personal appearance standards.
□  Specific location security standards, such as fire drill procedures, etc.
□  Appropriate use of computers, telephones, e-mail, equipment.
□  How to obtain supplies.

□  Use of inter-office mail.
□  Introduction to specific branch equipment, such as the check encoder, and                   instruction on their use.

□  Observe teller transactions performed by an experienced teller role               model.
Second Week
□  Begin to complete member transactions under the observation of an experienced teller role model.
□  Learn branch balancing skills and requirements.
□  Cash handling:  strapping, selling, interteller transactions, etc.

□  Keeping the workstation clean.
□  Continue observation of and feedback on member service skills.
□  Continue feedback on the completion of teller transactions and balancing.
Week Three

□  Feedback on teller skills.

□  Feedback on member service skills.

□  Discussion of sales and cross sales skills, requirements and goals.
□  Discussion of ongoing educational possibilities:  tuition assistance, ongoing training opportunities, CUES (include sign on instructions).

□  BCP Plan:  locations and responsibilities.

Ongoing

□  Feedback on teller skills.

□  Feedback on member service skills.

□  Feedback on sales and cross sales skills efforts and abilities to meet quotas.

Manager’s New Employee Checklist
New Department Staff

First Day

□  Welcome to the department, introduction of the staff, and department tour.
□  How to gain building entrance and the importance of security.
□  Role of the supervisor.  
□  Reinforcement of the Justice FCU Vision Statement.
□  Work hours and expectations.  

□  Breaks and lunch periods.  Include where to get lunch.

□  Introduction to the employee’s new workspace.

□  Use of telephone, including emergency phone numbers and procedures. 

□  Provide the inclement weather number and when to call.

□  Obtain employee emergency information.
□  Verify the employee’s ability to sign on the computer.
□  Parking.

□  Reporting illness and requesting PTO, including who and when to call for time off.
□  ezLabor reinforcement (provide reminder tent card).
□  Employee observes work processes performed by an experienced role model.
First Week
□  Discussion of job description.
□  Member service expectations.
□  Performance standards expected (work quality and quantity requirement).

□  Probationary period and performance evaluations.

□  Department procedures and policies.

□  Organizational reporting structure and Organizational Chart.

□  Department dress and personal appearance standards.
□  Specific location security standards, such as fire drill procedures, etc.
□  Appropriate use of computers, telephones, e-mail, equipment with emphasis on Justice FCU standards.

□  How to obtain supplies.

□  Use of inter-office mail, FedEx, etc.
□  Introduction to specific department equipment and instruction on their use.

□  Observe department work processes performed by an experienced role               model.
Second Week
□  Begin to complete department work processes under the observation of an experienced role model.
□  Reinforce cross-sales, sales objectives and skills.

□  Keeping the workstation clean.
□  Continue observation of and feedback on member service skills.
□  Continue feedback on the completion department work processes.
Week Three

□  Feedback on work processes.

□  Feedback on member service skills.

□  Feedback on sales skills.
□  Discussion of ongoing educational possibilities:  tuition assistance, ongoing training opportunities, CUES (include sign on instructions).

□  BCP Plan:  locations and responsibilities.

Ongoing

□  Feedback on work completion and accuracy.

□  Feedback on member service skills.

□  Feedback on sales skills.
Appendix #5:  90-Day Evaluation

JUSTICE FEDERAL CREDIT UNION

90 DAY INTRODUCTORY PERFORMANCE EVALUATION

Employee Name Title:

Supervisor Name: Title:

Review Date: 





Next Review:

INSTRUCTIONS TO RATER

Please complete for all 90 day introductory periods…new hire, promotion, transfer.

1. Constructive comments on employee's strengths and how they can be developed even

further.

2. Constructive comments on areas for improvement and how they can be strengthened.

Please check the appropriate space:

The employee is meeting the expectations for this position.

The employee is not meeting the expectations for this position.

Recommendations:

This evaluation has been discussed with me. Reviewed by:

___________________________________ ________________________

Employee Signature Date

___________________________________ ________________________

Evaluators Signature Date

___________________________________ ________________________

Human Resources Dept. Date
Interviewing Applicants





Focus on Management





Janelle is the branch manager.  Recently there have been major staffing issues in her office.  She desperately needs to hire two tellers.





Human Resources has sent her a stack of resumes to review, but she is so busy that she has not found time to review them.  She called HR and asked the HR Specialist to telephone screen the applicants, check the credit and schedule interviews for the best candidates.  She lets Human Resources decide who to send for interviews to save her time.





Interview day has arrived and Janelle has two candidates sent by Human Resources.  The morning has been hectic and already the first candidate is waiting to interview.  She has not even looked at the resumes sent to her for these interviews!  But, with the applicant on premises, she goes ahead with the interview.





During the interview, Janelle asks some standard questions she has used in the past.  As the candidate responses, Janelle is busily reading the resume to see if there are further questions to ask.





After the interview, Janelle quickly completes the candidate appraisal form, using only her memory and impressions to document the experience.  She just can’t decide if this is the right person to hire.











Interview:  a formal consultation to evaluate qualifications of a prospective employee.





Abilities:  natural aptitudes or acquired proficiencies.





Skills: the ability to use one's knowledge effectively and readily in execution or performance.





Knowledge:  the fact or condition of � HYPERLINK "http://209.161.33.50/dictionary/knowing" �knowing� something with familiarity gained through experience or association.





Attitude:  a mental position with regard to a fact or state or a feeling or emotion toward a fact or state





Focus on Management





Sam has reviewed resumes, scheduled, and completed a series of interviews for a teller.  He used all the skills learned in L.E.A.D. for Managers and feels strongly that his decision is great.





Sinese attended new hire orientation, spent several months training in another branch until her security clearance was approved.  Now, she is cleared and in place and ready to become a part of Sam’s team.





After one month, another teller comes to Sam.  She explains that she thinks Sinese may be kiting checks.  She has taken deposits from Sinese, drawn on SunTrust Bank day after day. If she is not available, Sinese goes to another teller, making these deposits every day.  About five minutes after the transactions are posted, Sinese goes out to the ATM and withdraws funds.  The teller is worried, as the Assistant Manager had given her permission not to place holds on the funds, as they were all local checks.  But the teller is certain that the assistant manager has no idea how frequently these checks are deposited.





Sam does his research and discovers without a doubt that Sinese is kiting checks and she is terminated.





Could Sam have foreseen this in the interview?














Coaching





Focus on Management





Two new tellers have been hired.  Mary and Ken have attended New Hire Orientation for two weeks, where each learned Symitar, products and services, etc.  Now they have returned to the branches where they will work.





Mary arrives at the branch.  Beth, the branch manager, has an extended conversation with Mary.  She provides a variety of information for Mary, including work hours, the best Metro stop to use, what to do if Mary is unable to come to work, etc.  After the conversation, Beth takes Mary on a tour of the building, introduces her to the staff, and shows her the location of the lunchroom and bathroom.  Mary is assigned to work with another teller for on-the-job training for several weeks, and the process of how she will learn is laid out.





Ken arrives at the branch.  As his manager arrives, she merely waves “hello!” to him and goes to her office.  Ken doesn’t know what to do or where to go, so he stands uncomfortably in the lobby, until the head teller notices him and brings him behind the teller line.  He is told to watch the head teller that day, so he sits behind her station and is bored to tears.  He has a lot of questions, but no one seems to care.





Which employee is off to the best start?  Which employee is likely to become an outstanding employee?











Coaching:  to instruct, direct, or prompt: to train intensively with instruction and demonstration.





Focus on Management





The new hire, Gary, had been to the branch about five weeks ago for an interview.  After being hired, he spent two weeks in Chantilly at New Hire Orientation.  Today is his first day to report to the branch as a new employee.





No one contacted him, so Gary got the address of the branch and found a map on Mapquest.  Then he tried to compare the Mapquest map with the Metro Map to find his route to work.  After some struggle, Gary decided to get off at the Smithsonian stop.  When he got off the Metro, he became confused about which way to go and got lost getting to the branch.  He arrived late for work on his very first day.





Did Gary have the guidance he needed or was he on a road to nowhere without directions?





























Focus on Management


Its Tom’s first day at the branch.  He is introduced to co-workers, shown around the branch, and asked to log into ezLabor.  He has a meeting with his boss, Juanita, regarding the job and her expectations of his performance.  Juanita gives Tom a really important task—preparing an official check for a valued member.  The member called in the request and will be coming in an hour to pick it up.





Juanita set some clear expectations for Tom.  He knows what he is supposed to do and when it needs to be completed.





But there is one problem:  Tom doesn’t know how to prepare an official check.





Without proper training, can Tom be successful?
































Focus on Management





Jenna has been a teller for 7 months.  Last month, Dorena, the branch manager, had a staff meeting where she made it clear to her staff that she expected the use of the Justice FCU Member Services Standards with every member interaction.  Jenna’s previous manager hadn’t made too big a deal about these standards, but it seems to really matter to Dorena.  The training session at the staff meeting included role-plays and was a lot of fun.  At the end of the meeting, Dorena had declared the staff “ready for action” and told them to use the standards with every member, every time.





Jenna worked really hard to use the standards and has gotten into the habit of using the member’s name, and greeting each member in a friendly manner.  Jenna is really proud of herself.  But, no one seems to notice and she begins to revert to her old, self taught mannerisms.





What did Dorena do correctly and where should she improve her coaching?




































































































































































Accuracy





Effort





Dependability





Member Service





Helpfulness





New Skills





Professional Attire





Job Knowledge





Neatness





Progressive Discipline:  a system of increasingly severe penalties for each time an employee is disciplined for workplace problems.





Focus on Management





Sarah was late this morning.  This is the third time she has been late in the last week.  Her manager, Allen, coached her the first and second time, setting the expectation that Sarah be on time every morning, and how a late employee affects the entire department adversely.  Allen just thought that since she was new, the trip to work was taking longer than she had planned.  She agreed to leave earlier in the morning to arrive on time.  Allen had noted this coaching in his Memory Jogger.





Now she is late again and Allen feels the need to formally document these discussions in writing.  He completes a written Employee Counseling Statement, forgoing the verbal statement, since he has already had these discussions verbally with Sarah.  In it, he documents his previous coaching sessions and includes the solutions determined.  He explains that she has not arrived on time today and states that if she is not timely from here on out, she will be terminated.





He sits down with Sarah, explains the purpose of the Employee Counseling Statement and lays out exactly what she needs to do and what will happen if she fails to do it.  Sarah cries and has excuses, but Allen proceeds through the discussion and makes certain she understands that it she is late again, she will be terminated.  





Did Allen pursue the correct course of action?











Progressive Discipline





The Cost of Turnover





Hiring Process





Focus on Management





Setoia just lost an employee in her department.  She is now down two employees and can see the effect this shortage is having on her staff.  Since she has so much other work to do, that she puts aside the matter for several days.





One morning she comes in and adds the new employee search to her “To Do” list.  Several more days go by without any action on her part.  When she approves payroll, she notices that several employees have 10 or more hours of overtime, and that two employees had taken PTO.  Is her staff burning out?





The next morning, she calls HR and says she needs to hire some employees, ASAP!  HR requests an upgraded job description and an employee requisition form before the search is begun.  Setoia just does not have time for that, so she delays the process again.  In desperation, she calls the HR manager.  She wants to avoid her work in this, so the process can begin.





Ads are placed, and candidates are screened in HR.  Then resumes are forwarded to Setoia.  Over a three week period, she reviews the resumes, and HR calls the candidates to set up appointments.  Of the six candidates she was interested in, three have already taken other positions.  The remaining three are interviewed, but Setoia realizes they have skills, but will require additional training to get them up to speed.  She asks that an additional ad is placed and that additional candidates are screened.





Examine the problem with this scenario.





Recruit:  the act of filling a position





________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________





Interviewing Skills and Techniques





The Hiring Decision





Coaching Poor Performance
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